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Abstract 

 

The study of work teams has captured the attention of academics and 

practitioners throughout the latter stages of the twentieth century and into the 

twenty-first century. There has been much debate and one could be forgiven for 

thinking that we ‘know’ the answers. However, there are still substantial gaps in 

our knowledge of the practical operations of work teams. 

 

The are many complications involved in the study of work teams, including the 

lack of suitable and consistently used definitions and the failure amongst 

researchers to distinguish between the nature of different forms of teamworking. 

Furthermore, the labelling of formal work groups is rather ambiguous, even 

clichéd. Academics and practitioners hold different perceptions about what 

makes a team and much of the literature reflects production processes within 

manufacturing organisations. With the growing size of the service economy 

further research must be undertaken to understand teams within this context.  

 

On the basis of these difficulties, one may expect that it is impossible to compare 

teams that exist in different organisations, different product markets, different 

labour markets and indeed, different sectors of the economy. However, reflecting 

upon earlier industrial sociology that compares diverse industries this thesis 

makes such a comparison. A Government-owned call centre and a food-
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processing organisation are compared throughout this thesis. Both are smaller 

worksites of larger organisations. The intent of this thesis is to examine such 

diverse teams to consider how teams influence factors such as control, 

cooperation and resistance within organisations. 

 

This thesis was developed to consider all employee actions in the workplace. 

This includes actions that would be viewed by management as positive and 

actions that would be considered by management as deviant or negative. Hence, 

a research methodology was required that was able to investigate actions that 

occur below the surface of formal and consensual rules and uncover any covert 

actions that were present in the workplace. To investigate such actions it was 

essential for the researcher to develop relationships with the research subjects 

that allowed a free exchange of information. Consequently, an ethnographic case 

study method was determined to be the most appropriate form of data collection. 

With the majority of fieldwork taking place over a period of eight months, the 

researcher was able to uncover some interesting actions in each workplace. 

Hence, a contribution to the literature can be made considering employee acts of 

resistance in new workplaces that are not changing to, but begin with a team 

structure. 

 

This thesis investigates how work teams influence the level of control, 

cooperation and resistance within new organisations. It has been found that the 

work teams have little clear influence on aspects of worker control; this is 

primarily driven by managerial strategy. Where management maintain a 

hierarchical decision-making structure (even if it is flatter than the structure 
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could be), then limited control will be devolved to the members of the work 

teams. The levels of both cooperation and resistance on the other hand are 

influenced primarily by the amount of off-task time that the team members have. 

Where employees have a greater level of off-task time, they have the scope and 

opportunity to engage in higher levels of cooperative acts, as well as higher 

levels of resistance. Furthermore, this thesis adds support to the notion that teams 

can exist in organisations without there being a high level of teamworking 

present. Teams in these organisations are a structure of social organisation and 

managerial control rather than employee empowerment. The notion of the 

managerially constructed work team seems to have some longevity and hence, 

cannot be completely dismissed as a managerial fad. 
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Chapter One 

Introduction 

1.1 Introduction 

It has been suggested that work teams are now an integral part of a new managerial 

paradigm (Clifford and Sohal 1998). However, the study of work teams is fraught 

with complications. One of the key difficulties with the analysis of formal work 

teams lies in the lack of suitable and consistently used definitions (Buchanan 2000; 

Marchington 2000; Salas and Cannon-Bowers 2000). Furthermore, there appears to 

be a failure amongst researchers to distinguish between the nature of different forms 

of teamworking (Appelbaum and Batt 1994). The labelling of formal work groups 

that are utilised in the workforce is varied and multiple to the point that Pollert 

(1996) describes the concept of teamworking as notoriously ambiguous.  

 

In addition, it is also acknowledged that academics and practitioners hold different 

perceptions about what makes a team (Ingram and Desombre 1999). A failure to 

develop suitably and consistently used definitions relates to the fact that many 

researchers state that ‘context’ is a central aspect of researching teams (Gough and 

Pullin 1994; Mueller 1994; Thompson and Wallace 1996; Benders and Van 

Hootegem 1999). A further complication in researching teams is that much of the 

literature reflects production processes within manufacturing organisations (Marks 

and Lockyer 2004). With the growing size of the service economy further research 

must be undertaken to understand teams within this context.  
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On the basis of these difficulties, one may expect that it is impossible to compare 

teams that exist in different organisations, different product markets, different labour 

markets and indeed, different sectors of the economy. However, reflecting upon 

earlier industrial sociology that compares diverse industries (see for examples: 

Lupton 1963; see for examples: Blauner 1964; Mars 1982) this thesis makes such a 

comparison. This thesis compares teams within a Government-owned call centre and 

a food-processing organisation that is a subsidiary of a large publicly listed 

organisation. The intent of this thesis is to examine these diverse teams to consider 

how teams influence control, cooperation and resistance within organisations. 

 

Much of the management-focused literature places too great an emphasis on the 

positive effects that teams can have in organisations (see for examples: Hackman 

1987; Orsburn, Moran, Musselwhite and Zenger 1992; Shonk 1992; Katzenbach and 

Smith 1993; Klein 1994; Parnell 1996; Zoglio 1997). Where employee resistance is 

considered, it is often presented as resistance to attempts by organisations to change 

to a team-based structure (Lloyd and Newell 2000; Martinez Lucio, Jenkins and 

Noon 2000; Whybrow and Parker 2000; Welsh and Dehler 2001). There has been a 

failure to adequately differentiate what is resistance to change and what is resistance 

to managerial controls. In an attempt to resolve this inadequacy in previous 

literature, this thesis questions the influence of teams in workplaces that are not 

undergoing a structural reformation. This research project was developed to compare 

teams in two organisations that are new and therefore based around teams from their 
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start up date. This thesis considers the relevant existing literature, along with the 

experience of teams within two new organisations in an attempt to answer the 

question: how do teams influence the level of control, cooperation and resistance 

in new workplaces? 

 

This chapter will perform two key tasks. The first of these tasks is to introduce and 

define the key concepts used throughout this thesis. The chapter first develops an 

overview of work team research and then considers the relevance of labour process 

debates to this project. These are the two central aspects of this research project. 

There will also be a discussion of definitions of resistance and cooperation and some 

important related concepts such as commitment, misbehaviour and conflict. The 

chapter then outlines the research plan for the remainder of the thesis. The following 

section explores what is commonly accepted as two different traditions of 

teamworking in an attempt to focus the ambiguous notion of work teams.  

 

1.2 Different Traditions of Teamworking 

It is argued by some that teamwork has been a means of improving work 

effectiveness for a long time, certainly hundreds and probably thousands of years 

(Katzenbach and Smith 1993; Beyerlein 2000). However this ‘history’ has been 

dismissed as mythicism and romanticism (Sewell 2001). Regardless, managerial 

practices of the early 20th century were focused more on the individual, due to the 

influence of Frederick Taylor’s Scientific Management (Taylor 1911, 1911) and 
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Henry Ford’s assembly line (Gelderman 1981) being at the forefront of managerial 

practices.  

 

Initially influenced by Elton Mayo and the Hawthorne experiments, the human 

relations approach stressed the importance of the work group and the development 

of satisfying social relations for employees (Mayo 1933; Roethlisberger and Dickson 

1939; Mayo 1949). Further credit for recognising the importance of ‘team’ culture 

can be given to researchers from the Tavistock Institute in London (Eby, Sinoway 

and Parisi 2000). Following World War Two (WWII), Trist et al. (1963 and Emery 

and Trist 1965) experimented with combining the social and technical aspects of 

work in coal mining. This represents one of the first systematic analyses of teams in 

the workplace. The coal mining teams were responsible for the hiring of team 

members and the tasks that each team member would perform. Furthermore, the 

team was responsible for the whole task and also paid with a group bonus (Trist and 

Bamforth 1951).  

 

However, in the early 1970s, the post-WWII economic boom had ended and many 

industries faced a fluctuating and uncertain economic environment (Wright 1995). It 

was at this time that many organisations began to experiment with work teams 

(Beyerlein 2000). This practical use was accompanied by a significant body of 

critical literature examining the issue of teams (Dunphy, Andreatta and Timms 1975; 

Robson 1978; Katz 1985). Furthermore, there developed an extensive catalogue of 

managerial-focused literature preoccupied with the virtues of a shift to team-based 
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organisation (see for examples: Payne 1982; Hackman 1990; see for examples: 

Hicks and Bone 1990; Shonk 1992; Katzenbach and Smith 1993). Interestingly 

however, it has been noted that Australian research is rather less extensive 

(Buchanan and Hall 2002). Perhaps the preoccupation with the institutional aspects 

of labour relations within Australia has contributed to the limited consideration of 

job design and the informal, but no less important aspects of employment (Wright 

1995). As cultural differences between countries are important contextual factors, 

they must be considered (van Amelsvoort and Benders 1996). Hence, investigating 

teams within the Australian industrial context is important to determine similarities 

and differences between Australian and international team experiences.  

 

Finding an appropriate definition of a team is difficult due to the multiple 

characterisations that are available. One of the more commonly cited definitions of a 

team is presented by Mueller (1994: 383):  

…a team shall be understood as a group of 8 – 15 members and is 
responsible for producing a well-defined output within a recognisable 
territory, where members rotate from job to job with some regularity, under a 
flexible allocation of tasks.  

 

Taking a position that appears more broad in some areas and more restrained in 

other areas Gully (2000: 26) defines work teams as: 

(1) three or more people; (2) who interact in some way; (3) to produce 
something, solve problems, or make decisions that are relevant to 
organisations; and (4) which have a past, present and future. Additionally, 
work teams can be distinguished from groups or loose collections of people 
because they perform tasks requiring high amounts of interdependence, with 
separate roles and distributed expertise among team members. 
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By comparison, Katzenbach and Smith (1993:112) provide a more generic definition 

of a team:  

A team is a small number of people with complementary skills who are 
committed to a common purpose, set of performance goals and approach for 
which they hold themselves mutually accountable. 

 

In addition, Shonk (1992:1) provides a definition that would cover almost any 

interaction in the workplace: 

Two or more people who must coordinate their activities to achieve a 
common goal. 

 

Clearly, there are many definitions of teams for researchers to adopt as they deem 

appropriate. However, it is recognised that work teams stem from two main 

traditions (Benders and Van Hootegem 1999; Durand 1999). The first tradition is 

socio-technical theory, while the second tradition developed from Japanese 

industries. Figure 1.1 demonstrates some of the different labels placed on work 

teams within the literature, along with researchers that have utilised each particular 

label.  

 

There are a range of differences between the two traditions. One factor that 

differentiates teams from the socio-technical tradition to teams from the Japanese 

industry tradition is the level of employee autonomy. The ‘autonomy that in some 

sense defines the former appears largely absent in the latter’ (Proctor and Mueller 

2000: 6). Hence, this thesis adopts a similar label to Trist et al. in referring to this 
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style of team as a semi-autonomous work team (SAWT).1 These teams are assumed 

to hold a variety of additional tasks including the allocation of work and the 

selection of team members and team leaders. Such teams would be a group of 

multiskilled employees operating under an organisation of work that would increase 

job variety, employee discretion and responsibility. The expected result of this team 

structure would be increased job satisfaction, improved motivation and hence, 

increased labour productivity.   

Figure 1.1: Two Traditions of Work Teams 2

 
Socio-technical Tradition                                                             Japanese Industry 

Context influences the team placement on this continuum 

Socio-technical 
Teams 

(Trist, Higgin, 
Murray and 
Pollock 1963) 

Japanese Work 
Teams 

(Wickens 1987; 
Kenney and Florida 
1988; 1993) 

Involvement 
Teams  (Mueller 1994) Productivity Teams (Mueller 1994) 

High Road Teams (Bacon and 
Blyton 2000) Low Road Teams (Bacon and Blyton 

2000) 

  Kaizan (Rinehart, Huxley and 
Robertson 1997) 

Kalmarism/ 
Volvoism 

(Leborgne and 
Lipietz 1988; 
Beggren 1993) 

  

  Lean Teams  (Womack, Jones and 
Roos 1990) 

 

Teams that stem from the tradition of Japanese industry are more likely to be 

considered in conjunction with terms like ‘Kaizan’ or continuous improvement, 

                                                 

1 Trist et al refer to semi-autonomous work ‘groups’ rather than ‘teams’.  
2 This table is not designed to be an exhaustive list of labels but rather to provide an example of how 
the two different traditions of team research have generated numerous labels and definitions. 
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quality circles and lean production. The focus is less on the social aspects of the 

production process and more on removing waste and improving the quality of the 

product and processes. Commonly, these teams have a greater level of hierarchical 

control and limited employee involvement in decision-making. This thesis refers to 

teams from this tradition as ‘lean teams’. Lean teams is a label that was developed 

through the study of lean production presented by Womack, Jones and Roos (1990). 

Their research was performed through the International Motor Vehicle Programme 

and their international study of car manufacturing, including the acclaimed Toyota-

General Motors joint venture, NUMMI. Critics have suggested that both ‘lean 

teams’ and those teams that resemble SAWTs increase the pressure faced by 

employees and provide limited benefits (Parker and Slaughter 1988; Wright 1995). 

In addition, SAWTs have been described as a mistake of capitalist innovation 

because they do not free organisations from the rigidities of bureaucratic order 

(Heckscher 2003).  

 

Clearly, there are advocates and critics of team structures regardless of where the 

team fits on the socio-technical / lean team spectrum. Conflicting analyses reinforces 

the assertion that the context of each organisation is essential in drawing any 

conclusions from field research into work teams. Within this thesis, Chapters Four 

and Five provide a detailed contextual understanding of the industries, organisations 

and the teams studied throughout this research project. The empirical research 

presented within this thesis suggests that each of these organisations has teams that 

appear to be derived from the separate traditions. That is to say, some teams within 
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these organisations appear to have limited autonomy and are reflective of teams 

within Japanese industry, while other teams within each organisation have higher 

levels of autonomy and are therefore more reflective of SAWTs. This was not the 

intention of the management when the teams were developed. In fact, the situation is 

quite to the contrary. Management sought to develop a workplace with teams that 

employees perceived to be equal. However, as the teams matured, it became obvious 

that they were different. This thesis explores the differences in levels of control, 

cooperation and resistance within the teams.  

 

This research compares the teams within a call centre and a food-processing 

organisation. The suggestion that teams have different levels of autonomy is not 

enough to understand what occurs within these two organisations. The organisations 

in this thesis reflect characteristics described by Rinehart et al. (1997). Similar to 

Rinehart’s study, this thesis suggests that in the organisations studied here, there is 

nothing in the production process or the social organisation of work that requires the 

employees to be organised into teams. The teams in these workplaces appear to 

represent something outside the two traditions of teams. Van den Broek, Callaghan 

and Thompson (2004) suggest that teams can be present in workplaces with limited 

levels of teamworking. The van den Broek et al. suggestion is supported by the 

research in this thesis. While Chapter Two provides a more thorough analysis of the 

existing work team literature, the following section reviews the theoretical 

framework that is used to interpret the data collected through this research project. 
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1.3 Labour Process in the 21st Century: Still Control, Consent 

and Resistance? 

This section reviews some important contributions to a vast literature on Labour 

Process Theory (LPT). The aim of this section is to question the ongoing relevance 

of LPT at the start of the 21st century. A Marxist perspective of the labour process 

suggests that capital needs to organise production to its own advantage and 

consequently labour would be disadvantaged and may in fact resist these conditions. 

Managerial control is a method to maximise employee output and minimise capital 

expenditure (Hyman 1975; Burawoy 1978; Hyman 1987).  

 

Contemporary research that focuses on the capitalist labour process gathered 

significant momentum following the publication of Braverman’s Labor and 

Monopoly Capitalism (1974). Braverman’s work is widely regarded as the seminal 

contribution to the contemporary debates on the labour process (Littler and Salaman 

1982; Bray and Littler 1988; Kitay 1997). Part of the Braverman thesis centred on 

the Marxist assumption that work under capitalism is directed to create profits for 

organisations rather than satisfy the needs of working people (Wood 1982). Where 

the ownership of resources is concentrated in the hands of the few, the majority of 

people are compelled to sell their capacity to labour to earn a wage. Management 

buys the workers' potential to labour and must then try to control this purchase to 

meet organisational ends (Braverman 1974; Hyman 1975).  
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The debates that arose subsequent to Braverman’s thesis have been categorised as 

fitting into three major and overlapping currents: 

1. questions about deskilling and the attempt to construct a satisfactory model 
of skill changes; 

2. questions about labour markets and the attempt to construct a satisfactory 
model of capitalist labour markets; and 

3. questions about managerial strategy and control. (Bray and Littler 1988: 
552) (emphasis in original). 

 

Given that this thesis is about work teams as a managerial strategy and how the 

teams influence the nature of control in the workplace, the deskilling and labour 

market aspects of the labour process theory will be ignored and the focus will remain 

on managerial strategy and control perspectives.  

 

Managerial strategy is important as the employment relationship is one of competing 

interests. Within the employment relationship, 

… conflict exists because the interests of workers and those of employers 
collide and what is good for one is frequently costly for the other. Control is 
rendered problematic because, unlike the other commodities involved in 
production, labour power is always embodied in people, who have their own 
interests and needs and retain their power to resist being treated like a 
commodity. (Edwards 1979: 12) 

 

Friedmann (1977) and Edwards (1979) each maintained a Marxist framework when 

analysing systems of control in the workplace, although these authors present 

different interpretations. Small-sized organisations allow the capitalist to directly 

supervise the work and pay arrangements. Edwards describes this as simple control. 

As organisations grow in size, the personal ties of management are strained and 

worker resistance is likely to be more successful. This is disputed by Friedmann’s 
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evidence which demonstrates that in some small organisations, employers can leave 

substantial levels of autonomy in the hands of workers.  

 

Edwards suggests that throughout time, there has been an evolution of controls 

where larger organisations are able to utilise technology and rule-making in the 

workplace as structural forms of control: technological and bureaucratic control 

respectively. Technology allows the employer to control the processes of work and 

the pace of work. The introduction of internal labour markets, rules governing job 

specifications and work practices as bureaucratic control further enhances 

managerial control over the labour processes. To a certain extent, Taylorism 

represents the use of technology and rules as forms of managerial control. 

Friedmann refers to one-sided forms of managerial control such as Taylorism as 

direct control. Valorisation, or the conversion of labour power to actual labour to 

ensure surplus value, ‘cannot be encapsulated in any single form’ of control 

(Thompson 1989: 133). Consequently, a range of tactics by management attract a 

range of responses by employees therefore maintaining what has been described as 

the ‘frontier of control’ (Goodrich 1921), or an area of contested terrain (Edwards 

1979). The area of contested terrain is fluid and each party responds to the control 

and power held by the other party. The introduction of teams is a response on the 

part of management to employees unilaterally taking control through informal 

groups.  
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Conflict arises over a range of issues including the organisation of work, the pace of 

work, defining the rights and responsibilities of each party and how employees are to 

be incorporated into the labour process. Hence, ‘the workplace becomes a 

battleground, as employers attempt to extract the maximum effort from workers and 

workers necessarily resist their bosses’ impositions’ (Edwards 1979: 13). One role of 

management is to reduce the uncertainty that remains when workers maintain 

control over the labour process. Hence, management try to procure the optimal use 

of the labour power that has been purchased. This is, of course, a means to the end of 

ensuring the production of profit (Burawoy 1985).  

 

There has been a range of criticisms over Braverman’s work and part of this focuses 

upon his failure to adequately address worker resistance (Wood 1982; Burawoy 

1985; Thompson 1989; Kitay 1997). In addition, Braverman has also been criticised 

for failing to consider the notion of worker consent (Burawoy 1985). In short, 

Braverman fails to adequately consider employee responses to managerial control. 

Any labour process involves elements of consent and there is rarely unrestrained 

hostility (Edwards and Scullion 1982). Due to the interdependence of labour and 

management, the two parties are obliged to accommodate some of the other party’s 

preferences and expectations. Hence, labour commonly maintains some control over 

issues such as the pace at which the work will be performed, the amount of work 

that will be performed, who is expected to perform particular tasks and so on 

(Tolliday and Zeitlan 1992). Furthermore, according to Burawoy (1979) the notion 

of management control and employee resistance does not explain the cooperative 
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nature that can be found in many workplaces, by the majority of employees, much of 

the time. Burawoy argued that ‘consent’ arises from the organisation of the 

processes in the workplace that leaves employees with the perception that they have 

choices and the ‘participation in choosing … generates consent’ (Burawoy 1979: 

27).  

 

There is a well-established recognition that employees construct ‘games’ in an 

attempt to relieve the frustrations that can appear within repetitive work (Beynon 

1973; Roy 1973; Burawoy 1978, 1979, 1985). Burawoy develops his addition to the 

‘control / resistance’ framework with an analysis of the ‘games’ that employees play 

to ‘beat’ the employers in constantly negotiating and renegotiating the wage / effort 

bargain. The opportunity to gain small victories disguises the basic disadvantage of 

workers within capitalism (Kitay 1997). Burawoy himself, through an ethnographic 

study was puzzled to find himself ‘breaking (his) back to make out … risking life 

and limb for that extra piece’ (Burawoy 1979: xi). Burawoy and his fellow workers 

‘participated and strategised (their) own subordination. (They) were active 

accomplices in their own exploitation’ (Burawoy 1985:10). As a result of Burawoy’s 

work, the labour process framework is commonly referred to as the ‘control / 

consent / resistance’ framework. Importantly, it was recognised that workers are 

fully aware of what serves their interest – consent or resistance (Knights and 

McCabe 2000). It is an implicit aspect of managerial function to ensure that 

employees view consent, or better still, commitment, rather than resistance as being 

in their best interest. Organising workers in teams has been suggested as one way to 
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increase employee consent and commitment; however, there is little consideration of 

the ongoing resistance within teams.  

 

Despite many detailed examples of how management ‘manufactures consent’, the 

notion of employee consent remains problematic. Burawoy refers to employees 

‘making out’ and argues that such a term cannot be viewed simply as ‘achieving 

greater earnings’ (Burawoy 1979:85). Rather, the rewards of making out include the 

reduction of fatigue, relieving boredom and the ‘social and psychological rewards of 

making out on a tough job’ (Burawoy 1979:85). In essence, Burawoy points to a 

shift from coercion to consensual regimes in the labour process (Thompson 1989). 

However, there remain ambiguities in defining those employee actions with the use 

of terms like compliance, cooperation and consent. While all of these terms provide 

an expectation that employees are not engaging in acts of resistance within the 

labour process, these terms must be understood to be different.  

 

There are problems associated with transference of labels across academic 

disciplines (Thomson and Warner 1980). It has already been noted that practitioner 

and academic understandings of work teams may differ. It is also a reasonable 

assumption that organisational behaviourists (OBs), industrial sociologists, industrial 

relations researchers and managerial researchers may have different understandings 

of labels placed upon particular actions in the workplace. Hence, this chapter will 

define some terms that are used throughout this thesis to avoid ambiguities and 

confusion. 
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Consent implies a level of agreement to a set of workplace rules. Compliance 

suggests employees ‘give way to the structure and power of control’ in the capitalist 

labour process (Thompson 1989:176). OBs suggest that employees can go further 

than compliance or providing consent. At any given moment, an individual can 

decide to engage in a broad range of activities in the workplace. These potential 

activities can be divided and categorised into three ‘action outcomes’, illustrated in 

Figure 1.2. The three actions are:  

- when an employee is being ‘conforming and dutiful’ (Ackroyd and 

Thompson 1999:1). These actions can be considered as those that fit within the 

formal and consensual rules of the organisation and are an employee’s way of 

performing their role without drawing attention to themselves. This is commonly 

viewed as providing ‘consent’.  

 

- when an employee is failing ‘to work very hard or conscientiously, through 

not working at all, deliberate output restriction, practical joking, pilferage, sabotage 

and sexual misconduct’ (Ackroyd and Thompson 1999). These actions can be 

considered in the broad categories of misbehaviour, resistance and conflict.     

 

- when an employee engages in actions that are ‘discretionary, not directly or 

explicitly recognised by the formal reward system … the behaviour is not an 

enforceable requirement of the role of the job description … the behaviour is a 

matter of personal choice, such that its omission is not generally understood as 
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punishable’ (Organ 1988). These actions can be considered to have a positive 

outcome for the organisation and it may be considered that employees would expect 

positive outcomes for themselves.  

 

Figure 1.2: Employee Actions under a Control / Response Framework3  
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This thesis considers how work teams influence the level of control, cooperation and 

resistance in new worksites. Part of the focus is organisational strategy. The 

development of ‘greenfield’ worksites has traditionally been viewed as a clear and 

definitive strategy that is commonly implemented as a means to introduce new 

managerial practices and work organisation (Delbridge and Turnbull 1992; Garrahan 

and Stewart 1992). However, it is reasonable to expect that the managers of new 
                                                 

3 The listed actions are commonly accepted labels and simply examples of some possibilities in which 
an employee can engage while at work. It is not meant to be an exhaustive list.  
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worksites that are not strictly greenfields would instigate new managerial strategies. 

Such strategies may include developing a corporate culture that seeks to ensure a 

limitation of employee actions that would challenge managerial prerogative 

(according to Figure 1.2). Furthermore, a managed corporate culture is commonly an 

organisation’s attempt to co-opt what OBs (see for examples: Organ 1988; 

Podsakoff and Mackenzie 1997; see for examples: Podsakoff, Mackenzie, Paine and 

Bacharach 2000) refer to as organisational citizenship behaviours to become ‘the 

norm’ or expected actions of employees.   

 

While organisations attempt to manage corporate cultures, employees maintain 

control over the level they adopt cultural initiatives (Barley and Kunda 1992; Kunda 

1992). It is important to recognise that there may be both intended and unintended 

consequences of the employee’s choice of actions. However, for the purposes of this 

thesis it is important to focus on the employee’s intended or expected outcome. To 

illustrate this more clearly, consider the following example. A worker is required to 

collect perishable goods from a large storage freezer. Upon leaving the storage 

freezer, the automatic door does not close properly. An act of resistance would be if 

the employee noticed the problem and chose to ignore it with the full knowledge that 

the end result would be stock loss through inadequate cold storage (or if it was the 

employee’s intentional act of sabotage that broke the door!). Noticing the problem 

and reporting to the maintenance crew would be considered an expected or dutiful 

action on the part of the employee. Should the employee notice the problem and, as 

an additional work commitment, resolve to fix it even though there is a dedicated 
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maintenance crew, this would be considered ‘organisational citizenship behaviour’. 

Of course an employee’s actions may lead to unintended consequences. In this 

example, an unintended consequence may be that more damage is done to the door 

while the employee is trying to fix it; or leaving the door open may lead to a chain of 

events that blows an electrical fuse and creates a damaging fire. This thesis is only 

considering what can be viewed as a reasonable expectation of an outcome by a 

person when they engage in that action.      

 

OB literature suggests that employees can often go further than merely providing 

consent for extrinsic gains. Indeed employees can provide a level of commitment to 

the organisation’s goals when there is no evidence of any benefit to the employee, 

save the possible intrinsic benefit received when one feels that they have ‘done a 

little extra’ (Organ 1988; Podsakoff and Mackenzie 1997; Podsakoff, Mackenzie et 

al. 2000). This discretionary work effort is more than ‘consent’ and must be 

incorporated into the labour process framework to give a full account of what occurs 

within the workplace. It is important to recognise that regardless of a worker’s 

action, whether it be resistance, compliance, commitment or any other ‘label’, the 

action is a response to being in a situation whereby the management has a 

comparatively higher level of power and control.  

 

Furthermore, when employees engage in sustained periods of resistance, or 

employee control over the labour process becomes problematic, management can 

respond. A common response to this employee resistance was the institution of more 
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efficient or elaborate forms of control. In addition, more drastic responses from 

employers included closing or shifting production. Throughout time each party 

responds to the controls held by the other party. Organising employees into teams 

can be viewed as a response; however, we do not have an adequate understanding of 

how the teams influence control, cooperation and resistance, particularly in new 

workplaces. Throughout this thesis the term ‘control / response’ will be used when 

referring to the managerial strategy and control aspect of the labour process 

framework. ‘Control / response’ refers to the control that each party has over aspects 

of the labour process, the manner in which the party uses this control and the 

response that the use of the control evokes from the opposing party within the 

employment relationship.  

 

The following section of this chapter will develop the conceptual understanding used 

throughout this thesis to differentiate employee actions within the workplace. It is 

noted that employees can challenge managerial prerogative and the workplace order, 

provide consent, be compliant, or engage in cooperative and positive acts. 

Furthermore, employees are not limited to one course of action, rather there is a 

range of possibilities and the context of the moment assists the employee in 

determining what action they may undertake. 

 

1.4 Labels for Employee Actions 

Often, ‘deviant’ behaviours in the workplace are suggested to reflect the employee’s 

basic distrust of management, or attempts to gain active mastery over the production 



 - 21 - 

process (Snizek 1974). However, Edwards and Scullion (1985) argue that it is 

essential to locate the actions of employees within the context of those actions. 

Actions may be neither a ‘spontaneous or irrational protest nor a self-conscious 

attempt to resist the employer’s control over the labour process’, rather a response to 

particular circumstances (Edwards and Scullion 1985).  

 

Many authors present a range of definitions for actions of misbehaviour in the 

workplace. For example, Edwards and Scullion (1982) define ‘fiddles’ as those 

shop-floor practices that involve workers using their accumulated experience and 

tacit knowledge of the production process to adjust or circumvent workplace rules 

and operating procedures. Fiddles have been identified as divergences from expected 

behaviour and management defined norms (Sewell and Wilkinson 1992). Sprouse 

takes a broader approach which is adopted by Ackroyd and Thompson to suggest 

that misbehaviour encompasses ‘anything you do at work you are not supposed to 

do’ (Sprouse 1992: 3; Ackroyd and Thompson 1999: 2). Implicit in these definitions 

is that the actions would have a negative effect on employee productivity.  

 

Furthermore, many of these actions are considered as individual actions, or 

alternatively within the framework of informal groups. One aspect of this thesis aims 

to address the absence of research into collaborative acts of resistance within 

formalised work teams. Industrial / organisational psychologists refer to actions such 

as lying, theft, sabotage as antisocial behaviour (Muchinsky 2000). However, this 

assumption presents an anomaly for this research project. If we start with the 
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proposition that these actions are antisocial and we accept that teams are introduced 

to a workplace as a means of capitalising on the social benefits of the labour process, 

defining such actions when team members are collaboratively engaged in them as 

antisocial seems problematic. Surely these actions must be social actions in such 

circumstances rather than anti-social behaviours. Consequently, to avoid confusion, 

this chapter attaches labels to certain actions to be used throughout this thesis.  

 

For the purposes of this thesis and more specifically Chapter Eight, there needs to be 

some form of clarification in terms of what defines resistance, misbehaviour, 

deviancy, conflict or any of the other possible labels to be placed upon employee 

actions. It is clear that there is a realm of misbehaviour that goes beyond resistance 

to control (Robinson and Greenberg 1998; Ackroyd and Thompson 1999). 

Furthermore, it is unreasonable to suggest that an employee who uses a piece of 

stationery for personal use would fall into the same category as a person who leaves 

the rear door of a workplace unlocked at night to allow easy re-entry for a 

substantial theft of stock. Ackroyd and Thompson (1999) present a useful typology 

of the dimensions of misbehaviour. This is modified in Figure 1.3 to assist with the 

definitions used throughout this thesis. As was previously mentioned, it is important 

to understand that this typology makes certain assumptions about the intended 

outcomes of an employee’s actions while recognising that there may be unintended 

consequences of any action. 
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According to Ackroyd and Thompson (1999) there are four different dimensions 

and, within these dimensions, variations in the intensities of employee actions that 

the authors define as organisational misbehaviour. Employees can engage in the 

appropriation of time, the appropriation of work, the appropriation of product and 

the appropriation of identity. This thesis differentiates between actions that are 

regarded as resistance to managerial controls and activities that can be regarded as 

misbehaviour while engaging in the labour process where control is central. The 

framework presenting a differentiation in misbehaviour and resistance is not to 

suggest that there is (or should be) a clear distinction between such activities. The 

differentiation made in Figure 1.3 is recognition that there is room for similar 

actions to be defined as misbehaviour or resistance depending on the context. The 

differences between misbehaviour and resistance are based on the intentions of the 

employee. The assumption here is, of course, that there is a degree of 

understanding on the part of the employee of their intended outcome. Regardless of 

the definitions, the question of how teams influence employee resistance is an area 

of research worthy of further investigation.  
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Figure 1.3: Dimensions of Employee Actions 
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A dictionary definition of the word ‘cooperation’ is not enough to understand the 

cooperation in an organisation that is based around teams in the workplace. Part of 

this problem stems from the fact that the notion of cooperation is central to the 

presence of teamwork. In fact, teamworking is often defined as ‘activities involving 

the sharing of information about problems and cooperative working to solve these 

(problems)’ (Kerrin and Oliver 2002: 321, emphasis added).  
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Through work processes the presence of interaction between employees cannot be 

viewed as cooperation. Employee interactions can either be cooperative, conflictual 

or simply accommodating. Consequently, employees working in individualised 

workstations along a Fordist assembly line cannot be viewed as engaging in 

cooperative work practices. Employees may simply be taking an accommodating 

approach to their work in an attempt to tolerate the repetition of the processes. There 

may be interaction between employees; however these interactions are not 

necessarily cooperative. All employees play a small part in a larger production 

process but the production process cannot be viewed as being cooperative. This 

reliance upon the previous worker has been labelled ‘sequential interdependency’ by 

Sharpe (2002: 272). Organising work in this fashion was commonplace prior to the 

incorporation of formalised teams in the workplace. If the Fordist assembly line 

were reconfigured to be a production cell, employees could be provided with the 

autonomy to engage in cooperative interactions to determine where their skills may 

be best utilised, or in what order the processes should be completed and so on. 

 

For the purposes of this thesis, cooperation takes a definition closer to discretionary 

work effort or organisational citizenship behaviour. Cooperation is defined as: 

The level and extent of direct interactions between workers that results in, or 

would be reasonably expected to result in positive outcomes for the 

organisation. Such actions are to be considered in addition to formalised and 

codified work roles.  
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Important to this definition are the terms interactions and positive. This excludes a 

number of employees who act in collaboration (working together to produce an 

effect) to resist managerial controls. Furthermore, it also excludes examples such as 

the assembly line where individuals simply perform their tasks in the linear 

production process. Cooperation within this thesis refers to employees going beyond 

providing consent to the labour process and actively seeking out opportunities to 

engage in discretionary work effort. As such, independent of managerial codified 

rules, the employee is promoting managerial goals of increasing production, service 

quality or reducing costs. A more thorough analysis of how work teams influence 

the level of cooperation requires framing the research and definitions in this manner. 

This chapter will now briefly consider the final major aspect of this research project, 

the difference between new and greenfield worksites.  

 

Greenfield sites are interesting to study as they provide an opportunity to understand 

the direction that management and industrial relations may be developing 

(Hursthouse and Kolb 2001). The motivations for such moves can vary from 

optimising the use of new technology, to more insidious attempts to de-unionise or 

completely employ a new staff, free of ‘old’ work practices (Leopold and Hallier 

1997; Baird 2001). However it is important to recognise that not all new worksites 

can be classified as greenfield sites. This section differentiates between greenfield 

and new worksites to provide a comparison between the two case study 

organisations.    
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The earliest greenfield sites were established in the late 18th century as 

industrialisation took hold in England. While organisations within the United 

Kingdom (UK) and the United States of America (USA) have a long established 

history of relocating plants from the ‘brownfield’ or established sites to ‘greenfield’ 

worksites, interest in researching greenfield sites only developed throughout the 

1980s. Much of this early research found that a key motivation for closing existing 

plants and relocating has been de-unionisation or remaining non-unionised (Lens 

1985; Kochan, Katz and McKersie 1986; Kenney and Florida 1993). As is explained 

in Chapter Five (section 5.5) that is also one motivation for FrOzone, the greenfield 

site in this thesis.  

 

Commonly, a greenfield worksite allows a break from the past where the business 

needs present an opportunity to develop a suitable managerial approach, philosophy 

and organisation of work (Leopold and Hallier 1996). Importantly, new worksites 

may indeed represent many characteristics of a greenfield worksite. Australian 

Workplace Industrial Relations Survey (AWIRS) data combines the two types, both 

greenfield and new worksites, and suggest that this type of worksite has fewer 

occupational organisations, fewer unions and a lower incidence of industrial disputes 

(Morehead, Steele, Alexander, Stephen and Duffin 1997: 51-53). Management in 

new workplaces attempt to develop a suitable corporate culture from their inception.   

 

It is commonly accepted that industrial relations are based on the assumption of 

pluralism (Fox 1973). Hence, management controlling an organisation’s culture is 
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seen as an attempt to undermine the pluralistic nature of the workplace and 

formulate a unitarist culture.4 While such activities appear to be increasing (Provis 

1996), the success of such endeavours is questionable given some of the evidence 

available. Evidence of the growing implementation of corporate culture, teams and 

other ‘soft’ HRM strategies in the workplace suggests that organisations are 

attempting to resolve ‘the labour problem’ through encouraging the employees to 

develop a genuine commitment to the organisation (Walton 1985; Guest 1987; 

Maxwell and Steele 2003).  

 

New workplaces are, like greenfield sites, fewer than five years old. However, they 

are not established in ‘greenfields’, or as a means to alter pre-existing management / 

employee relationships. New workplaces can develop in pre-existing buildings, 

although the critical factor is that the workplace has been refurbished or reorganised 

allowing for management (and to the extent that they are allowed be involved, 

employees) to establish a new operational structure and processes. Such structures 

and processes may be a replica of a pre-existing operation, or they may operate as a 

break from the past in the same fashion as greenfield sites tend to do.  

 

New workplaces do provide management with an opportunity to develop and 

promote a particular organisational culture from the beginning of production. That 

is, the organisations do not need to undergo a cultural change rather, management 

                                                 

4 Throughout the 1960s, 1970s and 1980s there was much literature published analysing the notions 
of pluralism and unitarism. Some examples of this literature include Kerr, Dunlop, Harbison and 
Myers, 1960; Fox, 1973; Hyman, 1978 and Kirkbride, 1985.  
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have the opportunity to initiate and develop a cultural paradigm of their choosing. 

Within a range of possibilities, organisations can promote a unitarist culture with the 

exclusion of alternate frames of reference, for example, union representation. 

Alternatively, organisations can accept and promote a pluralist culture where 

alternative views are expected and tolerated, while still aiming to encourage 

commitment to the organisation. The case studies presented here represent differing 

approaches to organisational culture. Within a culture in a new workplace, the 

utilisation of a team structure is designed to encourage workers to engage in greater 

levels of consent and cooperation with an aim to limit, or eliminate resistance. 

Hence, by removing the variable of contention over a change to team structures, this 

research is able to investigate how teams influence control, cooperation and indeed, 

resistance. 

 

Empirical evidence suggests that employees appear to accept the values presented by 

management at least on the surface. However, a more critical examination can detect 

resistance to the managerially developed culture (Kunda 1992; Willmott 1993; 

Waring 1998). Where resistance may not be present, at least employees are aware of 

the contradictions that may be inherent in strong cultures, for example, an 

organisation’s attempt to secure control by presenting the impression of respecting 

the individuality of each employee (Willmott 1993). This appears to be at direct 

odds with the notion of developing formal group structures where the workers are no 

longer individuals but a team member. This thesis will consider how employees 
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balance this paradox of managerial initiatives. The final section of this chapter will 

now shift to provide an outline of the remainder of this thesis.      

 

1.5 Thesis Outline 

Following this introductory chapter, Chapter Two continues the literature review 

within this thesis, shifting the attention to the wealth of literature that considers 

teams within the workplace. There are some interesting differences within the work 

team literature. This thesis draws a division between team literature that, on one 

side, is developed as a managerial handbook, providing little analysis and simply 

promoting the cause of managerial concerns and that which takes a more critical 

approach to understanding the structures and effects of teams within the workplace.  

 

This literature demonstrates that not all team structures are the same. Context again 

becomes important when investigating teams within the workplace. The case studies 

that are used in this research are both parts of larger organisations and also new 

workplaces. Hence, management have the opportunity to develop rather than change 

workplace relations with new managerial practices. This chapter argues that teams 

are aligned with managerial-initiated cultures and state-of-the-art technology as 

forms of control over the labour process.  

 

Chapter Three presents the methodological approach for this research project. This 

thesis was developed to consider all employee actions in the workplace. This 

includes actions that would be viewed by management as positive and actions that 
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would be considered as deviant or negative. Hence, a research methodology was 

required that would be able to investigate actions that occur below the surface of 

formal and consensual rules and uncover any covert actions that were present in the 

workplace. To investigate such actions it was essential for the researcher to develop 

relationships with the research subjects that allowed a free exchange of information. 

Consequently, an ethnographic case study method was determined to be the most 

appropriate form of data collection. With the majority of fieldwork taking place over 

a period of eight months, the researcher was able to uncover some interesting actions 

in each workplace. Hence, a contribution to the literature can be made considering 

employee acts of resistance in new workplaces that are not changing to, but 

beginning with a team structure.  

 

Chapter Four and Five are primarily descriptive chapters that detail the two case 

study organisations.5 The organisations were selected on the basis that they were 

both new and the employees were placed in formal work teams. These chapters 

explore a range of issues that are relevant to this thesis. Chapter Four for example, 

examines the development of the new workplaces, the managerial-initiated cultures, 

recruitment processes, workforce demographics and union / management relations. 

Chapter Five focuses on issues including the organisation of work, the teams studied 

in this project, training, job rotation and multiskilling policies and remuneration. 

                                                 

5 Strictly speaking, one of the case study sites (the call centre) is a department of a large company. 
However, this workplace operates in a separate building to the rest of the company and largely 
operates as a separate stand alone entity that provides support for the larger company. In an attempt to 
avoid confusion throughout the thesis, both worksites will be referred to as ‘organisations’ and 
‘workplaces’ interchangeably.  
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These aspects are included as they provide important contextual detail and are 

relevant to the issues of managerial strategy and control in each workplace. This 

chapter recognises that, even within single worksites where management attempt to 

develop equity amongst employees and teams, differences develop. How these 

differences influence the employee action outcomes is analysed in the following 

three chapters.   

 

The first of the analysis chapters is Chapter Six. This chapter will focus on the 

notion of control within the teams. As such, two aspects of workplace control are 

considered. First, Chapter Six analyses the manner in which the teams provided the 

workers with greater levels of control over decision-making and cultural or 

normative initiatives. While Chapter Two demonstrates that organisations can 

implement different structured teams based on managerial intentions, Chapter Six 

further develops the notion of different teams within the one workplace. These 

differences stem from the levels of off-task time and control over the tasks in which 

the teams are engaged. Secondly, this chapter considers the notion of teams as 

structures of control. In doing so, there is a consideration of how the teams in the 

two case study organisations provide management with an additional level of control 

over the employees. This additional control is referred to as horizontal or peer 

control as the employees are providing peer pressure to conform.  

 

Chapter Seven considers the employee actions that managers seek from organising 

their workplace around teams. As has been discussed, many organisations introduce 
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teams to develop greater levels of cooperation and commitment from their 

employees. This is particularly the case in new workplaces, with the development of 

managerial-initiated corporate cultures. Certainly, within each of these case study 

organisations employees exhibit cooperative actions and in some cases high levels of 

commitment. However, this thesis develops the notion that within the organisations, 

those teams with greater levels of off-task time are more likely to engage in 

cooperative acts; that is, acts of discretionary work effort. However, the case studies 

presented in this thesis also demonstrate that there is no clear distinction between the 

different teams when it comes to the employee’s level of commitment. Interestingly, 

while the level of commitment to the team is greater where the team members have 

higher levels of social interaction, commitment to the organisation does not appear 

to be linked to the presence and involvement in teams.     

 

Chapter Eight considers those actions that challenge managerial prerogative and the 

workplace order. Much of the managerial-focused team literature presents a 

checklist of stages for organisations that are undergoing a change process to teams, 

in an attempt to limit resistance to that change. However, in this thesis the case study 

organisations are new workplaces. Hence, there is no resistance to change; rather, 

any resistance is present as a response to managerial control within the conflictual 

employment relationship. This chapter further develops the theme of differences 

between teams within each workplace. While there are actions of misbehaviour 

scattered throughout all teams, employee actions of resistance are focused within 

those teams with greater levels of off-task time. It is interesting that the level of off-
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task time results in both greater levels of cooperation and greater levels of 

resistance. Furthermore, showing a similar pattern to the previous chapter, conflict 

and challenges to the organisation’s culture are not influenced by an employee’s 

team. Rather, conflict and challenges to the culture are influenced by an individual’s 

determination to buy-in to the rhetoric of the organisation’s management team.  

 

Chapter Nine, will provide a brief consideration of the managerial responses to the 

challenges from the workforce. It is suggested in this section that management 

attempt to limit the challenges that any employees or teams can have over the 

workplace order. Part of these managerial responses include developing policies of 

multiskilling and job rotation. We will see that these policies are an attempt to rotate 

staff throughout the organisation to avoid collusive pockets of resistance. The final 

chapter of this thesis will draw conclusions from this data, provide an overview of 

this study and outline directions for further research possibilities.  

 

1.6 Conclusion 

This chapter has provided a direction for this research by asking how do teams 

influence the level of control, cooperation and resistance in new workplaces? 

Existing research into the effect of work teams commonly explores organisations 

that have recently undergone change programmes. Hence, where resistance exists, 

employees may commonly be resisting the change to teams, rather than resisting 

management when they are in teams. Consequently, this research project explores 

the issue in two new workplaces, thus removing the question of resisting change. 
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Furthermore, work teams are not all the same. This thesis recognises that different 

teams stem from two traditions: the socio-technical tradition and the Japanese 

industry tradition.  

 

Secondly, this chapter has explored the theoretical basis with which this data is 

interpreted. LPT has a number of aspects; this thesis focuses upon the aspect of 

managerial strategy and control. This research has a starting point of recognising 

that the employment relationship is one of conflicting goals. Each party (employer 

and employee) maintains some control over different aspects of production and the 

power dynamics within the relationship illicit a response from the other party. 

Hence, this thesis refers to the control / response framework of LPT.   

 

The third section of this chapter has established some definitions for terminology 

used throughout this thesis. New worksites have been differentiated from greenfield 

sites. Resistance and misbehaviour have been shown to represent different intentions 

on the part of the employee. Cooperation has been viewed as interactions between 

workers that would have a positive outcome for the organisation and are beyond 

formal or codified rules. Commitment has referred to an employee’s desire to 

maintain a level of involvement with the work team or the organisation. Finally, this 

chapter has provided an outline for the remaining chapters of this thesis. 
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Chapter Two 

Work Teams and the Labour Process 

2.1 Introduction  

This chapter adds to the discussion of the labour process in new workplaces that was 

considered in Chapter One, through a review of literature that examines teams 

within the workplace. In brief, when reviewing the literature we are presented with a 

web of complexity that is the result of differing theoretical perspectives and differing 

labels used by academics and practitioners. Hence, this chapter performs two 

important roles. One role is to provide a functional understanding of teams to be 

used throughout this thesis; the second role is to provide an understanding of how 

the theoretical development of research into work teams will be integrated with that 

of labour process theory and new workplaces.  

 

This chapter begins by analysing the historical motivation of managers to disperse 

groups of employees working together. Following this, the increasing level of 

bureaucracy and rules in the workplace will be considered in relation to its impact on 

increasing alienation and consequently the informal grouping of workers. The third 

section of this chapter tracks the movement from informal groups in the workplace 

to the formalisation of these groups into work teams. Progressing from this point 

where teams have become a tool of management, this chapter considers the notion of 

resistance as it appears within the published literature on teams. This is one of the 
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central contributions of this thesis, recognising and addressing the dearth of research 

that considers resistance within teams rather than resistance to a change to teams.  

 

2.2 Control and Groups in the Historical Workplace 

Much of the social-control literature of organisational studies is based upon the 

assumption that there is a struggle over control in the workplace. Arnold 

Tannenbaum suggests that ‘organisation’ implies control: 

A social organisation is an ordered arrangement of individual human 
interactions. Control processes help circumscribe idiosyncratic behaviours 
and keep them conformant to the rational plan of organisation … It is the 
function of control to bring about conformance to organisational 
requirements and achievement of the ultimate purposes of the organisation. 
(Tannenbaum 1967:3)  

 

As has been well established elsewhere since the beginning of industrialisation, 

capital has continually sought to extract the highest rate of labour from the labour 

power purchased, or put another way, to extract surplus value (Braverman 1974; 

Edwards 1979).  

 

Marx (1850: 164) defines labour power as ‘the aggregate of those bodily and mental 

capabilities existing in human beings, which he [sic] exercises whenever he [sic] 

produces a use-value of any description’. In essence, this process of extracting 

surplus value is considered the exploitative nature of capitalism. As Tannenbaum 

indicated, control is required to ensure employees conform to organisational 

requirements to contribute to the organisation’s success. Capital has a need to 



 - 38 - 

control labour to extract the highest level of labour and therefore ensure the 

continual and unabated accumulation of capital.  

 

As mentioned in Chapter One, in the development of LPT it was suggested that 

workers would commonly resist any attempt by capitalists and their managers to 

produce greater profits at the expense of the workers. In order to overcome this 

resistance, capitalists choose techniques that strip workers of their power (Gartman 

1986). One technique was the movement towards the organisation of work within 

the factory setting in the early 1800s (Clark 1993). By the latter stages of the 19th 

century it was commonly recognised that the movement to organising work to be 

performed under the one roof would allow employers a greater control over labour, 

to impose long hours at a fast pace and with harsh discipline (Braverman 1974; 

Burawoy 1985). However, it became clear that containing employees under one roof 

would simply not be enough to satisfy the employer’s need for efficiency.  

 

In fact, the gathering of labour under the one roof did little to control the labour 

process. Managers sought merely to control the general setting of tasks, leaving their 

performance in the hands of skilled workers (Braverman 1974; Gartman 1986). In 

the late 19th century Frederick Winslow Taylor began experiments in time and 

motion studies in search of ‘the one best way’ to perform work tasks (Taylor 1911). 

These experiments led to widespread changes to the capitalist labour process with 

the development of what Taylor named Scientific Management: the notion of 

managerial control over the precise manner of task performance (Taylor 1911). In 
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Taylor’s vision of workplace efficiency the group had only a negative impact on the 

individual. Taylor sought to remove the presence of work groups and promote an 

individualised workforce that could be motivated by their supervisors and piece-rate 

pay systems. These changes were not neutral attempts to improve efficiency in the 

workplace, but the first dramatic and ideologically driven movements toward a 

systematic control over labour in the attempt to maximise labour output (Burawoy 

1985; Kanigel 1997). Edwards considered the question of capitalist motivation and 

suggested the ‘capitalist need not be motivated to control things by an obsession for 

power; a simple desire for profit will do’ (Edwards 1979: 12). 

 

Developing technology progressively became a determining factor in the control of 

the workforce (Edwards 1979; Shaiken 1984; Noble 1986; Zuboff 1988). For 

example, it was expected that Henry Ford’s development of the moving assembly 

line meant that employees could no longer form informal groups to undermine 

managerial prerogative and formal work guidelines. Employees would have their 

stipulated workstation and the assembly line would move the work past the 

employee rather than allowing the employee the freedom to wander between jobs at 

their own pace. However, in many factories, work groups survived but were 

unanchored from the production system. There was an increasing divorce between 

the formal and informal systems of control. The informal workgroup endured as an 

impenetrable obstacle to management’s sovereignty and influence (Littler 1982).  
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Employees faced an organisational structure intent on increasing the company’s 

control over the flow of work and the labour process (Beynon 1973; Tolliday 1992). 

Supervisors or foremen were positioned to ensure an adequate level of effort was 

gained from all employees on the shopfloor, although these long command 

hierarchies were associated with small spans of control (Woodward 1965). 

Bureaucratisation was beginning to take hold in the workplace as a means of 

increasing managerial control.  

 

Bureaucratic control within organisations merged perfectly with Taylor’s instruction 

cards (each process designated a time down to the hundredth of a minute) for tasks 

within the workplace. The underlying power structure of the bureaucratic 

organisation had the ideological effect of undermining the growing level of class-

consciousness. Control was now embedded in the structure of the social relations of 

the workplace (Edwards 1979). Through the depersonalisation of the exercise of 

power, investing the power in a structure rather than a person, bureaucratic control 

caused the basic capitalist-worker relation to fade from sight. The hope was that 

employees would no longer view themselves as a member of a class, but as 

individuals (Burawoy 1979; Edwards 1979). Work became highly stratified within a 

hierarchical organisation with demarcations between all jobs performed. Structures 

such as internal labour markets (job ladders) were an attempt to undermine worker 

unity and often generated competitive individualism by pitting workers against one 

another for promotion (Gartman 1986). This phase in history demonstrated a 

sustained opposition on the part of management to formal groups in the workplace.  
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In response to the institutionalised individualism, employees would often develop 

natural or informal groups to reduce the effect of the impersonal administration and 

the alienation associated with being treated as a commodity (Blauner 1964). Four 

types of alienation have been identified; powerlessness, meaninglessness, isolation 

and self-estrangement (Blauner 1964). All the dictums of scientific management 

contribute directly and in varying degrees to the four types of alienation. From 

Blauner’s perspective, a worker’s ability to control the pace of their work is a critical 

aspect of the job, and ‘a kind of affirmation of human dignity’ (Blauner 1964: 21). 

This thesis contends that teams that have a greater control over the pace of their 

work, or alternatively, their off-task time will present higher levels of cooperation 

and resistance in the workplace.  

 

Just as employees resisted the alienating features of the Tayloristic and Fordist 

developments to organisational management, employees also developed means to 

resist the bureaucratic controls of management. Again, as the workforce developed 

more sophisticated methods of resistance to bureaucratic controls, management 

developed responses to entice, encourage and demand a cooperative workforce. One 

of the most common methods of employees reducing alienation at work was the 

formation of informal groups. Informal groups appeared in many different guises. 

Cunnison (1966) describes informal groups in the form of a ‘gossip circle’ allowing 

relaxation from the tensions of work. However, these informal groups are far from 

the insitutionalised work teams studied within this thesis.  
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Other authors describe the formation of workgroups that were either knowingly or 

subconsciously formed in an attempt to overcome organisational control (Roy 1952; 

Gouldner 1954; Trist, Higgin et al. 1963). The groups, while informal, certainly had 

internal cohesion and control over individual and group behaviours by ostracising 

individuals who deviated from group norms. It was common to include middle 

managers and supervisors into the informal groups when there was a common 

benefit, most often regaining lost control of work processes (Gouldner 1954; Roy 

1954). Some examples of lost control include time-study foremen increasing rates or 

managers dictating policies that the middle-managers and supervisors knew were 

unworkable on the shopfloor. The involvement of lower level management and line 

supervisors demonstrates an inherent problem in hierarchical structured 

organisations. That is, the supervisors are often closer physically and emotionally to 

the workers. Consequently, by being involved in informal groups with the 

employees the supervisors are not performing their task of representing 

management.  

 

Progressively since the 1950s, capital and management have attempted to harness 

the power and tacit knowledge of the informal group in more structured, controlled 

work groups. Consequently, it is not surprising that throughout the same time frame 

much of the academic focus has shifted from informal groups to an analysis of the 

more structured, formal work teams. Many authors (see for examples: Kenney and 

Florida 1993; MacDuffie 1995; Rinehart, Huxley et al. 1997) suggest that the 
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informal work group of traditional organisations has now been largely brought under 

management’s control in the team system. Certainly, there has been a distinct and 

definitive shift by management to utilise the cohesiveness of informal groups to act 

in the attainment of organisational goals rather than as a collective resistance to 

these goals.  

 

2.3 Back to the Future? The Introduction of Formal Groups 

Much of the development of formal group structures in the workplace relates to 

developments analysed by the Human Relations School. Influenced strongly by 

Mayo and the Hawthorne experiments, the human relations approach stressed the 

importance of the work group and the development of satisfying social relations for 

employees (Aungles and Parker 1992). However, the Human Relations School has 

been condemned from many points by both academics and practitioners: 

… economists have ridiculed its rejection of money as the central motivation 
of work behaviour; political liberals have attacked its denial of 
individualism; radicals have raged over its assertion of worker’s irrationalism 
and moral dependence on management; industrial managers have discarded 
its unworkable manipulatory techniques; sociological researchers and 
theorists of all colours have documented its methodological, theoretical and 
ideological lapses. (Rose 1978) 

 

Regardless of these critiques, the Human Relations School has been integral in the 

development of the formal team structure all over the world. It is estimated that      

80 percent of companies in the USA with more than 100 employees use teams in 

some way (Gordon 1992). A study of manufacturing companies in the UK suggests 

that 55 percent had utilised team-based work (Waterson et al, cited in Sprigg, 
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Jackson and Parker 2000). Canadian office workers have been subject to an 

increased degree of team-based work in the last 10 years (Worklife 2001). 

Meanwhile, team-based work is regarded as perhaps the most important concept in 

the management of production activities in Japanese corporations (Shimada and 

MacDuffie 1987). It is within this context of sustained worldwide interest that this 

thesis provides further insight into formal work teams.  

 

A superficial review of work-related literature indicates a significant focus on formal 

team structures within organisations. However, a more comprehensive analysis 

demonstrates particular biases and gaps within the formal team focus. For example, 

much of the literature gives unbalanced attention to the potential benefits derived 

from developing formal team structures within the organisation (for examples see: 

Orsburn, Moran et al. 1992; for examples see: Katzenbach and Smith 1993; 

Safizadeh 1994; Levine 1995; Castka, Bamber, Sharp and Belohoubek 2001; Trent 

2003). These benefits include higher productivity; greater levels of employee 

commitment; staff with more developed skills; reduced turnover and absenteeism; 

development of new products; and the removal of hierarchical organisational 

structures.   

 

These reported benefits would be motivation enough for many organisations to 

develop a team-structured workforce; however, it is argued that the true agenda of 

some organisations can be a little more sinister. Some argue that organisations shift 

towards a team structure purely as a means to reduce staff numbers (Kelly 1982; 
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Beder 2000). Some contend that many production and service industries are now 

operating under post-Fordist or post-Taylorist regimes that demand flexibility (for 

examples see: Piore and Sabel 1984; for examples see: Kenney and Florida 1988; 

Russell 1999; Wigfield 2001). As structural aspects of the capitalist economy have 

developed and transformed to demand flexibility, so too has the manner in which 

capital controls labour. While teamwork is touted as the work ethic that suits a 

flexible political economy (Sennett 1998), the focus on cooperation in teamwork is 

completely inconsistent with the individualism of modern capitalism.  

 

Accordingly, capital is no longer satisfied with making workers obey managerial 

controls; organisations are now structured to make workers want to obey capital 

controls and introducing a team structure has become an increasingly common 

means to this end (Wells 1987; Willmott 1993; Warhurst and Thompson 1998). One 

consequence of this line of argument is that we are now at a point in the history of 

capitalism where workers have lost all sense of the class divide and passively accept 

their own exploitation (Hobsbawm 1981). Evidence from this research does not 

support such a one-sided view.  

 

There is hardly a critical analysis of the team structure in organisations that does not 

pay some attention to the issue of coercion and peer pressure (some examples 

include: Sewell and Wilkinson 1992; Barker 1993; Scott 1994; Rinehart, Huxley et 

al. 1997; Sewell 1998; some examples include: Adler 1999). Coercion and peer 

pressure can be manifested in a variety of ways, for example, employees feeling 
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obliged to come to work when they are ill; employees changing social plans at 

extremely short notice; and performing unpaid overtime, all in an effort to avoid 

letting the team down (for examples see: Parker and Slaughter 1988; for examples 

see: Barker 1993; Willmott 1993; van den Broek 1997; Findlay, McKindlay, Marks 

and Thompson 2000). Peer pressure can also be present in terms of maintaining a 

consistent level of work effort. For example, Barker (1993) quotes an informant:  

I don’t have to sit there and look for the boss to be around; and if the boss is 
not around, I can sit there and talk to my neighbour or do what I want. Now 
the whole team is around me and the whole team is observing what I’m 
doing. 

 

Certainly these are not the only areas in which coercive peer pressure is considered. 

In fact, many traits of formal work teams that will be discussed are, by some means, 

coercive in nature. Organisations have been known to actively pursue team 

structures as a means of placing a divisive wedge between the workers and their 

unions (Parker and Slaughter 1988; Nielson 1991; Beder 2000; Martinez Lucio, 

Jenkins et al. 2000). When organisations introduce Quality of Working Life (QWL) 

and Employee Involvement (EI) programs the rhetoric often details how beneficial 

the program (and the accompanying team structure) is for the employees. However, 

the reality can be quite different (Wells 1987).  

(The) team concept tries to break down the solidarity and teamwork of 
natural work groups that develop on the shopfloor by trying – usually 
unsuccessfully – to channel that sentiment into formal, highly controlled, 
company-designed team structures. (Parker and Slaughter 1988)  

 

It is quite clear that there can be an exploitative nature to the formal organisation of 

work teams. This exploitation is most successful in organisations that have 
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developed a culture where employees become active agents in the removal of the 

collectivist approach in terms of union representation (i.e. deunionisation), but at the 

same time engender a collectivist approach towards the goals of the team and hence, 

the organisation. Team loyalty is of paramount importance for the success of a team-

based production or service. In many respects team loyalty is central to the 

manipulative approach of organisations that introduce teams in combination with 

staff retrenchments. Employees can no longer rely upon loyalty from the company in 

terms of lifelong employment and career development and hence would not provide 

loyalty in return. The use of formal work teams and a corporate culture encouraging 

people to work longer and harder around managerially defined core values allows 

the organisation to replace the former loyalty to the organisation, to loyalty to the 

team and to the team members (Kunda 1992; Beder 2000). Empirical evidence 

suggests that some employees are actively ‘buying in’ to the rhetoric of flexibility, 

teamwork, loyalty and efficiency (Rosenthal 2002).  

 

However, there are anomalies with this argument. Employees maintain some 

membership or affiliation with groups external to their formalised work team. This 

may be union membership (Wells 1987; Nielson 1991; Ezzamel, Willmott and 

Worthington 2001) or it may be membership with an informal work group (Ezzamel, 

Willmott et al. 2001). This thesis considers the commitment that employees have to 

the team at the expense of other affiliations. The two case studies presented 

demonstrate that it is not the work team that is the determining factor of an 

employee’s interest in maintaining membership in other groups. It is more likely that 
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the managerial strategy and organisational culture that plays a greater role in 

influencing employee commitment. The final section of this chapter draws the broad 

team concept into a more narrow consideration to define teams, the role of teams 

and the impact of teams in organisations.  

 

2.4 What is a Team and What does a Team do? 

The question ‘what is a team?’ poses numerous problems for academics. It has been 

stated that one of the key difficulties with the analysis of formal work teams lays in 

the lack of suitable and consistently used definitions (Buchanan 2000; Marchington 

2000; Salas and Cannon-Bowers 2000). Indeed, researchers may be failing to 

distinguish between the nature of different forms of team-working (Appelbaum and 

Batt 1994). Furthermore, it is acknowledged that academics and practitioners hold 

different perceptions about what makes a team (Ingram and Desombre 1999). Some 

examples of labels given to formal work groups include ‘high-road’ versus ‘low-

road teams’ (Bacon and Blyton 2000); socio-technical teams (Trist and Bamforth 

1951; Emery and Trist 1965) and involvement as opposed to productivity teams 

(Mueller 1994).  

 

It is difficult to develop generic classifications for formal groups of workers and it is 

acknowledged that team working varies with context (Gough and Pullin 1994; 

Mueller 1994; Sprigg, Jackson et al. 2000). Benders and Van Hootegem (1999) and 

Bacon and Blyton (2000) have warned of the need to be careful in the use the high-

road / low-road taxonomies as they imply an oversimplification of reality. While this 
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indeed is a valid point the authors do not offer an alternative means of understanding 

teams in the workplace. Given this absence of alternative frameworks, it is difficult 

to understand what commonalities and differences there are between different 

formalised teams in the workplace. It is argued that one commonality between 

contrasting typologies is a common drive for ‘leaner’ production (Findlay, 

McKinlay, Marks and Thompson 2000). Chapter One declared that this thesis 

recognises the importance of context when studying teams; however, it was also 

acknowledged that teams appear to have developed from two different traditions. 

These traditions are the socio-technic tradition and the Japanese industry tradition. 

Consequently, teams are labelled as SAWTs or lean teams depending on their 

structure and responsibilities. The following paragraphs review some of the more 

popular conceptual frameworks for understanding teams. 

 

Mueller suggests that the aspect of self-management is regarded by many as either 

part of the definition of teamwork, or at least a consequence of teamwork. However, 

his definition (quoted on page five of this thesis) has too great a focus on 

autonomous work teams at the neglect of other types of teams in the workplace. 

More than a decade after writing, Mueller’s definition is clearly inadequate, though 

he has provided some useful understandings of managerial objectives for teams in 

the workplace. This is illustrated in Figure 2.1.  
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Figure 2.1: The Three Dimensions of Managerial Objectives for Teamwork. 
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- achieve a common outlook 
- more solidarity between employees 
- climate of trust 
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- management and labour share goals 
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 Economic Dimension  Social Dimension 
 -     removing demarcations            -     work more satisfying 
 -     flexible working practices           -     higher earnings 
 -     higher capital productivity                -     less isolation 
 -     better quality             -     opportunities to acquire more skills 
 -     more local responsibility           -     less physical strain 
 -     more decentralised  

decision-making          -     better ergonomic arrangements  
 -     inspection and maintenance part     -     longer job cycles 
   of operator job           -     reduced machine pacing  
 -    support new and flexible  

technology                    -    better health and safety  
  

Source: Mueller (1994: 389) 

 

 

What Mueller’s analysis suggests is that management have available to them a range 

of opportunities when implementing their team development strategy. This diagram 

suggests that management can reach their team implementation goals through a 

focus on either, or a combination of social, cultural and / or economic factors. One 

possible outcome would be teams based on increasing productivity with little 
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consideration of social factors. Mueller refers to this as a productivity team. At the 

other end of the spectrum would be considered an ‘ideal’ model of the socio-

technical team. However, this extent of implementation is unlikely to ever be 

achieved. One of the most famous and ambitious attempts to create such a team 

environment was at Volvo’s Uddevella plant in Sweden. Unfortunately, this plant 

failed and closed down four years after beginning production (Beggren 1993; Boyer 

and Durand 1997; Nilsson 2000). This was not due to a lack of quality or labour 

productivity, but the decreased capacity utilisation caused by a downturn in the 

motor industries at the time (Nilsson 2000). As such, we are left with an 

understanding that management may have different motivating criteria and a range 

of limitations that determine the evolution of the teams in the workplace. A direct 

consequence of this evolution means that, as suggested, context is extremely 

important in explaining the type of team that exists in each workplace. This analysis 

does not however, allow an answer to the question ‘what is a team?’ 

 

Part of the definitional problem stems from the fact that the original initiatives for 

introducing teams was a focus on the ‘humanisation of work’ in response to labour 

market conditions and pressures for a more democratic workplace (Thompson and 

Wallace 1996). However, conditions changed and the scale and scope of work teams 

is significantly different and focused on meeting new challenges in the workplace, 

including new markets, new competition and new technologies (Thompson and 

Wallace 1996). Thompson and Wallace distinguish between three dimensions of 

teams: the technical, governance and normative dimensions.   
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Thompson and Wallace have a starting assumption that the core objective of 

teamwork is to improve competitiveness and productivity (Findlay, McKinlay et al. 

2000). They argue that the improvements in competitiveness and productivity stem 

from a transformation of the technical division of labour. This includes delegated 

responsibilities for resourcing, scheduling and discipline, expanded competencies 

and continuous improvement processes. Governance issues relate to the extent of 

delegated powers over the distribution of work, allocation of team members, the 

selection and function of team leaders. Normative issues focus on the changes of 

attitudes and behaviour necessary to make teamworking operate effectively 

(Thompson and Wallace 1996). Again, this is a useful understanding of what teams 

do and this analysis tends to take quite a broad interpretation of teams in the 

workplace.   

 

While this thesis adopts a broad interpretation of what represents a team in the 

workplace, there are limitations. For the purposes of this research a team consists of 

a group of workers determined by management as a separate functional team. The 

employees must have a means of understanding why they are members of the team 

and other people are not members of their team. Furthermore, there must be a means 

of determining shared goals or workloads for this group of employees. There must 

be a spatial dimension to the delineation of teams. That is to suggest that a work 

team cannot be made up from employees that are located in different departments or 
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sections of the organisation.1 As such, the combination of clear goals / workloads, 

knowledge and understanding of membership and having a spatial work area 

represents the basis of a team. The final important aspect is that the group of workers 

must be labelled a team by the management. This is important because it rejects the 

notion of academic researchers suggesting that teams are only teams if we say that 

they are. This thesis presents two workplaces where there is a central managerial 

focus on teams and the employees accept (not always happily) their place in teams. 

While there is limited task interdependency, van den Broek et al. (2002; 2004) 

recognise that teams can be present in the workplace without a high level of 

teamworking.  

 

When considering differences between teams, care must be taken as clichés are rife 

within managerial-focused literature. Along with the cliché of team loyalty (in a 

society that promotes individualism), communication is another cliché upon which 

organisations rely. Advocates tout the essential role that open communication plays 

in team-based organisations (see for examples: Orsburn, Moran et al. 1992; 

Hitchcock and Willard 1995; Robbins and Finley 1995; Parnell 1996). To encourage 

communication within teams, many team members have weekly and daily meetings 

that allow employees the opportunity to discuss quality control issues (Dohse, 

Jurgens and Malsch 1985; Blyton and Turnbull 1998; Murakami 1998). No longer is 

                                                 

1 Incarnations such as cross-functional, problem solving teams would represent an exception to this 
rule; however, this type of team are excluded because they exceptions to the teams that are the basis 
of the fundamental production process.  
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quality the fiefdom of supervisors or quality control divisions, but every team is 

focused upon improving their own quality and efficiency.  

 

This incorporation of quality improvement into everyday activities is present in each 

of these case study organisations. While Taylorism removed the conception from the 

execution of tasks, modern organisations overtly demand team members use their 

knowledge of the labour process to identify and improve the quality of the product 

or service provided by the organisation (Kenney and Florida 1993; Wilkinson, 

Godfrey and Marchington 1997; Ezzamel and Willmott 1998; Mallon and Kearney 

2001). Traditionally, employees resisted the efforts of time-study engineers in 

speeding up their jobs. However, much of the modern literature implies that the 

current generation of employees appear to be actively taking on the role of the time-

study personnel and speeding-up their own work.  

 

However, all current researchers do not adopt this view. Tyler (cited in Beder 2000) 

argues that because the communication in teams is two-way, a consequence for 

workers is that they benefit from being able to contribute. The contribution is often 

in regard to the speed-up of work and elimination of fiddles. Employees are 

encouraged to identify areas of waste and poor efficiency (Ezzamel and Willmott 

1998). Furthermore, there is a subtle difference between increasing labour output 

and enhancing the input into the production process from labour (McNabb and 

Whitfield 1997). While there is not always a clear strategy to focus on labour output 

against labour input, the managerial intent can have significant impact on the real 
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outcomes for employees. Unmistakably, the literature considering formal work 

teams is divided into two distinct bodies of work. One is fundamentally optimistic in 

terms of the benefits that team structures can offer both the organisations and the 

workforce while the other views the team structure in more pessimistic terms.  

 

‘Soft’ management techniques are often associated with the limitation or removal of 

conflict in the workplace. However, it is important to recognise that conflict can be 

present amongst teams (Hackman 1987, 1990; Tjosvold and Johnson 2000). Conflict 

can exist amongst team members and can result in those who offend others being 

identified as not being ‘team players’ and facing ostracism from the team. Where the 

team norms are threatened, the group collectively solidifies its resolve and enforces 

conformity. This can occur to a point of ‘over-cohesiveness’ or ‘groupthink’ (Janis 

1972; Janis and Mann 1977). Indirectly developing the notion of groupthink, Sennett 

(1998) refers to a level of ‘demeaning superficiality’ in the groups where employees 

fail to develop meaningful dialogue and relationships that would expectedly reduce 

alienation in the workforce. However, employees demonstrate different outcomes to 

the experience of being in work teams. The following subsection considers the 

outcome of different teams to employees.  

 

2.4.1 What do Different Teams mean to Employees? 

A number of excellent studies have considered teams; however, there is a 

questionable assumption that teams limit the workforce’s motivations to resist 

managerial controls when the employees are actively involved in determining rules 
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pertaining to their work. Following the research of Mayo et al and then of Trist et al, 

teams were introduced as a means of reducing the employee’s subjective alienation 

(Marchington 1992). This style of SAWTs and the culture that is often associated 

with the teams are a means by which the worker can identify with the goals of the 

team and the organisation and find more productive meaning in their newly 

enhanced work environment.  

 

There is ample evidence to suggest that the SAWT offers substantial benefits in 

reducing the alienation of a workforce by providing them with the freedom to make 

decisions relating to the work team. There is also ample evidence suggesting that 

when implemented appropriately the organisation will benefit substantially 

(Orsburn, Moran et al. 1992; Levine 1995; Robbins and Finley 1995; Glassop 2002; 

Batt 2004). Through multi-skilling and job rotation employees will often train each 

other to perform tasks within the province of the team. Indeed, workers are expected 

to engage in an increased workload in terms of tasks, skill level and time 

commitment (Dohse, Jurgens et al. 1985). Here a dichotomy exists. Workers are 

achieving productivity gains and reduced waste for organisations with increased 

levels of autonomy and skill development, however they are expected to perform 

more tasks, with greater skills, for longer periods and with little or no monetary 

gains (Rinehart, Huxley et al. 1997). This thesis pays attention to this dichotomy and 

considers the relationship between employees being asked for greater levels of 

commitment and the employee perception of the returns on that additional 

commitment.  
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The development and life cycle of managerial fads impact on formal work teams 

(Buchanan 2000). Such fads can be considered ‘managerial interventions which 

appear to be innovative, rational and functional and are aimed at encouraging better 

organisational performance’ (Abrahamson, cited in Gibson and Tesone 2001). 

Examples of such fads can include quality of working life programs (QWL), quality 

circles, continuous improvement, just-in-time (JIT), total quality management 

(TQM) and lean production (Buchanan 2000).  

 

Certainly a team-based organisation of work is often introduced along with a number 

of the aforementioned managerial initiatives (Katz 1992; Shimokawa 1992; Gough 

and Pullin 1994; Murakami 1999; Knights and McCabe 2000). Advocates suggest 

that the various initiatives combined with a team structure are central to reversing 

Taylorist principles, increasing worker skills and levels of empowerment and 

autonomy (Hepworth and Osbaldeston 1983; Wickens 1987; Womack, Jones and 

Roos 1990). However, there is equally, if not more compelling evidence that 

suggests that such managerial initiatives redistribute responsibility, intensify work, 

make for a more stressful work environment (Dohse, Jurgens et al. 1985; Jurgens 

1991; Rinehart, Huxley et al. 1997; Delbridge, Lowe and Oliver 2000; Knights and 

McCabe 2000) and leave ‘employees in a constant state of dealing with short-term 

crisis situations’ (Giordano 1992). Parker and Slaughter (1988) refer to this as 

management by stress.  
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At the core of the SAWT is the notion that there will be a decentralisation of 

decision-making (Porter and Beyerlein 2000). However, this is questionable when 

consideration is given to the realities of the decision-making process in such teams. 

Heckscher (2003) argues that the autonomous team concept, which both supporters 

and critics most commonly talk about, was probably a major mistake of capitalist 

innovation because it did not free organisations from the rigidities of bureaucratic 

order. Other researchers indicate that many teams actually make very few decisions 

(Russell 1999). Rather, the autonomy suggested by the particular term used is more 

of a cultural paradigm that pervades; encouraging employees to adopt all the 

organisationally beneficial aspects of the team structure, such as increased 

productivity and quality, while the workforce enjoy few of the possible benefits 

(Legge 1995; Steijn 2001). Where there is a lower level of autonomy and control for 

the employees, the greater is the expectation that the formal work group is indeed a 

team based on the desire to enhance productivity through a number of control 

methods. The following paragraphs will consider the types of teams that are 

established for productivity through enhanced control of employees, rather than 

productivity through enhanced control for employees.   

 

Proctor and Mueller flag the inherent danger in suggesting that anything that is 

called a team might actually be a team, as this will lead to the situation where 

‘teamworking will lose all meaning’ (2000:6). This is a view supported by many 

researchers including Knights and McCabe (2000b). However, a recent theoretical 

development is the recognition of teams being present in the workplace without a 
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real level of task interdependence or ‘teamworking’ (van den Broek, Callaghan and 

Thompson 2002; van den Broek, Callaghan et al. 2004). This is an important 

development, particularly in relation to this thesis. This notion of teams without 

teamwork helps understand the paradox of call centres. It also helps to reconcile 

arguments from people such as Rinehart et al who suggest there is nothing in lean 

production settings that warrants employees being organised into teams (1997). 

Some teams may indeed be little more than cultural impositions that management 

expect (or hope) to have economic and social benefits.  

 

Call centres are workplaces that often have very low levels of task interdependence, 

although it is a common managerial practice to organise employees into teams. This 

low level of task interdependency does not mean that the label ‘team’ is not 

legitimate. Rather, many factors place the call centre as a legitimate research area for 

the understanding of teams in the workplace. These factors include the spatial 

arrangement of workstations, the functional role and collective goal and workload 

arrangements and processes of communication through team meetings. Furthermore, 

this thesis aims to demonstrate through comparing diverse workplaces (a call centre 

and a food-processing plant) that there are many commonalities between the roles 

and processes of teams. Hence, task-interdependence may be central to our 

understanding of teamworking, however it is not essential for the legitimate presence 

of teams in the workplace.  
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Employees may still have line managers or supervisors, however the supervisors 

now hold the title team-leaders, often with increased responsibilities and reduced 

authority (Rinehart, Huxley et al. 1997; Murakami 1999). Indeed, the team-leader 

can be incorporated in addition to the current line managers and supervisors, 

effectively creating an additional layer of management (Sewell 1998; Murakami 

1999; O'Connor 1999). It does appear that the current emphasis on teams is in an 

attempt to secure superior employee performance for the organisation compared to 

the more worker orientated motivations of humanisation of work and job enrichment 

(Stewart, Manz et al. 1999; Delbridge, Lowe et al. 2000).  

 

Work teams that are based on economic rather than social dimensions have 

stabilised management’s control by supporting Taylorist and Fordist policies 

(Murakami 1998; Jackson, Sprigg and Parker 2000; Sprigg, Jackson et al. 2000). In 

essence, employees are doing the same jobs that they have always done, with 

additional activities, for similar rates of pay. Certainly this notion of work 

intensification is not confined to employees working in teams (Allan, O'Donnell and 

Peetz 1999). However, by placing the task of quality improvement in the hands of 

the team, employees are suggesting to management means by which productivity 

can be improved. This system is far removed from individuals and informal groups 

cooperating to maintain control over the labour process and keep their knowledge to 

prevent the speed-up and intensification of work.  
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Employees often have little to benefit from sharing their knowledge (Steele 1975). 

Examples of motivational incentives to employees in this style of work organisation 

can be puerile. For example, the work environment where team members are 

rewarded with gold star stickers (Russell 2002), are not unlike that which many 

parents use to motivate four-year-old children to be well behaved. It is questionable 

how long such activities can be seen as amusing and entertaining, before the 

demeaning superficiality of the environment is realised and workers actively 

cooperate to withhold effort or find some other means of resistance. This thesis 

investigates the extent to which employees are already resisting such cultural 

controls. Often management construct games to ensure employees have ‘fun’ at 

work. Yet there is a long history of employees developing their own games (see for 

examples: Roy 1952; see for examples: Roy 1954; Beynon and Blackburn 1972; 

Burawoy 1979), but little development of whether such activities exist in a team 

setting. These problems have played a key role in developing the direction of this 

research project.  

 

Resistance to managerial controls is largely absent within the team-focused 

literature. Managerial-focused literature places its primary concern in the resistance 

to change. More specifically, the focus is on employees resisting the change to a 

team structure as opposed to resistance to managerial control once teams are in 

place. Companies depend on the discretionary effort or goodwill of employees to 

successfully implement teams. As a result, the shift to self-managed teams is often 

not sustainable for political reasons (Batt 2004). This is a significant and important 
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gap in the literature. Hence, by focusing on teams in new workplaces some answers 

can be developed for questions such as: Do employees engage in modes of 

resistance if organised into teams when resisting change is not relevant? Are 

employees cooperating fully with management? Do employees collaborate with 

members of their formal work team to undermine managerial controls? The final 

section of this chapter begins to provide a contextual link between the three aspects 

of this research project – work teams, new workplaces and labour process theory – 

and the case study organisations.   

 

2.5 Where To From Here? 

It is at this point that we link the notion of labour process theory in new workplaces 

to the team-focused literature. Here there must be a consideration of whether teams 

are introduced as a means of placing greater control over the employees in the hands 

of the management, or whether teams may be introduced as a means of increasing 

the employee’s control over their working life. The thesis will consider whether the 

introduction of team-based formats into new workplaces removes the motivation to 

respond with acts of resistance and misbehaviour, or whether the reality is somewhat 

different? The analysis chapters of this thesis consider a range of issues that provide 

answers to these questions. Indeed, employees in teams still engage in acts of 

resistance and misbehaviour, yet they also provide consent and go further to engage 

in acts of discretionary work effort.  
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However, not all teams manifest these actions equally in the workplace. 

Management teams in each of these case study organisations aim to develop teams 

that have a high degree of uniformity. However, this thesis suggests that the teams 

have evolved differently within the respective workplaces. Teams at FrOzone are 

intended by management to be a version of SAWTs while the management at 

PowerGrid recognise the lower levels of employee control that appear to accompany 

technologies such as automated call distribution systems and interactive voice 

technologies. However, through the evolution of the teams in these new workplaces, 

each site manifests teams with different levels of autonomy and control over 

technical, governance and normative issues. Chapters Five to Nine elaborate on this 

notion of different teams within the same workplace.  

 

Employees have always found modes of resistance, whether as individuals 

surreptitiously undermining managerial prerogative or with the assistance of other 

individuals in formal or informal groups of employees. We must look beneath the 

surface of the formal and consensual workplace behaviours to understand if 

employees are engaging in forms of resistance in the new workplaces of the 21st 

century that are based around work teams.     

 

2.6 Conclusion 

This chapter has integrated the theoretical basis and the body of team literature upon 

which this study is based. The motivations for a team-based structure are multiple as 

are the outcomes for both organisations and employees. In many respects, the 
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outcomes reflect the type of team introduced, which in itself is a decision that is 

largely reflective of the motivations of management for the introduction of teams. 

There is a large body of literature considering teams in the workplace, however very 

little of it provides an adequate critique of the effects of the team structure on worker 

cooperation and resistance. This thesis will contribute to the limited body of 

literature that considers aspects such as control, cooperation and resistance within 

work groups by considering how the structure of a work group will determine 

worker resistance and cooperation. The following chapter details the methodology 

utilised throughout this research project.  
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Chapter Three 

Methodology 

3.1 Introduction 

The first chapters of this thesis have acknowledged that there is limited literature 

that considers work teams within the Australian industrial context. Furthermore, 

where work teams play a central role in research within the international literature, 

all too often they are presented without an adequate consideration of employee 

actions. That is to say, much of the managerial focused literature on teams considers 

the benefits of teams without considering employee resistance and misbehaviour in 

the team environment. When the issue of resistance is coupled with the notion of 

teams within new worksites, there is a complete dearth of knowledge. This thesis 

aims to provide a contribution to the knowledge of resistance and cooperation within 

work teams in new worksites through providing two detailed case studies that 

investigate the complex issues of managerial strategy and employee responses.  

 

This chapter outlines the methodological approach chosen for this research project 

and justifies the reasons for adopting a qualitative approach to gathering the data 

used throughout this thesis. Firstly, this chapter will briefly outline the qualitative 

case study method, followed by a consideration of the research design. The research 

design section outlines all stages of the research from the literature review, through 

to the case selection and ethnographic data collection and finally the use of computer 

assisted qualitative data analysis software (CAQDAS) is explained. The last section 
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of this chapter will detail important decisions that have influenced this research, 

including differences between organisations and how these differences have been 

addressed.  

 

3.2 The Qualitative Case Study Method 

Qualitative research is mainly concerned with the properties, the state and the 

character of phenomena (Labuschagne 2003). The emphasis lies in processes and 

meanings that are rigorously examined, but not measured in terms of quantity or 

frequency. Such methods commonly produce detailed data, through direct quotation 

and careful description of situations, events, interactions and observed behaviours, 

about a much smaller number of cases (Labuschagne 2003). Qualitative research 

approaches are often preferred when the main research objective is to improve our 

understanding of a phenomenon and its context (Audet and d'Amboise 2001). 

 

Industrial relations research in Australia has traditionally been dominated by 

qualitative case studies. This is due to the fact that the case study is an excellent 

means of explaining how and why particular events or actions have taken place 

(Sutcliffe 1991; Kitay and Callus 1998; Gardner 1999). Perhaps the most commonly 

cited advocate for the case study method is Yin who defines the case study as ‘an 

empirical enquiry that investigates a contemporary phenomenon within its real-life 

context’ (1994: 23). However, it must be noted that within the broad family of case 

study methods, there are a range of sub-methods. There are many strengths 

associated with in-depth, qualitative studies of organisations. Such methods allow 
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researchers to investigate perspectives and issues that are often out of the reach of 

quantitative research methods. For example, researchers are able to ‘get under the 

skin’ of an organisation to find out what really happens as the ‘informal reality’ can 

only be perceived from the inside (Gillham 2000: 11). 

 

Debate surrounds the validity of qualitative research methods, as there is a focus 

upon a very limited sample when compared to the vast numbers of subjects that can 

be associated with quantitative projects (Sutcliffe 1991; de Laine 1997).  However 

as Patton suggests, in many ways ‘a major trade-off between quantitative and 

qualitative methods is a trade off between breadth and depth’ (1990: 165). A 

criticism that is often levelled at researching a limited number of case study sites, is 

the perceived inability of providing a basis for generalisation (Capelli 1985; Hamel, 

Dufour and Fortin 1993; Kitay and Callus 1998; Eisenhardt 1999). However Whipp 

(1998) suggests that the limitations of such research methods depend partly on the 

standpoint of the researcher, as the limitations could also be viewed as the central 

strengths of the method. For example, a purely quantitative study would not have 

captured the rich detail of social processes evident in the relationships between 

managers and employees who have conflicting views about workplace issues. Scott 

(1994:28) provides evidence of criticisms of many research methodologies and 

suggests research of this nature provides the ‘important link between attitudes and 

behaviour’.  
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Furthermore, it is also widely acknowledged that the ability to gather the rich detail 

available through in-depth case studies means that while generalisations are not 

possible in a ‘statistical sense’ (Baird 2000: 16) when integrating the data with 

existing literature, wider conclusions can be drawn.  

 

With the increasing development of workplace industrial relations over the last two 

decades, managers are now more active players in the industrial relations of the 

workplace (Marchington and Parker 1990; Alexander and Lewer 2004). This 

growing level of decentralisation of IR means that the organisation is an appropriate 

level of analysis. The next section of this chapter will focus on the development of 

the research design.  

 

3.3 The Research Design 

This research project can be divided into four distinct, but overlapping stages. These 

stages can be described as: 1) identification of research problem; 2) field work; 3) 

analysis of data; and 4) the final write up. The first stage of this project included the 

collection and review of the relevant literature, initial case study selection and 

confirmation of case study organisations. The second stage included the 

ethnographic data collection and was interconnected with the third stage of data 

analysis. That is to say that the analysis of data was a continuing process while data 

was being collected. Hence, leads that were uncovered could be followed up, 

patterns could be seen to emerge and the validity of these patterns could be 
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questioned and tested. Importantly, the ongoing data collection and analysis included 

the integration of field research and previously reviewed literature.  

 

3.3.1 Stage One – Identification of the Research Problem 

A review of the existing work team literature began by finding a substantial quantity 

of published work. However, only a limited amount of this literature is developed 

from a labour process perspective, the framework that guides this analysis. The 

review of literature pertaining to work teams provided a clear indication that 

research was required in a number of important areas. In terms of defining the topic 

area, industrial relations in its broadest sense is about the behaviour and interaction 

of people at work; how individuals, groups, organisations and institutions make 

decisions that shape the relationship between the employer and employee (Deery, 

Plowman and Walsh 1997). Certainly a focus of Australian industrial relations 

literature has provided a bias towards institutional structures and relationships 

between these formal institutions (Gardner and Palmer 1998). Most obviously these 

institutions have included tribunals, unions and employer associations. Hence, the 

institutional focus left an important gap in our knowledge of corporate organisation 

structures, work processes and work teams in the Australian context.  

 

It was noted that in the international literature, where resistance was considered, it 

was framed as an expression of dissatisfaction with the adoption of team structures 

(see for examples: Rosen 1989; see for examples: Hackman 1990; Robbins and 

Finley 1995). That is, the research focused on employee’s resistance to teams, rather 
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than resistance by employees to managerial controls whilst organised in teams – 

resistance within teams.  

 

An initial research question2 was developed and possible case study organisations 

were considered. Previous research established access to a call centre worksite. The 

second case study evolved with a second-hand knowledge that a new organisation in 

the region had been established with what was described as autonomous work teams. 

Background research was performed to determine the appropriateness of each 

organisation to this research project. Once the assessment had been made that they 

were appropriate worksites, approaches were made to each organisation. A formal 

request was made in writing outlining the research project. Access to the PowerGrid 

call centre proved uncomplicated with access granted after a fifteen-minute meeting 

discussing the project. However, gaining access proved more complicated at the 

food-processing plant. FrOzone authorisation came after a number of weeks and a 

detailed request to the parent company of that organisation. With hindsight, this 

process was perhaps an initial insight into the comparable level of data access that 

would be encountered throughout the data collection period.     

 

The recognition that both workplaces were new worksites became apparent after 

gaining a commitment from both organisations to be involved in the study. Two new 

workplaces added another interesting dimension to the case, further differentiating 

this research project from previously published investigations. Hence, this project 
                                                 

2 The initial research question was ‘Does the structure of work teams determine the level of 
cooperation and / or resistance in organisations?’ 
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removed the variable of resistance to workplace change. By situating this research in 

the context of new worksites, resistance would not be to the organisational change 

process. It was at this stage that the final research question was defined: How do 

teams influence the level of control, cooperation and resistance in new 

workplaces? 

 

There was some concern that it might be difficult to compare two organisations that 

operated within different sectors of the economy. However, these case study sites 

also have many interesting similarities that will be discussed throughout this thesis. 

Furthermore, previous research has established the value of providng two case 

studies that had vast differences and few similarities (Lupton, 1963). One of 

Lupton’s organisations was an electrical goods manufacturer while the other 

assembled clothing items. Lupton’s research provided a valuable contribution to our 

understanding of industry and labour-management relationships. In comparison to 

Lupton’s goal of presenting the broad diversity of relationships within industry, this 

theses’ goal is to present similarities between diverse case studies.  

 

3.3.2 Stage Two – Ethnographic Research  

Case studies provide the opportunity to draw a range of data collection methods 

together, in an attempt to develop a rich and detailed analysis of a particular 

organisation (two organisations in the case of this thesis). One approach to data 

collection in this thesis was ethnography. There is a significant body of literature 

that argues convincingly that ethnographic research methods are essential for 
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uncovering the reality of actions often considered deviant by the organisational 

hierarchy and indeed by many workers (see for examples: Yin 1994; Friedmann and 

McDaniel 1998; Neumann 2000). While the actions may not be considered deviant 

by those involved (Mars 1994), the nature of the issue under consideration  ‘requires 

a research methodology that looks below the surface of formal organisations and 

views workers in their natural environment’ (Webb and Palmer 1998: 614). 

Ethnography is a:  

…family of methods involving direct and sustained social contact with 
agents and of richly writing up the encounter, respecting, recording, 
representing and at least partly in its own terms, the irreducibility of human 
experience. Ethnography is the disciplined and deliberate witness-cum-
recording of human events. (Willis and Trondman 2000: 5, emphasis in 
original).  

 

By selecting a case study method and utilising the ‘closeness’ allowed through 

ethnography, a rich level of detail can be achieved. The most widely articulated 

objective of ethnographic research is to: 

…discern, grasp and understand the world at hand from the standpoint of its 
members or practitioners; to acquire an insider’s view so that, in the words of 
Geertz (1973: 6), one can distinguish between a wink and a twitch (Snow, 
Morrill and Anderson 2003: 183).  

 

Indeed, part of the ethnographer’s quest is to not just uncover stories, but to find the 

‘unexpected stories’ (Behar 2003: 16). Only with ethnographic studies is a 

researcher in a position to consider the context studied, contemplate the difference 

between stated policy and actual practice and then combine this knowledge with 

worker responses in an attempt to understand all the consequences for all those 

involved (Kunda 1992; Friedmann and McDaniel 1998; Whipp 1998). The 
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revelation of hidden features, such as the contrast between policy and practice is a 

strong advantage of the in-depth examination possible with ethnography (Burawoy 

1991; Scott 1994).  

 

However, this type of methodology presents practical difficulties. Entry and 

acceptance into an organisation is critical in designing a research project (Bryman 

1988; Lee 1995) and largely dependent on the goodwill of managers or 

‘gatekeepers’. While an ethnographer attempts to remain objective and independent 

of influence, maintaining good relationships with the management of organisations 

is critical. This can lead to a perception by employees that the researcher is present 

as little more than a ‘management informer’. Indeed, when investigating 

misbehaviour and covert forms of industrial action, trust must be developed with the 

employees and to be viewed as a managerial informer would create a potentially 

impenetrable barrier to quality data collection (Lee 1995).  

 

According to Katz, an ethnographer’s initial emphasis on data collection produces a 

wealth of descriptions (2002), which certainly proved to be the case in this data 

collection phase. Initial trips to the case study sites were little more than 

opportunities for background data collection describing the physical environment 

and providing introductions to workers to explain the researcher’s presence in the 

workplace. Little more than descriptive data was collected about the workplace and 

names of employees were recorded in an attempt to improve personal relationships 

between the researcher and the employees. As time progressed, more insights 
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emerged of a central issue relating to this thesis, cooperation within and between the 

teams.  

 

Visits to each workplace were made on a weekly basis, sometimes twice weekly 

depending on opportunity. Field trips would last for approximately five hours at a 

time. In another attempt to increase the level of trust with employees, wherever 

possible the researcher would engage in the work processes with the employees. 

This is referred to as ‘moderate participation’ where a balance is maintained between 

being an insider and outsider, participation and observation (Spradley 1980). At the 

food-processing plant such activities could include placing chicken fillets or salmon 

fillets on a grill, pouring bags of pasta into a cooking vat, placing ingredients into a 

near-completed meal, stacking boxes of frozen meals and at the call centre, listening 

in to telephone service interactions.  

 

The decision to become engaged in activities was greeted positively with many 

employees passing comments like: ‘Good to see you’re not afraid to get you hands 

dirty.’3 As has been argued previously, the benefits of participant observation 

appeared to be that the employees felt more comfortable with the researcher’s 

presence as it was less like they were being ‘watched’ and the researcher was able to 

get a much better appreciation of the work that was performed. This approach 

enabled the researcher to better appreciate more sensitive issues of resistance and 

misbehaviour.  

                                                 

3 Operator, FrOzone, 19 March 2003. 
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It is commonly accepted that time in the field is one of the most important aspects of 

collecting data on issues of a sensitive nature (Lee 1993). This fact is no better 

illustrated than with an example from each of the case study organisations. In the 

call centre, substantial time was invested over the first few weeks with some 

Customer Service Representatives (CSRs). When one CSR was asked what sort of 

things team members can do in such an intense environment if they wanted to avoid 

work for a short period – or even a long period for that matter, he replied: ‘Not much 

really, I guess we can fiddle with codes a little and pretend we are in clerical but that 

has an impact of our stats so you wouldn’t do that often.’4  

 

Taking the initial response of this CSR as the reality, would have dire implications 

for the research assumption that resistance and misbehaviour could be uncovered. 

However, after a few months of regularly catching up with this CSR (as with all the 

informants) for a chat, sharing a few cups of coffee and non-work related 

conversations in the lunchroom, information flowed more freely. The CSR felt 

comfortable enough to describe one of his more lucrative time fiddles where the 

CSRs take a call that requires the customer to be transferred into the computer 

interactive system ‘cardgate’. The employees can press the ‘transfer’ key but do not 

release the caller completely into the system. Consequently, the CSR can be on mute 

while the customer steps through the interactive system’s processes. Furthermore, 

the cardgate system does not hang up when the caller is finished if the CSR remains 
                                                 

4 25 January 2003 
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on transfer. According to the CSR this can give them ‘three or four minutes’ of rest 

time. Occasionally, this CSR will take 10 minutes for a cigarette or a cup of tea.   

I can sit there for 20 minutes if I want to but I don’t push my luck, 10 
minutes for a cigarette is plenty. And a call of that length isn’t unusual so it 
won’t stick out in your stats. You have to think these things through, the last 
thing I want to do is get caught by being greedy.5  

 

At FrOzone data collection progressed quite differently. In fact, there was very little 

hint of dissatisfaction, resistance or misbehaviour in the workplace, with many 

employees appearing thrilled by their work and the organisation. Operators were 

asked about their relationships with managers and team leaders. One operator 

commented: ‘The team leader is good, really friendly, that might be to do with the 

test we take when we start. Almost everyone here is very friendly.’6 Months later the 

same operator had just completed a conversation with a team leader when the 

researcher entered the workspace. When this researcher approached, without any 

coaxing, the operator provided a decidedly unhappy expression and exclaimed: 

‘He’s a wanker. He’s a pain-in-the-arse, fucking wanker.’7  

 

There could be a number of reasons for this outburst. Perhaps the operator simply 

did not like the team leader any more. Perhaps the operator had realised that they did 

not enjoy their job and were frustrated with everything related to their work, 

including the team leader. Regardless of the reasons, this was an unexpected 

development that proved to be an opportunity to delve further and ask the operator 

                                                 

5 23 April 2003. 
6 30 January 2003. 
7 24 April 2003. 
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about the differing comments. Conversation progressed and the operator was asked: 

‘So, you lot have been telling me for months that this is such a happy place and ‘we 

all get treated so well here’ but that’s not really the truth. Why have people been 

telling me that?’ The operator’s response was forthright and only partially surprising 

given that we know researching deviancy requires a significant investment in time 

and high levels of trust from the research subject. The reply:  

They’ve all been lying to you, of course. This is a shithole of a place and I’m 
tired of lying about it. If you want to really know what people think of this 
place, I’m about to have morning tea, come out with me and spend some 
time with the ‘gutter scum’.8  

 

As it transpires, the ‘gutter scum’ is a term that many of the smokers use to describe 

themselves. The reason for this is that the worksite is a smoking-free zone and 

progressively through the day there is a procession of employees heading out to a 

street beside the plant. The employees sit in the gutter smoking cigarettes, drinking 

caffeine in a variety of forms (coffee, tea, colas) and, most importantly for the 

research, discussing what concerns them in their workteam, with managerial staff or 

the organisation in general. Interestingly, not all members of the ‘gutter scum’ were 

as trusting as the operator who had extended the invitation to join them. In fact, 

throughout the next visit to this worksite, this operator reported that she had faced 

criticism from her colleagues for inviting the researcher to their ‘private area’.  

 

Nevertheless, entry to the gutter scum had been allowed and this access presented a 

wealth of data in its own right. Similar to the ‘gossip circle’ described by Cunnison 

                                                 

8 23 April 2003. 
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(1966: 163), within the protected confines of the like-minded, gutter-scum 

employees spoke freely about conflicts with team leaders and co-workers, long tea 

breaks, hiding instead of working and other activities that are central to this research. 

Many hours were spent with the gutter-scum engaging in their gossip circle and 

learning more about the reality beneath the clean surface of the new worksite’s pre-

determined cultural façade. Collecting data through a primarily unstructured 

approach has the potential of tapping only vague and general attitudes to issues. In 

order to successfully address this problem and add detail to the study the researcher 

asked informants for specific examples of general points. Consequently, the ongoing 

data analysis allowed the researcher to formulate patterns of employee actions that 

are referred to throughout this thesis.  

 

In addition to what can be viewed as planned questions and responses while in an 

informal encounter, it is important to be aware of the subtleties of the employees’ 

actions and comments. Apparently trivial events, body language and casual 

comments can often give a better picture of the situation and of attitudes. This 

approach involves considerable overlap between interviewing and observation. For 

example, if an issue was uncovered unexpectedly such as a disciplinary case or a 

dispute between teams, this information could then be used as a basis for more 

general discussions about similar issues.  

 

It is essential that the analysis of ethnographic data is rigorous to avoid taking single 

comments as a ‘truth’, and to balance the views of the organisation (as presented by 
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managers and organisational documents) with the views developed from other 

sources of data such as employees, unions, job observation. Hence, the utilisation of 

CAQDAS allowed the development of patterns and emerging themes to be further 

explored. Furthermore, where actions of resistance and misbehaviour in particular 

were uncovered, comments and views were substantiated by other sources. This 

substantiation was developed either through observing and recording patterns of 

similar comments or alternatively, through explicitly asking other informants to 

verify facts.  

 

Field notes were collected through a period of approximately eight months with 

weekly visits to each of the two worksites. Each visit lasted between four and six 

hours. Approximately two thirds of each daily visit was spent developing 

relationships with employees and talking about their lives and experiences at work. 

The other one third of the time was spent finding quiet places in the workplace to 

scribble some field notes in a notepad, for example, valuable quotes, people’s names 

or areas to investigate further. It was important to maintain the illusion of casual 

interest. Hence, research tools such as note books and tape recorders would never be 

on the shopfloor and rarely in the employees’ canteens. As a result, many notes were 

taken secretly in toilet cubicles, rarely used stairwells, empty offices and storage 

freezers kept well below zero degrees – short notes were recorded in the freezers.   

 

Immediately after leaving the workplace, field notes would be further developed and 

expanded. The notes taken in the workplace would be used as reminders of 
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conversations and examples of interesting employee activities. Later in the day 

handwritten field notes would be transferred to a CAQDAS program. In essence, 

three opportunities were available during the day of the field visit to ensure that 

complete and accurate field notes were recorded. This helped to assure the 

researcher that when quotes from informants are presented, the quotes are accurate.    

 

In addition, a total of 31 interviews were conducted through the data collection 

phase of this project. Of these, 18 were conducted with informants from the 

PowerGrid call centre. Most of these interviewees were managers and team leaders, 

although a union representative, an HR representative, a Roster and Planning officer 

and a former supervisor were also interviewed. Interviews were informal, but topics 

of discussion and a few relevant guiding questions were established by the 

researcher prior to the interview. Hand-written notes were taken throughout these 

meetings which were also developed and transferred in a similar fashion as the field 

notes with employees. At FrOzone, 13 interviews were performed following the 

same format. Again, the managerial staff and team leaders were interviewed, along 

with union representatives and HR staff. The full list of interviewees is attached as 

Appendix A.  

 

Date generated from this field research constitutes the primary source of evidence 

for this thesis, although there was also a collection of secondary data. The latter 

included a range of documents made available by the respective organisations, 

including promotional CD-ROMS, induction videos, recruitment policy documents 



 - 81 - 

and files regarding industrial disputes. In addition, there was also a range of other 

secondary data sources that were utilised including documents from unions and 

leaked documents from ‘helpful’ employees. Finally, some publicly available 

documents were sourced including the websites of the companies and some of their 

clients, Australian Industrial Relations Commission (AIRC) transcripts and 

Parliamentary records.  

 

The final sources of data collection were gathered through attendance at a range of 

functions in the workplace. Some examples include team meetings at each of the 

workplaces and product information updates. In addition, the researcher was invited 

to attend a recruitment process day at PowerGrid. Unfortunately, there was no 

recruitment performed throughout the period of research at FrOzone, hence there 

was no opportunity to attend a recruitment process in this organisation. The wealth 

of data that was collected was continually analysed and reviewed using data analysis 

software.  

 

3.3.3 Stage Three – Qualitative Computer Analysis 

Many researchers suggest there are substantial benefits to using CAQDAS such as 

NVivo (Buston 1999; Gibbs, Friese and Mangabeira 2002; Ross 2003). NVivo has 

been reported to be a leading computer based software system that assists in creating 

a more comprehensive and rigorous analysis of qualitative data (Richards 1999). 

Similar to computer based quantitative data analysis software such as SAS and 

SPSS, the NVivo system works by integrating data into a database. This allows large 
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amounts of fieldwork data to be organised into logical structures, allowing more 

rigorous analysis of the material without referring backward and forward through 

numerous notebooks with handwritten field notes.  

 

For this project, the field research was divided into two databases, one for each 

organisation. There were some expected themes, ideas and concepts based on the 

research question that allowed the researcher’s observations, interviews, informal 

conversations and organisational documents to be progressively incorporated into 

the database and coded. Under the NVivo system these coded sections are referred to 

as ‘nodes’. An example of this is as follows. As teams and resistance were to be two 

central aspects of this research, any of the field notes that contained details relating 

to individual or collaborative acts of resistance would be coded under a general node 

labelled ‘resistance’ and then divided into separate nodes entitled ‘teams and 

resistance’ and ‘individual resistance’. A search for the node ‘resistance’ would 

retrieve all of the separately coded segments that were categorised as resistance, 

while a search for ‘individual resistance’ would retrieve only those field notes that 

were coded as ‘individual resistance’. While the two databases remained separate, 

when searching for nodes the CAQDAS can be programd to draw from both 

databases concurrently.   

 

The data could be further segmented when required as the field notes were 

developed. For example, as themes developed differentiating the levels of resistance 

between different teams, this could be further developed through a recoding of the 
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data. The length of the coding would be determined by the researcher, from single 

words (although uncommon), to sentences and paragraphs of field notes. 

Consequently, all the field notes were coded in some form and as the development 

of nodes progressed, some data could be coded under numerous nodes. For example, 

an employee’s comment could be important to consider as an area of ‘individual 

resistance’; ‘conflict between individuals’; ‘managerial responses’ and ‘resistance’. 

Thus, when analysing the data, this comment would be retrieved when any of these 

nodes were searched.  

 

In addition, as patterns were developing within the data analysis, more complex 

searches were possible using NVivo. If the researcher was interested in what data 

was available that was coded under all of the aforementioned nodes (individual 

resistance, conflict between individuals, managerial responses and resistance), a 

boolean search could be run incorporating all the relevant nodes. This meant that the 

data from a number of nodes could be searched and only that data that was coded 

under all nodes would be presented. For example, data relating to resistance would 

not appear unless it was also coded under the nodes labelled ‘individual resistance’; 

‘conflict between individuals’; and ‘managerial responses’. This process added 

rigour to the data analysis process. 

 

3.3.4 Comparing Like with Like? 

It is important when considering an issue such as employee resistance in a 

workplace that confidentiality is strictly maintained. Hence, employees were 
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continually reminded throughout the project of this confidentiality. In addition, it 

was agreed with the representatives of each organisation that the identities of the 

individuals and the organisation would be kept confidential. As a consequence of 

this confidentiality, references throughout this thesis to the organisations or any 

individual are through the use of pseudonyms. In addition to this, the titles of 

corporate documents, websites and other distinguishing data that are cited 

throughout this thesis have been changed to maintain anonymity.  

 

When negotiating access at PowerGrid the call centre manager suggested that it 

would be a preferred strategy on the part of that organisation to limit the research 

project to a number of teams. Three teams were agreed upon with the understanding 

that the teams would in some way be different from each other. As a result of this 

decision and to maintain a consistency between case study organisations, the focus 

of the FrOzone study was four teams that were involved in the general aspects of 

production. The highly skilled teams such as the Research and Development (R&D) 

team and the Quality Assurance (QA) team (where the majority of team members 

held numerous tertiary degrees) were excluded. As such, the teams followed here are 

not the complete organisation, rather a subsection that focuses on the main 

production process in each of the worksites.  

 

This approach had a number of benefits to the overall project. For example, the 

research remained at a manageable size. Furthermore, teams of similar standing 

within each organisation were being compared. This of course means that the 



 - 85 - 

benefits are also the limitations. The focus on a number of teams can bring 

generalisations that include only those employees who could hold membership on 

those teams. The teams that provided date of this study are shown in Figures 3.1 and 

3.2. Chapter Five (particularly Section 5.3) provide more detailed descriptions of 

each team studied.  

 

It is not unusual for researchers to find different levels of cooperation within case 

study organisations. This was certainly true with these case study organisations as a 

distinct difference in data collection opportunities existed within each of the two 

organisations. At PowerGrid data was always forthcoming and levels of cooperation 

seemed high with the provision of detailed information whenever it was requested. 

Further, the researcher was allowed the opportunity to search, unsupervised, through 

hard copies of files and electronic copies on the computer system. Access to 

employees was in no way impeded at FrOzone; however, access to organisational 

documentation was severely limited. When some promised descriptive data failed to 

eventuate, secondary sources were utilised. Furthermore, at PowerGrid access was 

provided though an electronic key, effectively allowing the researcher full access to 

the worksite. At FrOzone the researcher was expected to provide the Production 

Manager with advanced notice of arrival.  

 

The data collection opportunities were also different between the two organisations 

as employees in both case studies were organised under different shift patterns. 

Consequently, it was important to be in the field when the relevant teams were 
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working, on weekends and public holidays, late at night and quite early some 

mornings. In terms of methodological approaches, it is apparent that regardless of 

assurances given by the researcher, some employees are more willing to speak freely 

when there is no possibility of a manager walking around the corner at any second! 

Hence, the times outside of managerial hours were commonly the best opportunity 

to communicate freely with employees. 

 

Labels placed upon employees within organisations vary between case studies. As a 

consequence of this, this thesis has ‘relabelled’ some positions for ease of 

comparison. This is demonstrated in Appendix B and C where the organisational 

structure of the companies is illustrated, with the labels shown in addition to the 

terms referred to throughout this thesis for relevant positions.   

 

3.4 Conclusion 

This chapter has provided the methodological justification for this research project. 

When investigating issues that lurk beneath the surface of the formal and 

consensual, an appropriate methodology is required. As such, an ethnographic data 

collection process allowed the development of interpersonal relationships with 

research subjects in the two case study worksites. In addition, CAQDAS was utilised 

to maintain extensive research notes and analyse the data. The following chapter 

begins the main presentation of the fieldwork data. Chapter Four presents a macro 

view of the organisations that have been studied. This includes descriptions of 
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organisations and product markets, recruitment policies, managerial cultures, 

workforce demographics and management / union relationships.   
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Chapter Four  

The Organisations 

4.1 Introduction 

Chapters Four and Five will provide descriptions and an analysis of important 

contextual issues within the two case study organisations. It is recognised that 

various aspects of the organisation can affect work teams including 

organisational culture, training and consultation, reward and recognition systems 

and the physical environment in general (Sundstrom, Meuse. and Futrell 1990). 

Consequently, Chapters Four and Five examine issues that have a direct impact 

on the teams in these workplaces. The issues are divided into two separate 

chapters; this chapter considers the organisational context while the following 

chapter considers the issues more specific to teams and employees within each 

organisation. Presenting the chapters this way allows comparisons of the 

organisations to be more readily made.  

 

This chapter is divided into five key sections. The first section will consider the 

historical development of the worksites and the product markets they serve. 

Section two will examin the managerial-initiated corporate cultures of these 

workplaces. Thirdly, this chapter will examine how the two case study 

organisations utilise extensive recruitment strategies to ensure those employed 

will assist in developing and maintaining the corporate culture. The fourth 

section departs slightly from the format of the other sections; it is divided into 

demographic issues, such as employment status, turnover rates and absenteeism. 
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Finally, this chapter examines the approach taken to union presence in each 

organisation.  

 

4.2 The Organisations and Product Markets 

The workplaces examined throughout this thesis are either divisions or 

subsidiaries of larger organisations. One is a call centre providing customer 

service and retail support for a large organisation, the other is a subsidiary of a 

large organisation. This section will examine the important motivations for each 

organisation in developing new worksites. To adequately explain these 

motivations, brief descriptions of the larger parent companies are presented.  

 

4.2.1 PowerGrid 

Since the early 1990s the supply of electricity and gas to Australian consumers 

has undergone dramatic changes. Industry deregulation is one change that has 

increased competition and has had a major impact on previously government-

owned monopolies (ACCC 2000; PowerGrid 2004). In January 1995 further 

restructuring led to the corporatisation of the Queensland Electricity Supply 

Industry in line with the Government Owned Corporations Act 1993 (ACCC 

1996). Through this restructuring process, in 1997, the former government-

owned monopoly supplier became a subsidiary company, PowerGrid (Rann 

1998). PowerGrid employs a workforce of more than 3000 employees and holds 

assets in excess of $A3 billion (PowerGrid 2004). Currently, PowerGrid has 

more than 1.1 million residential, industrial and commercial customers 

(PowerGrid 2004).  
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Following the restructuring of the Queensland Electricity Supply Industry, the 

regional electricity boards formed a joint project committee to investigate the 

development of a joint customer contact centre.1 This project ultimately failed, 

but the Customer Service department of PowerGrid utilised the knowledge and 

detail gathered through the research process to develop their own contact centre. 

Prior to 1998, the retail and customer service aspects of the PowerGrid 

organisation operated in 27 decentralised, suburban customer service depots 

throughout the region.2 Formerly, these depots provided over the counter 

customer service and more traditional telephone services. In 1998 the suburban 

depots were progressively closed and various organisational functions (e.g. 

billing, emergency services, customer enquiries and sales) were centralised into a 

customer contact centre (PowerGrid 1998).  

 

The new worksite had been owned by the PowerGrid predecessors for many 

years and was determined to be appropriate as it contained large areas of spare 

space.3 A ‘considerable’ investment of money was used to make the worksite 

functional as a call centre.4 This new worksite was developed throughout a 

period of corporatisation and increasing competition for a previously protected 

organisation. As such, the restructuring and centralisation of business processes 

was primarily driven by an upper-management initiative to streamline processes 

and improve service provision in the newly competitive environment 

                                                 

1 Contact Centre Operations Manager, 11 March 2004. 
2 Contact Centre Manager, 23 February 2003; Former Suburban Depot Supervisor, 16 August 
2003. 
3 Contact Centre Operations Manager, 11 March 2004. 
4 Contact Centre Manager, 23 February 2003. 



 - 93 - 

(PowerGrid1998). The customer contact centre grew to comprise three key 

sections: the E-Commerce department, the sales department and, the focus of this 

study, the inbound call centre. The majority of customer service employees in the 

decentralised structure were offered, and accepted, positions in the centralised 

customer contact centre. As a result, many of the call centre’s initial fifty staff 

members were existing employees.5  

 

The call centre was developed around ‘Erlang C’,6 a mathematical concept that 

has its roots in the work performed by Agner Erlang in Denmark from 1908 

(Angus 2001). The concept allows, through the incorporation of historical data, 

the calculation of the most probable distribution of incoming calls and assists in 

determining the appropriate number of call lines and service staff to ensure an 

acceptable balance between financial outcomes and service quality (Angus 

2001). The PowerGrid management expected that the process of balancing staff 

numbers and service quality through the centralisation of these functions would 

deliver substantial efficiencies and reinvigorate a system that was not sustainable 

in its decentralised state.7  

 

4.2.2 FrOzone 

FrOzone is a food-processing plant on a 6700 hectare greenfield site in a satellite 

city (Malouf 2001). The organisation is a wholly owned subsidiary of The Parent 

Company (TPC) and cost in excess of $A25 million to establish (Anonymous 

                                                 

5 Contact Centre Manager, 23 February 2003; Former PowerGrid Suburban Depot Supervisor, 16 
August 2003. 
6 Contact Centre Operations Manager, 11 March 2004. 
7 Contact Centre Operations Manager, 11 March 2004. 
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2001; OESR 2001). TPC employs more than 30 000 people (on a full-time 

equivalent basis) and holds assets of more than $A5 billion (The Parent 

Company 2003). TPC has had long-term interests in food preparation 

organisations with its own catering group. TPC Catering Group (PCG) is a 

subsidiary that employs more than 3500 employees at seven worksites 

throughout Australia (The Parent Company 2003). PCG is responsible for 

manufacturing 38 million meals each year (The Parent Company 2002). TPC is a 

highly unionised organisation and currently at PCG, there is a union density in 

excess of 90 percent.8 These are important factors in the historical development 

of the FrOzone organisation, as will be discussed later. A significant part of the 

motivation for TPC in establishing the new plant was to move away from the 

adversarial culture present in the seven PCG brownfield sites operating within 

the food-processing industry.9 Throughout 1999, TPC advanced a concept for a 

new entity, to develop and produce ‘innovative meal solutions to meet individual 

… customer needs’ (FrOzone 2001).  

 

FrOzone is maintained under the PCG umbrella and operates within the same 

food-processing sector, preparing complete frozen meals for a variety of 

organisations, including transport and retail organisations, with a desire to break 

into healthcare and hospitality markets (The Parent Company 2003). FrOzone is 

a medium-sized manufacturing firm, able to produce 20 million meals a year 

(FrOzone 2001). Currently, with 129 employees, the organisation is operating at 

                                                 

8 Union Representative, 14 April 2003; Management Team Member, 30 January 2004. 
9 Production Team Leader, 17 January 2003; Management Team Member, 19 March 2003; Union 
Representative, 14 April 2003. 



 - 95 - 

partial capacity producing more than five million meals per year (The Parent 

Company 2003).  

 

The first stage of progression for the development of this new entity was to form 

a project team to prepare a business plan for submission to the TPC board. The 

project team consisted of three management level TPC employees from separate 

TPC subsidiaries who had a cross-section of skills and specialities.10 A key 

requirement for the project team was to identify and recruit a suitably 

experienced candidate to assist in developing the submission to the TPC board. 

The selected candidate had a proven track record after establishing similar 

organisations in Scandinavian countries.11

 

The project team began a multitude of concurrent activities, including 

approaching state governments, to find a suitable location for the plant and 

developing an economic plan for the new entity.12 According to the General 

Manager, the motivation for negotiating between jurisdictions was to find a 

geographically suitable site close to fresh produce and the eastern seaboard road 

network (FrOzone 2001; LOED 2001), and which provided the best arrangement 

for state and local government taxes and expenses.13 The importance of this 

organisation to TPC and to Queensland is demonstrated by the fact that the plant 

was officially opened by the TPC Board Chairperson and the Queensland 

Premier (FrOzone 2001).  

 
                                                 

10 Management Team Member, 19 March 2003. 
11 Management Team Member, 19 March 2003. 
12 Management Team Member, 19 March 2003. 
13 Management Team Member, 19 March 2003. 
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The United States of America in particular, provides an interesting comparison to 

Australia in terms of greenfield worksites. Federalist systems of government 

allow organisations to ‘shop around’ and find a particular location that best suits 

their specific requirements. The motivation for many American organisations has 

been a shift from the brownfield sites throughout the northern states, towards the 

‘sunbelt’ and greenfield sites in the south (Katz 1985; Kochan, Katz et al. 1986; 

Walton, Cutcher-Gershenfeld and McKersie 1994). This activity is becoming 

more prevalent in Australia with one documented example being Fisher and 

Paykel. This company went to great lengths to find as suitable site for their 

expansion into Australia (Leopold and Hallier 1999). This was also the case for 

the FrOzone development team as they negotiated initially, between numerous 

state jurisdictions (QPD 2000), then local level governments.14  

 

4.2.3 Summary 

Each of the parent organisations rank among the largest 100 companies in 

Australia (BRW 2004). While both organisations operate in the same 

geographical region, they operate in very different sectors of the economy. 

FrOzone was developed primarily to allow TPC to establish a new employment 

relations culture to that which existed between employers and the unions and 

employees at the PCG brownfield sites. However, it was also expected that the 

organisation would develop and service new markets. PowerGrid developed their 

call centre to improve organisational efficiencies through a period of 

                                                 

14 Management Team Member, 19 March 2003. 
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restructuring and reduced protection from competition. Central to the 

development of these new worksites is the establishment of unitarist corporate 

cultures. These corporate cultures are the topic of the next section.  

 

4.3 Managerial-Initiated Culture   

Altering organisational culture was not commonly utilised as a managerial tool 

until Peters and Waterman (1982) suggested that organisational performance 

could be linked to the organisation’s culture. In subsequent years there has been 

much written about the role of organisational or corporate culture and the role 

that culture can play in developing a cooperative and committed workforce. The 

culture of an organisation is influenced by a number of factors; importantly 

culture is by definition very contextually specific (Eldridge and Crombie 1974). 

An organisation’s culture includes (but is not limited to) aspects of coded 

instructions, systems of meanings, conventions, prevailing logic and a way of 

thinking and proceeding (Schien 1992; Bate 1994; Schien 1996; Davidson 2003).  

 

Despite the rhetoric of managerial consultants and motivational style managerial 

texts, research has been unable to clearly demonstrate that a particular culture is 

part of a recipe for success. However, there is some evidence to suggest that a 

culture can be a barrier to success (Barney 1986; Pennington 2003). Within an 

organisation, a culture provides employees with an expectation of what will 

happen and how they should behave, although many suggest it is a means of 

limiting freedom of thought (Willmott 1993). As William Whyte (1956: 397) 

famously wrote, ‘No one wants to see the old authoritarian return, but at least it 

could be said of him that what he wanted primarily from you was your sweat. 
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The new man wants your soul.’ This section will explore managerial attempts to 

develop particular cultures within each organisation.  

 

4.3.1 PowerGrid 

The terminology of electronic ‘sweatshops’ (Fernie and Metcalf 1998; Kinnie, 

Purcell and Hutchinson 2000) in many ways depicts a dark and uncomfortable 

working environment. While reserving judgement on the level of comfort, the 

PowerGrid call centre is anything but dark. On the contrary, PowerGrid 

management appear to be adopting a similar approach to that presented in many 

call centres (Alferoff and Knights 2003), where employees are distracted from 

the tedious aspects of their work. This is achieved through a significant amount 

of time and materials committed to ensure the physical workspace is bright, 

vibrant and motivating, designed for employees to have ‘fun’ while they are at 

work. This environment was the motivation for the labelling of call centres as 

‘bright, satanic offices’ (Baldry, Bain and Taylor 1998), a play on poet William 

Blake’s (1804) reference to the ‘dark, satanic mills’ of industrialising England.   

 

As soon as the elevator doors open onto the call centre floor, employees and 

visitors are transported into a parlour of vibrant colour. Directly in front of the 

elevator doors is a large magnetic whiteboard providing all the details of the 

latest round of ‘exciting’ games focused on motivating employees to make more 

sales and reach other performance measures. The whiteboard displays 

recognition of the team and individual most consistently reaching their Key 

Performance Indicators (KPIs) throughout the month. Opposite this is the first of 

the ubiquitous team posters ‘TEAM – Together Everyone Achieves More’. 
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Every team area is emblazoned with decorations that are designed to distract the 

workers from the pressures of the job which confront them daily. 

 

A substantial portion of the ‘release’ time that employees have off the telephone 

is spent decorating each work team’s area providing for interaction and a degree 

of manufactured ‘fun’. Many Customer Service Representatives (CSRs) find the 

decorating of the workspace to be an important aspect of their team and their 

work. Indeed, one CSR had been working at PowerGrid for eight months and the 

cutting and colouring of decorations still kept her motivated: ‘I love it, it’s like 

coming to kindergarten everyday’.15 Employees are encouraged to decorate their 

workstation with personal items to make it more comfortable. The majority of 

employees use this as an opportunity to have photographs of their loved ones, 

small fluffy toys, or their own motivational posters.  

 

PowerGrid management have taken the step of codifying what the organisation’s 

culture means. This was achieved through a simple and reasonably vague five-

point framework. Rather than list the five points for the employees in straight 

forward point form, a five-pointed star was utilised with each point representing 

a key value required to achieve the organisation’s culture. The figure (recreated 

here in Figure 4.1) was then developed to become the on-screen wallpaper of 

every computer throughout the call centre, a constant visual reminder of what 

was expected of employees.   

                                                 

15 12 December 2002. 
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Figure 4.1: Call Centre Cultural Norms 
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Central to the culture at the PowerGrid call centre, but aside from the ‘official’ 

cultural norms, is the notion of ‘fun’. It is the role of the team leaders to be the 

fulcrum between the arduous aspects of the employment and the social and fun 

activities. As a result of this, team leaders are provided with the authority to 

determine whether team briefs are spent focused on work related issues, on game 

playing and relationship building, or a balance of each. Team leaders report the 

importance of the ability to allow employees some down time when things 

become strained in the centre. The call centre is located opposite a large park and 

it is not unusual to see a team leave the centre and have ‘cart-wheel’ 
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competitions or some other outdoor activities. Other ‘fun’ activities include 

theme days, for example, Valentine’s Day and Australia Day. These theme days 

are rostered into the calendar based on expected call volumes and employees are 

encouraged (expected) to dress-up and bring food based on the theme for the 

team to share. Of course, there are prizes for the best costumes and best team for 

which the employees compete.  

 

It is important to note at this point that the culture at PowerGrid is not a 

‘unitarist’ culture. That is to say, union representation is accepted, allowing for a 

degree of pluralism. However, this is not the case at FrOzone. While the role of 

unions in each workplace is discussed in section 4.6, the following section will 

begin to explore the attempted development of a unitarist culture at FrOzone. 

 

4.3.2 FrOzone 

After accepting the business proposal for FrOzone, the TPC board offered the 

project team a more focused brief. The new entity was to become ‘… a business 

that while a wholly owned subsidiary … would be as far removed from TPC as 

possible. The goal was to create a culturally unique business …’16 Implicitly, the 

brief aimed at ensuring limited union involvement, hence only one of the TPC 

unions was recognised as a bargaining agent in the new organisation.17 This 

‘sweetheart deal’ will be discussed later in this chapter.  

 

                                                 

16 Management Team Member, 19 March 2003. 
17 Production Team Leader, 17 January 2003; Management Team Member, 19 March 2003. 
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The leadership team set about establishing a pathway to reach the ‘vision’ for the 

new entity. It was the process of realising the vision that the team found 

particularly challenging. ‘We knew what we wanted, we had the vision of what 

we wanted to do but we weren’t sure of how to go about reaching the goal.’18 

According to this manager, the leadership team determined that the main cause 

of their difficulty was the fact that all of their collective experience had been in 

organisations with typical hierarchical structures.  

 

To resolve the issue of creating the vision, after five months the project team 

employed the services of a ‘Performance Coaching Consultant’. This consultant 

was employed to assist in the ‘de-programming’ of the new leadership so they 

could ‘forget about all the things we thought we knew about managing people 

and running a business.’19 This process involved spending two days every week 

prior to the opening of the plant behind closed doors working through the stages 

of deprogramming and learning. According to a leadership team member they 

began the process quite cynically, before they were ‘deprogramd’ and became 

more aware of the opportunities available to them: 

… after a few months it really started to mean something and I could 
almost recall the day when we just had this awakening … After that we 
started to create a mission statement and … make decisions. We wanted a 
flat structure and to ensure that quality and open communication 
developed. We wanted to lead not to manage - we wanted to seek 
guidance from the team members not instruct.20  

 

The leadership team recognised that they had all arrived at FrOzone from very 

bureaucratic leadership hierarchies and reporting lines. As the vision developed, 
                                                 

18 Management Team Member, 19 March 2003. 
19 Management Team Member, 19 March 2003. 
20 Leadership Team Member, 19 March 2003. 
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the leadership group was determined to create a business where they could instil 

‘self-responsibility’21 in employees at all levels of the business. One intended 

outcome of self-responsibility was the creation of SAWTs. To achieve the goal 

of SAWTs, important factors included a great emphasis on ‘open and honest 

communication’,22 more sophisticated personnel recruitment processes, payment 

structured for successful achievement of team goals and a multi-skilled staff.23  

 

It was the management team’s intention to implement SAWTs as a means to 

enhance productivity and employee involvement, particularly when compared to 

the PCG brownfield sites.24 Much of the motivation came from the newly 

recruited General Manager and the Performance Coaching Consultant. Similar to 

the views presented in much of the managerial-focused ‘how-to’ literature, it was 

thought that semi-autonomous work teams would provide a range of benefits. 

The anticipated benefits included greater levels of job-satisfaction, lower levels 

of turnover and absenteeism and higher levels of productivity. The General 

Manager stated, ‘… you create ownership from the word “go”. It’s their ideas, 

their designs and we are there to guide them in a sense.’ (FrOzone 2001) The 

rhetoric (while not necessarily the reality) of empowerment and self-

responsibility comes straight from the pages of Peters and Waterman’s original 

work, where they suggest that to achieve the values ‘… employees must take 

responsibility, become empowered …’ (Peters and Waterman 1982: 55). This 

                                                 

21 Research and Development Team Member, 12 January 2003. 
22 Research and Development Team Member, 12 January 2003. 
23 Production Team Leader, 17 January 2003; Research and Development Team Leader,   
17 January 2003; HR officer, 12 March 2003. 
24 Production Team Leader, 17 January 2003; Research and Development Team Leader,  
17 January 2003. 
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rhetoric is commonly central to organisations based on teams (Rinehart, Huxley 

et al. 1997). 

 

The staff canteen and washroom facilities are incorporated within the main 

building structure. These areas are common to management staff and employees 

alike, an attempt to reflect the culture of equality amongst the workforce. The 

organisation offers the staff one meal per shift25 in the canteen and all employees 

take advantage of this, indeed, many cite the free lunches as one of the best 

aspects of their employment!26 The common canteen was intended to allow the 

production employees the opportunity to find themselves eating their lunch with 

their General Manager. However, employees note this is an almost unheard of 

occurrence.  

 

A last minute decision was made by the project team to have no offices within 

the workplace. Again, this was to reflect the culture of equality amongst all 

employees. Everyone from the General Manager down (or perhaps ‘across’ is 

more appropriate given the ‘flat’ organisational structure) has an open plan work 

area unless a separate office is required due to the proximity of the food-

processing. According to a project team member, this was a decision that was 

made while construction was occurring and the team was on-site in a 

                                                 

25 Often the staff members have meals that are on the R&D trial menu or have failed to reach 
quality standards due to a very minor breach for example, a completed package of meals that has 
received damage while in storage or transportation.  
26 Job network provider ‘CareerOne’ found in an on-line survey that workers thought a ‘free 
lunch’ was preferred by people more than any other ‘perk’ such as gym memberships, free 
parking or on-site bars.  
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demountable building. If employees were to feel ‘part of the team’ and not just a 

group of employees, the building must reflect the management philosophies.27

 

In keeping with the idea of motivating employees to behave in a manner that is 

consistent with the managerially advanced culture, the canteen is adorned with 

photographs of the ‘team’ and individual team members who have achieved 

success in reaching KPIs. Posters are spread across one wall of the canteen, 

developed in a ‘whole of team’ meeting or ‘teambuilding activity’. One early 

example of a teambuilding exercise saw the employees divided into groups to 

determine ‘team norms’ for the organisation. The most commonly determined 

norms were what one would expect – rather clichéd, nonetheless the sort of thing 

that managers like to have their employees thinking. Some examples include: 

helping each other, respect each other, do job properly, be punctual, ‘sharing the 

vision’, being equal team members, trust each other, be proud to be part of the 

team, have fun safely, share your ideas, share your knowledge, do what you think 

is right (quality). In addition to this, team norms are printed on the back of the 

employee’s ID card as a constant reminder of what is expected of employees to 

be ‘good soldiers’ (Organ 1988: 4).  

 

As is the case with PowerGrid, FrOzone employees are also provided with 

opportunities to play organised games and activities throughout work hours as a 

means to develop a culture of fun. A number of such activities have occurred, for 

example, building ‘plasticine’ models to represent ‘what FrOzone means to me’. 

                                                 

27 Management Team Member, 19 March 2003. 
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Employees have mixed feelings about such activities and these experiences will 

be explored further in Chapter Eight ‘Teams Challenging the Workplace Order’.  

 

4.3.3 Summary 

Organisations in general have expectations about the way their employees 

behave in the workplace. However, it is becoming more common for 

organisations to actively progress corporate cultures. Contrary to the commonly 

used rhetoric of consent, cultural strategies may also be based more on notions of 

managerial control (van den Broek 1997, 2004). These organisations actively 

engage employees in team-building activities in an attempt to portray their 

organisations as a fun place to work, while instilling an expectation in employees 

that they do not simply do their job but go beyond what is expected.  

 

The creation of a corporate culture has been described as ‘… the death of reason’ 

(Anthony 1993: 164) as it hides the nature of the labour process, which maintains 

a level of dehumanisation. Waring (1998: 429) describes this process of 

developing a corporate culture as ‘masking reason’ as it aims to have employees 

mask their true character while at work, similar to the notion of emotional labour 

developed by Hochschild (1983). Organisations find the maintenance of a 

corporate culture easier if they recruit people whose values will fit and not 

challenge the culture. The next section considers how these organisations aim to 

maintain their cultures through the recruitment process.   
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4.4 Recruitment – Getting the Right Fit 

For each of these case study organisations, having a new worksite provided the 

opportunity to recruit new employees that would fit into the managerially defined 

organisational culture.28 As Blyton and Turnbull (1998) note, the easiest way to 

develop a compliant workforce is to recruit one. In recent years that has been a 

shift from traditional job-centred or operational skills recruitment towards 

person-centred recruitment designs that aim to attract personal qualities that align 

with the formal aims of the organisation (Jewell and Siegall 1990; Thompson and 

Findlay 1999; Findlay, McKinlay, Marks and Thompson 2000; Hallier 2001; 

Rowden 2002). The objective for organisations that recruit in such a manner is 

to: 

…develop the selection process so that only people whose values are 
consistent, or could be made consistent, with the dominant values of the 
organisations are able to increase the strength of the culture and reduce the 
possibility and consequences of undesired behaviour (Ogbonna 1992: 81). 

 

Quite often in new worksites the intensity of the recruitment process is designed 

to ‘put off many of the less committed’ applicants (Wickens 1987: 176). This 

proposition is supported in both of these organisations with complex and lengthy 

recruitment procedures. Summaries of the recruitment process for each 

organisation are presented at the end of each section in Figures 4.2 and 4.3. 

 

                                                 

28 While the call centre’s initial employees were from the decentralised workplaces, a high rate of 
turnover and rapid growth meant that new recruits were required soon after opening the centre.  



 - 108 - 

4.4.1 PowerGrid 

Recruitment in the inbound call centre plays an important role for a number of 

reasons, including the growing number of total employees required within the 

call centre combined with the large turnover (as detailed in Section 4.5.3). The 

key focus of recruitment, in the view of the call centre’s recruitment officer, is to 

find the ‘right fit’ of employees for such a ‘high stress’ environment.29 Initially, 

advertising is performed both internally, through intranet sites and newsletters; 

and externally within the main metropolitan newspaper. Advertising for 

recruitment has been occurring every two to three months, with each round of 

advertising commonly attracting more than 700 applicants.30 The HR department 

is faced with the task of reducing this expansive list to approximately 10 people.  

  

One aspect of the recruiting process is group role-playing. HR representatives 

and call centre team leaders observe this role-play testing to assess participants. 

One task for the group to perform is to collectively rank ten different aspects of 

call centre life, based on what the candidate rates as most important. Throughout 

this process, vague instructions are provided to add additional frustrations and 

opportunities to assist in differentiating those people involved.31 Some examples 

of the aspects of call centre life that are to be ranked include: teamwork, 

customer service, problem solving and having fun.32 Those who are grading the 

participants in the role-playing exercise place a rating against each potential 

employee for skills such as communication and cooperation with fellow 

                                                 

29 HR representative, 8 April 2003. 
30 HR representative, 8 April 2003. 
31 HR representative, 25 March, 2003. 
32 Recruitment process, 25 March 2003. 
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applicants, willingness to engage others in the conversation, ability to 

compromise and problem solving. All are important skills when working in a 

team. This process takes approximately one hour, with the PowerGrid employees 

engaging in a discussion after each group role-play to ascertain which applicants 

will be invited back for the next stage of the recruitment process.33  

 

The final stage of the recruitment process involves face-to-face interviews and 

telephone skills testing.34 The HR representative places a great deal of 

importance on the face-to-face interviews. It is in this context, according to the 

HR representative, that questions regarding previous work experience in 

customer service are asked in an attempt to determine the probability of potential 

applicants meeting a ‘standard of call centre effectiveness’.35 Some of the key 

traits sought by PowerGrid are: good communication, teamwork, good customer 

service, the ability to be trained, and employees who are willing to exceed 

customer’s expectations and find solutions.36

 

                                                 

33 Recruitment process, 25 March 2003. 
34 HR representative, 8 April 2003. 
35 HR representative, 8 April 2003. 
36 HR representative, 8 April 2003. 
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Figure 4.2: PowerGrid Recruitment Process Summary 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

1. Internal and External 
Advertising.

Advertisement placed in 
internal e-mail and local 
metropolitan newspaper 
Pre-planned as recruiting 

every 2 to 3 months to 
keep with turnover – 1 

week.  

 
8. Offer of Employment. 

By phone, followed up with 
contract of employment. 

Timing dependant on 
notice candidate needs to 

give in current role – 4 
weeks. 

 
5. Written Tests and  

Role-playing. 
Abstract and verbal 

reasoning, computer skills, 
followed by group role-play 

– 4 hours. 

 
6. Reference Checks.  

Two previous employers, 
performed by HR officer – 

4 hours. 

 
3. De-select Applicants. 

Reduce to short-list of 100 
to 120 potential recruits – 

3 days.  

 
2. Receive Applications.

Usually about 700 
applications received - 2 

weeks. 

 
4. Telephone Interviews.

Performed by HR officer to 
reduce short-list to 25 to 
30 applicants – 2 weeks. 

 
7. Individual Interviews 
and Telephone Testing.  
Determining ability to 

interact on telephone while 
problem-solving - 2 days. 

9. Orientation and 
Training.

OHS, emergency response, 
8 weeks computer and 

telephone training.  

Source: Developed from information provided by the HR representative 8 April 2003. 
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A staged call is performed to observe the applicant under the simulated pressure 

of a call centre. Observers are looking for an applicant who is able to identify the 

important information, handle the conflict while remaining calm and empathising 

with the customer.37 These skills are all aspects previously presented in call 

centre research on emotional labour (Holman 2003; Lewig and Dollard 2003; 

Zapf, Isic, Bechtoldt and Blau 2003).  

 

The recruitment process was developed around the recognition that the call 

centre environment is very stressful and therefore successful applicants must be 

capable of positive interaction when faced with a high pressure situation. In 

essence, the recruitment process is intended to differentiate between people who 

are ‘team players’ with a view to ‘avoiding people who may cause problems.’38 

In short, it was the role of the HR section to recruit ‘level headed people who 

won’t flip out when the pressure is on.’39 This organisation demonstrates a 

consistency found by Thompson et al. (2002; 2004a; 2004b) with other call 

centre recruitment processes, where it is the person’s attitude rather than their 

skills that is sought through the recruitment process.  

 

4.4.2 FrOzone 

The catchment area selected for the FrOzone worksite provided the organisation 

with a prospective labour market that was both low-skilled, and had a relatively 

high unemployment rate (ABS 2001). In addition, the area is known for being a 

                                                 

37 HR representative, 8 April 2003. 
38 HR representative, 25 March 2003. 
39 HR representative, 25 March 2003. 
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manufacturing region with more than sixteen percent of the workforce involved 

in industrial employment (LOED 1998). For the FrOzone management, the 

relatively high unemployment rate was beneficial as a means to recruit people 

who did not have deeply entrenched approaches to work that would be unsuitable 

within the FrOzone culture.40 In August 2001, the project team began their first 

major level of recruitment. Two months was devoted to recruiting approximately 

30 people into positions such as team leaders, R&D staff, QA staff and 

administration staff.41  

 

The FrOzone HR officer established a recruitment process (summarised in Figure 

4.3) in an attempt to hire the ‘correct individual … some organisations just take 

any square peg but we make sure we find the round peg for the round hole.’42 

Managerial representatives for the organisation continually state the mantra that 

they look for ‘ability and attitude – not skills – if they are willing to learn they 

are better to employ’. This ability and attitude often becomes apparent through 

FrOzone’s final stages of recruitment: a half-day of role-playing and behavioural 

interviews. An example of the role-play is a scenario where the members of a 

work team must resolve a problem in their production process. Alternatively, 

they have a team member who has a negative approach to her work and the team 

must ‘get Jo back on track’ (Source: FrOzone Recruitment documentation, 

obtained from HR officer 12 March 2003). A small number of general floor 

operators have been engaged in training to perform this stage of the recruitment 

process. The HR officer reports that the recruits that are sought are demonstrably 

                                                 

40 Management Team Member, 19 March 2003. 
41 Management Team Member, 19 March 2003. 
42 HR officer, 12 March 2003. 
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‘team focused and caring people’ and that ‘the role-playing is most indicative of 

who will be successful.’43 At FrOzone high expectations are placed in the 

recruiting process: 

The team members having been successful, once they get into the 
business start to realise their true potential and as yet we don’t believe 
that we’ve even scratched the surface. (Business Development Team 
Leader, FrOzone 2001) 

 

The focus placed on the recruitment process is a cause of dissatisfaction for some 

employees once the rhetoric is replaced with the reality of the workplace. This 

dissatisfaction is discussed further in Chapter Eight. 

 

4.4.3 Summary  

Both PowerGrid and FrOzone invest a great deal of organisational resources in 

an attempt to recruit the right person to fit their organisational culture. Just as 

important as finding the right fit is avoiding the wrong fit. Both organisations 

utilise complex and lengthy recruitment processes. Hence, potential recruits must 

demonstrate commitment before they are even considered for employment. The 

recruitment strategies are aimed at employing a workforce that will maintain and 

contribute positively to the corporate culture. The following section of this 

chapter will examine demographic issues of the workforce – the result of the 

recruitment strategies.  

 

                                                 

43 HR officer, 12 March 2003. 
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Figure 4.3: FrOzone Recruitment Process Summary 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
1. Recruitment and 
Approval Authority.

TPC Recruitment Approval 
authority form raised by 

HR officer to be signed by 
GM – 2 weeks. 

 
7. Assessment Centre.  
Introduction, tour of 

facility, group discussion, 2 
behavioural interviews, 

role-play – 4 hours. 

 
 

5. Telephone Interview.  
Time taken will depend on 

number of shortlisted 
candidates – 1 day.  

 
6. Aptitude Tests.

Potential Team Members 
are tested for 

mathematical, mechanical 
and applied reading – 2 

hours. 

 
3. Applications Received.
Walk-in applications or 

response to advertisement 
– 2 weeks.  

 
4. De-select Applicants.
Applications screened 
according to selection 

criteria – 1 day. 

 
8. Pre-Employment Checks. 

Criminal history check, 
pathology test, pre-

employment medical, proof 
of residency – 2 weeks. 

 

 
9. Offer of Employment. 

By phone, followed up with 
contract of employment. 

Timing dependant on 
notice candidate needs to 

give in current role – 4 
weeks.  

10. Orientation.
Explanation of FrOzone 

history and guiding 
principles. Training: OHS, 
chemical handling, food 

safety, emergency 
response, manual handling 

– 2 days. 

 
2. Advertise.

Advertisement designed by 
HR officer and sent to TPC 

shared services for 
placement – 1 week.  

 

Source: Adapted from FrOzone Recruitment Process – Obtained from HR officer 12 March 2003.  
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4.5 Workforce Demographics  

In terms of workforce demographics, this section will present descriptive figures 

relating to the employees within each of the workplaces. Figures include the 

number of employees (and full-time equivalents), gender breakdown, use of part-

time and casual employees, turnover and absenteeism rates. Table 4.1 provides a 

comparison of demographic data of the two organisations. The data are taken 

from various organisational documents provided by the Rostering and Planning 

Officer at PowerGrid and the HR officer at FrOzone. In a departure from the rest 

of this chapter, this section is differentiated based not on organisation but rather 

on demographic area as important industry and national comparisons and 

background literature relate to each organisation.  

 

4.5.1 Labour Utilisation and Gender Composition 

At the time of this research the PowerGrid call centre employed approximately 

170 full-time equivalent (FTE) CSRs and 15 (FTE) management and 

administration staff.44 This number includes 56 permanent part-time employees 

with a FTE of 40.45 In total, more than 200 persons are employed at the 

PowerGrid call centre.  

 

                                                 

44 Service Centre staffing document, obtained from Roster and Planning Officer, 3 June 2003. 
45 Service Centre Telephones document, obtained from Roster and Planning Officer, 3 June 2003. 
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The CSRs are divided among eight separate teams, with most teams having 

approximately 20 employees.46 There are no casual employees in the call centre. 

There are three main reasons for this: 1) the additional loading paid to casual 

employees; 2) the additional rostering demands of employing casual employees 

in this workplace;47 3) limited return of training expenses;48 and 4) casual 

employment is discouraged in the Queensland Government Code of Practice for 

Call Centres49 (DIR 2001). These figures have not changed substantially in the 

last two years.50  

 

Consistent with other call centres, the PowerGrid workforce is a predominately 

female workforce as more than 75 percent of the employees are women. 

Interestingly for future research, this gender differential is progressively 

becoming more balanced.51   

 

FrOzone does not employee people on a part-time basis, hence their workforce 

consists of 129 full-time, mostly female employees (72 percent). Fifteen of these 

employees are employed in leadership roles (FrOzone 2002). The current 

employment figures have risen substantially since opening, with an original staff 

of 47 (Electronic data received from HR officer, 21 January 2004), which 

doubled within twelve months (TPC 2002). The employees are divided into 

                                                 

46 Service Centre Telephones document, obtained from Roster and Planning Officer, 3 June 2003. 
47 According to the manager, in his experience casual employees are more likely to want regular 
changes to their roster based around university timetables, exams etc. when compared to people 
who are available to take permanent part-time positions e.g. carers of school age children.  
48 Contact Centre Manager, 23 February 2003. 
49 Government owned call centres are obliged to follow guidelines in the Queensland 
Government Code of Practices for Call Centres. 
50 Electronic data received from Roster and Planning Officer, 16 June 2003. 
51 Union representative, 5 March 2004. 
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teams based around the organisation’s six divisions.52 The focus of this study, 

the operators, are divided into four teams. Two teams span the preparation area 

while two teams work throughout the post-cooking processes.53 While numbers 

fluctuate depending on the demands of each individual meal process, there are 

usually 20 people in the assembly teams and 12 in the preparation teams. 

 

Unlike the flexible firm model (Atkinson 1984; 1985; 1987) where the 

organisation holds a small, core workforce of full-time employees, with casual 

‘periphery’ employees surrounding the core, FrOzone aims to maintain low 

levels of periphery employees. Line balance is managed through the utilisation of 

temporary agency workers, equating to an average of 20 full-time employees per 

month.54 These temporary agency workers are primarily utilised when difficult 

meal processes are on the menu.55 Casual employees are, according to the HR 

officer, ‘a huge risk to the business in terms of the recruitment process and the 

culture.’56 This is to suggest that with the use of temporary agency employees, 

the quality of workers is not screened by the organisation and therefore, the 

temporary workers may not fit the culture maintained by those employees who 

succeed in the regular organisational recruitment process.  

 

                                                 

52 The organisation’s six divisions are Operations, Quality Assurance, Supply Chain, 
Engineering, Research and Development, and Business Services.  
53 There is a day and an afternoon shift, therefore one team is present in each section during a day 
and afternoon shift. 
54 Electronic data received from HR officer, 21 January 2004. 
55 For example, eggcakes are small omelette style patties of egg and vegetables that are messy 
and tedious to prepare, hence, agency staff are given this task. 
56 12 March 2003. 
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4.5.2 Absenteeism 

It has been argued that absenteeism should be measured as ‘avoidable’ 

absenteeism which relates more closely to employee motivation to be at work 

(Glassop 2002). That is to say, legitimate illness should be separated from those 

days that employees simply ‘don’t go to work’ through dissatisfaction with some 

aspect of the work environment. However, ABS data indicates that only seven 

percent of employees take sick leave for reasons other than ill health or medical 

appointments (ABS 2001). Interestingly however, it is reported that 50 percent of 

sick leave in call centres is taken for reasons other than sickness (Hallis data 

cited in Stedman 2003). The data presented here are not differentiated. 

 

One of the commonly reported benefits of teams in organisations is reduced 

absenteeism (Cohen and Ledford 1994). However, this appears to be offset by 

the arduous aspects of working in call centres, as Australian call centres record a 

yearly average of 8.74 days taken in sick leave compared to a national average of 

5 days in other industries (Hallis data cited in Stedman 2003). At the PowerGrid 

call centre, employees take an average of 14 sick days a year. This is compared 

to FrOzone where attendance rates are incorporated into employee KPIs and 

there is an average of 5 days per year absent per employee, well below the 10 

allowable in the FrOzone enterprise bargaining agreement (EBA) (2001).  

 

4.5.3 Turnover 

Almost half a century ago, Baldamus recognised that lower skill requirements 

and more repetitive types of work led to higher rates of labour turnover 
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(Baldamus 1961). Consequently management in organisations that have 

repetitive processes and low skill levels look for ways to ameliorate the negative 

effects. Hence, reduced turnover is reputed to be one of the beneficial outcomes 

of team based organisation (Pearce and Ravlin 1987; Glassop 2002). The 

PowerGrid call centre has reduced the level of turnover from more than 43 

percent in 1999 to a low of 21 percent in January of 2000 before returning to the 

2003 level of almost 30 percent.57 It is well accepted that the high pressure 

environment of call centres results in high levels of turnover thus employees are 

externalising their resistance (Thompson 2003). These figures are comparable to 

many call centres, with data from the 2002 Australian Call Centre Report citing 

nationwide call centre turnover figures falling from 28.5 to 22.7 percent in 

2002.58  

 

PowerGrid is a large organisation that provides employees with the opportunity 

for internal transfers. Employees utilising the opportunity for an internal transfer 

is viewed as positive turnover, when compared to negative turnover when people 

leave the organisation altogether. Since 2000, negative turnover has been close to 

half the rate of positive turnover (therefore negative turnover is approximately 

one third of total turnover). This is important for the organisation as positive 

turnover offsets the cost of training and recruitment that would normally be lost 

when employees leave an organisation. Given the fluctuating turnover levels, it is 

questionable at best to suggest a team structure has any direct impact on turnover 

at PowerGrid.  

                                                 

57 Electronic data received from Roster and Planning Officer, 16 June 2003. 
58 Cited in the Courier Mail, 14 July: 27. 
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When it is considered that Australia-wide there is an average turnover of 23.3 

percent through all industries (ABS 2002), both organisations appear to have 

reasonable levels of turnover. However, these ABS figures include seasonal 

workers, people who were retrenched, and lost jobs through business closing. 

When the statistics are considered with only people who voluntarily leave their 

job (as is the case with almost 100 percent of PowerGrid and FrOzone exits) the 

national turnover rate sits at 14.5 percent (ABS 2002). FrOzone has a lower 

turnover rate than the call centre although still high by Australian standards at 

marginally below 16 percent.59 However, it is an interesting statistic that of the 

32 individuals that have left since the plant opened almost half of these people 

were in leadership positions.60 61 This data raises the question why the 

management team are leaving at such a high rate in an organisation that takes 

pride in its flat structure and cooperative culture? Unfortunately, this issue was 

not explored throughout this research project. When the high level of managerial 

turnover is removed from the organisation’s figures, operator turnover at 

FrOzone is slightly higher than eight percent. While this does not suggest that the 

team structure is the cause of the low operator turnover, it should be noted that 

the figure remains significantly lower than the national average for turnover in all 

industries. 

 

 

                                                 

59 The apparent variance between the total employee turnover and average monthly turnover at 
FrOzone is due to the substantial growth in employment numbers over a short period of time.  
60 Management and team leader positions. 
61 Electronic data received from HR officer, 21 January 2004. 
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Table 4.1: Comparison of Demographic Data 

 PowerGrid FrOzone 

Persons Employed 218 129 

Full-Time Equivalent 185 149 

Part-Time Employees (as 
FTE) 40 0 

Casual Employees (as 
FTE) 0 20 

Gender Breakdown 
(presented as % of 

females in workforce) 
75 72 

Average Negative  
Turnover* 8.1 Not Available 

Average Positive 
Turnover* 

20 
 Not Available 

Total Turnover1* 28.1 1.8 

Absenteeism (FTE per 
working day)** 10.79 1.61 

Absenteeism (% of 
rostered hours per 

day)** 
7.08 3 

Absenteeism (number of 
days per employee per 

year) 
14 5 

 

*Turnover figures are the percentage of FTE’s presented as monthly averages taken over the 12 
months from July 2002.  

**Daily average taken over the 12 months from July 2002. 

                                                 

1 Total turnover is the combined positive and negative turnover. Negative turnover refers to 
employees leaving the organisation completely, while positive turnover refers to employees accepting 
internal transfers within the larger organisation.  



 - 122 - 

 

4.5.4 Summary 

Both organisations employ a primarily female workforce, with a majority on a full-

time basis. Commonly, low turnover and low absenteeism are cited as benefits of 

utilising a team structure. However, PowerGrid faces absenteeism and turnover rates 

substantially higher than call centre averages. While FrOzone appears to have 

success in maintaining low levels of turnover and absenteeism, they have a high 

level of turnover amongst managerial staff members. When teamwork, commitment 

and corporate culture are such high priorities for the organisation, this situation must 

be of concern.  

 

As mentioned in Chapter One, union avoidance is often a managerial strategy in new 

workplaces. The following section considers the relationships between management, 

employees and unions in each of the new worksites. These relationships have a 

direct impact on levels of conflict in each workplace (to be discussed in detail in 

Chapter Nine).  

 

4.6 Union Presence and Involvement 

Integral to any analysis of the employment relationship is the notion of worker 

representation, traditionally through unions. Unions allow an environment for 

workers to address their own internal conflicts without calling upon management. 

However, many organisations that are based around new managerial practices have 



 - 123 - 

sought to be free of unions or are at least hostile to unions (Hirschorn 1984; Katz 

1985). This section will consider the relationship between management, workers and 

the unions in each of the case study organisations. The union / management 

relationship is a clear point of difference in these two organisations. PowerGrid 

management and the primary union maintain a working relationship. In contrast, the 

management team at FrOzone attempt to limit union involvement to the point of 

union avoidance. Importantly, the data presented here are partially historical, but 

primarily the perceptions each of the parties have of the current relationship. 

 

4.6.1 PowerGrid 

Generally, the management at PowerGrid have a positive working relationship with 

the two unions that represent the call centre employees. Historically, PowerGrid 

developed from a highly-unionised, protected, government-owned monopoly. The 

initial call centre staff came from suburban depots where union representation was 

well established as a former closed shop.2 Union membership currently sits at 30 

percent of the call centre, with two unions having close to an equal share of 

members.  

 

The result of this historical development is that management at the call centre have 

traditionally been obliged to deal with the unions. However, relationships between 

                                                 

2 Former PowerGrid Suburban Depot Supervisor, 16 August 2003; Union Representative 5 March 
2004. 
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the two have been described as being ‘traditionally, quite confrontationalist’.3 In 

addition, There is a view that while the union has an important role to play but 

‘doesn’t need to know everything that goes on in here.’4 Management at the call 

centre take what may be considered a pragmatic approach to the presence of the 

union. As the organisation is likely to remain government owned and operating 

under a state Labor government, de-unionisation is highly unlikely. In fact, union 

representatives suggest that there is a political obligation to recognise union 

involvement in the workplace.5  

 

 

4.6.2 FrOzone 

TPC is highly unionised by Australian standards, with the other food-processing 

plants within the group having more than 90 percent union membership.6 TPC 

recognised that they needed the unions to be involved in the new project. PCG was 

to make redundant more than 100 employees across the country with the opening of 

the FrOzone plant (AIRC 2002). Allowing the dominant union to be a party to the 

FrOzone Greenfield’s Agreement7 was a trade-off by both parties to ensure freedom 

from industrial action throughout the redundancy process.8 This is what can be 

referred to as a ‘sweetheart deal’ for each party. The union became the only 

                                                 

3 Union Representative, 5 March 2004. 
4 Call Centre Manager, 23 February 2003. 
5 Union Representative, 5 March 2004. 
6 Union Representative, 14 April 2003; FrOzone Management Team Member, 30 January 2004. 
7 A Greenfield’s Agreement is made under section 170LL of the Workplace Relations Act (1996).  
8 Leadership Team Member, 17 January 2003. 
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recognised bargaining agent in the first EBA.9 TPC averted potentially costly 

industrial action and selected the union that was viewed as potentially the most 

problematic if they were excluded.10

 

The union’s involvement was also important from the beginning of the FrOzone 

project as it allowed an EBA to be in place by the time the business proposal went to 

the TPC board. Although the union was involved in negotiating a Greenfield’s 

Agreement from the outset of the new business venture, the leadership team made a 

determined and concerted effort to ensure they kept employees ‘happy’ without 

feeling union membership was required. Indeed, a leadership team member suggests: 

‘No union was the intention but it takes a lot of work to keep the employees 

happy.’11  

 

Further, the HR officer suggests: 

What the union have to understand is they aren’t needed here. We are 
looking after our staff and what they should be doing is going down the road 
and looking at the company who isn’t looking after their employees.12

 

According to the union organiser, it was in August 2002 that the union identified the 

site as one with an as yet untapped potential for membership. Indeed the union 

recognises that they were negligent in developing a presence from the outset of 

production and therefore are facing an uphill battle to win the hearts and minds of 
                                                 

9 There are six unions at the PCG brownfield sites. 
10 Leadership Team Member, 17 January 2003.
11 Leadership Team Member, 17 January 2003.
12 HR officer, 12 March 2003. 
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the employees, particularly in the face of what the union organiser describes as ‘a 

concerted anti-union management’13. Representatives of the organisation formally 

reject this ‘anti-union’ stance; however comments and actions also indicate that the 

simple reality is that the leadership team would prefer and are actively seeking to 

exclude the union from the bargaining process and therefore minimise the relevance 

of the union to the employees. While the union was involved in negotiating the first 

agreement they were excluded from subsequent negotiations. This will be discussed 

further in Chapter Eight.   

 

Nevertheless, since the time that the union determined that FrOzone was to be the 

target of a membership drive, one or two union organisers visited the organisation 

almost every week. The union organisers located themselves in the canteen and 

made attempts to actively recruit through talking to potential members, and 

passively through the distribution of literature. However, the union organiser 

acknowledged that he and his colleagues were finding it difficult to convince the low 

paid employees to give up even more money to pay the union dues. Management on 

the other hand took a slightly different view to the difficulties that the union were 

facing with their recruitment drive:  

Even though we have a management that would allow team members to join 
the union, they (the team members) just aren’t interested. In fact they find it 
quite frustrating that the union rep comes and bothers them on their break - 
they only get half an hour.14

 

                                                 

13 Union Organiser, 14 April 2003. 
14 Leadership Team Member, 19 March 2003. 
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Pay-rates may preclude some employees from joining the union, however it is more 

likely that there are other factors that influence the employee’s interest in taking up 

union membership. Primarily, the organisation adopts a decollectivist approach 

towards the union but at the same time promotes a collectivist spirit amongst the 

workers to create a monoculture with a single, common set of values that excludes 

the union (Ohno 1988, Sugita, 1989, and Kieser 1993 cited in Benders and Van 

Hootegem 2000; Ohno 1988, Sugita, 1989, and Kieser 1993 cited in Peetz 2002). 

Part of this strategy includes ensuring that a large percentage of employees are 

involved in some form of committee and displaying photographs of committee 

members on noticeboards in the canteen. Some examples of this include: the KPI 

committee, the Canteen committee, the Health and Safety committee and the 

Policies and Guiding Principles team. Employees take very differing views to such 

committee involvement and the expectation to be involved. For example, some 

operators provide the following perspectives: 

I decided I wanted to take control over the canteen so I got on the committee 
and I organise the meals. Don’t get time off or extra pay but someone has to 
do it so I decided I would.15  

 

Yeah, I’m on the canteen committee too. Someone has to do it I guess.16  

 

I’ll volunteer for them all if I could. Get’s me off the line doesn’t it?17  

 

It’s good to be involved. If you get involved then you can actually make a 
difference. If you sit back and complain, then you have no-one to blame 
except yourself for not getting involved and doing something.18  

                                                 

15 19 March 2004. 
16 19 March 2004. 
17 26 March 2004. 
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An additional motivation for employees to remain non-members is the perceived 

treatment of active union members. One employee documented her concern with 

being excluded from a role as a team-coordinator19 suggesting that it was in relation 

to her role in the union.20 This is, as would be expected, rejected by the FrOzone 

management. However, the end result is that the organisation’s grapevine is sending 

a message that union membership will not help you in this organisation.21  

 

4.6.3 Summary 

These organisations have taken very different paths to union recognition in their 

worksites. PowerGrid, to a certain extent, is bound through political obligation to 

recognise the union as a representative of employees. As such, there is an acceptance 

of pluralism. However, central to the development of FrOzone was the aim to define 

relationships between the management team and the employees in a positive and 

cooperative manner to avoid union presence. There was a distinct and clear attempt 

to develop a unitarist corporate culture. While there was a decision made to allow 

union involvement in developing the first EBA there have been concerted 

managerial attempts to remove the union from the bargaining role and further, from 

any role in the workplace altogether. The non-union approach from FrOzone fits the 

typology offered by Roy (1980) and developed by Gall (2001) as ‘evil stuff’ defined 

                                                                                                                                          

18 30 January 2004. 
19 A team coordinator has some additional line management activities in the assembly teams.  
20 Operator’s diary of events obtained 24 July 2003. 
21 Operator, 24 July 2003. 



 - 129 - 

as an ideological opposition to unions and ‘harm stuff’ defined as the marginalising 

of collective employee voice through non-union communication channels (cited in 

Dundon 2002: 236).   

 

Table 4.2: Comparison of Union Presence and Involvement 

 PowerGrid FrOzone 

Number of Unions Present 2 1 (down from 6 at the 
brownfield site) 

Union Density 30% Lower than 18% 

Management Approach to 
Union 

Acquiescent or 
Cooperative Avoidance 

Active Delegate structure Yes No 

 

4.7 Conclusion 

This thesis provides an examination of two case study organisations, both new 

worksites. This chapter has provided a detailed introduction to each of the 

organisations through the analysis of some main organisational features for example, 

workforce demographics, union recognition and involvement and corporate cultures. 

These new worksites have been established with different motivations. However, 

there are many commonalities between the two organisations. Organisations make 

decisions about their operations based on what is expected to achieve an acceptable 

return on investment. As a result, site selection must provide benefits through lower 

costs (ownership of existing building at PowerGrid, negotiated lease and tax 

arrangements at FrOzone). In turn, the corporate culture is commonly presented as 
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an established package that, through extensive recruitment processes, employees 

will either fit (and contribute to) or not fit (and not remain employed).  

 

Importantly, both organisations incorporate into the culture the importance of fun in 

the workplace. There is no mistake that this is an active determination on the part of 

management teams to relieve workers from the tedious and arduous aspects of the 

technology and nature of work processes in both worksites. These organisational 

strategies have a dramatic impact on the experiences of employees in each of the 

workplaces. The following chapter refocuses the thesis on descriptions and analysis 

of aspects closer to the day-to-day functions of the workplace. It examines issues at 

the level of the work teams and employees.  
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Chapter Five  

The Teams 

‘The team concept begins with the assumption that workers must be 
interchangeable. Management says that teamwork requires getting rid of 
classifications and that all team members must learn all jobs on the team.  

‘This use of the word ‘team’ is special and peculiar. Management uses the 
word because of its positive associations from other areas of life: sports 
teams, surgical teams, management teams, union leadership teams and so on.  

‘But in every one of these cases, ‘teamwork’ implies cooperation of 
specialists towards a common goal. The qualities that make a good wide 
receiver in football are not the same as those of a centre. The neurosurgeon 
and the anaesthesiologist cannot substitute for one another. Every business 
management team includes specialists in finance, manufacturing, marketing, 
and research and development. A good union leadership team includes 
people with expertise in bargaining, accounting, contract enforcement, labour 
law, past practice, and labour history. Rarely is one person exceptional in all 
areas.  

‘In fact, the main place in our language where ‘team’ implies interchangeable 
members is where it refers to a team of horses – beasts of burden of equal 
capabilities, yoked together to pull for a common end (determined by the 
person holding the whip)’  

(Parker and Slaughter 1988: 4). 

 

5.1 Introduction  

This quote from Parker and Slaughter appeared in 1988 and is strongly reflected in 

the work of van den Broek et al. (2004) in their suggestion that there are distinct and 

important differences between ‘teams’ in the workplace and ‘teamwork’ required to 

complete work tasks. The two organisations presented in this thesis are organisations 

where teams are present and important, however teamwork is of limited importance. 

This chapter takes the descriptive development of the organisations to a more 
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focused level, to the level of the teams and the employees. Following the same 

format as the previous chapter, this chapter will be divided into six main sections, 

incorporating data from each organisation.  

 

The chapter begins by considering the use of technology and the organisation of 

work in the two case study organisations. This will be followed by descriptions of 

the work processes engaged in by each of the teams studied. Thirdly, this chapter 

will examine the role that employee training and development plays at each of the 

workplaces. Next, the issues of job rotation and multiskilling are explored. These are 

important issues in each of the workplaces and central to the core argument of this 

thesis. That is, teams with greater levels of off-task time engage in higher levels of 

cooperation and resistance. By instigating a policy of job rotation, management 

avoid teams from becoming too great a challenge to managerial prerogative and the 

workplace order. Finally, this chapter will explore remuneration issues. This will 

include a comparison of wage rates and bonuses based on the employee’s KPIs. This 

will also include a consideration of how management in each organisation intend the 

KPIs to contribute to team performance. 

 

5.2 Technology and the Organisation of Work 

One motivation for new worksites is the introduction of new technology and new 

and innovative approaches to the organisation of work. The latest technologies are 

likely to be costly and organisations commonly seek the freedoms of managerial 

prerogative to maximise their return on the capital investment. The section explores 
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this theme in the context of the two case study organisations. The production cycles 

for each organisation are illustrated in Figures 5.1 and 5.2. 

 

5.2.1 PowerGrid 

Taylor and Bain (1999: 109) refer to call centres as ‘an assembly line in the head’ 

due to the similarities between traditional Fordist regimes in terms of mass 

production of product (or service in the case of call centres) and short job cycles. 

While there are alternate views that suggest, to varying degrees, that CSRs are post-

industrial, privileged, knowledge workers (Frenkel, Tam, Korczynski and Shire 

1998), the majority of researchers concur with the Taylor and Bain analysis. In other 

words, there is the suggestion that call centres are reproducing the factories and 

sweatshops in a white collar environment (Callaghan and Thompson 2001).  

 

The work of PowerGrid CSRs is tightly monitored in terms of electronic 

surveillance,1 as well as having some scripting of calls and low levels of task 

discretion. The incoming calls to the centre are placed in a queue and distributed 

automatically to CSRs through an automated call distribution system (ACD). With 

Erlang C planning, the ACD system also provides the Rostering and Planning officer 

with a range of information that is used to determine appropriate levels of staffing. 

Importantly, staff levels are measured to ensure there is always a queue, hence when 

CSRs are finished with one caller there will always be more calls waiting for them. 
                                                 

1 An example of the data that is gathered from the electronic monitoring system is entitled ‘Agent 
Trace Report’ and included in Appendix B (received from Roster and Planning Officer, 8 April 
2003). 
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It is from this data that the total number of required roster hours is determined, along 

with opportunities to plan team briefs, ‘fun’ activities and theme days.  

 

In addition to call allocation, the ACD software provides the management team with 

an array of data, measuring such statistics as the time taken to answer calls, the 

length of calls, the number of abandoned and ‘bumped’ calls, and wrap time (the 

time taken to record clerical data relevant to the call). Measures of this data 

contribute to the employee’s performance agreements and in turn, performance 

bonuses. The measurement of process details and the pressure that this places on 

employees contributes significantly to the culture of the call centre. The performance 

bonuses, measured through KPIs, will be discussed later in this chapter; however, an 

example would be when CSRs are provided with sales targets to reach every month. 

They are then appraised on their actual performance in making sales.  

 

Employees work in an open-plan office space with each CSR sitting in a partitioned 

cubicle. While sitting in the workstation the cubicles are slightly above head-height 

for an average sized adult, limiting the potential visual distraction from surrounding 

employees. Each cubicle is equipped with a networked computer, a telephone and 

headset and minimal and ever-decreasing number of hard-copy manuals. The 

organisation has progressively transferred the manuals onto an intranet site for staff 

access.2 Although employees have only a semi-permanent partition separating them 

physically from the adjoining CSR, the requirement to be on the telephone for 

                                                 

2 Training and Development Team Leader, 21 February 2003. 
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approximately 85 percent of their working day, limits worker interaction. In October 

2001, the call centre ‘went live’ with a new operating system. This system cost 

approximately $A30 million and was seen as vital to increasing efficiencies in 

training costs, labour productivity and customer service.3 However, as we will find 

out later in this thesis, the results were not as positive as were expected.  

 

There are a range of different customer requests coming into the call centre. The 

customers can call for any, or a combination of the following reasons: to connect a 

new electrical or gas line to a residence; pay an account; request additional time to 

pay an overdue account; report faults or a loss of supply; transfer account details to a 

new residence; and close accounts. As is documented with other call centres (see for 

example: Bain, Watson, Mulvey, Taylor and Gall 2002; see for example: D'Alessio 

and Oberbeck 2002; Grebner, Semmer, Lo Faso, Gut, Kälin and Elfering 2003), 

workers at PowerGrid have detailed production targets they are expected to meet. 

Despite these similarities, the diversity of work organisation within call centres is 

also well recognised (Batt 2000; Hutchison, Purcell and Kinnie 2000; Taylor, 

Mulvey, Hyman and Bain 2002; Taylor, Baldry, Bain and Vaughan 2003).  

 

                                                 

3 Training and Development Team Leader, 21 February 2003. 
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Figure 5.1: Production Cycle of CSRs at the PowerGrid Call Centre 

 
 

 
 

Calls queue in 
the ACD 

 
CSR takes call 

from 
customer 

 
Customer service 
interaction and 
call complete 

 

 
‘Wrap period’ 

or clerical 
work 

 
CSR takes 

another call 
from ADC 

queue 

A
verage 1

0
8

 to 1
2

6
 secon

ds 
A

pprox 9
0

 
secon

ds 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

When considering the diversity of call centres, Batt argues that some call centres 

resemble the classic mass production model of simple and short job cycle times (less 

than one minute) typically serving up to 465 customers a day. At the other end of the 

spectrum CSRs may handle only 30 customers a day with very complex transactions 

(Batt 2000: 549-551). The PowerGrid call centre seems to fit towards the quality end 
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of what has been described as a call centre spectrum that ranges from a focus on call 

quantity through to call quality (Taylor and Bain 2001). Each individual CSR is 

expected to take approximately 90 calls per day. Talk times average between 108 

and 126 seconds. In addition, a 90 second post-call wrap period in which follow-up 

clerical work is completed is measured and included as some of the targets that 

contribute towards an employee’s performance bonus. This balance between 

quantity and quality, and the managerial approach at PowerGrid, has contributed to 

the centre receiving two state-wide awards as the ‘best call centre’ in 2001 

(PowerGrid 2001; CSIA 2004)   

 

It is important to note at this point that the organisation of work detailed here applies 

to the majority of CSRs in the PowerGrid call centre. However, as will be explained 

in the following PowerGrid section, there is one team that is not faced with the same 

processes and expectations of the other teams in the workplace. This team, referred 

to as the LOST (Loss of Supply Team) are not on the general call queue, but on an 

independent call queue reserved for calls from customers reporting or inquiring 

about a loss of electricity service. The work processes of the LOST will be described 

in the next PowerGrid section (5.3.1) when the differences between the teams are 

more deeply explored, This chapter will now shift to consider the technology and 

organisation of work at FrOzone. 
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5.2.2 FrOzone 

This worksite was designed with the basic premise of a flow-shop. Some benefits of 

such a design include the efficient use of space, and constant processing times 

(Meredith and Shafer 2002). Another key factor in the plant design was that the 

organisation would be utilising a JIT production system.4 The JIT system was 

pioneered within Toyota Motors, with the idea that components are delivered in 

precise quantities and at the exact time that they are needed in the production 

process. Tight quality control is essential with this style of system, as defective or 

insufficient parts immediately disrupt production. JIT can be seen as a relatively 

simple way of effectively coordinating the production process in which a large group 

of different components are ultimately assembled into a final product (Turnbull 

1998; Benders and Van Hootegem 2000). In the case at FrOzone, the final product is 

a single serve, frozen meal.  

 

The FrOzone worksite plan ensured a single level plant with an open plan structure 

to ensure all physical barriers were removed as far as practically possible while still 

ensuring the safety and integrity of the cooking and storage processes (Malouf 

2001). All processes followed a natural flow, with fresh goods arriving at the eastern 

side of the plant and storage facilities immediately beside the docks. The goods 

progressed through the stages of preparation through to packaging, storage and 

dispatching on the far western side of the plant. Ideally for management, there was 

                                                 

4 Production Team Leader, 17 January 2003; Research and Development Team Leader,  
17 January 2003. 
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no requirement for most employees to be going further than ten to twenty metres for 

all the equipment they required, regardless of the section in which they worked.5 

Management wanted a plant design that would provide an efficient use of all 

potentially productive time.6 and as a consequence, limit employee resistance in 

terms of the (re)appropriation of time (Thompson and Ackroyd 1995; Ackroyd and 

Thompson 1999). A plant layout where employees are not required to move far from 

their workspace would limit the possibility of employee ‘loafing’ and potentially 

avoid the temptation of employee ‘theft of time’.   

 

The worksite can be divided into three main areas. The first is the non-food 

preparation area of the plant. This area includes administrative workspaces, canteen 

and changing areas / toilets. Secondly, there is the ‘low-risk’ area of the building, so 

named because of the low level of risk in terms of contaminating the food products. 

The low-risk area includes the thermal processing area (cooking) and the frozen 

meal packaging area. Low-risk rooms are painted green, and employees are required 

to wear green uniforms and hairnets in this area. The final main area of the 

processing plant is the ‘high-risk’ area, where food contamination through poor 

hygiene or work practices is more likely, and potentially very dangerous. This area 

includes the catchment area where food is removed from the cookers in the ‘low-

risk’ area, and the assembly area, where cooked ingredients are assembled into the 

individual serves and sent through the freezing process. Importantly, the processes in 

this section are driven by either the technology or upstream processes. Thus the 
                                                 

5 Coordinator 4 March 2003. 
6 Production Teams Leader, 17 January 2003. 
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teams that work upstream in the process are strategically well placed to control the 

flow of production. The high-risk area is painted red with red uniforms and hairnets 

and when considered with the work processes required in this area, is commonly 

referred to as the ‘hell-pit’. 

 

Figure 5.2: Production Cycle at FrOzone 

 

 
 

Thermal process 
(cooking)  

 
 

Catch and chill 
cooked 

ingredients  

 
Assemble meals in 

single serve 
packages  

 
 

Meals sent 
through freezer 

 
Frozen meals are 

packed and 
delivered to 

customer

 
Store and 

prepare goods 
after arrival on 

docks 

D
epen

den
t on

 m
eal 

specifics 
A

pprox 2
0

 
secs/m

eal 
8

0
 

m
in

u
tes 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 - 144 - 

The FrOzone plant operates with ‘state-of-the-art processing and packaging 

equipment’ (Malouf 2001:4). The organisation also provided a commitment to 

environmental issues with the selection of eco-friendly technologies. The use of a 

fluoro-carbon free refrigeration system is the first of its kind in the southern 

hemisphere (Malouf 2001) and water recycling plants also contribute to the 

organisation’s commitment to environmental issues (AJM 2001). All processes are 

monitored and much of the machinery is computerised therefore limiting the number 

of employees required. Recipes developed by the R&D team are incorporated into 

the mainframe computer system and drive the thermal processing equipment. Hence, 

with aspects similar to what Wright and Lund (1996) refer to as ‘computerised 

Taylorism’, employees must simply follow instructions on the computer screen for 

45 minutes to cook the equivalent of 10 000 serves of pasta sauce! 

 

5.2.3 Summary  

The call centre is a continuous flow production system which presents calls to CSRs 

to produce units of output. The output in this case is a completed call, preferably 

with a satisfied customer request. Unlike continuous flow assembly lines at 

FrOzone, CSRs do not simply modify a partial product to be completed further down 

the line, but complete one whole production cycle over and over throughout the 

shift. The speed of calls is not constant as some calls arrive with more complicated 

requests or more difficult customers. The line always runs at maximum speed, which 

is to say that line balance is measured to ensure there will always be a call queue and 

once one production cycle is finished, another is ready to begin. 
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As is commonly expected with new sites, the technology used is at the forefront of 

industry standards. Careful planning of worksite design, and the perceptions that 

employees take from the worksite design are essential. The development of the 

physical workspace contributes to the cultural development just as much as the 

cultural rules or behavioural norms. In addition, the employees are organised into 

teams. The following section examines the teams in each of the new workplaces, 

specifically, the work teams that are the focus of this thesis. 

 

5.3 The Teams 

This thesis compares teams within the same workplace and between workplaces. At 

each organisation it was agreed with managerial staff that the research project would 

focus on the teams of operations staff. That is to say that management employees 

and specialist team members (for example, R&D and QA teams) would not be 

considered. Furthermore, the number of teams that would be studied would provide 

a reasonable cross-section of processes and skills required in the workplace. This 

section will provide descriptive details of each team and the processes that they 

employ to complete their tasks.   

5.3.1 PowerGrid 

As is commonly the case in call centres, part of the organisational culture includes 

teams deciding upon a team name. Quite often, this name will provide the theme for 

the work area’s decorations. At PowerGrid, employees have corporate shirts with 
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their team name and logo emblazoned upon it. The three teams that are the focus of 

this study are named The Morning Glory, The Nomads and The LOST (Lost of 

Supply Team see Table 5.1).  

 

While the first team, The Morning Glory, work in the first shift of the day, they are 

engaged in staggered starting times. Almost all of the Morning Glory team are 

primary carers of young children and, as a result, they are employed on a part-time 

basis. The team consists of sixteen team members, half of whom are on the phones 

for the start of business at 8am. All CSRs are required to arrive at work ten minutes 

before the start of their shift to ensure they are prepared and available to take calls in 

the first minute of their shift.7 The starting times of the Morning Glory team 

members are staggered, meaning that the Morning Glory employees increase in 

number until 10am, when they peak with 16 team members. Similarly, employees 

finish at staggered intervals in the afternoon. The exodus begins at 2pm, and by 4pm 

all Morning Glory team members have concluded their day’s work.  

 

The Morning Glory team members are on the general call queue. This means (as 

discussed in the previous section) that the employees are expected to spend             

85 percent of their time on the telephone and take an average of 90 calls a day (on a 

pro-rata basis for part-time employees). Within the call centre the Morning Glory are 

in opposite corners of the office floor from the call centre manager and out of sight 

due to walls surrounding stairwells, elevators and amenities. While initially the 

                                                 

7 Rostering and Planning officer, 18 March 2003. 
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teams were all within the line of sight, the growth of the call centre has meant this 

line of sight organisation has not been sustainable. The Morning Glory are also 

situated beside the LOST, which makes it convenient for the team leaders to move 

Morning Glory members first when LOST temporarily requires another CSR.  

 

The second team, The Nomads are also on the general call queue. The Nomads 

consists of 20 employees who are so named because they do not have a designated 

team area, rather, they ‘hot seat’.8 That is to say, when individual employees from 

the other teams are absent through illness or holidays, the Nomads fill these vacant 

workstations. Hence, the Nomads have a large plastic box with all of their 

possessions and they roam transiently through the call centre throughout their 

working week. Most commonly, the Nomads will find themselves in a position for a 

few days before packing their box and being relocated to another absentee’s 

workstation.9  

 

Some Nomads alluded to a level of voyeurism in their role. When sitting at another 

person’s workstation, occasionally very intimate and personal photos and trinkets 

surround the Nomads. Nomads admit that being situated in another CSR’s very 

personalised workspace can be a little disconcerting to their day, but they also 

acknowledge that it is something to which they have become accustomed. The 

Nomads are an interesting team to consider because they are often ‘absorbed’ into 

other teams. For example, if an employee was to take six months maternity leave, it 
                                                 

8 Contact Centre Manager, 17 December 2002. 
9 Nomads Team Leader, 17 June 2003. 
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would not be unusual for a Nomad to be situated within that workspace for the 

whole six month period and becomes engaged socially with members of two teams.  

 

The Loss Of Supply Team is the third team studied in this workplace. The LOST has 

undergone a number of changes in recent years. However, throughout the period of 

time this research was undertaken, the LOST employees were working as a group of 

seven employees operating in two shifts per day, seven days a week. The first shift 

spanned 6am until 2pm, with the afternoon shift running from 2pm until 10pm. The 

LOST employees are not on the general call queue. Rather, the LOST operates a 

separate call queue designated only for customers who have lost their supply of 

electricity. The call load fluctuates in extremes for these employees with peak call 

loads coming when massive thunder storms can result in tens of thousands of power 

outages. However, at the opposite end of the spectrum, the LOST can sit without a 

single call taken for hours on end. When high call levels are experienced scores of 

general queue personnel might be transferred temporarily into the loss of supply 

queue.  

 

Formerly, when the call volume was low, the LOST members would watch 

television, play cards, read magazines and books or just sit around and talk. While it 

is common that employees bring photos of family and friends, and trinkets to make 

their workstation less sterile, the LOST employees demonstrate a level of discretion 

not possible in other teams. This cannot be better illustrated than with the example 

of the LOST member who decorated her work area with a 60-centimetre long fish 
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tank, complete with tropical fish and a heating system! Employees in surrounding 

work areas did not appreciate this inconsistency in treatment and management 

decided to tighten up the controls on this team.10  

 

Also, as part of managerial attempts to tighten up the freedoms of the LOST, the 

team members are provided additional clerical work to be performed in their off-task 

periods. This clerical work includes paperwork from different sections of the 

Contact Centre, most commonly, the sales section. For the LOST members these 

additional tasks are menial and the source of much frustration. The LOST have 

limited discretion in the way they perform their work; for example, they are not 

required to follow scripted calls. However, what had developed as a large level of 

discretion in how they spend their time off-task has been progressively eroded. 

Management had intended teams in the call centre workplace to be equal, yet due to 

work processes, one team evolved differently. Interestingly, a similar pattern 

evolved with the teams at FrOzone. 

                                                 

10 Informal conversation with Loss of Supply Team Leader, 4 March 2003. 
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Table 5.1: PowerGrid teams   

 The Morning 

Glory 

The Nomads The LOST 

Number of team 
members 16 20 7 

Hours of service 
8am to 4pm 
(staggered starts 
and finishes) 

9am to 5pm 
6am to 10pm 

(2 shifts) 

Days per week 5 (Mon to Fri) 5 (Mon to Fri) 7 day roster 

Call Queue General queue General queue Loss of 
Supply calls 

Team leader present? Yes Yes 
From 9 am to 
6pm Monday 
to Friday only 

Time spent on 
‘primary task’ (taking 
calls) 

85 percent of day 85 percent of day 

Fluctuates 
determined by 
level of power 
outages 

Control over ‘off-task 
time’ 

Very limited 
(training modules,  
e-mails etc.) 

Very limited 
(training modules, 
e-mails etc.) 

Yes 

Control over pace of 
work 

Some control over the pace of work, 
however there are always more calls 
waiting 

Same, 
although not 
always calls 
waiting 

Control over break 
times No No Mostly 

Control over choice of 
workstation No No No 
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5.3.2 FrOzone 

The labour process in a food processing plant is considerably different to that of a 

call centre especially in the sense that many members of the FrOzone organisation 

contribute a small part to a whole product. Some people take the ingredients from 

the delivery trucks for storage, other people take the stored product to be cooked. 

From here, other people cook the products, chill the products and different people 

assemble the products as a meal before the meals are frozen and packaged for 

dispatch to the client. Given the divisions in preparing parts of the whole product, on 

the surface there appears to be more reason for employees to be organised into teams 

than for the PowerGrid call centre.  

 

The first team that will be discussed is the group of employees who are involved in 

the preparation and cooking processes. This team is made up of approximately 12 

people, although this can fluctuate depending on what meals are being prepared. For 

instance, some preparation processes will require up to eight additional people and 

commonly TAWs are employed for these processes. It is the responsibility of this 

team (in this thesis labelled the cooking team) to collect ingredients as they are 

required throughout the shift and deliver the ingredients through the cooking 

process. Manual paperwork is required to record all relevant data such as the 

volumes of ingredients used, levels of wastage and quality details such as the 

temperature of food products. These records are then transferred to a computerised 

system. Ongoing cleaning and simple maintenance of equipment is expected of these 

employees, although there are contract cleaners and maintenance staff to cover 
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larger cleaning and maintenance tasks. One operator tells with a hint of cynicism: 

‘Even if it overlaps with what the maintenance guys do, we try to fix it. You know 

how it is, keep production rolling whenever you can.’11

 

In comparison to what is commonly understood to be a team responsibility in 

SAWTs, the production schedules are determined by management staff, with the 

employees assigned their work stations by team leaders. In the cooking area of the 

low-risk section, there are four main workstations. They are: freezer / storeroom 

(gathering ingredients); belt grill; and two stations with high pressure cookers. 

Generally within this section the employees are provided with processes that allow 

for considerable off-task time. The exception to this rule is the employee on the belt 

grill whose daily duties may consist of placing ten thousand individual chicken fillet 

breasts on the grill. Hence, to a certain extent, this operator is ‘chained to the 

machine’ for the course of their shift. The operator on this belt grill is, however, able 

to determine the pace of their work.  

 

Team members on the other stations may, for example, be required to cook 100 bags 

of pasta and 100 bags of vegetables in a shift. This would require spending ten 

minutes gathering the first 10 bags of pasta and pouring them onto a conveyor belt. 

The cooking process may take 20 minutes, during which time the employee must 

dispose of their bags and gather more pasta. With any additional time the team 

members may have, they ‘help out’ other members of the team. For example, the 

                                                 

11 15 April 2004. 
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team member can collect more chicken fillets for the belt grill, remove soiled trays 

to be cleaned and so on. As suggested by Blauner (1964) the ability to control the 

pace of work and the freedom of physical movement reduce the workers’ alienation 

from, or disenchantment in the production system. It comes as no surprise that 

FrOzone employees in the most part prefer to work in this section of the workplace. 

As mentioned by one operator in the low-risk section, employees are ‘… not chained 

to the machine and have the freedom to pace the work ourselves.’12

 

Employees in the low-risk section are provided with the opportunity to determine 

their own lunch breaks around their work schedule. This is significantly different 

from teams in other sections who have their breaks determined by the end of a 

production run. The employees in the hell-pit are charged primarily with assembling 

meals into individual packages. Throughout this thesis these teams are called ‘the 

assembly teams’. Assembling meals is achieved through two lines of 10 employees 

on conveyor belts, each station contributing another cooked ingredient. Wherever 

possible, this system is automated. Employees are allowed to select their own 

positions in this line, although this relatively simple task is not without its problems 

which will be discussed later in the thesis.  

 

Meal trays pass along the conveyor belt at the speed of three every two seconds. 

Assembling a meal in this area would require two people to alternate the inserting 

of, for example, a chicken fillet; two people to alternate inserting a scoop of mashed 

                                                 

12 19 March 2003. 
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potato; followed by an automated gravy measure; two employees to alternate a 

contribution of six beans; and another two people to alternate adding three carrots to 

complete the meal. A further person is at the end of the conveyor belt to add or 

remove vegetables to ensure the correct weight for quality purposes. A lid is 

automatically placed on the meal before it proceeds through the freezer. These 

employees are ‘on-task’ for almost all of their working day. Each of these teams has 

day shift teams and afternoon shift teams.  

 

Management describe the teams within the organisation to have developed between 

half way and three quarters of the way to becoming SAWTs.13 The management 

team hold the expectation that the employees would become more autonomous than 

they currently are and for the teams to go to team leaders for guidance rather than 

problem solving as is currently the case.14 However, as will be discussed in Chapter 

Six (Teams and Control) the organisation has actually inserted another layer of 

management since opening, possibly contrary to the aforementioned SAWT 

expectations.  

                                                 

13 Production Manager, 3 June 2003. 
14 Production Manager, 3 June 2003. 
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Table 5.2: FrOzone Teams  

 Day 
Cooking 

Afternoon 
Cooking 

Day 
Assembly 

Afternoon 
Assembly 

Number of team 
members 12 12 20 20 

5am to 
1.30 pm 1pm to 10 pm 6am to 

2pm 
2pm to 

Midnight Hours of service 
Staggered starts and finishes 

Days per week 5 (Mon to 
Fri) 

5 (Mon to 
Fri) 

5 (Mon to 
Fri) 

5 (Mon to 
Fri) 

Team leader 
present? Yes Yes Yes Yes 

Approx time 
spent ‘on primary 
task’ 

Varies 
between 
product  
60 – 90 
percent 

Varies 
between 
product       
50 – 80 
percent* 

95 percent 95 percent 

Control over off-
task time Yes Yes No No 

Control over pace 
of work Yes Yes No No 

Control over 
break times Yes Yes No No 

Control over 
choice of 
workstation 

No No Some Some 

 

*There is less time than the day shift as the afternoon cooking team have additional cleaning duties. 
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5.3.3 Summary  

Employees are organised into teams in each of these workplaces for a number of 

reasons, one reason is to ameliorate the negative effects of the labour processes 

which pace employee actions at a faster than comfortable pace. At the call centre 

work is primarily undertaken on an individual basis, however, there is a strong 

emphasis on the teams and the positive social aspects of the team structure. In the 

food processing plant there is a limited level of interdependence, however as the 

quote at the beginning of this chapter states: 

… the main place in our language where ‘team’ implies interchangeable 
members is where it refers to a teams of horses – beasts of burden of equal 
capabilities, yoked together to pull for a common end (determined by the 
person holding the whip) (Parker and Slaughter 1988: 4) 

 

The teams in this workplace appear to have limited autonomy in terms of 

governance and technical issues, however they are expected to play a major role in 

the normative aspects of the workplace. These issues will be discussed at length in 

the next chapter. The following section of this chapter focuses on an important 

contextual issue relating to this thesis, training and development. Training and 

development is required for establishing a multiskilled workforce and as a means to 

implement strategies of job-rotation. This thesis suggests that rather than job-

rotation as a means of ‘humanising’ work, it is used to limit collaborative acts of 

resistance.  
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5.4 Training and Skill Development 

Training and skill development are important aspects of new management practices 

as teamwork requires new sets of general behavioural skills from employees 

(Hirschorn 1984; Salas and Cannon-Bowers 2000; Smith 2000). Many employees 

recognise that they do not know how to engage in a team based environment (Trent 

2003). It is reasonable to expect that training requirements would differ for different 

types of teams (Martin and Chaousis 2000). However, evidence suggests few 

employees actually receive sufficient training to perform adequately in a team based 

environment (Smith 2000). Training must focus on the deeper requirements for 

expanded learning or to equip workers to cope with the unexpected. Training for 

teams must encourage a mentality of problem solving so organisations can move 

away from the traditional of management controlling the workers (Hirschorn 1984).  

 

Consideration of the systems of training in each of these organisations is important 

because managerial representatives from each organisation place a great deal of 

importance on the performance of the teams. That is to say, if such a great 

importance is placed on teams, we must understand if the team members are provide 

the opportunities to learn how work in teams. This allows an analysis of the skills 

that team members develop through training programs and an analysis of whether 

this makes an impact on an individual’s or a team’s approach to control, cooperation 

and resistance in the workplace. The following section demonstrates that the 

majority of training in each organisation is focused on individual skills and 

competencies of the employees with a neglect of team focused training. However, 
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what are commonly referred to as ‘team-building’ activities are being presented as 

having a dual role. The first role is the contribution to the culture of fun in each 

organisation and secondly, facilitating the development of skills such as cooperation 

and communication amongst team members.    

 

5.4.1 PowerGrid 

A high rate of turnover in call centres lends itself to arranging training in a manner 

that is quick, ensuring workers are answering the telephones in the shortest possible 

time (Frenkel, Tam et al. 1998; Batt 1999). However, as mentioned in Chapter Four, 

turnover at the PowerGrid call centre is divided between employees transferring 

internally within the organisation (positive turnover) and people leaving the 

organisation altogether (negative turnover). Offering expected responses to the 

related issues of training costs and turnover, the HR representative15 and the Roster 

and Planning officer16 suggest that as the organisation commits a lot of resources to 

train the staff, PowerGrid wants employees to remain with the organisation. By 

maintaining employment with the wider organisation PowerGrid has a greater 

opportunity to secure a return on the training investment.17   

 

When developing a new operating system in the call centre, one of the goals was to 

bring about a reduction in training time. Previously, new CSRs faced a period of 

                                                 

15 8 April 2003. 
16 18 April 2003. 
17 HR Representative, 8 April 2003. 
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eight weeks training and the goal was for this to be halved to just four weeks.18 

However, the training team leader suggested that the management team withheld 

information about the new system. Rather than being a completely new operating 

system, the new system was in fact an ‘add-on’ to the current system. Hence, the 

training team leader is now obliged to train new recruits on two systems (the original 

and the new system) for effective performance in the workplace.19  

 

Currently, new recruits undergo a three phase training program. The first phase 

consists of two weeks of learning the computer applications away from the 

telephones. This training is consolidated with two weeks of taking calls in a 

controlled environment referred to as ‘the nursery’ – a workspace decorated with a 

range of baby clothes, nappies, pacifiers and baby bottles. While the infantilising of 

the learning environment can be interpreted as demeaning, this idea is dismissed by 

management as just part of the fun culture in the centre.20 At this stage, recruits take 

live calls with the assistance of a training partner. Stage two consists of two weeks 

learning about more advanced processes, again followed by a two-week period of 

consolidation in the nursery. After these eight weeks, new recruits are allocated to 

their team in the call centre proper. Recruits are then placed on 12-months probation, 

80 percent of recruits successfully complete their probation.21  

 

                                                 

18 Training and Development Team Leader, 21 February 2003. 
19 Training and Development Team Leader, 21 February 2003. 
20 Training and Development Team Leader, 21 February 2003. 
21 Training and Development Team Leader, 21 February 2003. 
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Once the initial training process is completed, CSRs are required to complete 15 

self-paced training modules within the first 12 months of employment. The 

successful completion of the 15 training modules results in the CSRs achieving a 

Certificate in Telecommunications. Completion of each individual module 

represents a modest increase in the CSR’s wages. In addition to the 15 compulsory 

training modules, there are an additional five optional training modules. These 

additional modules also provide a modest pay increase, but more importantly, 

‘demonstrates a willingness to commit and therefore the CSR would be more 

favourably looked upon if there was a promotion to a ‘senior’ available.’22  

 

Employees are provided 30 minutes of release time each day, commonly used to 

catch up with e-mails about product updates and policy developments.23 CSRs 

commonly complained to the researcher that they rarely find the opportunity to 

perform their training modules throughout the working day and therefore perform 

them in their own time, a situation with which many CSRs voice some 

dissatisfaction. In addition to the formalised aspects of the training regime, CSRs are 

occasionally scheduled to attend product updates as ongoing training and 

development.24 There is no specific training and development processes for 

employees to develop team skills, although the Training and Development team 

leader suggests that ‘that type of thing’ is all incorporated throughout the initial eight 

                                                 

22 Training and Development Representative, 10 June 2003. 
23 Roster and Planning officer, 18 April 2003. 
24 Training and Development Team Leader, Product Update Training Session, 16 January 2003. 
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weeks of training.25 Furthermore, the team leaders are expected to develop team 

skills in their occasional team meetings through the inclusion of team building 

activities. Some such activities were mentioned in section 5.3.1, for example, 

cartwheel competitions for employees in a nearby park and similar activities. Similar 

team building activities occur at the FrOzone organisation.  

 

5.4.2 FrOzone 

The incorporation of teams in the workplace and the investment in developing the 

culture (discussed in detail in Chapter Four) was intended to have a positive impact 

on limiting the level of turnover amongst FrOzone employees. Evidence presented 

(also in Chapter Four) indicates that in the first two years of production, there have 

been low levels of turnover amongst operations staff within the plant. When 

compared to the call centre, there has not been a similar motivation to limit the time 

it takes to train employees. In fact, when considered in conjunction with the 

following section (job rotation and multiskilling) training would appear to be a high 

priority for the management team at FrOzone. In fact, a promotional CD-ROM that 

is distributed to potential FrOzone (2001) clients states: ‘Regular operations team 

member training is a key focus at FrOzone’. However, it will be shown that this 

appearance is not the reality.  

 

                                                 

25 Training and Development Team Leader, 21 February 2003. 
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The initial group of employees underwent in-depth training prior to the opening of 

the plant. This training included a theoretical understanding of the correct use of the 

machinery and the company’s processes, along with practical opportunities to 

engage in system usage while the organisation was in a testing phase of operations 

prior to officially going online.26 Since this time, as employees have been recruited 

they have undergone a comparatively simple two day training process. This includes 

basic training in occupational health and safety, chemical handling, food safety and 

hygiene, emergency response and manual handling (Corporate documentation, 

obtained from HR officer 12 March, 2003).  

 

It is the expectation of the management team that once employed, team members 

will be engaged in peer-training as required.27 That is to say, an employee will learn 

how to perform a task or correct use of equipment while receiving instruction and 

guidance from a team member experienced at that particular process. As will be 

discussed later in this chapter, the development of skills has a slight affect on the pay 

scales to which an employee is linked. However, new employees in particular have 

regularly voiced their frustrations throughout the course of this research in their 

inability to engage in further training and hence, supplement their income. Similar to 

studies by Gough and MacIntosh (2000), it was recognised amongst the managerial 

staff that the growth of the business has meant that training employees has taken a 

‘backseat’ in relation to the greater priority of maintaining the required level of 

                                                 

26 Management Team Member, 19 March 2003. 
27 Production Manager, 17 January 2003; HR Representative, 12 March 2003. 



 - 163 - 

production. As such, training has been performed on an ‘ad-hoc’ basis.28 

Consequently, this focus on production at the expense of training has had a 

significant affect on the organisation’s policies of multiskilling and job-rotation as 

will be discussed in the following section.  

 

In terms of training employees with the skills required to engage in team activities, 

the situation is similar to that of the call centre. The HR officer develops team 

building days that contribute to the culture of fun within the organisation. These 

include groups making plasticine models and having races in the car park. It is these 

activities that are considered the training for teamworking.29 This approach of 

conflating team building activities and training for core skills required to work in 

teams is becoming increasingly common in organisations (Dew 1997, 1998).  

 

5.4.3 Summary  

In-depth training is of much greater importance at the call centre as employees must 

have an understanding of the majority of processes prior to their assignment to a 

general call queue team. In addition, modest pay increases are the reward for the 

completion of training modules. With the concentrated training within the first 12 

months of employment, on-going training is relatively limited to product and process 

updates. This is compared to FrOzone where employees are provided with relatively 

little initial training and smaller wage increases for completing training modules. In 

                                                 

28 HR Representative, 16 July 2003. 
29 Production Manager, 9 July 2003; HR Representative, 16 July 2003. 
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addition, policies and rhetoric that speak of the importance of regular training have 

not been the reality throughout the first years of production. This may simply 

demonstrate the difference between what would be viewed by academics as a semi-

skilled and an unskilled industry. However, this view does not sit well with the 

managers of each organisation who often refer to their employees as being ‘highly 

skilled’.   

 

Neither organisation engages in a high level of training for employee involvement in 

teams, rather management utilise team building activities with a dual intent. Firstly, 

to present the workplace as a fun place for employees to be, and also as a means to 

develop the interpersonal skills required within teams.. This chapter will now shift to 

the potential and intended outcomes of training and development processes in these 

workplaces; job rotation and multiskilling.  

 

5.5 Job Rotation and Multiskilling 

Multiskilling has been seen as a departure from Taylorist and Fordist regimes 

(Mathews 1989). According to those who support this view, developing the 

employment relationship to increase a perception of mutual interests through 

increasing and developing skills will lead to improved opportunities for employee 

satisfaction and increased organisational effectiveness (Piore and Sabel 1984; 

Jurgens 1991; Tolliday and Zeitlan 1992). Hackman and Oldman (1976) claim that 

rotating between jobs has the potential to reduce the boredom arising from repetitive 

work. However, Cordery recognises that multiskilling may amount to little more 
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than a managerial strategy to increase functional flexibility with little change to job 

content or an employee’s opportunity for intrinsic rewards (Cordery 1989).  

 

Cordery found that in a minerals processing plant, multiskilling only marginally 

altered the skill requirement of employees. While changes to job content provided 

more interest to employees, the day-to-day work performed by more multiskilled 

employees was much the same as for their less flexible counterparts (Cordery, 

Mueller and Sevastos 1992). Hence, a multiskilled workforce is viewed as ideal 

when a team structure is introduced as a means to ensure there is functional 

flexibility and decision-making that makes a team structure so attractive to 

organisations (Saga and Hanada 1999). The issues of job rotation and multiskilling 

are central to this thesis. It will be argued that the combination of these two practices 

are a means for management to limit the cohesive strength of teams, which will in 

turn, limit levels of resistance amongst those teams with greater levels of off-task 

time. The following sections explore the approach to multiskilling and job rotation 

in each of the two case study organisations.  

 

5.5.1 PowerGrid 

CSRs at PowerGrid are multiskilled, according to the Call Centre Manager.30 

However, this is questionable given most commonly used definitions and academic 

understandings of the term. Commonly, multiskilling is associated with functional 

                                                 

30 Call Centre Manager, 25 June 2003. 
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flexibility or the ability of management to assign multiple tasks requiring a wide 

range of different (although similar status) skills to the same employee. Workers 

have the ability or requirement to become multiskilled under this style of work 

organisation. The team is left to determine how they can best utilise their skills to 

attain highest levels of productivity (Wigfield 2001). This, in essence, is the task-

interdependency that is commonly referred to as essential for teamworking.  

 

There is little question that employees at PowerGrid have ‘multiple skills’. Each call 

can require the employee to engage in computer and keyboard manipulation, 

listening to the caller’s requests. Often analytical thought processes are needed to 

resolve complicated problems, along with empathy and the positive attitudes 

associated with emotional labour in a call centre environment. All of these skills 

may be required throughout the course of a single phone call, 90 times a day! So, for 

the purposes of this analysis the employees are not multiskilled. Consequently, a 

policy of job rotation would appear to be of little or no benefit to the organisation. 

Indeed, the organisation did not have any strict policy of job rotation. As will be 

discussed in Chapter Six (Teams and Control) particular circumstances meant that 

managerial staff implemented a policy of job rotation to resolve a discipline issue 

that arose.  

 

Nevertheless, absence of a formal job rotation policy does not mean that the practice 

of shifting workers does not exist. As there are usually only two LOST employees 

on the telephone at one time, there are circumstances when other general queue 
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CSRs must take loss of supply calls. Some such circumstances would include lunch 

breaks when there may be a supply outage, sick days, and storms when there are 

major power outages and literally thousands of calls can come to the loss of supply 

queue in a few hours. In addition to this, management do decide on an irregular basis 

to ‘shake things up a little.’31 This involved rotating employees between teams in an 

attempt to ‘uncover any complacency’ within the call centre.32 Still, this is simply a 

case of relocating employees to different seats to continue performing the same 

tasks, or team rotation rather than the functional flexibility associated with our 

understanding of job rotation.  

 

5.5.2 FrOzone 

In comparison, multiskilling and job rotation are said to be at the heart of the 

FrOzone culture33, as is intended in many new worksites (Sharpe 2002). It was the 

expectation of the management team that employees would develop a range of skills 

while working at FrOzone and the employees would be able to use these skills to 

assist in developing a profitable business. Further, it was viewed that the culture at 

FrOzone would become a ‘shining light within the TPC group that the management 

can transplant.’ The implication is that these transplants would be to de-unionise 

brownfield sites or alternatively future greenfield sites. 34

 

                                                 

31 Call Centre Manager, 25 June 2003. 
32 Call Centre Manager, 25 June 2003. 
33 Management Team Member, 30 January 2003. 
34 Management Team Member, 19 March 2003. 
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Given the very green nature of the worksite at the time of this research, there had 

been significant growth in employment at the plant. As a result of this growth, 

multiskilling and job rotation policies had largely been ignored as there was a 

constant stream of new recruits arriving. For the most part, the focus for 

management and employees remained on the employment of the new recruits and 

ensuring the constant roll of production, rather than further training for existing 

employees to progress through the stages of multiskilling and job rotation.35 

Nevertheless, the expectation was that operators would develop the skills to perform 

all of the operational tasks within the production cycle and would be rotated 

formally throughout a range of duties and positions every six months. In addition to 

this, the multiskilled employees would be directed on a more regular basis to 

perform tasks in other sections of the workplace as determined by the production 

requirements.36 This policy was designed with the intention of developing a ‘highly-

skilled workforce’,37 along with the functional flexibility of employees who hold 

positions with few, if any, role demarcations. It is interesting to note that this policy 

is one of the most contentious in the FrOzone organisation. This will be discussed 

further in Chapter Eight.  

 

5.5.3 Summary  

The issues of job rotation and multiskilling are important to the broader context of 

this thesis. Hence, they will be discussed at length throughout the analysis chapters. 
                                                 

35 HR officer, 16 July 2003. 
36 Coordinator, 4 March 2003. 
37 Management Team Member, 30 January 2003. 
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However, this section has demonstrated that the issues of multiskilling and job 

rotation are areas of difference within the two organisations. While PowerGrid does 

not have a formal policy of job rotation, there is the perception of management that 

the employees are multiskilled. However, the manager’s definition of multiskilling 

does not conform to the interpretation commonly used. Further, job rotation is not an 

official policy, rather it is a policy of opportunistic managerial prerogative.  

 

In contrast, FrOzone has clear policies of job rotation and multiskilling. In fact, the 

team structure at FrOzone relies on the dual tenets of job rotation and multiskilling. 

Job rotation does not equate with multiskilling, however job rotation requires 

employees who are multiskilled. Yet, these policies have not received full 

implementation. As mentioned, Chapter Nine will discuss more fully these policies 

and the challenges they present to management in each organisation. The next 

section of this chapter will outline the wages and bonus structures within each case 

study organisation. As will be discussed throughout this thesis, wages and KPIs are 

central factors in the conflict in these workplaces.  

 

5.6 Remuneration and Key Performance Indicators 

In each of these organisations, employees are paid a fortnightly wage, with the 

opportunity to increase their income through collective and individual reward 

systems based around KPIs. Team reward systems are one of the fastest growing 

reward strategies (DeMatteo, Eby and Sundstrom 1998), no doubt related to the 

increasing number of companies organising the staff members into teams (Lee 
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1999). A team reward system is a system in which an employee’s pay is at least 

partly contingent on the performance of their team (Allred 1999). Central to the 

motivation of organisations adopting such reward systems is to increase levels of 

cooperation among employees and support for the corporate culture.   

 

The lean production model would suggest that pay should be related to performance 

as a means of encouraging worker motivation and involvement in organisational 

activities such as problem solving groups (MacDuffie 1995). Lowe et al. (1997) 

found in their study of 31 manufacturing plants that in high-performing western 

organisations it was usual to pay operators based on job classification and / or 

seniority. Half of the western plants pay a supplement for skills learned and half of 

the plants pay a bonus related to plant performance.  

 

This section will compare the differences between the rates of standard pay in each 

of the case study organisations, along with variations based on team requirements. In 

addition, the structure and the potential income for attaining KPIs is outlined. 

 

5.6.1 PowerGrid 

Within the call centre industry there are substantial differentials within wage 

payments. There appears to be a long way for unions to go in placing pressure on 

managers to ensure minimum wages are paid with survey results showing that only 

half of Australia’s call centre employees receive the equivalent or above this 

country’s effective minimum wage (ACTU 2002). At the time of this research, in 
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Australia, this living wage38 was $A431.55 a week or $A22,432 per year (ACTU 

2004). In comparison, once employed in the PowerGrid call centre, CSRs have a 

starting wage of marginally more than $A32,000 each year or $A618.00 a week.39  

 

In addition to this, employees can earn more through completing the 15 training 

modules, which will increase their wages between $A200 and $A400 a year for each 

module. Within their first year of employment, an employee who has completed the 

15 training modules will earn approximately $37,000 to a potential upper level of 

$39,500 for employees who choose to complete the additional five optional training 

modules mentioned previously in section 5.4.1. Being a government-owned 

corporation (GOC), higher wages are part of the state government’s long-term 

commitment to the continued expansion of the call centre industry. According to a 

state government report into the industry ‘The competitive advantage of the industry 

will not be achieved through poor wages and conditions for workers …’ (DIR 2001: 

5). 

 

‘Seniors’ earn a three percent premium while team leaders are paid a six percent 

premium. Hence, seniors earn a yearly wage of $A40,650 and team leaders earn just 

below $A42,000.40 In terms of wage differentials, this is not a great disparity. 

However, the LOST earn approximately 50 percent more than CSRs on the general 

                                                 

38 The 20th century in Australia shows a history of comparative wage justice and the notion that a 
worker’s wages should not hinge on organisational profitability or productivity. Hence, the notion of 
a living wage is based on ‘meeting basic human needs’ and ‘enough to guarantee a person’s 
livelihood’ (ACCIRT, 1995: 64) 
39 Documentation collected from Training and Development Team Member, 10 June 2003. 
40 Call Centre documentation obtained 17 June 2003. 
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queue. With the combination of penalty rates for shift work and overtime, the LOST 

have an average yearly wage of more than $A60,000.41 In many respects, this factor 

contributes to a perception of ‘differentness’ with the Loss Of Supply Team in the 

call centre. It is this differentness that contributes to the level of resistance to 

managerial controls by the LOST members. This will be examined in detail 

throughout the upcoming analysis chapters.  

 

Employees at PowerGrid are also provided with the opportunity to increase their 

yearly wage through attaining performance bonuses, measured through KPIs. The 

KPIs are based on a range of objective and subjective measures including hard data 

and perceptions of team leaders.42 The objective measures rate an employees 

performance on productivity issues, such as average talk time (ATT), clerical (or 

wrap) time (ACT), total call handling time (AHT), attaining sales targets and 

compliance.43 Performance bonuses are based in part (50 percent) on reaching these 

predetermined objective measures.44 The other 50 percent of the performance bonus 

relates to subjective measures of observation by the team leader such as: 

Teamwork – participates in team activities and works towards team goals 
and offers support to other team members. 

Quality Customer Focus – aims for a ‘win / win’ situation. Is accountable for 
own performance and recognises the important of retaining customers. 
Projects a positive image of company.45  

 

                                                 

41 Contact Centre Manager, 23 February 2003. 
42 Loss of Supply Team Leader, 17 June 2003 and call centre documentation obtained 17 June 2003. 
43 Compliance is referred to as an employee’s ability to be logged on to the computer system 
precisely within their rostered hours. 
44 Call Centre Documentation, obtained 17 June 2003. 
45 Team KPI ratings, obtained 17 June 2003. 
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The performance bonus that employees can earn each year equates to the equivalent 

of one week’s wage. Interestingly, statistics are generated for the individual and for 

the team. According to a team leader this is so that ‘a person doesn’t fail, ‘we’ fail 

and “we” learn and “we” succeed.’46 However, contrary to this collective ideal, all 

of the performance bonuses are based around the individual’s performance rather 

than any team measures. This is substantially different to the remuneration structure 

presented at FrOzone. 

 

5.6.2 FrOzone 

There is little question that compared to the PowerGrid CSRs, operators at FrOzone 

are low paid. When compared to the income of employees in other processing 

organisations things do not improve very much. For example, the average weekly 

income (without overtime) for ‘product packagers’ is $A675.90 a week; and 

‘process workers’ average $A722.70 a week (ABS 2002: 27). FrOzone employees 

start on a weekly wage of $A449.48 rising through a simple four stage progression 

to the highest level of $541.65 (FrOzone EBA 2001). These progressions are based 

on the development of higher-level skills. Importantly, at this stage of organisational 

development there is little opportunity for FrOzone employees to engage in overtime 

to supplement their income. In comparison, the wage structure at the TPC 

brownfield sites is rather convoluted with a total of 31 salary progressions for 

                                                 

46 Informal conversation with Team Leader, 21 February 2003. 
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operators ranging from $A497.85 to $A959.73 a week (PCG EBA 2002). This 

comparison suggests that labour costs and simplifications to payment systems was a 

distinct motivation in establishing the FrOzone worksite.    

 

The FrOzone management implemented a potentially generous performance bonus 

scheme whereby the KPIs were determined with staff representatives (employee 

nominated operators, not unions) to receive up to 10 percent of their annual income, 

or more than five weeks pay (FrOzone EBA 2001). In comparison to the PowerGrid 

performance bonuses, the FrOzone targets are purely objective measures, such as 

actual labour cost compared to budgeted labour costs, actual material useage against 

budgeted material useage, absenteeism, customer complaints, and accidents. In 

addition, two percent of the performance bonus is paid against company 

performance.  

 

Table 5.3 presents the percentage ratings of each KPI in determining employee 

bonuses. The percentage of performance bonus is determined by the management 

with vague definitions in the EBA suggesting that ‘a reasonable level of 

performance above agreed targets generates 3% to 5% bonus’ while ‘an outstanding 

performance could generate up to 10% bonus’ (FrOzone EBA 2001). In this 

organisation all of the performance bonuses are determined by ‘whole of 

organisation’ performances. While the organisation failed to provide the researcher 

with detailed information with regard to the level of and the frequency with which 
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performance bonuses were attained, many employees have suggested that the 

measures are rarely reached. 

 

Table 5.3: FrOzone Key Performance Indicators (KPIs) 

Key Performance Indicators (Measured 
Weekly) Percentage Contribution 

Actual Labour Cost vs Budgetted 
Labour Cost 2.5% 

Actual Material Usage vs Budgetted 
Material Usage 2.5% 

Absenteeism 1% 

Customer complaints 1% 

Accidents (LTIs) 1% 

Key Performance Indicators Total 8% 

  

Company Performance (measured 
annually) 2% 

Source: FrOzone EBA, 2001 

 

 

5.6.3 Summary  

The two organisations take a markedly different approach to remuneration and 

performance bonuses. At PowerGrid employees are paid comparatively higher 
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wages, while receiving significantly lower bonuses for reaching KPI targets. 

Interestingly, in a workplace that takes the commitment to organise their employees 

into teams, all KPIs are based on individual performances. The team’s goals are not 

included in any performance bonus scheme. Rather, the team’s goals are used to 

determine success in the games that are organised to progress the call centre’s fun 

culture, however no financial benefit is gained by employees.  

 

In comparison, at FrOzone employees are paid low wages, not only in comparison to 

the call centre, but also by industry standards. In fact, when employees begin 

employment at FrOzone they are remunerated at a rate only $A15 a week higher 

than this country’s living wage. However, employees at FrOzone have the 

opportunity to earn a more generous performance bonus, potentially more than five 

weeks wages. However, this still means that the FrOzone operators’ highest possible 

yearly income is still lower than the CSRs’ starting income prior to any bonus being 

paid. Comparisons of pay rates and bonus schemes can be seen in Table 5.4. The 

management at FrOzone have focused the employees’ KPIs around whole of 

organisation results, without referene to the team or individual level. While 

managers in each organisation have an expectation that the structure of their pay 

system rewards a commitment to team performances, the reality is they do not. 

Individual employees may have difficulties in seeing how their ‘team’ efforts are 

translated into their pay (Kerrin and Oliver 2002). 
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Table 5.4: Comparison of CSRs and Operators Incomes * 

 PowerGrid 
(excluding LOST) 

Loss of 
Supply Team FrOzone 

Weekly wage before 
deductions and allowances $618 - $759 $759 $449 to $542 

Yearly wage (Starting wage) $32,130 $39,452 $23,372 

Potential upper yearly wage $39,452 (Ave)$60,000 $28,165 

Potential KPI bonus as a 
percentage of weekly 
wage** 

Up to 100% Up to 100% 156 - 520% 

Percentage of KPIs 
Individual based 100% 100% 0% 

Percentage of KPIs Team 
based 0% 0% 0% 

Percentage of KPIs 
Organisation based 0% 0% 100% 

Bonuses determined Six monthly Six monthly 
Weekly, 

quarterly and 
yearly 

Bonuses paid Six monthly Six monthly 
Monthly, 

quarterly and 
yearly 

Potential yearly income if 
100% of KPI bonus is paid $32,747 - $40,110 $60,759 $25,709 - 

$30,982 

* Values are rounded to the nearest dollar. 

**Payments are based on actually reaching or surpassing predetermined performance levels. 

 

5.7 Conclusion 

This chapter has provided a detailed introduction to the teams within each of the 

organisations through the analysis of some features of the team structures. These 

features include the organisation of work and technology, a description of the 
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separate teams studied, training and development policies and practices, job rotation 

and multiskilling and remuneration and performance bonuses. The teams in these 

worksites have been developed with different motivations, and this will be explored 

further in the following chapter. The organisation of work in many ways assists in 

determining the type of teams that are found within the workplace. In addition, the 

training and development processes should be designed to reflect the type of teams 

within the organisation. The only real training in teamwork skills in each of these 

workforces are ‘fun’ games that are related to the development and maintenance of 

the managerial-initiated corporate culture.  

 

The most significant differences between the teams in these two organisations are 

that job rotation and multiskilling are intended to be central to the team development 

at FrOzone. However, at PowerGrid multiskilling is an illusion and job rotation is a 

policy of opportunism. Financial remuneration is substantially different, with 

PowerGrid being a GOC; this undoubtedly contributes to the higher rates of pay in 

this organisation. It is interesting that while both organisations place a great deal of 

importance on the team within the workplace, this is not reflected in the 

determination and payment of performance bonuses at a team level. PowerGrid 

bonuses are paid on individual performances while FrOzone bonuses are paid on a 

whole of organisation basis.  

 

The following chapter begins the key analysis chapters of this thesis with a 

consideration of the relationship between teams and control in these organisations. 
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Chapter Seven will examine the way that teams are used to provide employees with 

greater levels control over the labour process and also, how teams are used as a form 

of increased managerial control of the labour force. 
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Chapter Six 

Control and Work Teams 

6.1 Introduction 

This chapter will analyse how, in the context of the descriptions offered in the two 

previous chapters, teams are used to influence the level of control in the workplace. 

A central aspect of LPT is the recognition that management must institute controls 

over the workforce to maximise levels of labour output (Braverman 1974; Burawoy 

1979; Edwards 1979; Thompson 1989: 193). Yet, these controls are never complete 

and employees maintain some ability to actively determine the level of engagement 

in their work (Edwards 1979; Thompson 2003). Accepting the concept that it is one 

of management’s primary roles to control the labour process, this chapter will 

examine the manner in which control is manifest within the two case study 

organisations.  

 

The notion of control must be understood and developed for a clear comprehension 

of issues discussed in the upcoming pages. There are multiple issues considered 

under the broad heading of ‘control’. As discussed in Chapter Three, work teams 

provide management with the potential to utilise peer surveillance as a means to 

control the actions of employees (Willmott 1993; Scott 1994; Ezzamel and Willmott 

1998; Sewell 1998). However, work teams might also provide employees with a 

greater opportunity to control aspects of decision-making, and have a potentially 

humanising effect on the nature of work (Katz 1985; Mueller 1994; Knights and 
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McCabe 2000; McCabe 2000). Either way, the ‘frontier of control’ (Goodrich 1921) 

can be fluid and is primarily determined on the basis of managerial strategy in 

conjunction with issues such as product markets and labour markets.  

 

Researchers present a spectrum of control regimes that have been the subject of 

much debate: from management developing panoptic regimes of control (see for 

example: Sewell 1998), through to providing employees with greater levels of 

freedom through the use of responsible autonomy (Friedmann 1977). Importantly 

the interests of management and employees can have some degree of congruency, 

hence employees may not always view controls in a negative manner (Burawoy 

1979, 1985; Rosenthal 2002). This chapter considers the two aforementioned areas 

of control in the workplace. The first aspect of control is whether teams are 

instituted to provide employees with a greater level of control and decision-making 

autonomy over the tasks that they are performing. The second aspect of control is 

whether teams are used as a means of peer surveillance1 to develop a level of 

normative control over the actions of employees in the workplace.  

 

This chapter supports the argument that teams can provide management with a range 

of possible outcomes, for example, peer control, labour output gains, and improved 

social relations. These outcomes are not mutually exclusive and can include both an 
                                                 

1 Throughout this chapter, peer surveillance can be differentiated from peer influence by considering 
the expected outcome of the activities. Peer surveillance in this context should be interpreted as 
activities where the peers or team members promote action outcomes that are beneficial to the goals 
that management (the organisation) are trying to achieve. Peer influence can be interpreted as 
activities where at least one employee influences the action(s) of at least one other employee within 
the team, however the actions are more likely to be interpreted as accommodation or resistance to 
managerial controls. This type of activity is considered in Chapter Eight.  
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increased level of peer surveillance and increased levels of employee control over 

decision-making. It has been established elsewhere that employees have different 

reactions to the experience of working in teams (Knights and McCabe 2000; 

McCabe 2000). The central focus in this chapter is to demonstrate that within both 

case study organisations, there are differences between teams. The differences are 

due primarily to the nature of the work performed by what is referred to as the 

atypical team. In the case study organisations the atypical teams have a greater level 

of off-task time and, in addition, greater control over what they do when the 

employees are not engaged in their primary task. While the greater level of off-task 

time does not increase the impact of peer surveillance in the workplace, it does have 

an impact on the levels of cooperation and resistance within teams. The level of 

cooperation and resistance are developed further throughout Chapters Seven and 

Eight. The data presented throughout these chapters demonstrate that levels of both 

cooperation and resistance are higher when teams have higher levels of off-task 

time. The following section of this chapter explores the manner in which the teams 

influence employee control over decision-making in each of the workplaces.  

 

6.2 Control and Decision-making 

Central to the suggestion that teams have a positive impact on organisations is the 

devolution of decision-making. That is to say, in contrast to Taylor’s techniques of 

separating the planning and execution of tasks (Taylor 1911), employees are 

empowered with the ability to make process and planning decisions within the team. 

It is argued that teamworking is appealing to people because work becomes more 



 - 183 - 

meaningful when there is a sense of empowerment and self-organisation (Knights 

and McCabe 2003).  

 

As detailed in Chapter Two, Thompson and Wallace (1996) suggest there are three 

aspects of control that are relevant to the analysis of teams. Governance issues refer 

to the extent of delegated powers over the distribution of work, allocation of team 

members, and the selection and function of team leaders. Technical issues include 

delegated responsibilities for resourcing, scheduling and discipline, expanded 

competencies and continuous improvement processes. Thirdly, normative issues 

focus on the changes of attitudes and behaviour necessary to make teamworking 

operate effectively (Thompson and Wallace 1996).  

 

Managerial strategies determine just how much control team members hold over 

decision-making within each of these realms. As a consequence of different 

managerial strategies, the nature of teams means that they ‘emerge in different 

forms, in different places, and at different times’ (Proctor and Mueller 2000: 12). 

These differences mean employees are provided with a range of responsibilities 

depending on the organisational context and managerial strategies (Doorewaard, 

Van Hootegem and Huys 2003). This thesis explores how these differences manifest 

themselves internally in organisations. While it is well established that teams differ 

between organisational contexts, this research explores in depth, different teams 

within a single organisation. While comparisons to previous research on 

teamworking is useful, it must be remembered that this thesis concurs with the 
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analysis of van den Broek et al. (2002; 2004) that it is possible to have teams in the 

workplace without high levels of teamwork.  

 

6.2.1 PowerGrid  

As at other call centres (Bain et al, 2002), workers at PowerGrid have clear call 

targets they are expected to meet. Talk times that average between 108 and 126 

seconds and a 90 second post-call wrap period in which follow-up clerical work is 

completed are amongst the targets employees must meet. Unlike many jobs in 

manufacturing industries, and indeed the FrOzone processes, the various facets of 

completing a job with a client cannot be arranged in a neat linear fashion. CSRs have 

only a limited ability to determine the pace of their work. It has been recognised that 

with the associated pressures of call monitoring the CSRs do not have the ability to 

worker harder in some periods of the day to goldbrick or to save work and ease off 

at other times of the day (Russell 2004).  

 

While performing their tasks, the CSR requires an ability to take information and 

enter it into a computer in order to produce the data that the customer requires. Some 

queries may be unexpected or become quite long and / or complex. At other times, 

clerical work may be done while talk time is still ongoing, similar to studies such as 

Wray-Bliss (2001). The work processes do not have a high degree of 

interdependency, so most team interpretations would question the value of teams in 

such workplaces. When process interdependency is commonly associated with peer 
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control, in the absence of this interdependency, how is the control over employee 

actions influenced by the presence of the team structure?   

 

In part, this question can be addressed by examining workload allocations across the 

call centre. The information management system chronicles a wealth of cumulative 

data including total numbers of incoming calls, total numbers of actual calls 

answered, ATT and AHT (including clerical requirements). Team member workload 

allocations are determined through the analysis of this statistical data. This system is 

used to determine the number of employees that are required to answer calls at any 

given time. The key to rostering is balancing the number of CSRs required to meet 

service levels, while limiting downtime for employees. While this problem of line 

balance is common to many systems of production, it has been acknowledged that 

the call centre context resembles manufacturing industry lean production teams 

(Mulholland 2002). 

 

Importantly, unlike the notion of teams presented as a means to humanise work and 

increase levels of job enrichment (Mueller 1994), the teams at PowerGrid have no 

input into determining the volume of work to be performed or the time in which that 

work can be performed. The teams at PowerGrid have limited interaction due to the 

nature of the tasks2, structure of workspaces, and the managerial approach that is 

commonly found in call centres. This managerial approach includes using the 

information systems as the key determinant of rostering and therefore also the 
                                                 

2 The nature of the tasks include incoming calls and the fact that the CSR is responsible for whole 
units of production (i.e. complete call transactions).  



 - 186 - 

workload of employees (Menzies 1996; Frenkel, Tam et al. 1998; Taylor 1998; 

Richardson, Belt and Marshal 2000; Russell 2002). As such, teams at PowerGrid 

provide employees with no control over governance issues, as management shape 

these decisions.  

 

Management has invested significant resources into developing a normative culture 

where the customer-focus becomes a control measure within itself (Frenkel, Tam et 

al. 1998; Korczynski 2001). The teams at PowerGrid are primarily groups of 20 

employees consisting of one team leader, one ‘senior’3 (or assistant team leader) and 

18 team members.4 The organisation of the teams is based on the available physical 

space in the work area. To illustrate this point, formerly when the call centre 

employed fewer people, the teams consisted of 10 people (with one team leader for 

every nine employees).5 Each team was allocated a work area with 10 fully 

functional workstations. When the number of employees at the call centre increased, 

management made the decision to promote some team members to be ‘seniors’ 

rather than team leaders,6 and each team effectively spanned two of the previous 

work areas.7 Clearly, the size of the team has little to do with functionality. Rather, 

keeping the team in one area provides management with a spatial form of control. 

                                                 

3 Seniors are experienced CSRs who are provided a level (30%) of release time to replace the team 
leader when required, for example, when the team leader is at team leader meetings or recruitment 
duties. There is also a much higher expectation for the seniors to reach determined KPIs.   
4 Contact Centre Manager, 23 February 2003. 
5 Contact Centre Manager, 23 February 2003. 
6 The main motivation for such a move is to limit financial costs. A team leader earns $52 000 in 
comparison to a senior’s rate of pay, $41, 000. Hence, maintaining teams of nine employees for each 
team leader would cost the organisation in excess of an additional $100 000 per annum.  
7 Contact Centre Manager, 23 February 2003. 
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That is to say, the team members are ‘corralled’ into the same work area, although 

this does not result directly in higher levels of intra-team interactions.  

 

Managers and team leaders continually refer to the ‘social’ aspect of the team as a 

key feature of the organisational structure.8 This case study provided an opportunity 

to test the importance of the social aspect of the team to employees in subjective 

terms, and also through analysis of key performance measures in objective terms. 

According to the Nomads team leader, there was a concern amongst the 

management that this team was not provided with an opportunity to actually sit 

together and engage socially as the other teams do. In January and February 2003, 

there were no training groups using the nursery,9 and the call centre manager and 

Nomads team leader agreed that this team would utilise this workspace. The 

expectation on the part of the management was that sitting together as a team would 

result in positive outcomes for the organisation and the employees. However, the 

managers were unable to expand on exactly what benefits they were anticipating.10  

 

Nevertheless, the Nomads were allocated this area as ‘an opportunity to sit together 

and do a little team bonding.’11 For eight weeks, the Nomads were a ‘typical’ call 

centre team, working in the one area and having the opportunity to benefit from the 

                                                 

8 Contact Centre Manager, 23 February 2003; Training and Development Team Leader, 21 February 
2003; Nomads Team Leader, 17 June 2003; Morning Glory Team Leader, 25 February 2003; Loss of 
Supply Team Leader, 5 February 2003. 
9 As described in Chapter Five (section 5.4) the nursery is the area of the call centre reserved for 
trainees.  
10 Contact Centre Manager, 23 February 2003; Training and Development Team Leader, 21 February 
2003; Nomads Team Leader, 22 January 2003. 
11 Nomads Team Leader, 22 January 2003. 
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‘social’ aspects that are reputed to exist, and that in turn, provide a benefit to the 

organisation. Typical of the comments about this opportunity from many of the 

Nomads’ employees both during and after this period of team building, a CSR 

suggests:  

It makes no difference to me at all. Actually I’d probably prefer to be all over 
the place because it makes things more interesting…doesn’t really matter 
though.12

 

And another Nomad: 

…we’re supposed to be a team but that doesn’t ever really show, so at least 
we are here together, but that doesn’t really make a difference to the work.13  

 

An analysis of one key call centre measure throughout the period before, during and 

after the fixed seating is presented in Figure 6.1. This graph compares the AHT for 

the Nomad team members throughout a period of six months: two months while hot-

seating prior to fixed seating; two months of fixed seating; and two months after 

returning to hot-seating after the fixed seating period. Certainly, while some 

employees display a noticeable difference throughout the period, there is no 

discernable pattern across the team.14 This supports the argument that not only do 

teams in the PowerGrid call centre have little to do with functionality, but also being 

organised in a work area as a team has little or no impact on KPIs.  

 

There is debate about the application of teams in the service sector of the economy 

and certainly the traditional focus of team research is in manufacturing and 

                                                 

12 5 January 2003. 
13 12 January 2003. 
14 Further graphs outlining other measures that support this proposition can be found in Appendix C. 
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processing industries. Rinehart et al. (1997) argued in lean production settings that 

they studied that there was nothing technically required in the processes that 

suggested the need for teams. This can also be said about teams at PowerGrid.  

 

Figure 6.1: Nomads Team Call Handling Time 
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While there are more than 11 members of the Nomads Team, only these 11 employees were in the 
team throughout the six-months indicated.  
Source: Data collected from Roster and Planning Officer (18 March 2003). Taken from PowerGrid 
Planning database.  
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In this study, there appears to be little, if any employee control over decision-making 

in these work teams. However, the teams at PowerGrid provide management with a 

number of aspects of control in the workplace. The teams provide an alternative to 

the typical hierarchy associated with bureaucratic control (Edwards 1979), while still 

allowing enough authority to enable a manageable degree of supervisory direction 

(or, as it is often referred to in call centres, ‘coaching’). The relatively small teams15 

provide a greater opportunity to capture the illusion of surveillance so important to 

the panopticon debate (Fernie and Metcalf 1998; Sewell 1998; Richardson, Belt et 

al. 2000). Employees commonly state that they are aware that their team leader has a 

computer monitor indicating exactly what the CSR may be doing (for example, on a 

call, post-call wrap or not available for calls). Many employees within the teams 

indicated that this knowledge means they are less likely to attempt to engage in 

activities of resistance. The notion of panoptic control, while not understood as such, 

is a reality that influences their daily activities in the workplace. However, as will be 

discussed in Chapter Eight, not all employees are mesmerised by the panoptic 

surveillance, indeed some employees actively resist managerial controls despite the 

potential panopticon. 

 

One of the clear points differentiating SAWTs from other teams is the level of 

decision-making that is concentrated within the team (Mueller 1994; Thompson and 

Wallace 1996). At PowerGrid, decision-making over the work processes is not with 

                                                 

15 Certainly 20 employees cannot be viewed as a ‘relatively small team’. However, it is relatively 
small compared to the 170 employees that would have to be managed if there were no meaningful 
and workable divisions in place. 
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the teams or with the CSR but within the increasing levels of scripted calls with 

limited alternatives available for the employees. In essence, management are not 

giving up any control to the employees in the Nomads and the Morning Glory teams 

whatsoever. However, the Loss Of Supply Team is considerably different. In fact, a 

number of years prior to this research project, the LOST employees submitted a 

proposal to the call centre manager to become an autonomous team,16 that is, a team 

without a managerial-imposed team leader. It is the view of the LOST that as they 

work for eight hours a day without a team leader present, they are largely 

unmanaged anyway.17 A LOST CSR suggests that the issue of becoming an 

autonomous team has been raised by the team a number of times. There is a feeling 

amongst the team that management simply want to control what the LOST are 

doing. The team members suggest that they do most everything anyway. For 

example, when team members are unable to attend work due to illness it is the team 

that organises a replacement and then contacts the team leader for authorisation.  

We check the roster, call the team leader to say ‘yeah’ and then call the other 
person. So what’s the point in wasting time and effort calling the team 
leader? We’re not 16 years old for God's sake, we can make decisions that 
have been thought through and are reasonable.18  

 

Some of the additional governance issues proffered to LOST include the absence of 

scripting; the ability to turn off the call centres’ propaganda radio broadcast after 

                                                 

16 Contact Centre Manager, 23 February 2003; discussions with LOST members, various dates. 
17 Generally speaking, the LOST work for three hours in the morning and five hours in the evening 
without their team leader present.  
18 29 April 2003. 
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normal operating hours,19 and the ability to determine how they spend their time 

between calls. One consequence of the LOST’s increased level of autonomy during 

off-task time is that other teams within the call centre have developed a perception 

that the LOST were a team with elite levels of skill who receive special treatment 

from management. However, while there is a perception of special treatment, the 

LOST provides management with many additional challenges, such as the refusal to 

work with team leaders. The LOST also work together to coordinating sick days and 

engage in other acts of resistance, to be discussed in Chapter Eight.  

 

Consistent with international call centre research (Baldry, Bain et al. 1998; Taylor 

and Bain 1999; Bain and Taylor 2000; van den Broek 2002), team members within 

the general call queue have their starting times, finishing times and breaks 

determined on the basis of call volume statistics. Team members rarely have the 

same starting, finishing or break times, rather, they are staggered. The Rostering and 

Planning Officer uses historical data to determine the most appropriate times for 

employees to take their breaks, and strict adherence to these scheduled breaks is 

demanded. Indeed, compliance to the roster is an important factor in determining an 

employee’s performance bonus. If an employee takes a call two minutes before a 

scheduled break and servicing the customer means that the employee is late for the 

start of their break, they must complete a ‘segment’.A segment is an electronic 

acknowledgement to the rostering and planning employees of a CSR’s alteration to 

                                                 

19 The call centre programs its own radio station that is piped throughout the centre via the public 
address system. Along with the CSR programmed music, the broadcast includes tips, techniques and 
other words of advice recorded by the CSRs. Many of the CSRs refer to the ‘Wicked FM’ radio 
station as corporate propaganda.  
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the planned working time. These details are then incorporated into the planning 

system for future planning.  Many of the general queue CSRs suggest that they do 

find the imposed meal breaks frustrating: 

It makes me feel like a child at primary school, you know? Wait until you’re 
told it’s morning tea time, and no need to think about anything at all.20  

 

…I really hate the fact that I can’t choose my own break times…It’s things 
like not being able to just get up and go to the toilet whenever you like, or 
just take a couple minutes to catch your breath when things are getting 
hectic…you’re always at the mercy of the team leader and planning officer.21   

 

This view is remarkably similar to that presented in Blauner’s classic study of 

factory workers (1964). Blauner (1964: 171) states: 

…one aspect of control over the immediate work processes is generally 
lacking in factory work : the freedom to choose…Predetermination of these 
decisions by engineers, foremen and time study men is the norm in mass 
production industry.  

 

In comparison, the Loss Of Supply Team has the flexibility to take their breaks 

whenever they like, an aspect of their working day that they all recognise and 

cherish. 

 

Regardless of the rhetoric associated with the presence of teams in the workplace, 

many PowerGrid employees exhibit few benefits from the team structure in regard to 

control over decision-making. While there are not engineers, foremen or time study 

men on the shop floor, their modern day counterparts fill the void. The level of 

employee control over tasks is predetermined through the automated call distribution 
                                                 

20 25 March 2003. 
21 17 June 2003.  



 - 194 - 

system, standardised processes and a roster and planning officer who ensures a lean 

and flexible line balance.    

 

By and large, the main benefit of the team structure for the management of the 

PowerGrid call centre is that of organising and controlling the actions of the 

employees. Control over employees is often achieved through attention to 

establishing a level of normative or cultural control over the workforce (Barley and 

Kunda 1992; Kunda 1992; Frenkel, Tam et al. 1998; Korczynski 2001). By utilising 

the team leaders as the agents of ‘fun’ in the workplace, management are able to 

create an environment where the tedium that many researchers (Knights and 

McCabe 1998; Bain and Taylor 2000; Kinnie, Purcell et al. 2000; Callaghan and 

Thompson 2001; Korczynski 2001; Russell 2002; van den Broek 2002) associate 

with call centre work is replaced with the acceptance that the call centre is a ‘fun’ 

place to work.  

 

At PowerGrid the phrase ‘if it has to be done, then it has to be fun’ was introduced 

by the management team. Employees continually referred to this adage in explaining 

what they like about working at PowerGrid. As previous studies have recognised 

(for example: Kinnie, Purcell et al. 2000; Russell 2002) by making the ‘team’ the 

locus of ‘fun’, management have established a form of control that internalises 

employee commitment to their team and their work. Certainly, this has some degree 

of success with a number of employees commenting about the fun that their team 

have in team meetings and as a team on the special theme days.  
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Based on the framework offered by Thompson et al. (Thompson and Wallace 1996; 

Findlay, McKinlay et al. 2000) as discussed in Section 2.5, the general queue teams 

at PowerGrid enjoy little control in terms of technical and governance dimensions of 

teamworking. Rather, management attempt to change the behaviours of the 

employees through the use of a team structure. This aspect of control is considered 

the normative dimension of teamworking. It can be expected that friendships with 

team members play a part in the normative dimension of teams. Indeed, many 

people at PowerGrid appreciate and become quite involved in developing the 

normative dimensions of the workplace. Teams at PowerGrid have a great deal of 

control over decorating their work area. As academics we might argue that control 

over space and normative dimensions are of lesser importance to employees than the 

control over technical and governance dimensions of the work. However, the view 

of many of the employees that were involved in this study is that there is no reason 

to lessen the importance of their control over the normative aspects of their 

workplace. A large number of the employees considered in this research view their 

limited opportunities for control to be important in improving their working lives, 

and certainly better than no control at all.  

 

This view from employees has important implications for the empowerment versus 

control debate. It is typically suggested that having an increased level of control over 

the selection and performance of tasks is essential in teams as a means to humanise 

the work. However, this is not necessarily the case. As much of the post-WWII 
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industrial sociology recognised (see for examples: Lupton 1963; Woodward 1965; 

see for examples: Cunnison 1966), workers are influenced by more than simply the 

process in which they are engaged. Informal social networks can often provide 

employees with an outlet from their work. Similar to the formalisation of the 

informal work group, the call centre management are formalising social interactions 

through game playing, theme days, and interaction in decorating the workspace. In a 

form of controlled autonomy (Ackroyd and Thompson 1999), the management 

formalise the expectations and allow the employees a range of acceptable, 

constrained choices in which they have some autonomy. Hence, we are presented 

with a mix of empowerment and manipulation, employee autonomy and managerial 

control.  

 

In the PowerGrid call centre, the CSRs have little control over decision-making in 

relation to the selection and execution of tasks. Yet, many employees acknowledge 

that their working lives are improved through a level of control over the appearance 

of their workspace. There is no reason why this aspect of control cannot be achieved 

without the use of teams. Yet, the inclusion of teams adds another dimension to the 

activities. Hence, this research calls for the incorporation of contextual factors to 

explain employee’s increased levels of satisfaction when there is low control over 

decision-making in work processes. The next section of this chapter will consider 

the issues of control and decision-making at the FrOzone organisation. Similarly to 

PowerGrid, FrOzone management places a great deal of importance upon issues of 

‘fun’ and the ‘team’ in an attempt to develop a normative control within the teams. 
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6.2.2 FrOzone 

Unlike the total process performed in the call centre, employees at FrOzone are only 

involved in part of the complete process of assembling a meal. That is to say, 

depending on an employee’s station they may perform one of many small tasks. 

Some examples of the small tasks include: feeding the uncooked food through the 

cookers; catching and refrigerating the prepared food; placing one portion of the 

meal (e.g. a fish patty) in to single-serve containers; or taking the frozen meals and 

storing them for dispatch. There is a long line of industrial sociology literature that 

informs us of the alienating factors of such monotonous work processes (see for 

examples: Gouldner 1954; see for examples: Lupton 1963; Blauner 1964; Beynon 

and Blackburn 1972; Beynon 1973). In addition, the jobs characteristics model 

provides an understanding of how employees can react positively when they are able 

to perform whole tasks. The job characteristics model suggests that along with other 

factors, such as the level of autonomy, the ability to perform whole tasks has a 

positive correlation with task identity, (Hackman and Lawler 1971; Hackman and 

Oldham 1976).  

 

Acknowledging that many of the work processes were monotonous, (as discussed in 

Chapter Five) the management of FrOzone determined that a more active approach 

to managing the workforce would be required to stimulate and maintain job 

satisfaction and, as a result, promote high levels of commitment to the 
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organisation.22 Part of this approach was to provide the teams with a high level of 

responsibility in decision-making. Teams would determine what tasks the employees 

would perform and, to a certain extent, how they would perform their tasks. In 

addition, it was expected that team members would play a role in supporting minor 

strategic decisions within the organisation.23  

 

The structure of the FrOzone organisation was to be non-hierarchical, with input and 

decision-making to come from all employees within the organisation.24 As such, the 

teams would appear to resemble the socio-technical team structure as encountered in 

the seminal works of Trist et al. (Trist and Bamforth 1951; Trist, Higgin et al. 1963) 

and further developed in Scandinavian countries (Beggren 1992; Nilsson 2000). 

Teams at FrOzone would have a great deal of control over determining things like 

the timing of meal breaks, programming (the order in which batches of work would 

be completed), problem solving, recruitment, and to an extent, which team members 

will perform which tasks. It was the goal of the FrOzone management that their 

teams would become SAWTs. Hence, the teams could be viewed within the 

Thompson and Wallace (1996) framework as an attempt to reintegrate the technical 

aspects of teamworking, that is, integrating the team into the systems of the 

organisation while allowing employees heightened levels of control or the 

governance dimension of teamworking. In addition, the teams would promote 

changes in attitudes and behaviours, described as the normative dimension of teams.  

                                                 

22 Management Team Member, 16 July 2003. 
23 Production Manager, 17 January 2003; Research and Development Manager, 17 January 2003. 
24 Production Manager, 17 January 2003. 
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However, coupled with other aspects of the FrOzone production process, it must be 

acknowledged that the system held many similarities to the lean production system 

defined by Womack et al. (1990). Lean production is based on the principles of 

communication, efficient use of resources, elimination of waste, and teamwork 

(Womack, Jones et al. 1990). However, critics of teamworking programs argue that 

they lead to an increased level of managerial control and work intensity (Parker and 

Slaughter 1988; Delbridge, Turnbull and Wilkinson 1992; Garrahan and Stewart 

1992; Barker 1993; Delbridge and Lowe 1997; 2000; Delbridge, Lowe et al. 2000). 

Soon after the beginning of production at FrOzone, the two Production Managers 

recognised that they were facing too great a workload to fully develop the skills of 

the employees.25 In fact, the workload was such that one Production Manager sought 

employment opportunities elsewhere, leading to a reconsideration of the 

organisation’s structure.26 Importantly for this case study, this vacancy at the 

managerial level meant a reorganisation of the structure of the teams within 

FrOzone. When one of the Production Managers did resign, rather than hiring an 

equivalent replacement, four team leaders27 were employed to assist the Production 

Manager.28 This change had an impact on the level of decision-making left in the 

hands of the teams.  

 

                                                 

25 Informal discussion with Production Manager, 3 June 2003. 
26 Informal discussion with Production Manager, 3 June 2003. 
27 The team leaders were placed in a coordinating role in the two main areas, the red and the green 
sections, for day and evening shifts.  
28 Production Manager, 17 January 2003. 
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As the remaining Production Manager suggests:  

…we need(ed) to put in a (team leader)… What they (the team leaders) know 
and understand is that in five years we would like their position to be 
obsolete and they take up other project work (within TPC). We are only half 
way down the road to (SAWTs) and part of the team leader’s job is to 
educate the staff as to how they make the decisions they need to make.29  

 

It was widely acknowledged by both management and operators that the high 

workload was an indication that management ‘weren’t sharing the learning well.’30 

In other words, production demands were interfering with employee training and 

development and the maintenance of the organisational culture.  

 

The absence of freedoms and responsibilities has been noted as a common cause of 

failure in experiments with team-based designs (West and Markiewicz 2003). Basler 

and Breslin (1991) provide a simulated training program for managers with the 

warning that employee inexperience is a common problem for organisations that 

shift to SAWTs. In an article that serves as a ‘trouble-shooting guide’ for managers, 

Basler and Breslin claimed that generally speaking, management fail to provide 

adequate team skills training. Such a failure results in a substantial change to the 

implementation and the practical operation of teams. The insertion of another level 

within the hierarchy at FrOzone confirms the shift of the teams from the intended 

structure of SAWT, closer to those described as lean teams where many of the 

responsibilities that had been devolved to teams lay in the hands of team leaders 

(Delbridge and Lowe 1997; 2000; Delbridge, Lowe et al. 2000; Morita 2001). 

                                                 

29 2 July 2003. 
30 Production Manager, 3 June 2003. 
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Importantly for this case study, the initial intentions of management were unable to 

be realised and the unintended outcomes were significant for the organisation. The 

determination of production schedules was kept in the hands of management, 

however it is widely acknowledged by operators and manager alike that schedules 

must be fluid to react to the common problems associated with JIT production. In 

this regard, the main problems occur when the ‘perfect symmetry between supply 

and demand’ (Delbridge, Turnbull et al. 1992) fails and products may not arrive 

when expected. As will be explored in Chapter Seven, this is the rare occasion when 

interactions between teams occur, and the team leaders and operators must 

determine the changes in the schedule.  

 

Traditionally, work teams are focused at lower levels of the organisation involving 

workers undertaking responsibility for the day-to-day aspects of their work 

(Marchington 2000). That is to suggest that strategic organisational decisions are 

rarely, if ever, under the purview of work teams. At FrOzone where the structure of 

the teams changed, one unintended outcome was that the level of day-to-day control 

over decision-making for employees was limited. Nevertheless, management viewed 

the maintenance of a level of employee involvement as vital in developing the 

expected corporate culture. As such, the culture that sought ‘self-responsibility’ and 

‘open and honest communication’31 amongst employees, would also rely upon 

managers forgoing some managerial prerogative.  

 

                                                 

31 Research and Development Team Member, 12 January 2003. 
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While most of the transfers of control was away from the workers, management did 

make attempts at incorporating the employees into some decision-making processes. 

One of the first significant transfers of decision-making was in the lead-up to the 

Easter holidays in April 2003. In Australia, many organisations close down for the 

four days of Easter, from Good Friday through to Easter Monday. The FrOzone 

leadership team offered the workforce the opportunity to vote on whether the site 

would be closed for the remainder of the week following Easter.32 A ‘yes’ vote 

would mean an additional four days of unpaid leave,33 but a total of ten days break 

all together. A majority ‘no’ vote would mean that production would continue and 

the plant would only have the four days of Easter shutdown. With a majority of 

employees voting ‘yes’ (69 percent) only six percent voted ‘no’, but 25 percent of 

employees did not vote at all.   

 

While the vast majority of employees indicated that they were happy with having a 

say on the shutdown, there were a few sceptical employees. Given one quarter of the 

employees chose not to vote at all this scepticism should not be ignored or dismissed 

as apathy. What this level of voting abstinence tells us is that although the intention 

of employee involvement initiatives may be well placed, employees may not 

necessarily want, appreciate or accept being involved in decision-making 

(Marchington 1992). Or worse, such arrangements may actually uncover an 

                                                 

32 Importantly, the remaining four days were also school holidays hence, childcare would be an issue 
for the primarily female workforce.  
33 Those employees who had annual leave owing to them were allowed to take these days as annual 
leave if they chose to do so. 
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underlying distrust of management.  For example, operators offer the following 

vignettes explaining why they did not vote in the Easter decision:   

They’ll do what they want to do anyway, won’t they? It all depends on 
production, let’s not kid ourselves.34

 

Big deal eh? Look at our choices, work for shit or have a few days off and 
get nothing. There isn’t a good option in there anywhere is there?35  

 

I guess it’s alright, but it’s not a big deal is it? They make it out to be, but if 
they don’t like the way we vote they just won’t let us vote next year.36  

   

Perhaps unsurprisingly, some members of the leadership team indicated that they 

were challenged when giving up such decision-making prerogatives, and they were 

indeed troubled by the fact that employees may not vote the way the management 

would like.37 Nevertheless, management viewed the voting process as important as it 

contributed to repairing the failing development of the governance dimension of 

teams and employee decision-making in the organisation. 

 

There is very little benefit from differentiating between the FrOzone teams through 

this section as there are few differences. As far as governance issues for the FrOzone 

teams are concerned, the workers in all teams are provided with very few delegated 

powers. They are not provided the opportunity to determine the distribution of work, 

the allocation of team members or the selection and function of team leaders. 

Furthermore, the normative issues or the focus on the attitudes and behaviour 

                                                 

34 9 April 2003  
35 9 April 2003 
36 9 April 2003 
37 Informal conversation with Production Manager, 9 April 2003. 
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necessary to make the teams operate effectively is controlled by management in the 

recruitment process.  Where there is a significant difference between the teams it is 

determined by the technical processes, where the cooking teams have greater control 

over the pace at which the work is performed. The assembly teams are controlled by 

the speed of the conveyor belt and peer and team leader pressure to maintain the 

speed of the machine at a faster than comfortable pace.  

 

6.2.3 Summary of Control and Decision-Making 

Work teams in these new workplaces appear to stem from different practical 

motivations. The teams at PowerGrid are primarily a function of spatial control with 

no transfer over governance or technical issues. However, the teams are provided 

with constrained choices over normative aspects of their team. In comparison, the 

introduction of teams at FrOzone is an example of the managerial intention of 

shifting control to the employees with the integration of technical, governance and 

normative dimensions (Thompson and Wallace 1996) of the teams. The outcome 

would be work teams that would resemble what is commonly referred to as SAWTs. 

However, a lack of adequate training and resources was compensated for by a 

commitment from senior management to maintain a team structure. The introduction 

of teams into organisations can often be a failed exercise with low commitment from 

senior management or a failure to provide sufficient training as commonly cited 

reasons for such initiatives to fold (Walton 1985; Saporito 1986). The result at 

FrOzone was that a different type of team developed, more in line with the notion of 
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lean teams presented by Womack et al (1990) and discussed at length by authors 

such as Delbridge et al. (1992; 2000; 2000), and Garrahan and Stewart (1992). 

 

As mentioned, control can be viewed as two different but related concepts within the 

context of this chapter. This section has considered the notion of control over 

decision-making in two new workplaces that utilise team structures. The next section 

of this chapter will consider managerial control achieved through peer surveillance 

within the workplace.  

 

6.3 Teams as Peer Control  

Teamworking is often initiated as it is viewed as having a positive impact on 

organisational and employees’ performance (Susman and Chase 1986), positive role 

orientations (Parker, Wall and Jackson 1997), increased morale and increased labour 

output (Harris 1992). However, a more insidious aspect of teams is also an important 

part of the team debate. It is argued by some (see for examples: Barker 1993; 

Willmott 1993; Sewell 1998) that teams promote a coercive element that leads to at 

the very least, work intensification. The key to this argument is the notion that 

placing employees into teams leads to peer surveillance where workers implicitly 

and explicitly adopt the traditional responsibility of management in supervising their 

fellow workers. Participants in van den Broek’s study provide fabulous examples of 

team members enforcing the rules of the workplace in lieu of management:  

…an employee was playing a computer game instead of receiving customer 
calls when another employee, who noticed that he was not taking calls made 
a ‘joke’ that they could both play the game. The attention generated from 
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other workers was enough to encourage this person to resume taking calls. 
(1997: 347).  

 

Edwards (1979) identified what he referred to as simple control. If we start by 

assuming that there is a level of legitimacy in the argument that team structures 

provide a coercive peer pressure; then the team can be seen as a mechanism to shift 

control from the supervisor directly as is the case in simple control. This control is 

now accessible to the manager through the actions of every single member of the 

work team. The following section will explore the argument of peer surveillance and 

the coercive nature of teams in the two case study organisations.  

 

6.3.1 Peer Control at PowerGrid 

When employees at PowerGrid speak of their team, most commonly it is in 

phraseology that indicates acceptance of the team structure in a highly individualised 

environment. For example: ‘It’s not really teamwork as such, just more like looking 

after your mates.’38 This is reflective of research presented by van den Broek et al 

(2002; 2004) who argued that there is a distinct and discernable difference between 

‘teams’ and ‘teamwork’. By and large employees within the Nomads and Morning 

Glory teams are not cognisant of their ability to directly influence the work of their 

fellow team members, nor do team members directly influencing their own work. 

Rather, it is simply ‘the right thing to do. You just do your job to the best of your 

ability.’39 Herein, lies the paradox of employee’ acceptance of the team. 

                                                 

38 22 April 2003. 
39 1 April 2003. 
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Continually, employees recognise the rather individualised nature of their work, and 

recognise their inability on a day-to-day basis to work with their team members in 

anything more than a very superficial manner. However, it also appears as though 

the majority of the employees have bought in to the rhetoric of teams in the 

workplace.  

 

Certainly the manufactured fun in the workplace is intended to develop an 

environment where employees are thinking beyond themselves and their workstation 

and about the other employees in the team. While this research was being 

undertaken, the call centre management developed a competition referred to as the 

PowerGames. Measures taken for an individual CSR’s KPIs, such as the number of 

sales, call times (AHT, ATT, ACT) and the adherence to rosters are used to award 

the teams scores. These scores are tallied and the rankings, along with individual 

‘star performers’, are recognised on the large, colourful noticeboard outside the 

elevator at the main entrance to the call centre. High performing employees would 

earn recognition amongst peers, as well as prizes such as overnight stays in 

upmarket city hotels. Team members of the winning team receive the obvious glory 

associated with being a member of the champion team as well as prizes such as 

cinema tickets and shopping vouchers. CSRs indicate a level of enjoyment in the 

games, however at the same time they recognise the coercive nature of discreetly 

manipulated work intensification: 
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…(working hard to reach call targets and increase sales) really puts some 
pressure on you, you know. I can’t let the team down, but on the other side 
it’s nice to know you’re helping out the team.40  

 

Employees at the call centre are rewarded with performance bonuses based in part 

(50 percent) on reaching performance indicators, such as ATT, ACT and AHT.41 

The performance bonus is compared to the average performance throughout the call 

centre. For example, when an employee’s ATT is compared to the floor average, if 

the statistics are higher than 110 percent of the floor average the employee is 

awarded the lowest rating of ‘1’ which indicates the CSR ‘needs improvement’ in 

this area. Between 90 percent and 110 percent of the floor average is rated as a ‘2’ 

and ‘meets expectations’, while between 75 and 89 percent of floor average is rated 

the highest level of ‘3’ and ‘exceeds expectations’.42  

 

The other 50 percent of the performance bonus relates to subjective measures 

observed by the team leader. Every month call centre employees are asked to 

determine, with the support of their team leader, a WISH list. What do I do Well? 

Where can I Improve? What Strategies am I going to use? and How am I going to 

achieve my goals? As a contribution to the performance bonus, the team leader 

makes a subjective evaluation of the CSRs performance in meeting the set goals. 

Examples of commonly stated goals are: improve sales figures, improve compliance, 

increase knowledge of products, reduce talk time etc. The team leader’s evaluations 

remain subjective as there are not explicit values placed on the goals. For example, 

                                                 

40 2 July 2003. 
41 Training and Development Team Leader, 21 February 2003. 
42 Call Centre Documentation, obtained 17 June 2003. 



 - 209 - 

the stated goal may be to ‘improve knowledge of products’ but quantifying how the 

improvement is measured and what level of improvement is expected is impossible. 

A number of employees indicate frustrations with this system, particularly those 

employees who perceive themselves as not being a team leader’s favourite team 

member.  

 

One performance indicator measures the number of sales that a CSR makes 

throughout the week. Team leaders and employees alike recognise that with the shift 

to a deregulated electrical supply and increased competition, there has been a 

distinct movement towards a more sales-focused approach to their work in the last 

two years. With pay bonuses attached to employees attaining personal targets there 

is little question that this is intended as financial motivation and an element of 

maintaining control over the workforce and as a consequence, increasing 

profitability. However, a handful of employees speak of the frustration associated 

with being forced to try to make sales to every caller with whom they have contact. 

According to one CSR: 

If I wanted to make sales I’d go and work at Myer. I’m here to answer calls 
and make sure people have their service connected. I’m not going to do it, I 
don’t care what they say or how much pressure some of the team put on 
me.43  

 

In sum, the actual team’s performance plays no role in the performance bonus of the 

individuals. So, if there was a level of peer surveillance and coercion associated with 

the team structure at PowerGrid, it is not based in motivating team pay systems. Yet, 

                                                 

43 25 March 2003. 



 - 210 - 

employees do speak of the environment where they feel the pressure to conform and 

achieve to ensure that they ‘do not let down the team.’44 Team leaders suggest that 

people were indeed working harder for each other: ‘We are a team. We work as a 

team, we fail as a team and we succeed as a team. Hopefully we succeed more 

often.’45 Clearly, financial benefit is not a reward for peer surveillance, but this does 

not tell us whether peer surveillance really exists. The evidence indicates that it does 

exist to a degree, however only minimally and further, the level of peer surveillance 

appears to vary across teams. As previously mentioned, the labour process and the 

structural organisation of workstations at least in part, prevents employees from 

directly watching over each other to ensure conformity and high levels of 

performance. However, it is clear that the employees at PowerGrid, like employees 

in other call centres are internalising the normative expectations of working within a 

team (van den Broek, Callaghan et al. 2002; Knights and McCabe 2003; van den 

Broek, Callaghan et al. 2004). 

 

In comparison to the other teams, the nature of the calls that come to the loss of 

supply queue means that the LOST members have traditionally spent hours of off-

task time each week. Where there were no calls, the team had previously spent their 

time watching television, playing cards, reading books or talking. One outcome of 

this has been the development of a very strong commitment to each other as team 

members. This commitment, and the desire to retain this work and team organisation 

is referred to in this thesis as having a high level of team cohesiveness. Yeatts and 
                                                 

44 25 February 2003. 
45 Informal conversation: Team Leader, 14 February 2003. 
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Hyten (1998) discussed cohesion in relation to the degree to which team members 

feel affiliated to their team and are compelled to remain members.  

 

When there is a major power outage the LOST can have scores of calls in the queue 

with still only two employees operating the phones. At such times, the LOST may 

perform double shifts (16 hours) before having an eight hour break, and then return 

to the centre to perform another shift. While technology places limits on the work 

there are social properties of the work that are independent of the organisation 

(Woodward 1965). The LOST members hold a privileged position within the 

organisation compared to the other teams. This privileged position is based on the 

freedoms of their work processes and the team use their ‘social properties’ to 

influence each other and develop a high level of team cohesion.  

 

Managerial objectives in the normative sphere are unlikely to be successful if they 

are solely top-down or not underpinned by strong incentives (van den Broek, 

Callaghan et al. 2002, 2004). Demonstrating that this team is quite different to others 

in this workplace, the LOST formulated a level of cohesion that developed to meet 

their own needs firstly, followed by those of management. This is an unusual 

development within a call centre. This cannot be viewed as peer surveillance within 

the context of the panoptic or chimerical control debate. The individuals within the 

LOST are using the team to ‘influence’ their peers in their own interests, rather than 

providing ‘surveillance’ in the interests of management.  
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Prior to and during this research project, the LOST faced a number of managerial 

strategies that were aimed at ‘busting’ the group’s cohesion. However, the team 

faced these attacks in an active and disciplined manner to provide a distinct 

advantage to the employees, rather than to management. Towards the end of the 

fieldwork phase of this research project, a rumour (from an unknown source) began 

circulating that management had planned changes that would lead to a restructuring 

of the LOST. The team members deliberated over the fate that awaited them. Some 

of the most obvious expectations for the LOST were that they would lose a team 

member to the general queue, or perhaps the remote possibility of the LOST being 

disbanded and these calls being redirected to the general queue. The team members 

would sit in their work area and formulate plans to maintain the status quo. 

One day last week one of the girls was on a break and when she arrived back 
the other had asked to be put on general queue - talk about doing yourself out 
of a job. So for a while no one was on loss calls at all. I mean, ridiculous - we 
can’t let her do that, we have to be smart at this point in time or they’ll 
(management) get us.46

 

Clearly, the LOST members are exerting a control over fellow team members – not 

in the interests of management, rather, in their own interests as a team and as 

individuals. 

 

This organisation provides an example of how teams can evolve differently within 

the same organisational structure or indeed, within the same workplace. The notion 

that management intend teams to be ‘the same’, however the teams become 

‘different’ will be developed further throughout Chapters Seven and Eight when 
                                                 

46 1 May 2003. 
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considering cooperation and resistance with the teams. This chapter will now turn to 

the notion of peer surveillance as control in the second case study organisation, 

FrOzone. This organisation demonstrates a similar divergence in the level of peer 

control displayed amongst team members, based primarily on the processes in which 

the teams are engaged.  

 

6.3.2 Peer Control at FrOzone 

With the inclusion of an additional level of hierarchy in team structure at FrOzone, 

there was an increased focus on the normative dimension of the workplace. 

Management’s interpretation of the normative dimension of the team structure 

consists of the contribution which teams can make to a culture where the employees 

are committed to the organisation and their team mates, have pride in their work and 

enjoy a relationship with management based on respect and equality. This section 

considers whether this culture impacts upon the dimensions of peer control. 

Furthermore, this section considers whether the teams at FrOzone differ in terms of 

their ability or inclination to control their peers.  

 

With the exception of the LOST team at PowerGrid (as previously discussed), CSRs 

spend a large portion of their time engaged in interactions with clients. However, the 

immediate absence of the third party (customers) means that the FrOzone employees 

do not have the constant external pressure to conform and to engage in a 

professional manner. Hence, FrOzone employees are motivated to do their work 

through the approach of their managers and team members along with their own 
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individual work ethic. As discussed in Chapter Four, recruitment policies encourage 

the appointment of employees that are deemed to fit the FrOzone culture. The 

expectation of management is that those who progress successfully through the 

recruitment process will have a positive impact on the organisation.47 The 

recruitment process is an attempt to capitalise on the potential for peer surveillance 

and to recruit people who would be more likely to provide a level of peer 

surveillance in favour of management. Indeed, one of the role plays that the FrOzone 

candidates perform is to determine how an employee would get a team member 

‘back on track’ (as described in Section 4.4.2). 

 

Central to the JIT production system is the elimination of waste in terms of 

processes, goods and human effort (Womack, Jones et al. 1990; Kenney and Florida 

1993; Delbridge, Lowe et al. 2000; 2000). To a certain extent, peer surveillance is 

necessary for such a regime to survive successfully. In addition, without the 

employee’s willingness to share their tacit knowledge with their peers on the 

shopfloor, the process of eliminating waste will be less successful. The use of 

quality circles and team meetings has traditionally been the avenue for management 

to gather the tacit knowledge of the shopfloor operators to ‘refine’ the end-to-end 

processes in search of value-adding efficiencies.  

 

The management group at FrOzone made a determined effort to instil in the 

workforce the acceptance of improving quality and reducing waste as an everyday 

                                                 

47 HR representative, 12 March 2003. 
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occurrence, rather than a process that should wait for a team meeting. In essence, 

management are attempting to incorporate quality into everyday team actions in a 

similar manner to that found in previous studies (Mallon and Kearney 2001). 

Knights and McCabe (2000; McCabe 2000) recognise that employees have different 

responses to the teams experience. Hence, it could be expected that not all 

employees are willing to watch over their fellow team members in an attempt to 

maintain a heightened level of production.  

 

Undeniably, there is a mixed response from operators when they are asked to 

consider the flat structure and the expectation that they ensure an appropriate level 

of output from their peers:  

…the choice is either work at 130 percent or tell these guys to get their shit 
together. So what do you think?  How would you like to have to tell people 
to get moving all the time.  It's not good mate.48  

 

I’m not really interested in giving people a hard time if they slacken off. 
What benefit is there to me? Sure, maybe they’ll work a bit harder, but 
they’ll also be pissed off at me and when you work with these people every 
day, that’s not fun.49  

 

You have to get on to them. It’s just not fair if most of us are slaving away 
and a couple [of] people, or one in particular, is a lazy whatever. It might 
make me unpopular sometimes, but it’s the right thing to do.50  

 

Importantly, by recruiting employees who are willing to adopt the normative 

dimensions of the organisation, management are limiting the opportunities for 

                                                 

48 9 April 2003. 
49 3 June 2003. 
50 3 June 2003. 
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employees to develop what is described as the worker ‘counter pressure’ of 

constantly ‘negotiating and renegotiating’ the frontier of control (Hyman 1975: 197). 

Although there are many employees who are keen to contribute to improving 

processes in an attempt to be an integral part of a successful organisation, there are 

also many employees who make rationalisations about the information that they will 

share, and the level of peer surveillance they will engage in. These decisions are 

guided by the workers’ perceptions of the outcome of sharing that information. A 

handful of employees indicated that if they were to find any ways of beating the 

system that will make their life easier, then that information is something they will 

keep to themselves. This will be discussed further in Chapter Eight (Section 8.2.1).  

 

Even within a workplace with a significant focus on the normative aspects of team 

working, it must be acknowledged that employees do not confine themselves to a 

particular course of action. An employee who may share with fellow team members 

an idea in improving one process, may indeed be the employee who withholds 

details about a potential fiddle in another area. In another context, this employee will 

actively share details with other employees, and form a group bond to keep the 

information from management.  

 

Interestingly, the comments that indicate a level of resistance to peer surveillance 

notions and giving up tacit knowledge all come from employees who work in one 

area, the cooking area. These are the production employees at FrOzone who have a 

greater level of control over their work processes. While they can face substantial 
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pressure to reach production targets, they are not obliged to keep up with the 

machine. In some sense, these employees develop a different notion of what it 

means to be in a team. The other teams, including those employees within the hell-

pit, see the benefits of the team as recognising that ‘we’re all in it together’,51 ‘my 

job is bad, so is everyone else’s in here’52 and that ‘everyone needs to do their job 

for it (the assembly process) to work.’ 53  

 

Many employees in the cooking section see their jobs as largely task specific, that is 

to say, one person cooks the pasta, one person cooks the chicken on the belt grill, 

and so on. However, if the team members have some time between processes (for 

example, all the pasta is cooking and there will be 10 minutes before another batch is 

required), then the expectation is that the employees assist other team members. That 

is unless, there is another activity they choose to do, such as taking an extended meal 

break, chatting with other people or hiding in the freezer or toilet as some employees 

admit to doing occasionally. This autonomy is another factor that contributes to 

positive task identity (Hackman and Lawler 1971; Hackman and Oldham 1976). 

These employees are the only group within the organisation that have the luxury of 

deciding what they will do from one moment to the next, and they savour this 

freedom. As at PowerGrid, here too one team is quite different. This is based on the 

processes that they perform, and this requires management to take a different 

                                                 

51 9 April 2003. 
52 3 June 2003. 
53 12 March 2003. 
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approach to the employees within this section. This difference has implications for 

the issue of peer surveillance activities within the teams.  

 

The design of the assembly teams mean that 20 employees are divided between the 

workstations of two conveyor belts. The pace of the machine controls the pace of the 

work the team members must perform. Similar to other forms of machine-based 

pacing, if employees do not keep pace with the machine, they will face 

consequences. One consequence is pressure from other team members to work 

faster. Lupton (1964) found that if the employees are unable to keep up after a few 

weeks of training they are viewed as unacceptable by management and asked to 

leave. While this hardline approach is not taken by management at FrOzone, the 

failing employees are faced with the decision to leave or conform. Again, the 

recruitment process is central in attracting employees that are more likely to 

conform.  

 

This pressure to conform is not as strong in the cooking teams as the processes are 

based on individualised work stations (compared to the sequential interdependency 

in the high-risk section) and the employees’ determination to control their pace of 

work. The job cycle and processes simply allow greater levels of employee control. 

Not all processes provide employees full control as some tasks are computerised. 

However, those tasks that are computerised give the employees large portions of off-

task time. This in turn provides employees with high levels of control over their non-

primary tasks. Provided employees are completing their own workload there is little 
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pressure from their fellow team members. Hence, peer surveillance and coercion is 

greater, but not extensive in the team that shares assembly line work processes.  

 

6.3.3 Summary of Peer Surveillance  

Call centres represent the focus of a recent debate on peer surveillance in the 

workplace. The employees at PowerGrid represent a mixed picture in terms of peer 

surveillance. Some employees suggest that they feel the pressures to conform and 

improve their performance for the benefits of the team, while other employees 

suggest that they resist, or do not feel any pressure in this regard. Furthermore, no 

performance bonuses are paid based on team performance. If team-based pay 

systems are used to motivate team performance, surely individual-based pay systems 

would do nothing to motivate team performance. In an interesting development, the 

members of the LOST engage in a level of peer influence, differentiated from peer 

surveillance as the outcome is to the benefit of the team commonly at the expense of 

managerial goals.    

 

Following the pattern of the general queue CSRs, there is no distinct pattern in terms 

of peer surveillance at FrOzone. Certainly, employees recognise the pressures placed 

upon them by other employees, or indeed the pressure that employees must place 

upon others. However, there are numerous employees who reject the notion of 

coercive pressure from teammates. While these findings both partially support and 

partially reject the notion of peer surveillance in teams, this does support the 
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argument offered by Knights and McCabe (2000; McCabe 2000) that employees 

have different experiences of teams.   

 

6.4 Conclusion 

In this chapter, control has been considered as two separate issues. Firstly, this 

chapter examined the notion of who controls the decision-making processes within 

each of the two case study organisations. This was followed by an examination of 

teams as a managerial tool to control the workforce through peer surveillance. The 

management of the PowerGrid call centre aimed for all teams to be viewed as equal, 

yet one team evolved to be different based on the processes in which this team is 

engaged. FrOzone also provides us with an example of a worksite where teams were 

intended to be the same, employees were intended to be equal, and yet one team 

developed differently, based upon the work processes in which these team members 

are engaged. The atypical teams in each of these workplaces have a greater level of 

off-task time. The following chapter will further illuminate the manner in which 

cooperation is manifest within the atypical teams in each of these new worksites.  
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Chapter Seven 

Work Teams, Cooperation and Commitment 

7.1 Introduction 

Commonly cited benefits of organising workers into teams are the increased level of 

cooperation and commitment from employees. This chapter delves into the issues of 

cooperation and commitment amongst the teams within the two case study 

organisations. It has already been established throughout this thesis that several of 

the teams considered have limited levels of task interdependency suggesting that 

while there are teams in the workplace, there are limited levels of teamworking. This 

chapter will examine how the cooperative actions (that can be reasonably expected 

to have positive impact on the organisation) are influenced by teams. This chapter 

relies on the definition of cooperation presented in Chapter One that cooperation is:  

 

The level and extent of direct interactions between workers that results in, or 
would be reasonably expected to result in positive outcomes for the 
organisation. Such actions are to be considered in addition to formalised and 
codified work roles. 

 

Firstly, this chapter will consider the issue of team members cooperating with 

members of their own team. Following this, there is an examination of whether 

teams interact and cooperate with other teams, or individual team members 

cooperate with other teams in the workplace. This is described as the level of inter-

team cooperation. Thirdly, this chapter will explore the experiences of employees 

when they commit to their team. Finally, this chapter will investigate the manner in 
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which employees provide broader commitment to the organisation. Discussion will 

focus around whether the team has an impact on this commitment. This chapter 

argues that a team’s level of off-task time has a direct impact on the level of 

cooperation within and between the teams. However, it is found that employee 

commitment, firstly to the team and secondly to the organisation is not directly 

influenced by the team.   

 

7.2 Team Members Cooperating?  

Central to many definitions of what is required for a group of workers to be regarded 

as a team in the workplace is task interdependence. This is where the notion of 

‘teamworking’ departs from the notion of ‘teams’ (van den Broek, Callaghan et al. 

2002, 2004). Knights and McCabe (2000: 1483) suggest that there are problems with 

developing exhaustive coverage of the content of teamworking, and that ‘if any one 

of the features is a criterion, then teamworking would exist everywhere but if all 

have to be present, then it is probably nowhere’. This thesis has argued that the 

teams, not necessarily teamwork constitute an important aspect of organisational 

design. Although there are limited levels of task interdependence, the teams serve a 

variety of purposes in the production process, including the streamlining of rostering 

processes, spatial or geographical forms of control, hopes for quality improvements, 

social development and attempts at developing and maintaining cultural uniformity.  

 

It has been suggested that people who are engaged in cooperative processes 

generally have more positive relationships within the group, lower levels of 
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absenteeism and group drop outs, and feel committed to achieving group objectives 

(Johnson and Johnson 1997). This section of the thesis will explain the manner in 

which employees cooperate with their fellow team members and how this may 

create positive outcomes for the organisation. Task interdependence is not essential; 

however, engaging in activities that are beyond the codified and expected production 

processes is important.  

 

7.2.1 PowerGrid 

It is well established that call centres are workplaces with individualised work 

processes (Zapf, Isic et al. 2003; van den Broek, Callaghan et al. 2004). 

Consequently, there appears to be a paradox between the processes and the 

organisation of employees into teams where task interdependence is a common 

expectation. Chapter Six considered the level of control which CSRs at this call 

centre have over governance, technical and normative aspects of their work and 

stated that for the most part, employee control was quite limited. With limited 

control and minimal interaction it could reasonably beexpected that cooperation 

between CSRs would also be restricted.  

 

This ‘reasonable expectation’ is borne out amongst the Nomads and the Morning 

Glory teams. Members of these two teams simply have limited opportunity to 

interact with their fellow team members. There are very few occasions when CSRs 

are able to consult with a neighbouring CSR to resolve a work-related problem or to 

answer questions. Within the team of 19 individual CSRs, it would occur perhaps 
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three to four times in a shift. This is certainly not a high-level of task 

interdependence or cooperation. One key reason for the infrequency of such 

occurrences is that such cooperation relies upon at least one CSR being off-line in 

order to assist another. When employees have very limited visual contact with their 

neighbouring workstations, it is difficult for a CSR to be aware when others at an 

adjoining workstations are off-line.  

 

Employees have the opportunity to interact when decorating their work area. As 

mentioned in the previous chapter, many employees find this interaction a positive 

aspect of their work time. In addition, there are opportunities for cooperation in team 

meetings. The individual CSRs determine the level of cooperation in which they 

engage; however, KPIs based on the employee’s involvement in team meetings 

places a financial incentive on positive interactions. Nevertheless, cooperative 

interactions remain fairly limited.  

 

CSRs at PowerGrid are far from a homogenous group of workers and display quite a 

high level of diversity in their reaction to a range of workplace issues. On the issue 

of cooperation between team members, comments range from the frustrated and 

bemused, to more acquiescent responses. For example: 

Well there isn’t a whole lot of opportunity to cooperate with the others when 
we’re always under pressure to take calls…(it) makes me a little frustrated to 
say the least.1  

 

                                                 

1 25 March 2003. 
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…I guess now that I think about it, there isn’t a lot of it (cooperation) going 
on, we just get through the calls.2  

 

(When responding to the researcher) You’ve been here a while now, you 
know what we do…We’re just stuck in our chairs, do our stuff and go home. 
I’ve worked in call centres where there’s more interaction and cooperation 
but its different work here.3

 

I think it’s (cooperation) an important part of our work, particularly in team 
meetings. If we don’t get involved and help each other at team meetings then 
what’s the point?4  

 

It’s neither here nor there. We don’t have much to do with each other.5

 

Clearly, the team structure provides little in relation to positive acts of cooperation 

between these employees.  

 

However, the LOST have large portions of time without their primary task driving 

their work activity. As a result, these team members often have the opportunity to 

engage in cooperative activities in order to progress their work. For example, the 

LOST employees are able to communicate with each other about call patterns from 

particular suburbs or areas to locate a problem before it appears on their database. 

While not a codified aspect of their work, this cooperation provides the LOST CSRs 

with a benefit to the organisation and to themselves. The LOST are able to provide a 

higher level of service to the customer, hence limiting the negative feelings that the 

employees in this call centre and others (for example Wray-Bliss 2001) often 

                                                 

2 25 March 2003. 
3 13 May 2003.  
4 25 March 2003. 
5 13 May 2003. 
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associate with failing to provide adequate service.6 To illustrate how this sort of 

cooperative practice occurs and benefits the LOST, the following example is 

provided.  

 

In some urban areas, it is common for branches to fall from trees and damage power 

lines. The first people to notice are the consumers who have lost power. The 

consumer does not know what has caused the outage, but they do expect to be able 

to know when power will be restored. Their first call will be to the LOST, who after 

just one or two such calls, recognise what the problem is likely to be and 

communicate this information to each other. It is not uncommon for the LOST to 

know about the outage even before the PowerGrid database records the details of the 

affected customers, dispatches a team and resolves the problem. By cooperating in a 

manner that is not codified but which makes sense to the operators as a means of 

improving service, the LOST employees are able to tell any further callers that 

PowerGrid is aware of the problem and will have it resolved as soon as possible. 

When further details about the outage are placed on the database, the LOST are able 

to provide the customers with those details. However, not cooperating and sharing 

this information with each other would lead to a lower grade of service, more angry 

customers, and increased frustrations for the LOST CSRs.  

 

Furthermore, the LOST actively engage in other forms of cooperative work practices 

during periods of low call activity. They will readily share each other’s workload; 

                                                 

6 LOST CSR, 18 March 2003. 
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for example, if incoming calls are sporadic and one employee is ‘desperately’ trying 

to finish a training module, the other CSR will allow her that opportunity by taking 

all the calls. It is just as likely however that the desperation may be to finish a 

chapter of a novel, read the latest tabloid magazines, or watch their favourite 

television programme. In addition, the LOST actively cooperate with each other in 

organising their shift-roster. The team leader recognises that by giving the team the 

roster to ‘sort out’, the additional activities will ‘keep them busy’ and relieve the 

team leader of an expected duty.7  

 

The LOST members place a great deal of importance on their cooperative 

interactions. That is not to say that all interactions between members of the LOST 

are cooperative as will be discussed in Section 8.4.1. Team members also recognise 

that their different work patterns provide them with the freedom and responsibility to 

actively cooperate with each other. For example: 

We have to be aware of what’s going on because we can be dealing with life 
and death situations in our calls. The general queue don’t have anything like 
that. We are always talking to people about (power) lines down, or (power) 
poles falling down and these things can be deadly. So we have to be able to 
communicate with each other when something’s on.8   

 

…the reality is we have more freedom than the rest of the call centre. We’re 
not always on the phones so we can help each other with different things as 
they arise. We don’t have to go to the team leader all the time.9

 

                                                 

7 LOST Leader, 17 June 2003. 
8 LOST CSR 18 March 2003.  
9 LOST CSR 25 March 2003.  



 - 227 - 

These interactions result in positive outcomes for the team, the employees and the 

organisation. The reason this team engages in such cooperative interactions is 

because they have the freedom associated with increased autonomy and a heightened 

level of off-task time. A similar pattern emerges within the FrOzone teams. Those 

teams with greater levels of off-task time, that is, the two cooking teams, have the 

freedom to engage in a higher level of cooperative work practices within their teams.  

 

7.2.2 FrOzone 

At FrOzone the notion of cooperative work practices is very broad, covering almost 

any interaction in the workplace. However, this cannot be accepted as cooperation 

between team members. For example, the assembly teams have 10 people standing 

in their positions along a conveyor belt, with each person having a distinct and 

separate task to perform when assembling a meal. While this has been referred to as 

‘sequential interdependency’ by Sharpe (2002: 272), the label of team does not make 

this any different to the processes involved with 10 independent individuals 

performing the tasks. For cooperation to exist there must be more than simply 

consenting or complying to perform the minimum independent aspects of the role. 

Some form of going beyond minimum expectations to cooperatively assist another 

team member must be present. 

 

However, cooperation rarely occurs in the assembly teams, not because of a lack of 

willingness on the part of the employees, but due to the work processes. As was 

mentioned in Table 5.4 (Section 5.3.2) the assembly teams spend approximately 95 
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percent of their day on their primary task, working in individualised workstations on 

a conveyor belt. But even though this leaves little opportunity to cooperate with 

other employees, it does occur. For example, employees are provided with the 

freedom to rotate positions on the line, and employees generally take a cooperative 

approach to such control (however, this also can cause conflict as detailed in Chapter 

Eight). This is little compensation for employees in these monotonous processes 

who face what has been referred to as ‘spiritual death, brought on by a lifetime of 

boring, monotonous and meaningless work’ (Gartman 1979: 193).  

 

In addition, when employees are taking meal breaks in this section, the whole team 

must have their break together and for hygiene purposes, the machines and work 

area must be cleaned. The cleaning process takes approximately 10 minutes and 

occurs two to three times each shift. Observations throughout this time indicate a 

greater level of interaction because not only are the team members no longer fixed to 

a workstation, but they also have the desire to get the area clean so their break can 

begin. Again, interaction is expected and essential to complete the minimum tasks.  

 

In comparison, there is a much higher level of cooperation between members of the 

cooking teams. Again, the cooperation is due to the processes in which these team 

members are engaged. A person cooking a pasta sauce for example, will spend 

approximately 45 minutes following instructions on the computer programmed 

pressure cookers. However, after initiating the process with the first ingredients, the 

employee will have perhaps 10 minutes before they are again required to be actively 
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involved in the process. The team members are provided with an opportunity to 

engage in cooperative actions that assist other members of the team. Some examples 

of these actions include clearing soiled pieces of equipment, or collecting ingredients 

for other team members. While management expect these employees to perform 

some secondary duties, the individual team members have the autonomy to decide 

how to spend the time when they are away from their primary tasks.  

 

Some employees within this section also develop quite thoughtful acts of 

cooperation. For example, some employees will collect clean cloth gloves for 

colleagues who are working with partially frozen meal ingredients, or they will 

complete a colleague’s paperwork, a task that many employees find tiresome. 

Despite differences in the levels of thoughtfulness, many acts of cooperation occur 

daily in the cooking team. This is reflective of many aspects of SAWTs. There is a 

degree of task interdependency, although only minor. As mentioned in Chapter Six, 

the employees maintain only moderate control over decision-making and much of 

this control is focused on the employee’s off-task time. This limited control is 

enough to make the cooking jobs the ‘preferred’ jobs within the processing plant.  

 

At FrOzone, employees provide the following comments on the differences between 

the levels of cooperation between individuals in the different teams:  

It’s tough in our section (the red section) because you’ve just got to keep 
going. Scoop of mash (potato), scoop of mash, scoop of mash, but we’d help 
out each other whenever we can, I guess.10

 
                                                 

10 2 April 2003. 
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If I’m down here putting vegies in the meals I’m not sure how I’m expected 
to cooperate with someone at the other end of the line putting in chicken 
fillets or something.11

 

You can get a bit tired of doing the same thing all day…one of the best parts 
of it is that we can decide ourselves, we don’t have to ask or wait to be told. 
If I want to move, then I ask a mate and we swap and that’s that.12

 

In the green section: 

Yeah, we’re always doing stuff to help each other out. And I guess around 
here (in the green section) we can because you aren’t stuck doing the same 
thing so we have a bit more freedom.13

 

It’s what it’s about isn’t it, cooperation? That’s all part of the team thing.14  
 

I’ll tell you when we cooperate the most is at meal time, break time. We have 
to communicate with each other, we have to consider each other’s 
preferences and we have to cooperate otherwise we’d all be taking breaks 
together and things could turn ugly very quickly.15

 

In relation to cooperation in the workplace, the team is more relevant and more 

influential when the work processes allow for an increased level of interaction due to 

higher levels of off-task time.  

7.2.3 Summary 

In each of these new worksites, managers have made attempts to develop equality 

between employees and between teams. However the processes in which each team 

are engaged have undermined managerial goals of equality. Employee cooperation 

                                                 

11 13 May 2003. 
12 2 April, 2003. 
13 30 April 2003. 
14 30 April 2003. 
15 2 July 2003. 
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and task interdependence is commonly seen as central to the presence of teams in the 

workplace (Jackson, Sprigg et al. 2000; Sprigg, Jackson et al. 2000). However, this 

thesis supports the proposal by van den Broek et al. (2002; 2004) that there is an 

important distinction between teams and teamworking. Most teams in these 

organisations have low levels of task interdependence. However, a pattern emerges 

that while both organisations place an importance on the teams being equal and the 

same, there are distinct differences. The teams with greater amounts of off-task time 

engage in greater levels of cooperation between employees within teams. For these 

teams there is a clear benefit in engaging in cooperative practices and this has a 

flow-on effect for the organisation. Where individualised processes are coupled with 

high amounts of on-task time, the level of cooperation between employees in teams 

is almost completely absent. The following section moves from the level of 

cooperation within teams to the levels of cooperation between teams. 

 

7.3 Cooperation between Teams?  

This section will expand the focus slightly from the teams considered throughout 

this thesis. Where any of the seven teams that are studied here engage in acts of 

cooperation with any other team within the workplace, such acts will be considered. 

The reason for this is that although the focus of this thesis remains on three teams at 

PowerGrid and four teams at FrOzone, these teams are not limited to their 

interactions with each other. By limiting this section to the previously considered 

teams, an inaccurate portrayal of team interaction and cooperation within these 
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worksites would be presented. The role of other teams in cooperative interactions 

will be defined wherever appropriate throughout the following section.  

 

7.3.1 PowerGrid 

In a similar story to the level of cooperation within teams at the PowerGrid call 

centre, employees are largely chained to their machines and unable to engage in 

cooperative practices with other teams. While there are comments from employees 

who are quite willing to suggest that they help out other CSRs, ‘whether they are in 

our team or not’,16 the reality is that there are limited in any opportunities to interact 

with members of other teams. The obvious variation to this pattern is when members 

of the Nomads are stationed within another team’s area and are able to engage in the 

limited levels of cooperation mentioned in the previous section. Strictly speaking, 

this is a CSR engaging in actions of cooperation with a CSR from another team. 

However, as was mentioned in Section 5.3.1, Nomad CSRs are essentially coopted 

into membership of another team for a day. Hence, it is difficult to define these rare 

cooperative interactions as inter-team acts of cooperation.  

 

Interaction between teams most commonly occurs at the level of the team leader. 

The team leaders suggest that this is simply because the team members do not have 

the opportunity to interact with CSRs from other teams: 

We spend most of our time at our desk … if there are problems the team 
leaders will often communicate through the day with other team leaders. For 

                                                 

16 22 January 2003. 
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example, if an issue arises we’d say to other team leaders, “We’re getting a 
lot of calls about this, we’re doing this, what are you doing?”17

 

Again, it is the LOST employees who are able to engage in higher levels of 

cooperative activities with other teams. Interestingly, this is not activity that the 

management encourage or condone. Furthermore, the LOST members do not need 

(or necessarily want) to engage in cooperative work practices with other teams; 

rather it is usually members of other teams who approach the LOST members. Due 

to the fact that the LOST members have significant amounts of time when they are 

not engaged in their primary task, they are often approached by CSRs from nearby 

teams who have problems to resolve. In the first instance, the CSR will often attempt 

to contact their team leader, however if the team leader is busy and the problem has 

a degree of perceived urgency, CSRs will commonly approach the LOST for advice.  

 

The LOST have a much lower rate of labour turnover than the general queue staff 

and many new CSRs see the LOST members as experienced organisational 

members. As a consequence, when team leaders or seniors are not available, seeing 

the unoccupied LOST members is a welcome sight to the harried CSR. While this 

pursuit is actively discouraged by the management team, numerous CSRs approach 

the LOST daily. The reason for management’s discouragement of CSRs approaching 

the LOST returns to the goal of developing equal teams in this new worksite. The 

management seek to have all teams viewed as equal regardless of the role they play 

in the service delivery. By allowing CSRs to refer problems to the LOST, there is a 

                                                 

17 Informal conversation with team leader, 16 January 2003. 
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further development and maintenance of the elite team myth that management are 

working to dispel. The LOST are perceived by many CSRs as elite and, therefore, 

better than the other teams because they have more knowledge, experience and 

skills. The LOST hold a privileged status in relation to their tasks, their wages and 

their status within the call centre. Having one team with a privileged status has 

presented numerous challenges for the management of the call centre. The next 

section of this chapter examines inter-team cooperation at the food-processing plant. 

Again, cooperation between teams at FrOzone follows a similar pattern to that at the 

call centre. 

 

7.3.2 FrOzone 

While the interaction and potential for cooperation between the teams studied in this 

thesis remains at a very minimal level, there is interaction with other teams. 

Following a similar pattern to the manifestation of cooperation within teams, any 

cooperation between operators on the assembly teams and members of other teams is 

essentially non-existent. The lack of interaction and cooperation between teams is a 

result of the process requirements and low levels of off-task time. However, 

operators in the cooking section do engage in a greater array of cooperative practices 

with other teams. These actions are not with the operators in the assembly teams but, 

rather, with other teams in the workplace or with team leaders.  

 

For example, should there be a failure in the goods delivery aspect of the JIT system, 

the cooking section must cooperate and coordinate with the team leader from the 
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assembly section to determine the most beneficial change to production. 

Importantly, these decisions must be made quickly and with both parties bringing 

important information to the decision-making process. Certainly, this may be viewed 

as little more than problem-solving processes common to any JIT operating system. 

However, the important aspect to consider for the purpose of this thesis is that the 

cooking teams hold privileged positions. These teams have the task freedom to 

become involved in the cooperative decision-making processes because, only the 

team members with comparatively high levels of off-task time can engage in such 

cooperative acts.  

 

Other areas of cooperation that are specific to the operators in the cooking team 

include a high level of interaction with the R&D team. According to Kenney and 

Florida, the integration of the R&D teams and the factory teams ‘is being recognised 

as ever-more crucial to industrial success’ (1993: 63). The R&D team are a small 

band of highly skilled chefs, experienced food technologists and microbiologists 

who develop the meal ideas (FrOzone 2001).  

 

Once the conception of a meal idea is complete and the menu processes are fed into 

the mainframe computer, the R&D team rely heavily on the cooperation of the 

cooking teams. Importantly, the R&D team rely on the cooking teams for feedback, 

which is a formalised process, and also for cooperative acts that go beyond 

consenting to formal processes. The members of the cooking teams are able to 

incorporate their knowledge in the use of the cooking equipment. If the processes are 
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not working effectively, the cooking team members will discuss the issue with the 

R&D team.  

 

Employees from both the R&D and the cooking sections indicate that there is a high 

level of interaction and communication occurring regularly between the teams. It is 

interesting that at the same time members from both areas suggest that the other 

sections are often merely providing lip service. Members of the R&D team suggest 

that if they actively involve the production workers in the stages of development, 

then that resonates in the levels of interest and pride the production staff have in 

their work. One member of the R&D team states quite candidly: 

…they’ve got a tough job out there…and they can help us out, that’s for sure. 
But sometimes, I get the feeling that they are coming and talking to us about 
things just to get out of doing what they’re supposed to (be doing).18  

 

A similar pattern emerges with the interactions between operators in the cooking 

teams and the highly skilled QA team. While the cooking team have greater amounts 

of off-task time resulting in their ability to interact directly with the QA team on a 

regular basis, cooperation with the assembly team remains at the level of team 

leaders.  

 

7.3.3 Summary 

In these new worksites, inter-team acts of cooperation that go beyond the formal and 

consensual occur at different levels. However, similar patterns emerge between the 

                                                 

18 9 July 2003. 
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organisations. In the call centre, inter-team cooperation occurs between team leaders 

in the general call queue. However, the LOST team hold a privileged position that 

permits higher levels of inter-team cooperation despite management attempts to 

remove or, at the very least, minimise this unsanctioned cooperation. At FrOzone, 

the cooking teams also hold a privileged position and as a consequence engage 

cooperatively with members of other teams.  

 

Ditton (1977: 81-84) recognises that ‘scope and opportunity’ are two factors that 

influence an employee’s ability to engage in workplace theft and pilfering. On the 

basis of comparing an employee’s level of control, Ditton’s claims can be 

transferred to the notion of acts of cooperation in each of these new worksites. 

Where teams face a high level of off-task time, they have a greater scope and 

opportunity to engage cooperatively with members of other teams. Where the teams 

have low levels of off-task time, the inter-team cooperation is performed at a team 

leader level as the team leaders have the scope and opportunity. This chapter will 

now turn to an analysis of the employee’s perceptions of their commitment to their 

teams.  

 

7.4 Employees Committing to the Team?   

Central to the popularity of teams in the workplace is the assumption that employees 

will feel a sense of commitment to their fellow team members and respond with an 

enhanced individual workload (Barker 1993). The expected consequence of this is, 

of course, improved organisational productivity through the sum of the total 
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individual increases. Important in developing this commitment to the team is the 

level of employee identification with the team or socialisation within the team 

(Corbitt and Martz 2003). Social identity is important in teams as is the distinction 

between a team and other groups within the organisation. Team members must have 

a clear sense of who is and who is not on the team, along with a collective sense of 

responsibility for the team’s success (Groesbeck and Van Aken 2001). In short, for 

organisations to benefit from the implementation of teams, employees must feel 

committed to the team. Such commitment is closely related to the level of 

cohesiveness within the teams.  

 

The following sections explore the level of cohesiveness between team members and 

how this manifests itself as employee commitment to their team. Unlike the previous 

sections where the level of off-task time had a direct bearing on team cooperation, 

different factors appear to influence an employee’s commitment to their team.  

 

7.4.1 PowerGrid 

The teams at PowerGrid are distinctly different due to a number of factors: team 

members generally sit within the same area of the worksite; team members 

commonly have team meetings together; and teams have the responsibility to 

develop a team name and decorate their work area. However, this does not 

necessarily transfer into a high level of cohesiveness and commitment to the team. 

Again, illustrating the heterogenous nature of call centres, the team in which 
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employees work and the processes in which they are engaged result in different 

experiences (Knights and McCabe 2000; McCabe 2000).  

 

The Nomad team members have very low levels of cohesiveness and commitment to 

their team. Perhaps this is not surprising, given that Nomads spend their worktime in 

other teams. It was discussed in Chapter Six that at the beginning of 2003, the 

Nomads were provided with an opportunity to sit together with a goal of developing 

relationships within the team. One interesting outcome from this exercise was the 

realisation from many of the team members that they have very little to do with each 

other and do not have any ‘team space’.19 As a consequence of this realisation, one 

of the team members has taken it upon herself, with the blessing of the team leader 

and the rest of the team, to develop a website for which only the Nomad team 

members will be given access. This website would allow an area for regular 

communication between team members in an attempt to increase their interactions 

and cohesiveness. So even though, they will remain a team without a common 

workspace, they will have their own area in cyberspace.  

 

The CSR responsible for the website revealed that there was no ‘release’ time 

allowed for the development of this website, although it would be done within the 

PowerGrid domain. In an ironic twist, the CSR who was designing the website for 

the team is planning to leave for a future career in web-design, while her motivation 

for her volunteer work on behalf of the teams was to gain experience that would aid 

                                                 

19 1 April 2003. 
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in a future exit. With such a low level of cohesiveness, it would be questionable 

what additional benefits would be derived from those employees who are organised 

into a team.  

 

In comparison, Morning Glory team members have what can be defined as a 

moderate level of cohesiveness and commitment. This is most clearly demonstrated 

through involvement in the games that are used in the call centre and which Alferoff 

and Knights (2003) recognise is a means of increasing commitment and 

productivity. Morning Glory team members comment regularly about how much 

they enjoy their team and whether they would or would not like to be involved in 

another team.  

I think that much of the team’s success relates to personalities. When you 
have a good team leader it can be really good and you want to stay together 
as a team and enjoy it. But you know what they say about one bad apple, I 
think it’s the same in teams.20

 

We don’t really do much as a team, but it’s still important. I work hard and 
hope that others do as well. I wouldn’t like to be in another team, I don’t 
think. I guess one day I might have to, but I like it where I am.21  

 

Fostering this commitment is one goal of teams in the workplace. However, the 

introduction of opportunistic policies of job-rotation as mentioned in Chapter Five 

(section 5.5) is likely to have an immediate negative effect on employee morale. 

While people are not rotating through different tasks, rotation through different 

teams may have a similar effect. Job rotation is suggested to have a positive impact 

                                                 

20 5 March 2003.  
21 5 March 2003. 
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on employees (Hackman and Lawler 1971; Hackman and Oldham 1976). It is 

questionable whether the benefits of job rotation would compensate for the negatives 

in a workplace with such individualised work processes and yet a high reliance upon 

the normative aspects of the team structure. As stated, there are a number of 

employees that have low commitment to their team. However, many do develop a 

high level of team commitment. Disrupting these relationships by shifting 

employees to a different desk without even a minimal change to their tasks may not 

provide any net gains for the organisation.   

 

Shifting attention to the Loss Of Supply Team, we see a different approach from the 

team. The LOST members work in pairs, and very rarely are there ever more than 

two LOST CSRs on the telephones at one time. Team meetings are even less 

frequent for the LOST than other teams in the workplace. In fact, LOST employees 

are incorporated into other teams for meetings of importance. Despite the difficulties 

of getting all LOST employees together at one time in the workplace, the team 

members have developed a very strong level of team cohesiveness. Furthermore, 

low levels of turnover in this team (one employee in five years) has enhanced the 

level of cohesiveness. Cohesion is further augmented by LOST workers spending 

time together outside work hours. But far from providing an additional (horizontal) 

level of control for management at the call centre, the strong level of team 

cohesiveness with the loss of supply employees provides many challenges for 

management. These challenges are discussed throughout Chapter Nine. In this 

organisation, the team with higher levels of off-task time formulated a level of 
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cohesion that developed to meet their own needs firstly, followed by those of 

management. This is not the pattern of commitment that appears at FrOzone.  

 

7.4.2 FrOzone 

There is an interesting difference between the levels of operator commitment to the 

teams at FrOzone and the teams at the call centre. In the call centre, the ACD system 

is used to roster and plan meal breaks for employees in the teams, however the 

employees take their breaks individually. At FrOzone, the breaks are determined by 

the operators or the team leaders. Certainly the timing of breaks are determined by 

stages of production. For example, if a team was in the middle of a ten thousand-

meal run, they might be unlikely to stop for a meal break. The important difference 

is, all teams at the call centre have breaks as individuals, and the cooking teams at 

the processing plant determine their breaks and often take them as individuals. 

However, due to the constant nature of an assembly line, it is more appropriate for 

the whole assembly section to take their breaks together. As a consequence, the team 

works as individuals completing their processes; however they have rest periods as a 

team.  

 

Where the assembly team engage in limited acts of cooperation due to their work 

processes, yet are availed with comparatively high levels of social interaction on a 

daily basis, the team members develop friendships. The assembly operators develop 

a high level of cohesiveness and commitment to their team through the ability to 

share substantial amounts of time together. As assembly team members tell: 
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You work with people everyday and you don’t really get to know them 
necessarily, certainly not in the work we do. But when you have an hour a 
day on breaks and you sit around…talking, you get to know and really like 
these people.22  

 

I’ve got some very close friendships here through this team. It helps a bit 
with the work because you know people are going through the same thing as 
you. When it’s tough, you’re not alone – you have some good friends with 
you.23

 

What this suggests is that it is not the work or the environment or the culture that 

necessarily develops a level of team cohesiveness. What appears more important in 

contributing to the level of cohesiveness in this workplace is the ability of the 

employees to engage socially with the members of their team. This is not a new idea. 

This recognition goes back to statements from the Hawthorne researchers (Mayo 

1949) and the Tavistock Institute (Trist and Bamforth 1951) that claim there are 

benefits to organisations that recognise the social needs of employees in the 

production process. However, the social needs of the employees are met in break 

periods, not integrated through the production process. This reflects the commitment 

to a ‘gossip circle’ (Cunnison 1966) rather than a SAWT. 

 

Furthermore, while the management team promote a message of equality amongst 

employees and sameness between teams, the teams have evolved quite differently. 

While the cooking teams hold a privileged position in terms of greater off-task 

freedoms, it is the assembly teams that have higher levels of cohesiveness and 

commitment to the people with whom they complete this work. Furthermore, while 
                                                 

22 26 March 2003. 
23 26 March 2003. 
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the cooking teams hold this privileged status, the employees have a commitment to 

maintaining their presence in the area of the factory in which they work, rather than 

to the individuals with whom they work.  

 

The employees in the cooking teams recognise the fact that they are in the work area 

that is preferred by the vast majority of employees. The cooking team employees do 

not want to leave their team. However, this has little to do with the social 

commitment to fellow team members. Rather, the motivation to remain in the 

privileged team regardless of who their fellow team members may be, is motivated 

by the freedoms associated with the privileged team just as at PowerGrid with the 

LOST. This attitude provides many challenges to management. These challenges 

will be discussed in Chapter Eight.  

 

7.4.3 Summary 

The two case study organisations share similarities in that the teams with greater off-

task time have greater opportunity and scope to engage in cooperative actions that 

go beyond the formal rules. However, there is an interesting difference in the levels 

of commitment and cohesiveness within the teams. At the call centre, it is the teams 

that have limited time together in the workplace as a team but long periods of off-

task time that demonstrated high levels of cohesiveness and commitment. In 

contrast, at the processing plant, it is the teams with higher levels of off-task time 

that demonstrate lower levels of commitment and cohesiveness. At FrOzone, the 

teams that face more arduous work processes but take their meal breaks together 
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have developed a much greater level of commitment and cohesiveness to their team. 

Perhaps not surprisingly, those employees who hold a privileged position with their 

team appear to be more committed to maintaining their privileged positions than 

with maintaining a team identity.   

 

7.5 Teams and High Commitment to the Organisation 

Like many terms in the managerial arsenal, ‘commitment’ is an ambiguous term. 

Within the employment relationship, commitment is often used to describe an 

employee’s acceptance and belief in their organisation’s goals and values, rather 

than their job, occupation or trade union (Guest 1987). There is an assumption that 

employees who are committed to the organisation will be more satisfied, more 

productive and more likely to want to remain within the organisation (Guest 1987). 

According to some OB researchers, employees who are effectively committed to the 

organisation are more likely to engage in discretionary work effort (Moorman, 

Niehoff and Organ 1993; Bishop, Dow Scott and Burroughs 2000). Commitment is 

contrasted with employees who are engaged in resigned behavioural compliance, 

which is argued to be characteristic of conventional employment relationships 

(Ogbonna and Wilkinson 1990). Commitment can be seen as the internalisation of 

beliefs leading to activities where employees ‘take the extra step’ (Legge 1995). In 

many instances the commitment stems from the management of corporate culture 

and is associated with ‘soft’ HRM strategies, for example, team working, 

multiskilling and employee participation (Storey 1989, 1995).  
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7.5.1 PowerGrid 

Being involved in a team at PowerGrid does not in itself lead to a heightened level 

of commitment to the organisation at the expense of other commitments. There is a 

historical and existing acceptance of the union’s level of representation of 

PowerGrid employees (as described in Section 4.6.1). As such, employees at the call 

centre suggest that they feel quite comfortable with their union involvement while 

employed at PowerGrid. In addition, the culture at PowerGrid is focused more on 

issues of offering a high level of service provision. In part, this utilises the customer 

as an additional form of control for management over the employees actions 

(Leidner 1996; Macdonald and Sirianni 1996). In response to the increased pressures 

customer service creates, management attempt to make a tough job more tolerable 

through establishing a climate of fun. Furthermore, the culture is not about 

convincing the employees that they have a commitment to the organisation that goes 

beyond the previously mentioned service provision. A single cultural focus on 

commitment to the organisation on the part of employees is not present at 

PowerGrid at an individual or a team level.  

 

Based on an absence of a single cultural focus, it is not surprisingly then, employees 

often differentiate their commitment to the team and their commitment to the 

organisation. Furthermore, employees indicate a mixed response over whether there 

is a greater level of commitment to the team than the organisation. For example:  

 



 - 247 - 

I don’t think the team makes a difference. I’m pleased to work for 
(PowerGrid) and don’t really care which team I’m in.24

 

I’m fairly committed to the organisation, I suppose, but not really because of 
the team, more because of things like job security and promotion 
possibilities. We get paid pretty well too.25  

 

…being in a team makes you feel better about work. I see myself as part of 
two teams, the Wandering Stars and the PowerGrid team.26

 

In this new worksite, the level of off-task time for the team has a direct influence on 

the level of cooperation in which team members engage. However, what is also 

apparent is that employees maintain different levels of commitment to the 

organisation and this commitment is not influenced by the team structure. 

Dedication to a unitarist corporate culture in an attempt to gain commitment is much 

greater at FrOzone. 

 

7.5.2 FrOzone 

Since the development of the FrOzone worksite, there has been an expectation by all 

involved that there would be a high level of commitment to the organisation. 

Operators suggest that to an extent, there were high levels of commitment 

throughout the first year of production. Team members report a culture of employees 

willing to approach their work and the organisation with a ‘whatever it takes’ 

                                                 

24 1 May 2003. 
25 1 May 2003. 
26 11 May 2003. 
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philosophy.27 However, a number of factors are making this more difficult for many 

team members. Employees comment on high levels of commitment becoming 

progressively more difficult to maintain particularly with conflict over wages and 

enterprise bargaining (to be discussed in Sections 8.4.2 and 8.5.2). In addition, as 

mentioned in Chapter Four (Section 4.5.3) there has been a high level of managerial 

turnover. Similar to Baird’s (2000) research into greenfield worksites, it appears that 

while the earliest stages of this new worksite successfully developed high levels of 

commitment, as the newness fades so too does commitment from the workforce. 

Comments that illustrate the waning commitment include: 

You know, it used to be different. I used to care and want to do my bit extra 
but now, I’ve just had enough.28  

 

We used to be a team. We’d work for each other but it’s (the commitment) 
just not there anymore.29

 

I’d like to be more committed, like I was in the beginning. But things are 
changing and it’s so hard to keep it up, particularly with all the managers 
leaving.30

 

It’s a terrible job, and sometimes you think that you only come to work 
because of the people, but really, half of them are dickheads anyway.31  

 

However some employees maintain enthusiasm and commitment as is illustrated 

with the following comments:  

 

                                                 

27 3 June 2003. 
28 18 June 2003. 
29 18 June 2003. 
30 2 July 2003. 
31 2 July 2003. 
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There’s always someone who’s a pessimist and no matter how good they’ve 
got it they want to complain…When (the original general manager) left, one 
woman said, “Well, they’re fucked now, aren’t they?” But I don’t see it that 
way and I tell people. It’s an opportunity. It’s an opportunity to get more 
ideas and a fresh approach.32  

 

You’ve got to get involved. I’m happy being involved instead of just filling a 
workstation. I want more than that out of my work and at FrOzone I can get 
more. I can really make things better.33  

 

This commitment has little to do with the team structure and is not determined or 

influenced by the team an employee is in. Rather, it is more related to the 

individual’s response to the culture that management has attempted to instil 

throughout the organisation since the opening. It has been suggested that even when 

employees are not directly resisting management, normative controls are required 

because employees cannot be ‘“trusted” to identify with the goals of management’ 

(Salaman 1981: 164). 

 

7.5.3 Summary 

In each of these organisations, the level of commitment to the organisation and the 

organisation’s culture is not obviously influenced by the teams. Employees are 

divided as to their commitment to the organisation and whether this commitment is 

related to the fact that they are organised into teams. Bacon and Blyton (2000) 

recognise that high-involvement teams have a higher level of commitment to the 

organisation. However, as this thesis has stated repeatedly, the teams in these 

                                                 

32 12 March 2003. 
33 12 March 2003. 
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workplaces have limited levels of autonomy, control and team-based rewards. 

Hence, it is not surprising that these teams have little direct impact on the 

employee’s commitment to the organisations.  

 

When this section is considered in conjunction with the previous section, 

comparisons can be made to Knights and McCabe’s (2000; McCabe 2000) typology 

suggesting that employees have different experiences when in teams. According to 

these authors employees can be ‘bothered, bewitched or bewildered’ by the 

experience of working in teams. That is clearly evident in these two case study 

organisations. Hence, teams are not, and cannot be considered as a means to 

motivate all employees to be committed to their team and the organisation.  

 

7.6 Conclusion 

This chapter has considered two key themes in the teams debate: cooperation and 

commitment. It has found that while the management teams in both organisations 

attempt to develop environments of equality between teams and employees, the 

nature of the work processes have allowed some teams to hold a privileged status 

amongst employees. It is the teams that have higher levels of off-task time that hold 

a privileged status and are able, through the opportunity that the off-task freedom 

affords, to engage in cooperative action within and between teams.  

 

Contrary to this, commitment does not depend on the levels of off-task time. Rather, 

commitment to the teams is greater where social interactions (off the line) are 
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higher. In comparison, commitment to the organisation relates more to the 

individual’s response to the organisation’s culture than to the presence of teams in 

the workplace. The following chapter explores the relationship between the teams 

and challenges to the workplace order.  
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Chapter Eight 

Teams Challenging the Workplace Order 

8.1 Introduction 

This chapter turns away from the aspects of teams that have a positive impact in 

new worksites to examine how the teams challenge management and the 

workplace order. History has shown that bureaucratic control regimes often 

result in employees searching for ways to escape management’s control. 

Employees may ‘act’ as if the company is the source of meaning and 

commitment; however, they may not seriously believe it. Thus, control remains 

externalised rather than becoming internalised (Ray 1985: 293).  

 

Just as bureaucratic control did not drive out resistance, neither does 

management’s cultural interventions. The increase of teams and development of 

normative control regimes have not replaced bureaucratic and technical control: 

they can operate in an often uneasy combination within work settings and 

workers are aware of their operation (Jocoy 2003). Furthermore, all types of 

control open up spaces and opportunities for resistance (Rosenthal 2002). 

Equally as important is the well-established recognition that what is commonly 

referred to in organisations as fiddles are not abnormal (Mars 1973, 1974; Ditton 

1977, 1979; Mars 1994; Ackroyd and Thompson 1999). Edwards suggests: 

…there is no overarching interest, namely resisting subordination, which 
is neatly balanced by the opposing interest of keeping one’s job. Workers 
have many interests, and these stem from the social organisation of work; 
that is, it is incorrect to assume that all workers have a discrete set of 
interests which exist independently of work experience. Instead, workers 
discover their interests through the process of work. (Edwards 1986: 43)  
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This chapter will examine some of these interests when they are not directly 

aligned with the interests of management and / or the organisation. Initially, this 

chapter will consider resistance in the two workplaces based around teams. It is 

important to remember that within the context of the teams debate, these are two 

new worksites, hence, employees are not resisting the change to a team structure. 

Rather, the employees are resisting managerial controls while already organised 

into teams. Secondly, this chapter will look at some actions that employees 

engage in that do not neatly fit the resistance label. That is to say, such actions go 

against what would be expected, such as codified practices and would therefore 

have a negative impact on the organisation. As defined in Chapter Three, such 

actions in this thesis are labelled misbehaviour. Thirdly, this chapter delves into 

the issue of conflict, and considers its manifestation within the organisations as a 

challenge to management. Finally, we consider the manner in which employees 

challenge the organisational culture. This chapter further develops the argument 

that while teams which have larger amounts of off-task time engage in more 

cooperative work practices, the same teams also have greater scope to resist 

managerial controls.  

 

8.2 Teams and Resistance 

In the most prescriptive sense, any action that an employee engages in that does 

not contribute to the process of capital accumulation can be considered 

resistance. Indeed, this is the approach taken by Dubois (1997) who refers to all 

such actions as sabotage. While an interesting proposition, this is a difficult 

perspective to reconcile when considering the range of actions that are included 
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in the case studies. It is perhaps stretching the notion of sabotage to consider the 

person who has returned to work five minutes late after a lunch break to be a 

saboteur. As was detailed in Chapter One, this thesis differentiates between acts 

of resistance to managerial controls and acts of misbehaviour in the workplace. 

The separation is based on the intent of the employee’s action as well as the 

recipient of the action and its outcome.  

 

If employees are not satisfied with the decisions of management or the work 

context in general, why do they not simply leave? Freeman and Rogers (1999) 

note that, (at least in the U.S. context), many employees are more willing to 

remain and ‘voice’ their discontent rather than ‘exit’ their workplace in an 

attempt to improve their positions. This is particularly true when employees are 

union members as union membership tends to decrease turnover (Freeman and 

Medhoff 1984). Many employees appear to use their involvement in the union to 

vent any frustrations they have in the workplace. However, as has been noted, 

call centre employees leave in vast numbers, thus externalising their resistance 

(Thompson 2003). At PowerGrid, some resistance remains hidden not too far 

from the surface of the ever-smiling emotional labourer. The next section 

considers resistance within the call centre.   

 

8.2.1 PowerGrid 

Among other developments utilised by management, technological changes have 

received great fanfare largely because they disguise control in the rhetoric of 

emancipation. That is, management will often suggest that new technology will 

make the work easier, less dangerous or more interesting. Hence, they seem more 
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humanistic (Jermier 1998). Jermier was not speaking specifically of call centres, 

and an argument of emancipation is difficult to sustain in the call centre 

environment. Yet, the empirical literature tends to show that in call centres, 

employees view new managerial controls more in positive than in negative terms 

(Rosenthal 2002). As mentioned earlier, there is an important debate surrounding 

call centres between purveyors of the Foucauldian perspectives of call centres as 

electronic panopticons and the more traditional labour process approach that 

stresses greater continuity in patterns of control and resistance (see for examples: 

Taylor and Bain 1999; Bain and Taylor 2000; see for examples: Callaghan and 

Thompson 2001; Thompson 2003). Fernie and Metcalfe (1998) and Sewell 

(1998) view call centres as the epitome of operational panoptic power. 

Surveillance technology provides management with total power.  Workers are 

never sure which call management is listening to, with the result that the 

surveillance is permanent in its effects, even if it is discontinuous in its action 

(Foucault 1977 cited in Callaghan and Thompson 2001). However, it has also 

been recognised that the presence of surveillance technologies does not 

necessarily lead to the use of those technologies (Lankshear, Cook, Mason, 

Coates and Button 2001; Findlay and McKinlay 2003). 

 

CSRs at PowerGrid do however, engage in acts of resistance. These actions can 

be separated between actions against management via the technology, and 

actions directly against management. There is a clear differentiation between the 

teams based around the amount of time they spend on their primary tasks and the 

manifestation of resistance. Members of the Morning Glory and the Nomads do 

engage in some acts of resistance towards the considerable reach of the ACD 
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technology. As has been noted in previous studies (van den Broek 1997; Bain 

and Taylor 2000; van den Broek 2002; Barnes 2004), the use of various codes to 

indicate that the employee is not ready to take calls is a common occurrence. 

However, employees commonly indicate that they are very careful as the use of 

these codes is reflected in their statistical report and KPIs.  

 

A number of the Morning Glory team members detailed an activity they 

collectively engaged in just months prior to this research project. At a team 

meeting, the team leader had expressed concern with a growing pattern of long 

periods of post-call wrap times. Certain that they were doing the best they could 

do at the time, a number of the CSRs resolved to regain some control over the 

electronic surveillance system. The team members began to press the ‘transfer’ 

button at the end of the call, moments prior to the customer hanging up their 

telephone. This provided the CSR with two or three minutes to complete their 

clerical work while it appears to the system that the CSR is still on the call. 

These actions improved the team’s overall statistics for the ‘wrap period’ for a 

length of time prior to when the team leader became aware of these actions. After 

uncovering this collaborative act the entire team was counselled. Ironically, in 

one of the only apparent acts of teamwork in the call centre, everyone in the team 

was rated poorly in the teamwork aspect of their performance appraisal! In short, 

resistance appears limited; however, it does exist as a means of employees 

regaining some control. When these actions are compared to the challenges that 

the LOST present, a little code fiddling is relatively inconsequential.  
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Interestingly, the LOST do not engage in resisting the controls in place through 

the use of electronic surveillance. The reason is simple – they don’t need to. Loss 

of supply calls are not monitored by a team leader or remote manager, nor are the 

other measures such as the time taken to answer calls, call length, or the 

abandoned call rate recorded. The pressure from callers is not constant, rather it 

fluctuates dramatically. As a result, LOST employees have plenty of off-task 

time and do not feel the constant pressure faced by the general queue CSRs. Loss 

of supply members indicate that if they want a break, they just take it. They 

ensure they are logged into the computer for their eight-hours per day but are free 

to wander to the break-out room for a coffee whenever the call queue is empty. If 

there is an outage, they are unable to take breaks because they are simply too 

busy. However, outages are resolved and while it may take a day or two for 

major outages to be fully rectified, the quieter days soon return. Hence, the focus 

of the LOST’s resistance is not management via the machine, but rather 

management directly.  

 

The manager accepts that this team is different from the other teams within the 

call centre due to their roster and specialised service provision. However, one of 

the management team’s key aims is to limit this difference.1 This is where 

problems for management begin. The LOST perceive themselves as being 

different, employees from the general call queue perceive the LOST employees 

as being different, and management has traditionally treated the LOST 

employees differently. The LOST have had three separate team leaders in the last 

four years because, according to the team members, the team leaders simply take 

                                                 

1 Contact Centre Manager, 17 December 2002; 23 February 2003. 
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the wrong approach with them. The team appears to take great pleasure and pride 

in ‘not taking the shit that goes on in this place.’2 This can be interpreted to 

suggest that management must engage the LOST without any suggestion of their 

right to managerial prerogative. A former team leader who says that he and his 

predecessor were ‘crucified’3 by the team accepts this view. This team leader 

suggests that the LOST made things impossible for the team leader by refusing to 

work with him.  

They just have too much spare time to sit around and that’s when the 
trouble begins. What they should do is take calls from the floor when 
they aren’t busy, but they won’t. They put themselves above that. We can 
be flat out on the floor - a hundred calls in the queue and they can be 
sitting there laughing and having a joke. They just have too much spare 
time to sit around and that’s when the trouble begins.4

 

LOST CSRs do nothing to disguise the façade of elitism within the centre. They 

spend much of their off-task time talking with each other, either in person or on 

the telephone discussing the latest round of managerial decisions that they may 

resist. They also recognise that they hold a privileged position in the workplace 

and there is an intrinsic pleasure derived from being in a team that holds a real or 

perceived position of privilege within the call centre.  

 

When management attempted to ‘encourage’5 employees to increase their skills 

and spend a day a fortnight on the general queue, a number of the LOST 

suggested that they have a lack of confidence on the general floor and find it very 

stressful. There was a period of time when the roster of the LOST meant that, on 

                                                 

2 LOST CSR, 21 February 2003. 
3 21 February 2003. 
4 21 February 2003. 
5 Informal conversation with LOST Leader, 5 February 2003. 
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a fortnightly basis, one shift would have three LOST CSRs at work.6 Due to their 

level of discontent with being sent to the general queue, when such a roster 

anomaly occurred, the team members would collaborate to take turns calling in 

sick to avoid being sent to the general floor.7  

 

Furthermore, the LOST avoid the additional, lower-level clerical work that 

management provide in an attempt to keep this team busy. As a LOST CSR 

explains:  

‘…as far as I’m concerned they pay me to answer phones so if it’s quiet 
I’ll entertain myself.  We play cards, read magazines, eat sometimes but 
get into trouble for not doing the other crap they expect.’8

 

Management have realised that this situation is problematic for a number of 

reasons, including, the maintenance of the overall call centre culture.9 In 

reaction, the call centre manager formulated a plan to change the culture of the 

LOST employees and the impact the band of non-conformists had on the rest of 

the workforce. This will be discussed later in this thesis in Chapter Nine under 

the section entitled ‘How do management respond?’     

 

8.2.2 FrOzone 

Much of the employee resistance at FrOzone is a result of an increasing level of 

dissatisfaction with rates of pay. As was detailed in Chapter Five (Section 5.6.2) 

FrOzone employees are comparatively low paid by industry and national 

                                                 

6 As previously noted there are usually only two LOST members rostered on at a given time.  
7 LOST CSR, 13 May 2003. 
8 13 May 2003. 
9 Contact Centre Manager, 17 December 2002. 
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standards. In the early stages of the organisation’s development there was much 

focus on employee commitment to the company. With the promise of this 

workplace being better and different to other workplaces, employees did ‘take 

that extra step’ in the early days. However, cases of employees taking that extra 

step are becoming more infrequent as frustrations grow with the levels of pay for 

operators. As one operator suggests:  

It’s such bad pay and you’re expected to give everything. When I look at 
my pay of $520 compared to the thousand or two thousand (dollars) a 
week the others (the management team) get…you realise we’re not really 
all equal in this place.10  

 

This view is commonly expressed throughout the organisation. With employees 

showing a high level of dissatisfaction with the outcome of the wage / effort 

bargain, a pluralist interpretation of industrial relations suggests that this 

dissatisfaction will manifest itself in actions of resistance. However, the presence 

of resistance is not uniform throughout the organisation. Furthermore, through 

management’s active union avoidance strategy in this new worksite, resistance of 

a collective nature is virtually non-existent.  

 

Rather, acts of resistance appear in isolated incidents and more commonly by 

those employees who have the freedom to engage in such actions, that is, those 

operators who work in teams with greater levels of off-task time. There are many 

examples of employees utilising their privileged position of being a cooking 

team member to engage in deliberate acts of resistance aimed at the management 

team. While employees may (and do) discuss their actions with other employees, 

the actions are primarily individualistic and opportunistic. For example, while 

                                                 

10 2 May 2003. 
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two employees operated the belt grill one morning, the team leader from the 

assembly team made contact with the more experienced of the two operators. 

The request was for the other employee to be sent to the assembly section to fill a 

hole in the production line. The more experienced operator quickly told the team 

leader and in no uncertain terms that this was not appropriate and they would 

have to source another person from elsewhere. In her explanation, the operator 

suggested the assembly team leader needs to: 

…make a decision whether they want the person or they want the food, 
because if they take the person away they won’t get the food as quickly. 
Besides, I like having someone here to work with so they can go jump.11

 

Again, a team leader from the assembly section placed some pressure on a 

member of the cooking team to get some products through to the assembly 

section. The process of cooking pasta takes approximately 20 minutes, and the 

team leader told the operator that a batch was required in five minutes. The 

operator says that such occurrences ‘piss (her) off’12 and enlisted the researcher’s 

assistance to engage in an act of resistance. The operator told how slowing 

production would mean that any down-time for the other section would be costed 

back to the cooking team. Hence: 

… I’ve (fed) so much friggin’ penne (pasta) into the cooker that they’ll 
have so much they don’t know what to do with it. That gives me extra 
time on my hands and I can relax a little while they sweat trying to find 
places to store the penne.13  

 

In other examples of operator resistance, many employees refused to engage in 

one of the central tenets of the FrOzone culture. Part of the managerial strategy is 

to develop multiskilled teams of employees in an attempt to increase functional 
                                                 

11 19 March 2003. 
12 18 June 2003 
13 18 June 2003. 
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flexibility. In developing multiskilled employees, there is a policy of job rotation 

that has not been adequately implemented. Some of the reasons for this were 

detailed in Chapter Five, for example, an influx of new employees meant the new 

workers would always begin in the hell-pit. However, another reason that this 

policy has not been completely implemented is due to employee resistance. It has 

been mentioned as an ongoing theme that the cooking teams at FrOzone hold a 

privileged position in terms of employee perceptions. Many employees of the 

two cooking teams recognise that they have greater task freedoms and a more 

stimulating work environment in the green section. As such, an interesting twist 

on the notion of task identity develops. The employees are using their task 

identity to resist managerial controls and avoid job rotation. This is certainly not 

a new theme, with a history of employees in the easiest, or best jobs resisting 

managerial calls to move to different sections (Roy 1954; Parker and Slaughter 

1988; Barry, Bowden and Brosnan 1998). 

 

Furthermore, due to production pressures there has been limited opportunity to 

train new employees to use much of the equipment. Consequently, cooking team 

members hold a privileged position in terms of the best jobs, and they are in a 

comparatively powerful position as they are a select few with the skills to operate 

the equipment. As one operator explains:  

…they want to rotate us, but I’m not going. Fuck that, I don’t want to go 
and work in the hell-pit…I don’t think I’ll have to at the moment because 
there’s only six of us that can operate this equipment. If they had more, 
then I’d…leave (resign) because there’s no way I’m going back around 
there (to the hell-pit).14  

 

                                                 

14 18 June 2003. 
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Employees are using a range of reasons to resist the managerial policy of job 

rotation. Importantly, all these comments come from operators from the cooking 

teams who are resisting managerial attempts to be rotated to the assembly teams. 

One employee says of the need to buy a new car if they shifted to the assembly 

team and as a consequence had a later starting time; and ‘on $400 a week, that’s 

impossible.’15  

 

I’ve done my time in the hell-pit and I told them that. I couldn’t go there 
for another six months, I’d leave. Anyway, I reckon the new team 
members should do their time before any of us have to go back.16

 

Not only did they want to send me to the hell-pit, but they wanted me to 
go to the afternoons as well. I don’t see my kids enough as it is, I couldn’t 
do it.17

 

And from an employee who did not resist hard enough: 

 

I earn less now than before but because I start later I have more childcare 
costs. Even now I leave my eleven-year-old at home to look after the 
younger ones – thank Christ it’s only for half an hour, but it shouldn’t 
happen at all.18  

 

Employees are also resisting what originally seemed like a positive aspect of the 

multiskilling policy. It was expected that a number of operators would be trained 

to become involved in screening applicants in the recruitment processes. While 

employees generally like the idea of having something more interesting to do 

during their working day, once the policy was implemented negative aspects 

became apparent. As one employee describes the situation:  
                                                 

15 18 June 2003. 
16 2 July 2003. 
17 18 June 2003. 
18 18 June 2003. 
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There’s good and bad isn’t there? I mean, who’s going to pick up the 
slack while I’m doing this? ... And another thing, you know this is a 
manager’s job, isn’t it? If you want me to do some of these things then 
pay me more than $500 a week.19  

 

Common within JIT systems is the expectation, both implicit and explicit, that 

employees use their tacit knowledge of processes to reduce wastage in the system 

(Delbridge and Turnbull 1992; Delbridge, Turnbull et al. 1992; Kenney and 

Florida 1993; Boyer and Durand 1997). This knowledge is commonly shared 

through team meetings and quality circles for the benefit of team members and 

the management. However, it is commonly documented that when employees 

provide their knowledge for the benefit of others, it will lead to work 

intensification (Garrahan and Stewart 1992; Rinehart, Huxley et al. 1997). 

Employees at FrOzone provide a typical insight to such systems with some 

employees thrilled to make a positive contribution to the organisations’ 

processes: 

…the way they do egg cakes now, that’s my idea and I feel really good 
about it. Yeah, it’s a really good feeling to know that you can make a 
difference.20

 

It is perhaps no coincidence that the organisation’s motto is that ‘our people 

make the difference’.  

 

Other employees recognise the potential down-side of passing up knowledge and 

explain their reticence to do so. One employees tells that it may take a few days 

or a few weeks but they often find easier ways to perform new processes. 

Nevertheless: 

                                                 

19 18 June 2003. 
20 19 March 2003. 
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…if it makes things easier then you tell everyone but if it means we have 
to work faster then I’d talk about it with the others before we decide to 
tell the supervisor or team leader.21

 

I must say I’ve never really found too many shortcuts, but I can tell you if 
I did, I’d be keeping them to myself that’s for sure.22  

 

Again, both the positive behaviours and the acts of resistance come from the 

teams with the greatest amount of off-task time, the cooking teams.  

 

8.2.3 Summary  

Each of these new workplaces demonstrates a similar pattern of employee 

resistance. Without question, there are differing motivations and manifestations 

for the acts of resistance. However, due to the nature of different work processes, 

some teams have evolved to hold a privileged status amongst the employees. The 

job observation and discussions with employees clearly demonstrate that in both 

organisations the teams that have a greater amount of off-task time engage in acts 

of resistance that are more challenging to the management team and the general 

workplace order. The following section will focus on the employees actions that 

challenge management yet cannot be classified as resistance.  

 

8.3 Teams and Misbehaviour 

Both the ‘traditional’ labour process perspectives and attempted incorporations 

of Foucauldian frameworks to LPT are based on the assumption that the 

employment relationship is intrinsically exploitative, oppositional and 
                                                 

21 11 June 2003. 
22 11 June 2003.  
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conflictual. Both perspectives implicitly characterise employee responses to new 

management practices as acts of resistance without the recognition that it is 

possible that employees, in pursuing control of some aspects of their work and 

deviating from the codified and expected work rules, may be focused less on 

resistance than the realisation of organisational goals (Mason, Button and 

Sharrock 2003). This section recognises actions of employees who engage in 

activities that, within their context, cannot be viewed as resistance. However, 

such actions are against codified rules and cultural expectations. The framework 

developed from Ackroyd and Thompson (1999) and presented in Chapter One 

illustrates the area of contest where resistance and misbehaviour must be viewed 

as based upon contextual issues including the intention of the employee(s) 

involved. Consequently, in this section misbehaviour can be viewed as all those 

actions that may have a negative effect on the organisation. However, the 

organisation or the management are not necessarily the target of the action.  

 

8.3.1 PowerGrid 

According to some analysts, the legitimacy of the customer leads to an increased 

level of self-management in service sector work (for example: Rosenthal 2002). 

However, it is interesting to note that most acts of misbehaviour in the call centre 

are focused at the unwitting customer. Commonly, small actions are aimed at 

providing the employee a little more control over the situation in which they find 

themselves. For example, van den Broek (2002) reports flicking calls from 

abusive customers and suggests that such actions may represent an alignment of 

worker and management interests against customers. It also allows workers an 

opportunity to regulate effort. Such actions also occur at PowerGrid. Indeed, 
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many CSRs suggest the source of much of their frustrations are the customers 

and report the manner in which they release some tension.   

Sometimes you get off a call and have a bit of a swear or something…In 
a funny sort of way you get a bit of pleasure out of flicking calls from 
rude customers.23  

 

Another CSR describes the importance of being able to communicate effectively 

in service work. Insightfully, the CSR compares their work to manufacturing 

work:  

…we are kind of in-between work. If we were manufacturing, 
…(when)…things went wrong you could kick the machine, swear and 
carry on, let out a bit of stress and nobody would particularly care. But if 
you are face to face with a customer you can’t, can you? Here we can put 
people on hold and swear at them and let a bit of steam off, you know? 
That’s a good thing to do, it’s what we need.24  

 

Perhaps one of the most interesting examples of misbehaviour is a very 

personalised action against a consumer. Given the reliance of our modern society 

on electricity and gas services, the loss of supply is indeed an inconvenience to 

say the least. A CSR tells of his involvement in the disconnection of supply to 

his girlfriend’s ex-boyfriend. The CSR also asked a teammate to disconnect this 

person’s supply to avoid an electronic trail25 returning to his computer system. 

This CSR had heard of an employee engaging in a similar act in the past, but 

who was fired from her position when it was discovered: 

…I won’t do it any more though, twice was enough. The person I heard 
about doing it years ago, apparently did about six times to the same 
person before she was caught…(doing it so many times)…you’re just 
asking for trouble.26  

 

                                                 

23 13 May 2003. 
24 13 May 2003. 
25 An electronic trail for management to follow if the actions were investigated. 
26 1 May 2003. 



 - 268 - 

Employees may not be fighting a class war with these sorts of activities and 

while they are actions that influence an employee’s productivity, misbehaviour 

would seem a more appropriate term than resistance. It is important to realise that 

the employees recognise that there are appropriate times and occasions to engage 

in such activities. Team members rationally examine the opportunities they have 

to engage in such actions and the benefits and costs of their actions. After this 

rationalisation the team members then determine whether the activity is 

worthwhile. 

 

Regularly, employees engage in activities that to a limited extent, allow them to 

claw back time. The ability to ‘bump’ calls if the employee is not ready for a call 

is one of these activities. However, employees are fully aware that this practice 

has negative consequences. Employees speak of feeling guilty when they ‘bump’ 

a caller because, after waiting on hold and finally reaching the front of the queue, 

the bumped customer is then sent to the back of the call queue. In addition to 

this, the number of bumped calls is a measure of which the management takes 

notice. Hence, team members are very strategic in the use of this tactic, and 

preserve it for the minutes before the end of shifts and the start of breaks. As an 

informant suggests:  

If it’s five minutes to my knock-off time I’m going to go to ‘not ready’ 
and then maybe start bumping calls because I have to get and pick up the 
kids – the last thing I want is a 15 minute call the minute before I’m 
leaving. 27

 

There are also times when employees trick the computer system when it is used 

for electronic surveillance. Prior to this research being undertaken, a new 

                                                 

27 18 March 2003. 
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computer system had been implemented. The new Customer Management 

System (CMS) was in many ways an investment in removing employee control 

over decision-making and increasing the managerial control over the quality of 

service provided.28 This included greater levels of scripting and fewer areas of 

employee discretion. However, the new systems appeared full of inadequacies or 

BIRs (Business Investigation Requests). Employees spoke regularly of their 

frustration with the new system.  

 

One of the primary frustrations employees hold is the speed with which CSRs 

can service customers while using the new system. Unexpectedly, the new 

system operated slower than the existing system. Employees found the computer 

system slowing their service provision frustrating and began to ‘flick’ between 

the old and the new systems. This is a difficult situation for management and 

employees alike. If employees continue to use the old system then the BIRs will 

never be resolved. However, if employees do not flick between the systems then 

the customer will be provided with an inadequate level of service. Employees 

share among their team the information to trick the system and act against 

managerial expectations for the short to medium-term productivity gains and 

hence, the benefit of the organisation.  

 

Employees provide a number of responses that consider the irony of disobeying 

managerial expectations as a means to providing the level of customer service 

expected by both management and the customer. For example:  

                                                 

28 Contact Centre Manager, 23 February 2003. 
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It’s funny really. Management want us to do one thing but if we do we 
can’t do our job as well as they (management) want us to.29  

 

What can we do? If we tell management it’ll be fixed, but when? They’ve 
already got a million BIRs to fix. If we don’t tell them and work around it 
ourselves, we are running the risk of it never being fixed, or worse, 
getting in trouble over it (flicking between the systems).30

 

Similar patterns of behaviours have been uncovered previously, for example 

Knights and McCabe (2000); Mason et al. (2003); Lankshear et al. (2001); Webb 

and Palmer (1998). In a system where management call for no mistakes and 

employees fiddle the system to cover up mistakes, the employees are balancing 

contradictory expectations and staff misbehaviour is actually aligning with 

management goals. Importantly, as indicated by the informants, employees are 

adopting a short-term fix such as getting through the call with the minimum of 

fuss and this is far more important on a day-to-day basis than management’s 

expectations. As explained by the Training and Development team leader, the 

system is improving all the time. However, the employees are not seeing the 

work being done.  

The system will be fantastic, maybe not this year, and maybe not next 
year. In fact, it may be 15 years down the road before it works well, and 
it’s hard for the CSRs to take that into consideration.31  

 

With the existing levels of turnover in the call centre industry, perhaps the 

suggestion that employees are not taking a 15 year view to their work problems 

could be considered quite an understatement.  

 

                                                 

29 25 March 2003. 
30 25 March 2003. 
31 Informal conversation, 25 June 2003. 
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Employees have novel ways to indicate to management their frustrations with the 

inadequacies with the new system. For example, when there were high levels of 

dissatisfaction amongst employees, the management implemented a motivation 

board directed at increasing acceptance of the CMS system. Strategically 

positioned directly outside the main entrance to the call centre, the sign asks 

‘What’s good about CMS?’ On very bright coloured cardboard circles, 

employees were encouraged to add their thoughts. Some included ‘easier 

training’, ‘brighter screen’, ‘has scripting’ and similar positive, motivating 

remarks. However, one employee’s thoughts ‘NOTHING’ was considered not 

suitably motivational for other CSRs!32 These acts of misbehaviour are not 

confined to one particular team. In comparison to acts of resistance that are more 

manifest in teams with higher levels of off-task time, misbehaviour holds no 

similar pattern in the call centre.  

 

8.3.2 FrOzone 

The manifestation of misbehaviour in the processing plant is similar to that of the 

call centre. Employees from all teams can at times engage in some actions that 

constitute misbehaviour in the workplace. However, when comparing teams in 

the food-processing plant, misbehaviour is more apparent in the teams that have 

higher levels of off-task time. Furthermore, there is the previously mentioned 

individualism in the cooking teams that results in limitations to the team 

surveillance and peer-pressure on employees to conform. That is to say, the 

assembly sections spend their time together, hence any actions of misbehaviour 

                                                 

32 1 May 2003. 
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(and indeed resistance) would need to be acceptable to the majority of team 

members to be considered appropriate. The individualism in the cooking teams 

allows for more individualistic patterns of misbehaviour and resistance. 

Employees tell how they enjoy the green section because of the ability to pace 

their own work and time their breaks: 

You can have a 15-minute break and make it a 30-minute break if you 
can get away with it, but you don't have the good parts of the team 
culture. You don't have the fun you can have with the rest of your team.33  

 

The example of employees extending their meal breaks became problematic for 

the management team. In response a team meeting was convened to counsel the 

cooking team members about taking extended breaks. Operators suggest with 

regard to this disciplinary meeting:  

 
Typical of them. They tell us we have autonomy and we take some and 
then get in trouble for it.34  

 

It’s not as if we don’t get the work done.35  
 

Sometimes I think that this is a good place to work because we get treated 
a little better, then something like this happens and I realise it’s the same 
old shit just in a different place with different people.36  

 

It is an important aspect of workplace misbehaviour to recognise that it does not 

necessarily reflect an employee’s level of dissatisfaction with their employment 

(Lupton 1963; Ackroyd and Thompson 1999).  

 

                                                 

33 9 May 2003. 
34 2 May 2003. 
35 2 May 2003. 
36 2 May 2003. 
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Scope and opportunity are described as key variables that contribute to the extent 

of pilfering and stealing within an organisation (Ditton 1977). This thesis 

demonstrates that these variables can be transferred to other forms of employee 

actions in the workplace as well. Based on Ditton’s work, it is understandable 

that the cooking teams have greater opportunity. In addition, team leaders are 

also in the position of having greater levels of scope and opportunity to engage in 

actions of misbehaviour. However not all employees are motivated to engage in 

activities of misbehaviour.  

 

Employee control over the pacing of work has long been acknowledged as a key 

factor in a worker’s ability to engage in acts of resistance (see for examples: Roy 

1952, 1954; Burawoy 1979; Mars 1994). However, indiscriminate acts where 

employees limit their output should only be considered misbehaviour rather than 

resistance.37 Perhaps if the actions were structured and organised, they may 

constitute resistance. However, that is not the case at FrOzone. Employees in the 

green section have control over the pace of their work, and while the employees 

feel the pressures from the JIT system and the occasional act of peer surveillance, 

the workers do engage in time and effort fiddles.  

 

While, the JIT system has meant that there are limited opportunities to engage in 

activities such as those described by Roy as ‘the fix’ and ‘goldbricking’,38 the 

employees do speed up and slow down their work depending on their needs. For 

example, employees refer to having games with themselves to finish their 

                                                 

37 See Figure 1.3, page 23. 
38 This is because there is no piece-rate system or time study engineers. 



 - 274 - 

workload faster than is expected in an attempt to beat the monotony of work 

processes. While this is not of for the focal point of this chapter, the same 

employees also suggest that there are times when they deliberately slow down to 

avoid having to start the next job on the list. While similar misbehaviour has 

been well documented by Burawoy and others, the lack of control and absence of 

piece-rate payments systems mean there is minimal benefit to the employee save 

the goal of avoiding ‘spiritual death’ (Gartman 1979: 193).   

 

It is important to recognise that team leaders are not immune from engaging in 

acts of misbehaviour in the workplace. While it is generally accepted that 

managerial staff are bound together to achieve the organisation's goals and are 

driven by a sense of teamwork, flexibility and ambition (Noon and Blyton 1997; 

Biggs and Horgan 1999), it has been recognised that managerial staff, 

particularly middle-managers are not always dedicated to the goals of the 

organisation (Smith 1990; Scarborough and Burrell 1996; Townsend 2003). 

Furthermore, the relationships that team leaders or managers develop vary 

between teams and employees can have quite positive feelings towards some 

team leaders while objecting strongly to others (Delbridge 2000).  

 

At FrOzone the adventures of one particular team leader were commonly 

discussed amongst the employees. Some comments include:  

He’s a ripper. We call him ‘Heidi’ because he’s always hiding.39  
 

                                                 

39 2 July 2003. 



 - 275 - 

When we’re on nights, we can take it a little easy, because we know (the 
team leader) won’t be around all that much. As soon as the big bosses go, 
he seems to get very busy elsewhere.40  

 

He’s a lying, manipulative bastard and he’ll get found out soon enough. 
He’s never around when we need him and when he is around he’s causing 
trouble.41  

 

Interestingly, there were members from all of the teams that held a similar view 

concerning this team leader.  

 

Employees are often engaged in misbehaviour through joking and game playing 

in the workplace. One employee suggests that the ability to ‘have a laugh’ is 

essential to ‘keep your sanity’.42 When employees are on the assembly line they 

will often talk to their neighbouring workers and share a joke. Occasionally the 

group will break out into song. However, not all people are interested in such fun 

at work. ‘When that happens we sometimes punish the pain-in-the-arse people. 

We give ’em heaps. Just hang shit, be ruthless, you know?’43  

 

There are areas of discontent within the FrOzone organisation that bubble to the 

surface occasionally. One example of this was in a fortnightly team meeting 

when there was an issue raised about high noise levels in the plant. Noise levels 

were tested due to one employee’s complaints, the result being all employees 

henceforth were required to wear earplugs and other protective equipment. 

Throughout the discussion an employee muttered to her colleague: ‘All because 

of Mrs FrOzone.’ When quizzed on this later it became clear that ‘Mrs FrOzone’ 
                                                 

40 2 July 2003. 
41 2 July 2003. 
42 30 January 2003. 
43 18 May 2003. 
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was a woman who was indeed captivated by the FrOzone culture and all that it 

symbolised. This woman was the subject of disorganised but intense scrutiny 

from a group of operators who were more cynical of the culture and its meaning. 

It was alleged by this operator that ‘Mrs FrOzone’ could most commonly be 

found ‘so far up the manager’s arse he can’t sit down for dinner.’44 This woman 

would frequently be ostracised from the group, both within the workplace and in 

social events.   

 

8.3.3 Summary 

Generally, actions of misbehaviour would not have the same impact as resistance 

within an organisation. Yet, it can also be expected that a large number of small-

scale acts of misbehaviour would accumulate in terms of the challenges that are 

created. Interestingly the acts of resistance come from the teams with higher 

levels of off-task time, while misbehaviour is apparent throughout all teams. At 

the PowerGrid call centre, misbehaviour appears to span all teams, but is aimed 

at the customer, or the technology in an attempt to maintain some control over 

the situation in which employees find themselves.  

 

When taking the Dubois (1997) interpretation that everything that does not 

contribute to capital accumulation is resistance, these actions would be viewed as 

sabotage, hence resistance. However considered within the context in which they 

occur, these employee actions are more rightly defined as misbehaviour. Some of 

these acts of misbehaviour actually allow an employee to complete their tasks 

                                                 

44 9 April 2003. 
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adequately and service the customer in a reasonable timeframe. Hence, 

misbehaviour can actually have a positive effect on the organisation if the 

interests of management and the workers become aligned through the outcomes 

of the misbehaviour (Hackman 1987; Webb and Palmer 1998; Knights and 

McCabe 2000; Lankshear, Cook et al. 2001; Mason, Button et al. 2003).  

 

At FrOzone misbehaviour occurs throughout all teams; however, those 

employees with greater scope and opportunity appear to be more likely to engage 

in such activities. When team leaders and managerial staff are not present, there 

is an increased level of opportunity for employees with low levels of off-task 

time to also engage in misbehaviour.  

 

8.4 Teams and Conflict 

It is well accepted that conflict is inherent within the capitalist mode of 

production (Edwards 1992). While teams may have positive organisational 

aspects, it is also recognised that the use of teams can also present negative 

influences on the organisation. One example is the creation of conflict within and 

between teams (Ingram and Desombre 1999; Tjosvold and Johnson 2000). 

Importantly, there is a difference between conflict that has the outcome of 

promoting productive teamwork and effective problem-solving and conflict that 

has negative outcomes for the individuals, teams and organisation (Kunda 1992; 

Barker 1993; Legge 1995; Waring 1998).  

 

The following sections examine the issue of team conflict in each workplace. 

With the exception of previously mentioned conflict explored with the Loss Of 
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Supply Team, conflict at PowerGrid does not appear on the surface. This is not 

to suggest a complete absence of conflict, but if it is present, conflict is discrete 

or hidden. However, despite the investment in creating a unique culture, there is 

a growing level of conflict at the FrOzone worksite. This demonstrates that much 

of the conflict within these workplaces stems from employee frustrations with 

team inequalities.  

 

8.4.1 PowerGrid 

The use of teams certainly does not preclude the presence of conflict within an 

organisation. However, as was the case in Chapter Seven (Sections 7.2.1 and 

7.3.1), when discussing the level of cooperative interaction between CSRs, the 

level of interpersonal conflict is minimal. Limited interaction means that 

employees simply don’t seek out interaction with people that they may not like, 

hence limiting the opportunities for conflict. Again, following a similar pattern, 

conflict is more manifest in the Loss Of Supply Team as they have the time to 

engage with other people. LOST members indicate that an individual team 

member’s personality ‘makes a real difference to your work.’45 One LOST CSR 

suggested that if it is quiet your workmate can either make the shift ‘fun or 

miserable’46:  

You front up on Saturday morning at six o’clock and you either have a 
packet of cards and some magazines or you have knitting and a book to 
read and that way you don't have to speak to the person you are with at 
all.47  

 

                                                 

45 LOST CSR, 10 June 2003. 
46 10 June 2003. 
47 10 June 2003. 
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Furthermore, the LOST have ongoing conflict with their team leaders and the 

management of the call centre. Much of this relates to the recognition, real or 

perceived of LOST holding a privileged position. The LOST have had 

substantial conflict with team leaders who they suggest ‘come in with guns 

blazing and wanting to make changes.’48 Some changes that team leaders wanted 

to implement included removing the control that CSRs held over rostering. 

Consequently the CSRs would not be able to choose their work partner for their 

shifts. Also, one team leader wanted to incorporate a greater level of scripting to 

the LOST CSR’s calls. The team members ostracised the team leader through a 

number of actions. Some of these actions included a simple refusal to follow the 

team leader’s directions in incorporating scripting and refusing to ask the team 

leader to contribute to a wedding gift for one LOST CSR. The message was very 

clear: the team leader may think he was one of the team, but the team certainly 

did not.  

 

The CSRs maintain their difference to the general queue teams because they take 

different calls and work different shifts. One LOST CSR sums up an often 

reported comparison of their working lives to that of the general queue CSRs. 

The LOST may not have any calls for three hours and this is noticed by other 

teams. However, they may then face back-to-back calls for five hours with each 

customer angry because they’ve lost service:  

So that’s eight hours with one difficult customer compared to five hours 
with 100 difficult customers. So when they come and tell me that we’re 
no different to anyone else in the call centre I say ‘bullshit’.49  

 

                                                 

48 10 June 2003. 
49 10 June 2003. 
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Following a similar pattern to the presence of cooperative acts and the presence 

of resistance, conflict within the call centre is centred around the team with the 

greatest level of off-task time. That is to say, that much of the apparent conflict at 

PowerGrid is related in some way to the LOST. There is much conflict between 

the LOST CSRs and their team leader(s). This of course develops into conflict 

between the LOST and the call centre manager. There is some conflict between 

LOST and other teams due to the perception of elitism. This perception of elitism 

is also the source of some conflict between the management and other teams.  

8.4.2 FrOzone 

While many of the operators have resisted the policy of job rotation and 

consequently not been rotated, the team leaders do rotate on an irregular basis. A 

new team leader does not always present good news for the operators. Indeed, 

the team leader discussed in the previous FrOzone section seems to have left a 

path of ill-will through each of the teams with which he has been involved. Many 

employees from all teams comment about their dislike personally for this team 

leader and the way that he treats the operators. This interpersonal conflict has 

fluctuated over time and culminated in the threat to quit by a number of 

employees who have told the general manager that with team leaders like him 

‘your team concept is out the window’.50 This situation was resolved internally 

through a mediation meeting without any employees resigning. The meeting 

involved the General Manager, the HR officer and two operators. It is the 

impression of the team members that the mediation meeting only covered up 

simmering tensions and that the conflict will continue. Furthermore, it was likely 

                                                 

50 Operator’s diary of events obtained 24 July 2003. 
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to escalate again as although the team leader has ‘settled down for a while, he’s 

starting to get a bit narky again.’51 At FrOzone, much of the conflict is between 

the teams with the greatest level of off-task time.  

 

As mentioned in Chapter Four (section 4.4.2), the recruitment policy at FrOzone 

is designed to target employees that are ‘open and honest people – people who 

are robust and are willing to question without arrogance.’52 However, this policy 

may be developing unintended challenges for management in terms of conflict 

between staff members. The largest and most challenging conflict to resolve is 

between the two cooking teams and the workload that is expected of them. 

Employees are encouraged to look beyond their immediate working group and to 

take a view of the whole organisation as a team working towards a common goal. 

However, when there is a perception that some members of the collective team 

are required to do much more work than other members of the team, the notion 

of  ‘one big team’ fails to measure up.  

 

Members of the day cooking team suggest that there are substantial differences 

between the day and afternoon shifts:  

…we are supposed to be one team and so if we are supposed to do ten 
thousand meals and they are supposed to do ten thousand meals but we 
finish early, then we are supposed to start their work. And you get tired of 
that.53  

 

…they (the afternoon shift) are lazy, useless fucks and have no work 
ethic. They don't get finished and it’s (the work) left over for the morning 

                                                 

51 24 July 2003.   
52 HR officer, 12 March 2003. 
53 18 June 2003. 
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staff so we find ourselves working harder because we don't want to be left 
with anything from the previous day.54  

  

In addition, the day cooking team suggest the afternoon shift holds a ‘more 

privileged’ position with the management: 

The afternoon shift are protected for some reason. If we fuck up then we 
get chewed out. But if they fuck up they don't seem to be in any trouble at 
all.55  

 

Observations indicate that there are quite different cultures between the two 

shifts. This is in part due to the absence of managerial staff after 5 or 6 pm in the 

evening. Hence, the afternoon shift has up to half of their shift with only a team 

leader, and (as mentioned in Section 8.3.2) depending on which team leader is on 

duty, the team leader may be hiding! There are some other important 

considerations. For example, if problems with the delivery of goods occur 

upsetting the delicate balance of the JIT system, it is most commonly the day 

shift that face these problems.  

 

The Production Manager suggests that this ‘shift rivalry’56 is one of the greatest 

challenges in her position. Interestingly, the production manager suggests that if 

there are 40 000 meals to be made in a day, then each shift makes 20 000 each. 

However the day shifts perform more work if they have the time, ‘they don't 

have to but they do.’57 Employees find this astounding, and suggest that if they 

‘tried that on they’d be out the door.’58 The Production Manager states:  

                                                 

54 18 June 2003. 
55 18 June 2003. 
56 9 July 2003. 
57 Production Manager, 9 July 2003. 
58 16 July 2003.  
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I'm not sure how to fix it really… to a certain extent it is just an illusion. 
Each shift faces difference challenges. The day shift has to deal with 
suppliers and have the management team around, the afternoon shift don't 
have us around and have to solve problems themselves more. They also 
have the cleaners coming in and giving them a hurry up to finish, so they 
are more likely to finish ahead of time rather than to go overtime.59  

 

The rivalry has become so intense that it contributes to resistance to the policy of 

job rotation. Employees on the day shift are hesitant to have afternoon shift 

employees join them because of a perceived lack of work ethic; afternoon shift 

employees are hesitant to go to the day shift as they will lose the freedom from 

management’s gaze that the afternoon shift allows. This is compared to the 

assembly team where the only apparent conflict is over the selection of 

workstations. For example:    

…your stations aren’t predetermined, you just get to a station you want. 
First in, best dressed and some of the old girls get a bit pushy and say 
“You’re standing in my station” and you just decide if you stand your 
ground or not. Some people do, some don’t.60

 

 

8.4.3 Summary 

The introduction of teams has been touted as a new management practice that 

contributes to the elimination of conflict in the workplace, However, conflict 

remains within and between the teams in these new worksites. At the call centre, 

conflict revolves around individual personalities within the LOST and with 

managers and team leaders of this team. At FrOzone conflict primarily exists 

between the day and evening shifts of the cooking teams. It is based upon 

perceived differences in workload and managerial treatment. However the 

                                                 

59 9 July 2003. 
60 25 March 2003. 
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manifestation of conflict has no apparent relationship to the amount of off-task 

time enjoyed by the teams.  

 

8.5 Challenging the Culture 

It has been recognised by many authors that employee ‘buy in’ to corporate 

cultures is rarely, if ever complete (Kunda 1992; Willmott 1993; Scott 1994; 

Waring 1998). Organisations that implement this style of policy approach to 

managing the employment relationship often attempt to limit the commitment of 

employees to institutions of self identification, such as unions. Through their 

empirical research within a Nissan greenfield site, Garrahan and Stewart present 

a pessimistic view of the union maintaining the ability to present an ideology that 

may run counter to the unitarist management culture: 

There is no social space for counter-ideologies of a collectivist and 
solidaristic kind (1992: 116).  

 

There is no group with the cohesion of Nissan which is capable of 
providing a powerful counter view of the world (1992: 119). 

 

This section will examine the manner in which employees in the two case study 

organisations challenge the managerial-initiated corporate culture.  

 

8.5.1 PowerGrid 

As was discussed in Section 4.3, an organisation’s culture is a difficult thing to 

define. At PowerGrid there have been steps to codify what the culture is, 

however the reality is that the codification is little more than broad, customer 

service expectations. The codified call centre cultural norms are: Leadership; 
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Customer Care; Innovation; Integrity; and Results Focus. This may be the 

official corporate line. However, the reality is that the culture in the PowerGrid 

call centre is much more about recognising that the processes of call centre work 

can be difficult, and that bringing relief to the tedium and pressure is appreciated 

by all employees. In addition management link fun non-financial rewards and 

recognition to performance.  

 

Much is done to make the work space bright, interesting and motivating, while 

giving the employee an opportunity to have fun in the workplace through a series 

of ongoing games and activities. Call centres are individualised in terms of 

processes and the focus on teams alleviates this isolation. There is no distinct or 

organised challenge to the managerial-initiated culture of fun because all 

employees expect it within a call centre environment and enjoy it within the 

context of their workload. This is significantly different however, to the 

challenges that management at FrOzone face to their culture. 

 

Paradoxically, management present a clear recognition of difference and 

individualism, while promoting a team environment. Union involvement is 

officially recognised as PowerGrid is a GOC and management maintain an 

acquiescent relationship with the two unions involved. Hence, there is a distinct 

culture of diversity and acceptance of the pluralistic nature of the employment 

relationship while maintaining a focus on fun and the social aspects of the teams. 

While there is a managerial attempt to develop a social focus in the workplace, 

teams in call centres are a far cry from the attempts of Trist et al. to incorporate 

the social and technical aspects of the work around team structures.  
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As a consequence of this managerial approach, there are limited obvious 

activities for employees to challenge cultural norms within the organisation. This 

thesis has referred at length to the challenges that management face at the hands 

of the cohesive LOST. Indirectly, these challenges that LOST present are aimed 

at management’s goal of equality between teams and individuals, and 

management’s goal of controlling the actions of the LOST. The differences 

between teams developed as a result of processes in which the teams are 

engaged. The team that holds the privileged status with greater levels of off-task 

time challenge managerial expectations of organisational culture in an attempt to 

maintain their privileged position.    

 

8.5.2 FrOzone 

It is interesting to note that while there are limited challenges to the culture at 

PowerGrid, the focus at the call centre is not to develop an all-pervasive, unitarist 

culture. However at FrOzone the notion of the culture hangs thick in the air. 

Managerial team members continually refer to ‘the culture’ without ever really 

defining what ‘the culture’ is. Employees constantly refer to ‘the culture’ without 

an apparent understanding of what it means. Rather, it is as if employees are 

being constantly bombarded with references to ‘the culture’ and the employees 

begin to adopt the rhetoric with a fear that not ‘talking the talk’61 will leave them 

ostracised. Certainly, when asked about what the culture is, employees 

commonly refer vaguely to themes like ‘equality’, ‘cooperation’, ‘commitment’ 

                                                 

61 16 July 2003. 
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and ‘communication’. Previous research has raised concerns about the coercive 

nature of developing a devotional, almost evangelistic team culture and ideology 

(Barley and Kunda 1992). 

 

Without question, the reward system is the biggest challenge to the culture faced 

by FrOzone management. Similarly, Ezzemal and Willmott (1998) recognised 

pay systems prevented the implementation of SAWTs in their study. FrOzone 

employees report that in the early stages of operation, there were high levels of 

commitment to the organisation and the culture in all its interpretations. 

However, as time progressed, there were increasing levels of dissatisfaction from 

employees with the perceived level of commitment they were providing, and the 

real rates of pay they were receiving. Or, put another way, employees saw their 

commitment as far outweighing the commitment from the organisation.  

 

The following comments from employees demonstrate that, unlike direct 

challenges to management through resistance or misbehaviour, the challenges 

made to the culture is not influenced by an employee’s team or the level of off-

task time. Furthermore, demonstrating a link between work and non-work life 

pointed out by Cunnison (1966) and Woodward (1965), some employees indicate 

the pressure they feel in their non-work lives: 

Really, it all comes down to the money. When you get paid shit then 
there are so many aspects of your life you can't enjoy.62

 

I think we deserve more (money). I can hardly afford my rent let alone 
anything else.63  

                                                 

62 11 June 2003. 
63 11 June 2003. 
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(Two years into operation and)…it's already started, you know, “we need 
to work harder, you must keep overheads down to remain cost 
competitive, if we not profitable we'll be sold off”. But the company 
(TPC) made what, $300 million last year? And they still pay us shit.64  

 

It’s still a fucked job and rolling around play dough or running through 
the car park with a balloon isn’t going to change that, is it? Cut the shit 
and start paying us a little bit more and maybe some of us will be 
happier.65  

 

And from members of the assembly teams: 

We get paid shit, it’s as simple as that. What more do you want me to 
say? We get paid shit and I enjoy that? Of course I don’t but I don’t have 
too many alternatives either.66  

 

It wouldn’t be so bad if it looked like things would get better, but the last 
EB negotiations were a farce and we rarely get our KPI bonuses so 
there’s not really a light at the end of this tunnel.67  

 

It has been recognised that unions can have a positive role in implementing 

workplace change (McNabb and Whitfield 1997). This organisation has a group 

of employees with a growing level of distrust of management and dissatisfaction 

with rates of pay. Potentially, this will have an increasing impact on the 

organisation in terms of turnover, absenteeism and productivity. Is the union 

going to be involved in implementing positive changes in this workplace? It is an 

unlikely, almost impossible proposition given the position that the management 

team have taken towards union involvement thus far. In the 2003 round of 

enterprise bargaining, union involvement was considered. Union involvement 

would have provided an opportunity for the employees to have a collective voice, 
                                                 

64 14 May 2003. 
65 11 June 2003. 
66 11 June 2003. 
67 2 July 2003. 



 - 289 - 

hence what Garrahan and Stewart describe as a ‘counter view’ (1992: 119) to the 

unitarist organisational culture.  

 

In what management saw as an attempt to democratise the workplace, they 

determined that employees could vote on whether they wanted the union 

involved as their representatives in the bargaining process. Twenty-eight percent 

of employees voted for union involvement and consequently the organisation 

determined that this was an indication that the overwhelming preference was for 

the employees to negotiate directly with the management. Over a period of 

approximately three weeks, the enterprise bargaining process drove a wedge 

between employees and management and more significantly, between groups of 

workers. In the eyes of the employees, this process had a substantial effect on the 

development of ‘the FrOzone culture’. As one operator tells, ‘It was awful. No 

matter what culture they may have developed, it was destroyed in a week.’68  

 

When an organisation invests a large amount of time, energy and resources into 

developing a particular culture, discontent can have significant flow-on effects. 

Just as teams are introduced to increase the opportunities for increased levels of 

job satisfaction, this may be offset when the workforce perceive the management 

to be unable to deliver on the rhetoric. Bacon and Blyton (2000) recognise that 

managerial inconsistencies with the teamwork initiatives would undermine any 

positive effects of teamworking on organisational performance. Research 

suggests that unmet expectations are likely to have a ‘pervasive negative impact 

on employee behaviours and attitudes’ (Turnley and Feldman 2000: 40). When 

                                                 

68 2 July 2003. 
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considering the differences between the rhetoric and reality of the FrOzone 

culture, or the promises that management make and the reality that they deliver, 

employees appear most frustrated. The following quotes from employees 

illustrate the depth of this frustration:  

The worst part is the things you have to do to get a job here and then they 
say you’re really good because you succeeded and they still treat you like 
idiots.69  

 

…everyone's equal in this place and you can see that because even the 
boss doesn't have an office, you know? I say bullshit… and it really 
pisses me off when they say it to us. And they say it with a straight face – 
it must be something they learn at uni, is it?70

 

It is manipulation. You believe one thing and they are trying to convince 
you of something else. And it’s like, the more times they tell us, the more 
they think we'll believe it…the more times they tell us the more times I 
think that they are wankers who don't have any idea about what's really 
going on.71

 

We’re supposed to have this culture where we can say things no matter 
what and be honest but it's not the case. We can have a look at the 
schedule and say that's not going to work and we're told that's tough.72  

 

When asked whether the culture was achievable:  

Nope. Not for what I get paid. I can’t afford to have a culture. Maybe 
they (management) can but I sure as hell can’t.73

 

An analysis of the data collected at FrOzone indicates that the issues of equity 

promoted by the management are not being completely adopted by management 

or employees. Kunda (1992) details at great length the desire of management at 

‘Tech’ to bind employees’ hearts and minds to the corporate interest, while the 
                                                 

69 18 June 2003. 
70 18 June 2003. 
71 11 June 2003. 
72 11 June 2003. 
73 18 June 2003. 
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response from employees is a mix of acceptance, underground resistance and 

detachment. This is similar to the growing employee response at FrOzone. There 

is a constant referral to ‘us and them’ on the part of the employees and managers 

alike. Commonly, this phrase is followed by a pause and corrections along the 

lines of ‘well, we’; or as employees roll their eyes and say ‘I know we’re not 

supposed to say us and them, I know we’re supposed to be all part of the team, 

but we’re not really…’74  

 

Furthermore, as it was discussed in Chapter Five (Section 5.2.2), TPC developed 

the FrOzone entity in an attempt to shift from the adversarial relationship at the 

PCG brownfield sites. FrOzone employees realise that in many ways they are 

doing the same work as the employees in the brownfield sites and are getting 

paid much lower rates. It is interesting to hear the complaints from the FrOzone 

employees when they compare their working conditions to their brownfield 

counterparts. Commonly, FrOzone employees refer to the preferred conditions at 

the brownfield sites such as levels of cleanliness; less pressure to conform to the 

company line; areas within the grounds for them to smoke; and the recognition of 

the union as a bargaining agent. The methodology used in this project has meant 

it is impossible to quantify the number of employees who feel this way. 

However, the views and discontent are substantial enough that there is potential 

for dissatisfaction to continue to grow within the workplace.  

 

                                                 

74 14 May 2003. 



 - 292 - 

8.5.3 Summary 

Perhaps the two most interesting factors to note in comparing the challenges to 

the cultures are the accepted diversity at PowerGrid, to the expected conformity 

at FrOzone; and the effect rates of pay have on the workforce. Employees at 

PowerGrid would almost never refer to issues of pay as they are paid reasonably 

well by industry standards. However, rates of pay are central to the 

dissatisfaction at FrOzone and a clear impediment to the sustainability of the 

managerial initiated culture. According to Greenewalt (1959: 193), ‘that 

whatever the field of activity the flame of extraordinary effort shines brightest 

when extraordinary fuel is employed in its behalf.’ When this is considered in 

relation to the effort sought at FrOzone, there appears to be a lack of 

‘extraordinary fuel’. Generally, FrOzone employees begin to complain about 

their pay, and then proceed to express further views that do not conform with the 

cooperative and positive workplace that the management team would like to 

portray.  

 

8.6 Conclusion 

This chapter has further reinforced the argument that while the managerial teams 

in each of the new worksites aimed for equality between teams and employees, 

they have failed. The development of privileged status amongst some teams 

stems from the different work processes between teams which allow for different 

levels of off-task time. Employees in teams with greater levels of off-task time 

have greater scope and opportunity to resist managerial controls. However, in 

comparison, levels of misbehaviour, conflict and challenges to the culture are not 
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determined by a team’s level of off-task time. The following chapter will look 

briefly at managerial responses to the challenges that they face, followed by the 

conclusion of this thesis.  
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Chapter Nine 

Work teams are different; even the same teams  

are different 

9.1 Introduction 

This chapter will draw together the findings of these case studies in an effort to 

explain how teams influence control, cooperation and resistance in new workplaces. 

The chapter also continues the theme of control / response within the employment 

relationship. This is done through an examination of how the management have 

responded to the challenges that are posed when employees have taken a greater 

level of control over their positions. There are many similarities between the two 

case study organisations. For the purposes of this thesis, the most important 

similarity that has been found is that each of the organisations present an atypical 

team, despite the attempts by management to promote a perception of equality. This 

differentiation comes as a result of the work processes in which the teams are 

involved, with the atypical teams presented with a larger level of time when their 

primary tasks are not driving their work activities; that is, when they have a larger 

level of off-task time.  

 

This chapter will summarise the level of control over decision-making that teams 

exercise, followed by the manner in which peer control is presented in the relevant 

teams. The third section of this chapter will review the manner in which the off-task 
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time influences the levels of cooperation in the work teams. This will be followed by 

a discussion of resistance and challenges to the workplace order within the work 

teams. Finally, this chapter will focus on the managerial responses to the level of 

employee control. As we will see, work teams do present challenges to which 

management must respond. In each of these case study organisations, part of the 

managerial response has been to minimise the level of cohesiveness in the teams 

through policies of job-rotation. However, the policies of job-rotation have presented 

various challenges to management. As Gough (2002) suggests, what organisations 

learn cannot be fully explained by a model of rational analysis and choice. Rather, a 

range of factors influence organisational decision-making, including motivations of 

internal actors and external factors. Each of these new organisations have learnt to 

deal with the challenges presented by the teams with differing levels of success.  

 

9.2 Control over Decision-making 

The interpretive tool of labour process theory suggests that control over the labour 

process is vital in management’s pursuit of capital accumulation (Littler 1982; 

Hyman 1987; Thompson 1989). One means of control is by organising employees 

into teams and placing an increased level of decision-making responsibility in the 

hands of the team members (Porter and Beyerlein 2000). As far as the devolution of 

decision-making to the team level is concerned, PowerGrid teams reflect what is 

presented in the existing call centre literature (see for examples: Knights and 

McCabe 2003; van den Broek, Callaghan et al. 2004). Primarily, decision-making in 

terms of technical and governance issues is maintained as managerial prerogative. 
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Management choose the technology that the employees use and management control 

how the technology is used in terms of scripting and the allocation of incoming calls.  

 

When it comes to the normative aspects of the teams, management maintain control 

to determine the boundaries of the cultural activities, while the team members are 

provided with control over decision-making within these boundaries. Burawoy 

(1979) recognises that employees develop games in an attempt to maintain control 

within the constrained choices provided by management. In comparison, many of 

the games for the call centre employees are developed by the management. 

Nevertheless, the CSRs take advantage and commonly enjoy the ability to engage in 

fun activities. However, the simple team structure is clouded somewhat when the 

Loss Of Supply Team is included in the analysis. The LOST do not have to follow 

call scripts and they also spend large portions of their working week without a team 

leader present. Furthermore, the LOST take calls which require a higher level of 

analytical skill. Perhaps more importantly, the LOST have typically had complete 

control over how they use their off-task time. With a substantial level of off-task 

time in any given week, the LOST have evolved to become a ‘different’ team within 

the call centre.   

 

When planning this worksite, management felt that it was important to develop a 

workplace where all teams were viewed as equal. However, by keeping a separate 

team to handle only loss of supply calls, this goal of perceived team equality has 

been breached. By virtue of the greater level of off-task time and the control the 
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LOST held over this time, the LOST stand apart from the other teams within the 

workplace. These findings are similar to that in the food-processing plant. 

 

At the other new worksite, FrOzone, management attempted to develop a flat 

organisational structure that provided a high level of devolved decision-making. 

However, increasing production became a higher priority than team and skill 

development. This goal was not achieved in the short-term and an additional level of 

management was introduced. While incorporating an additional hierarchical level 

appeared to be a necessary decision at the time, it shifted the development of the 

team structure from SAWTs to lean production teams. Technical and governance 

issues were maintained in the hands of management with minor operating decisions 

being offered to the whole of the workforce. Importantly, the intended outcome of 

SAWTs did not fail in the early stages due to employee resistance. Quite to the 

contrary, the new employees in this worksite were quite excited by the prospect of 

working in and developing SAWTs. Rather, the main hurdle in establishing the 

expected team structure was a result of an overwhelming and unexpected workload 

following start up. The initial failure meant that employees were not engaged in 

planned training programs and employees began to feel settled in their existing team 

roles. Similar failures in providing adequate training have been noted as barriers to 

successful team implementation in previous literature (see for examples: Basler and 

Breslin 1991; Marks and Lockyer 2004). As the cooking teams have a higher level 

of control over their work, these employees wanted to maintain their presence in this 
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team rather than face the prospect of the job-rotation policy and a six-month stint in 

the assembly section, often referred to as the hell-pit.  

 

The majority of teams within this workplace had decisions determined by 

management. Management determined the technology that was used and determined 

the speed of the technology used. For the assembly teams, this meant that they had 

limited control over the speed at which they were required to work. However, 

greater levels of control over decision-making were available to the members of the 

cooking teams. This control was primarily in terms of the speed that the employees 

worked and the secondary tasks they perform between their primary tasks, that is to 

say, control over their off-task time.  

 

Rick Delbridge is one of the most prolific authors on the topic of lean teams. 

According to Delbridge and Lowe (1997), structural characteristics of lean teams 

include:  

• the presence of a formally recognised, hierarchically distinct team leader 

who is part of the team and whose duties include some element of direct 

work;  

• clearly defined and relatively fixed membership; 

• a span of control for team leaders that does not typically exceed 20 workers; 

• a physical location around specific online production activities within clearly 

recognisable areas. 
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On the basis of this definition, the teams in each of these workplaces appear to be 

lean teams. Certainly, it has been previously acknowledged that call centre teams 

resemble lean teams (Mulholland 2002).  

 

In acknowledging a greater level of control over decision-making in some of the 

teams, the notion of teamworking remains contested. Reinhart et al. state in their 

study of a lean production, Japanese car manufacturing transplant in Canada:  

We found nothing in the lean production work process that necessitated 
teams. They were not technically required but a product of social 
engineering. Nearly all operations in the plant could be done without a team 
(Rinehart, Huxley et al. 1997: 344). 

 

Similarly, there is nothing about any of the teams in these workplaces that suggests 

that the teams are ‘technically required’, or to refute the fact that the teams are ‘a 

product of social engineering’. Nevertheless, we must recognise the teams hold 

some legitimacy in the workplace, even if they are substantially different to SAWTs. 

That is, these are teams without teamwork.  

 

There is a clear body of literature that recognises that teams are not all equal, and 

indeed the organisational context influences the structure of teams (see Table 1.1). 

Delbridge et al. (1997 cited in Thompson and Wallace 1996) demonstrate that the 

structure of teams can vary between worksites within organisations depending on the 

industrial relations systems, labour markets and predispositions of the employees 

and managers that are employed. However, these case study organisations 

demonstrate this point even within the context of a single worksite. Even when it is 
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the management’s intention for teams to develop as equal, teams can evolve to 

become substantially different based upon the tasks that they perform and work 

processes in which they are engaged. Another important aspect of the debate 

surrounding teams is the level of peer surveillance or peer control that teams 

provide. The manifestation of peer control in the two new worksites will be 

summarised in the next section.  

 

9.3 Peer Surveillance as Control 

Theoretical ‘add-ons’ that have developed from within a labour process tradition 

have advanced the notion that a team structure will provide management with an 

additional form of control, often labelled peer surveillance (Sewell and Wilkinson 

1992; Barker 1993; Sewell 1998). The teams considered throughout this chapter 

demonstrate that there is a level of complexity within workplaces that does not fit 

neatly into the control / resistance / consent aspect of the labour process framework 

or the peer surveillance add-ons to labour process theory. The peer surveillance 

thesis suggests that an increased level of production and conformity can be achieved 

through the introduction of teams into the workplace. This is achieved through a 

development of the normative dimension of teamworking, or encouraging workers 

to commit greater levels of output for the sake of their fellow team members, and 

having the team members take the responsibility for ensuring that the output of their 

peers is at an acceptable level.  
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Peer surveillance is a key element of the chimerical control debate, promoted by 

Sewell (1998). This debate focuses on the role that electronic surveillance plays 

coupled with peer surveillance. It is suggested that the combination of surveillance 

systems provide management with an overwhelming regime of control, rendering 

employee resistance futile. However, there is a growing literature that dismisses this 

theoretical development as unfounded (Bain and Taylor 2000; Taylor, Mulvey et al. 

2002; Thompson 2003), and this thesis adds further to this literature. However, there 

is a real acknowledgement on the part of many workers that a team structure does 

influence their approach to their work.  

 

This thesis has shown that employees have a range of responses as to whether they 

feel pressured by the team structure. Many employees suggest that they will work 

harder; many do feel pressured; and some are certainly willing to exert influence on 

their team members. However, it has also been noted that some employees feel 

distressed by the notion of pressuring their co-workers to perform, while other 

employees suggest that they just ‘do their job’ and ignore the pressures commonly 

associated with the teams. This divergence in experiences within teams is explored 

in depth by Knights and McCabe (2000) and McCabe (2000). In addition, the notion 

of organisations developing different manifestations of teams at different worksites 

depending on contextual factors has also been explored (Delbridge, Lowe et al. 

1997). However, an issue that has not been developed adequately within the existing 

literature is the notion of teams developing differently within new worksites and the 

impact this has within the workplace. This thesis suggests that not only are the 
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experiences of workers different in teams, and not only do organisations present 

different team experiences for workers between worksites, but different teams 

develop within worksites and this has a substantial impact on the experience of the 

employees. Furthermore, the different teams can develop even when management 

have a commitment to a level of sameness and equity. The following section will 

review the way the different teams display levels of cooperation and commitment.  

 

9.4 Teams, Cooperation and Commitment 

This thesis avoids the notion of simple daily interactions and sequential 

interdependency being referred to as cooperation in the team context. Cooperation 

has been defined as interactions that were beyond codified work processes, or 

discretionary work effort. In the 1970s, Ditton examined the presence of pilfering 

and theft by employees in a large bakery. He concluded that the factors that have the 

largest impact on an employee’s ability to engage in such acts are ‘scope’ and 

‘opportunity’ (1977: 81). In the two case study sites considered in this thesis, 

managerial intentions included the development of teams that were perceived as 

equal teams. However, in each organisation the teams developed differently due to 

the nature of the work processes and the level of off-task time the teams enjoyed. 

Similar to the work of individual employees in Ditton’s study, the teams with greater 

levels of off-task time have developed greater scope and opportunity. While Ditton’s 

study focused upon pilfering and theft, this thesis has demonstrated that the teams 

with greater scope and opportunity engage in greater levels of cooperative actions. 
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However, some of the other positive benefits sought through the implementation of 

teams demonstrated a less clear link.  

 

Reflecting what has been found by Bishop, Dow Scott et al. (2000) in a quantitative 

study of 380 manufacturing employees, FrOzone and PowerGrid employees 

acknowledge and demonstrate a difference between commitment to their team and 

commitment to their organisation. In both the FrOzone and PowerGrid worksites, 

the employee’s commitment to the organisation appears to be more closely 

associated with the organisation’s culture than the presence of work teams. 

However, corporate cultures by their very nature are contextually specific and have 

different impacts on individual employees. PowerGrid has a culture of pluralism 

with a focus on semi-structured fun to make a tough job more bearable, while the 

FrOzone management aim for a unitarist culture of anti-unionism and employee 

commitment. It is not surprising that employees have different levels of commitment 

to the culture and the organisation.  

 

Furthermore, team members reflect Blauner’s (1964) recognition that an employee’s 

ability to control the pace of their work is preferred by the employees. There is also 

a link to aspects of the job-characteristics notion of employees becoming more 

effective when they have some autonomy (Hackman and Lawler 1971; Hackman 

and Oldham 1976). Consequently, the FrOzone employees who are involved in 

processes with a degree of control, whether it be over the pace of work or their off-

task actions, develop a team commitment to the privileged status of their tasks rather 
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than to the team or team members. The commitment and desire of employees to 

remain in the privileged work processes provides significant challenges to the 

managerial staff. These challenges were considered in detail throughout Chapter 

Eight. A comparison of the manner in which teams influence employee cooperation 

and commitment is presented in Table 9.1. The next section of this chapter reviews 

this research project’s findings in relation to how the teams influence resistance and 

challenges to the workplace order.  

 

Table 9.1: Teams, Cooperation and Commitment 
 

 
PowerGrid 

 
FrOzone 

High levels 
of off-task 

time 

Low levels 
of off-task 

time 

 High levels 
of off-task 

time 

Low levels 
of off-task 

time 

High Low 
Employee 

cooperation within 
teams 

High Low 

Moderate Low 
Employee 

cooperation 
between teams 

Moderate Low 

Moderate Moderate / 
Low 

Employee 
commitment to 

team 

Varied but 
limited High 

Varied but 
limited 

Varied but 
limited 

Influence of teams 
on employee 

commitment to 
organisation 

Varied but 
limited 

Varied but 
limited 

 

 



 - 305 - 

9.5 Teams and Challenges to the Workplace Order  

This research project focused on new workplaces as an attempt to remove resistance 

to change as a causal variable. Furthermore a distinction between acts of resistance 

in the workplace and acts of misbehaviour is made throughout this thesis. The 

differentiation was based on the employee’s intended target and outcome of their 

action. There is a distinct pattern between the level of employee resistance to 

managerial controls and the level of scope and opportunity the teams have in terms 

of off-task time. At PowerGrid, the general call queue teams display minor acts of 

resistance around fiddling codes and similar activities to redress the limited levels of 

employee control. However, the LOST have a high level of off-task time and as a 

consequence, have developed a high level of team cohesiveness. This team then uses 

this cohesiveness as a means to resist managerial controls. One LOST member told a 

new manager that they would become his ‘biggest problem’ and when the manager 

resigned some time later, he reminded her of this and added ‘yeah, you were’.1 It is 

interesting that the highest paid and highest skilled employees, the labour aristocracy 

of the call centre if you like, are the employees that have provided the management 

with the greatest problems.  

 

Where there is dissatisfaction, employees can only take covert action directly if they 

have the opportunity to do so. Where the pace of work, the presence of a customer 

(in a voice to voice interaction) or the high level of on-task time preclude employees 

from acting out their dissatisfaction, the discontent may become manifest in different 

                                                 

1 LOST Member, 8 May 2003 
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ways. There appears to be no distinct, comparable patterns in the manifestation of 

misbehaviour and conflict, although it can be said that where there are low levels of 

off-task time employees are too busy to become involved in conflictual encounters, 

with the odd exception. Table 9.2 summarises the differences between teams based 

on their level of off-task time.  

 

 

Table 9.2 Teams Challenging Management and the Workplace Order. 
 

 
PowerGrid 

 
FrOzone 

High levels 
of off-task 

time 

Low levels 
of off-task 

time 

 High levels 
of off-task 

time 

Low levels 
of off-task 

time 

High Low Resistance to 
controls High Low 

Low Moderate Employee 
misbehaviour Moderate Low 

High Low Conflict with 
teams Moderate Moderate 

High Low 
Teams 

challenging 
unitarist culture 

High High 

   

At FrOzone the assembly teams are engaged in their primary tasks for 95 percent of 

their working day. Certainly this alone does not exclude these employees from 

engaging in acts of resistance. However, the increased level of off-task time for the 
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cooking teams does allow these team members the scope and opportunity to engage 

in acts of resistance. Furthermore, as has been found elsewhere (Roy 1954; Parker 

and Slaughter 1988; Barry, Bowden et al. 1998) the desire to remain in the 

privileged team provides further motivation to resist managerial controls. The 

decreased level of managerial control cannot be considered a major factor as the 

teams still have team leaders and indeed, the introduction of teams can be simply a 

different form of managerial control through the possibility of peer surveillance. 

 

Another very interesting factor has come to light in the course of this research. It 

appears that the challenges to the managerial-imposed cultures are affected by the 

promises that managers make. That is to say, similar to previous research (see for 

example: Turnley and Feldman 2000) where employees are promised a lot and the 

management appear unable to deliver, the psychological contract is broken and 

employees may be more vigorous with their challenges.  

 

As mentioned, there is a level of accepted diversity amongst the culture at 

PowerGrid, which contributes to the acceptance of the union as a legitimate 

representative of the workers. Furthermore, the culture is one where the employees 

are rewarded with comparatively high wages. Part of the culture is the focus upon 

providing employees with an outlet away from the high pressure environment of a 

call centre. However, employees are not provided with legitimate alternate 

representation at FrOzone. The union is demonised and the employees are expected 

to voice their dissatisfaction directly to the management team. The employment 
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relationship is not one of equal parties, and employees must consider whether they 

have the comparative power to voice discontent explicitly. Many team members at 

FrOzone feel they are not in such a position. At FrOzone such importance is placed 

on the culture and associated implied meanings, that when management fail to 

deliver on the expectations of employees, the employees feel disaffected. The 

ensuing result is a groundswell of dissatisfaction and discontent. This dissatisfaction 

has the potential to lead to a growing level of absenteeism or turnover. This has not 

occurred thus far, and the likelihood of increased absenteeism and turnover is purely 

speculative at this stage. However what is apparent is that those employees in the 

cooking teams have greater opportunity to express their dissatisfaction through 

misbehaviour and resistance in the workplace, and they use their opportunities. 

Given the expression of discontent as active resistance, the following section 

considers managerial responses to the first major challenges presented to them. 

 

9.6 How do Management Respond?  

The 20th century witnessed a managerial response to the power of skilled craft 

workers through the reorganisation of work. This reorganisation meant an increasing 

importance being placed on technical and bureaucratic controls as a means of 

organising labour. However, in the face of these controls, labour again provided 

responses finding spaces for resistance (Edwards, 1979). Cognisant of the control / 

response paradigm discussed throughout this thesis, practices such as managerial-

initiated corporate cultures and work teams can be seen as a response to the levels of 

resistance that remained within the employment relationship.  
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This thesis has demonstrated that employees have responded to the process of being 

organised into teams in a number of ways. Management need only take action if they 

feel that there is a need to respond to maintain control and profitability. As such, 

when employees are engaging in consensual acts or cooperative acts within the 

workplace, commonly, it is in the best interests of management to maintain the 

status quo. Reiterating Edwards’ suggestion, the ‘capitalist need not be motivated to 

control things by an obsession for power; a simple desire for profit will do’ 

(Edwards 1979: 12).  

 

However, the teams with higher levels of off-task time in these case study 

organisations are presenting a range of challenges to managerial prerogative and the 

workplace order. Consequently, the employee actions have initiated responses from 

management. Primarily, these responses are based around removing the comparative 

power of employees in these teams and limiting room for resistance. This is 

incompatible with the findings of Cohen et al. (1994) that stable team membership 

results in more effective teams.  
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9.6.1 PowerGrid 

In terms of managing personnel, perhaps the biggest problem for the management at 

the PowerGrid call centre is the LOST.2 As such, it was determined that the 

privileged status LOST held in the call centre had too great a negative impact on the 

culture of the organisation and the remainder of the call centre’s employees. One 

example that has been presented throughout this thesis was the LOST employee who 

brought her 60cm fish tank to decorate her workspace and provide her with 

something to do during her off-task time. This is just one example of inequalities 

between the LOST and other teams in the call centre. As a consequence of this 

privileged position, the manager determined that a process of redefining the LOST’s 

culture was necessary for the benefit of the total workforce.   

 

The first stage of this ‘cultural re-engineering’ arrived in conjunction with a 

restructuring of the LOST services. It was deemed by management that part of the 

role of this team could be taken over by another group of PowerGrid employees 

external to the call centre.3 LOST would now only operate from 6am until 10pm 

with two shifts rather than continuous 24-hour service provision. A result of this 

restructuring was that the team would drop from eight members to six members. 

Again demonstrating a level of team cohesiveness that does not appear present in the 

teams of the general queue, the LOST collectively approached the union who 

intervened to assist in the negotiation of the team size reduction. The end result of 

                                                 

2 Contact Centre Manager, 23 January 2003. 
3 Contact Centre Manager, 23 February 2003. 
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the negotiation was that the team would remain with seven members rather than 

managements’ goal of six members. Further, each team member was now obliged to 

perform one day per fortnight in the general queue.  

 

The second stage of the cultural re-engineering followed from the negotiated 

outcome of LOST employees spending one day per fortnight on the general queue. 

The perception of having one team that received preferential treatment was 

problematic for overall workplace harmony and potentially, in turn, problematic in 

relation to overall labour productivity. By having a LOST employee in the general 

queue one day per fortnight, the manager planned to use the loss of supply 

integration into the general floor as an opportunity to ‘build some bridges’4 between 

the teams. Management’s goal was to have employees seeing the call centre as ‘one 

big team’, an effort that was particularly focused on the loss of supply team.5 This 

concept appeared to be difficult to define however, with discussion at a team 

leader’s meeting focused on whether this ‘bridge-building’ was ‘all part of this one 

big team thingy that we’re trying to get going.’6  

 

Since the policy of bridge-building, LOST employees sat within another team on 

their designated general queue day, as part of the adopt-a-team strategy.7 Along with 

answering calls from the general queue, there were numerous benefits for 

                                                 

4 Contact Centre Manager, 23 February 2003. 
5 Contact Centre Manager, 23 February 2003. 
6 16 February 2003. 
7 LOST Leader, 17 June 2003. 
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management. These benefits included the LOST employees being portrayed as 

typical CSRs rather than an elite group. In addition, the LOST employee played a 

role in training general queue CSRs in answering loss of supply calls and thereby 

enabling the creation of a more multiskilled workforce. Furthermore, by spending 

time in the general queue the skills of the LOST employees were improved. A 

consequence of increased skills would be (according to the manager) an opportunity 

to develop a career path. Interestingly, the LOST employees simply did not want a 

career path, they wanted to maintain their privileged positions. With a consideration 

of their higher pay with shift allowances and penalty rates the LOST members are 

used to their lifestyle and do not want to change this position.  

 

In short, the managerial strategy in response to the challenges provided by the LOST 

was an opportunistic policy of job-rotation that would result in an increase in the 

level of skills amongst all employees. However, this policy apparently did not go far 

enough for the management team. In the final two weeks of this research project’s 

fieldwork, the LOST were advised of a managerial plan to give up on the bridge 

building and rotation plan, and relocate the team completely. The LOST was 

relocated to another PowerGrid-owned building where they would officially remain 

under the call centre’s responsibility, but would have no day-to-day contact with the 

call centre. This was to be for a four-week trial, although the relocation became 

formalised after a number of months. The reason provided to the LOST and to this 

researcher was that a consultant had provided a report that suggested relocating the 
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LOST to ‘gain efficiencies in end to end processes.’8 This was to suggest that having 

the LOST located in another building would allow a simpler and more efficient flow 

of information from the consumer who had lost power to the team of technicians 

who would restore the power. However, many of the LOST members suspect that 

the real reason relates to the inability of the management to ‘…bully us into doing 

things their way all the time.’9  

 

9.6.2 FrOzone 

As has been mentioned, perhaps the biggest challenge for the management team at 

FrOzone is to meet employee expectations in terms of the promised organisational 

culture. Employees see the culture as more than ‘the way things are done around 

here’ to include what is central to their motivation for working: ‘what we get paid 

around here’. The production manager provides further evidence of this and suggests 

that she recognises that the employees are not paid very well: ‘And I’m often told 

“We don’t get paid enough to make these decisions”; and they don’t.’ Further, the 

production manager explains her distress as the business ‘can’t afford more’ and she 

‘feel(s) terrible because these people don’t even take home $500 a week, but they 

are expected to make decisions that are, in hierarchical organisational structures, 

typically management decisions.’ Most interesting is the recognition that to make the 

organisation successful management ‘need the employees to buy in to the culture 

and if the business is more successful next year then (she will) be arguing for them 

                                                 

8 Call Centre Manager, 25 June 2003. 
9 LOST CSR, 18 June 2003. 
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to get a much bigger pay increase.’10 Cynics may find this manager’s assertion 

questionable.  

 

The management team have also adopted an ‘informal policy’ of blaming TPC for 

policies that are too hard for them to resolve.11 Not surprisingly though, employees 

see through this façade, further destabilising the employees’ level of trust with the 

management team. Employees comment:  

You can’t have it both ways. We are either a TPC organisation or we aren’t. 
And if we are, then we should be under the same conditions as other TPC 
employees, and if we’re not, then accept the fact you can’t deliver.12   

 

As an additional response, management have increased the focus on team building 

activities with employees. However, not all employees see such activities as fun and 

games. Indeed, many are bothered by the intrusion of ‘manipulative and childish’13  

tactics of managing. One team building activity had all employees dividing into 

groups and making plasticine models to portray ‘what FrOzone means to me’. The 

models were left on display in the canteen for weeks afterward. The winning team 

moulded a plasticine chain and an open padlock. The explanation written below the 

display was that ‘FrOzone is where all areas are linked and the open lock portrays 

that we are open to ideas’. However, there were some more subversive entrants. 

One, entitled ‘The Bottle’, came with the explanation to the organisation ‘The 

                                                 

10 Production Manager, 9 July 2003. 
11 Production Manager, 9 July 2003. 
12 11 June 2003. 
13 18 June 2003. 
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answers are in the bottle. Find your way to the bottom and you’ll find your answers’. 

An employee within ‘The Bottle group’ provided an alternate explanation:  

What it really means is this place is fucked and it is making me an alcoholic, 
basically. The only way to get up on a Monday morning and face it again is 
to wipe yourself out each weekend.14

 

It has long been suggested that job rotation would be a means of reducing the 

negative impact of assembly line processes (Walker and Guest 1952; Hackman and 

Oldham 1976). It was the expectation on management’s behalf that through 

developing an organisation of multiskilled employees who were regularly rotated 

between jobs at six monthly intervals, much of the dissatisfaction with the tedious 

work processes would be alleviated. However, production pressures and employee 

resistance have prevented these policies from being adequately implemented. In the 

final stages of this research, the Production Manager was suggesting that the 

employee resistance was ‘a difficult one to manage, everyone has needs and wishes 

but the business has needs as well and really, that’s what we’re here for: the 

business’s needs.’ Furthermore, indicating a direction for the future the production 

manager stated, ‘We’re just going to have to bite the bullet and do it because it will 

just get harder the longer we leave it.’15    

 

At the time of this research, the management team had not quite ‘bitten the bullet’ 

and employees were still resisting the policy of job rotation. Importantly, it was the 

members of the privileged teams, the cooking teams, that were resisting the full 

                                                 

14  18 June 2003. 
15 9 July 2003. 
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implementation of this policy. Despite this, the managerial response to employee 

resistance was to force employees into accepting the policy even while 

acknowledging that many employees would be dissatisfied with that approach. From 

management’s view, rotating staff members between teams would prevent any team 

or team members from developing too great a level of comparative power. At the 

end of the field research, a small number of employees had been rotated into 

different teams. Primarily, the management team appeared to be taking an approach 

of blindly feeling their way. Furthermore, employees with skills with some pieces of 

equipment held a better bargaining position than other workers. The difficulty 

appeared to be maintaining the illusion of one big team while ordering employees to 

do something to which they were strongly opposed.  

 

9.6.3 Summary 

The implementation of work teams is one means to develop a culture within the 

organisation, a culture where the interests of the employees are co-opted and aligned 

with the interests of the management and organisation. However, when this does not 

occur, management must decide their course of action. The focus of this study has 

been the actions of employees in work teams; consequently only limited attention is 

given to managerial responses. However, the similarities in managerial responses in 

both case studies warrant more attention. In each of these cases, multiskilling as a 

means to implement job rotation was initiated in an attempt to destabilise team 

cohesiveness that threatened to undermine the organisational culture. As Kunda 

(1992: 30) noted, ‘It is a Tech tradition not to let any group get too large or too 
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powerful’. It appears these organisations take the same approach. When the LOST 

was perceived to be getting too powerful, steps were taken to undermine the team’s 

cohesiveness. When this failed, they were removed from the worksite altogether.  

 

In the case of FrOzone there is a recognition that the cooking teams are becoming 

too powerful as they have skills that the other employees do not have; hence 

management have increased the pressure of job rotation. So long as the level of 

employee commitment to the team is benefiting the organisation the status quo is 

maintained. However, once the commitment is used as a means of increasing 

employee control, management responds by dissipating the employee power through 

rotating team membership. Furthermore, when increase union membership at 

FrOzone was threatening to give employees an alternative voice, management 

sought to undermine the union by allowing the majority non-union members the 

ability to progress enterprise bargaining without any union representation.   

 

9.7 Conclusion 

This chapter has provided an analysis of the major focus of this thesis: that is, 

discussing how work teams influence the level of control, cooperation and resistance 

in new worksites. It was noted that a team’s level of off-task time was determined by 

their work processes and this off-task time had a direct influence on the levels of 

cooperation and resistance. The teams in these organisations are, to a large degree, 

teams without teamworking, and in addition, control over decision-making is limited 

and kept under management’s control. Consequently, there appears little reason to 
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organise employees into teams in these two worksites. Furthermore, when 

employees do take a greater level of control over their situation, management 

respond. In these organisations, the response was to force job rotation upon the 

employees. The result would be that although stable teams have been suggested to 

be more effective (Cohen and Ledford 1994), the rotation would prevent any group 

of workers from becoming too powerful and challenging managerial prerogative. 

The final chapter will provide a brief overview of this thesis and offer some areas for 

further research.  



 - 319 - 

Chapter Ten 

Conclusion 

10.1 Introduction 

The study of work teams has captured the attention of academics and practitioners 

throughout the latter stages of the 20th century and into the 21st century. There has 

been much debate and one could be forgiven for thinking that we know the answers. 

However, there are still substantial gaps in our knowledge of the practical operations 

of work teams. As Chapter One and Two explained, the terminology taken to 

describe work teams has been ambiguous and vague at times. Furthermore, 

researchers and practitioners have been prone to conflate different types of work 

teams. However, while it is recognised that two-dimensional taxonomies can be 

fraught with problems, it is also acknowledged that work teams stem from two 

different traditions: the socio-technical tradition and the Japanese industry tradition. 

It was within this context that Chapter One posed the primary research question: 

how do teams influence the level of control, cooperation and resistance in new 

workplaces? 

 

Chapter One also defined the terms that would be used throughout this thesis. 

Labour Process Theory was determined to be an appropriate framework for 

analysing the work teams. LPT was utilised because a core aspect of the labour 

process debate is the notion of managerial strategies and control. The use of work 

teams is a managerial strategy that has an impact on control in the workplace. It was 
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also acknowledged throughout this chapter that within the inherently conflictual 

employment relationship, each party (management and employees) responds to the 

controls held by the other party. When it is in management’s best interests to allow 

the employees a great deal of control over decision-making, SAWTs may be viewed 

as an appropriate strategy. Employees will respond through a range of possible 

actions, from compliance through to acts of resistance or alternatively, acts of 

cooperation that are above and beyond expected work roles. Importantly, any 

employee can engage in a range of actions depending on the context of the situation 

at hand. If the employees are unilaterally negotiating what management perceives to 

be too much control at the expense of managerial control, the managers will respond 

accordingly. This research project was developed to investigate issues of control and 

response when employees were organised into work teams.  

 

Ackroyd and Thompson (1999) recognise that there are a range of employee actions 

that do not neatly fit the terminology of ‘resistance’. Consequently, a distinction has 

been made between acts of resistance aimed at the technology, or at work processes 

and the managerial regime, and acts of misbehaviour. This thesis has differentiated 

between those actions that are regarded as ‘resistance to managerial controls’ and 

activities that can be regarded as ‘misbehaviour while engaging in the labour 

process’. Assumptions have been made that the employee recognises the intended 

outcomes of their actions while recognising that there may be unintended outcomes 

of actions. This thesis recognises that context plays an important role in 
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understanding employee actions and consequently, distinctions between resistance, 

misbehaviour and conflict are made throughout the thesis. 

 

Contextual distinctions have also been made for other employee actions. 

Organisational behaviourists recognise that employees can engage in activities in the 

workplace that go beyond what a labour process interpretation would typically 

describe as ‘consent’. Furthermore, cooperation is a term often associated with 

teams and interdependency. However, this thesis disputes the standard interpretation 

of cooperation. Employees may interact and help each other to engage in acts of 

resistance. While there may be ‘cooperation’ in the dictionary-defined sense of the 

word, this cannot be viewed as cooperation within this analysis. In addition, the 

notion of employees all performing a task on an assembly line cannot be considered 

cooperation but is little more than ‘sequential interdependency’ (Sharpe 2002: 272). 

Cooperation has been defined in this thesis as: 

The level and extent of direct interactions between workers that results in, or 
would be reasonably expected to result in positive outcomes for the 
organisation. Such actions are to be considered in addition to formalised and 
codified work roles. 

 

This thesis separates acts of cooperation between members of the same team, and 

acts of cooperation between members of different teams. Teams are commonly 

associated with organisations attempting to increase the level of employee 

commitment. Consequently, we have considered the employee’s level of 

commitment to their teams and, as a separate concept, commitment to the 

organisation as influenced by the presence of teams.  
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Chapter Two provided a wide-ranging review of literature that focuses upon work 

teams. It was noted that much of this literature places too great an emphasis on the 

positive aspects that teams bring for employees and management, with the 

assumption that the two parties share the same goals. However, acknowledging the 

pluralist assumption of conflicting goals, teams can have a negative impact on 

employees. When employees are faced with a situation that presents a negative 

outcome, they may respond. Commonly, with research that focuses on resistance and 

teams, the focus is upon the resistance to the change to a team-based structure. As a 

consequence of this research focus, there has been limited consideration of what 

employee resistance might be present if the variable of change was removed. 

Consequently, a primary goal of this research was to respond to this gap in the 

literature. By focusing on two new workplaces, any resistance that was uncovered 

would not be resistance to change. Rather, the resistance would be simply acts of 

resistance within the employment relationship when the employees were organised 

into teams.  

 

To investigate resistance in the workplace, an appropriate methodology must be 

utilised. Chapter Three detailed the development of this research project and the 

methodology selected for investigating the sensitive issue of employee resistance. It 

was expected that acts of cooperation and issues relating to control would be 

investigated through a range of possible methodologies. In comparison, the issue of 

employee resistance required a methodology that could probe beneath the formal 
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and consensual activities in the workplace and uncover the motivation and type of 

covert acts engaged in by employees. As a consequence of the research topic an 

ethnographic study encompassing participant and non-participant observations was 

utilised. Investigating sensitive topics relies on a substantial investment of time in an 

attempt to develop an increased level of trust with workers. This allowed the 

researcher the informality of ‘blending in’ to a degree with the research subjects to 

uncover hidden aspects of the employment relationship. As a means of gathering 

background data and considering managerial responses, 31 interviews were 

performed at the two organisations. These interviews were with managers, team 

leaders, HR representatives and union officials.  

 

10.2 Overview 

The remainder of this chapter will perform two key tasks. Firstly, this chapter will 

provide an overview of the major themes and findings of the research. In the final 

section of the chapter, a number of areas for further research will be discussed.  

 

It is well accepted that when compared to teams from the Japanese industry 

tradition, teams from the socio-technical tradition provide employees with a 

substantially higher level of control over the normative, governance and technical 

aspects of production. This is borne out by Rinehart et al. (1997) who performed 

research into an automobile factory and found that there is nothing about the 

processes in which those teams are engaged that requires employees to be organised 

into teams. Van den Broek et al. (2004) presented research in call centres suggesting 
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the teams are present without the interdependency that is commonly associated with 

teams; hence, there are teams without teamwork. This research supports each of 

these propositions and states that in these organisations, there is no production 

processes that require the employees to be organised into teams and that indeed, the 

majority of teams present in these workplaces are teams without teamworking. The 

remainder of the teams have limited amounts of teamworking present. 

 

Chapter Six presented two different but related dimensions of control in the 

workplace. Teams have typically been seen as a means to devolve decision-making 

responsibilities from the management to the teams. However, the two case study 

organisations have done little in relation to transferring decision-making to the teams 

– hence, teams without teamworking. There is only limited control proffered to 

employees in terms of technical and governance issues. There was a realisation that 

the teams within each of the workplace differed from the other teams. Employees in 

the atypical teams do have some control over the activities that they perform when 

their primary activity is not driving their activity. This was referred to as the level of 

off-task time. In addition, employees in the cooking teams at FrOzone have some 

control over the pace of their work. However, issues such as workload, the order of 

processes and so on for all teams are left in the hands of managers, team leaders or 

the customers.  

 

Nevertheless, there is some control over the normative aspects of team life. While 

each managerial regime present ‘managed’ cultures, the PowerGrid culture is one of 
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pluralism, accepting union representation and voice. In addition, management focus 

on alleviating the potentially harsh aspects of the call centre. FrOzone management 

have attempted to develop a unitarist culture where there is no alternative, collective 

voice for the employees. The ‘teambuilding’ aspects of the FrOzone culture are 

completely managed by the organisation while the PowerGrid management provide 

the teams with boundaries with which they can make some decisions in regard to 

normative issues.  

 

Peer control is also an important part of the normative aspect of the teams. These 

organisations present a reflection of the Knights and McCabe suggestion that 

employees have different experiences of working within the same teams. There are a 

range of employee responses to the notion of peer pressure (surveillance / control). 

Some employees do feel the pressure to conform and perform for the benefit of the 

team. Other employees report an expectation and, indeed, willingness to watch their 

colleagues to ensure an expected level of output. Some employees note the 

frustrations that such an expectation brings while some simply ignore the pressure 

from others and get about their business to suit themselves. Consequently, the notion 

of peer control is one that is reinforced by this research, but only partially. Peer 

control is present, but not all employees will respond to the pressure and not all 

employees will engage in such activities. What is interesting is that the LOST do 

present a team with a high level of cohesiveness which might indicate a high level of 

peer pressure. However, the LOST use this cohesiveness as a means of response to 

managerial controls.  
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Employees can perform their tasks through offering consent to the production 

processes or through resigned compliance to the power of management. However, 

employees can also take a further step and cooperate to add-value to their role in the 

production process. Again, the theme of teams without teamworking comes through 

to suggest that many team members are anchored to their production role and are 

simply unable to engage in levels of cooperative work practices. This thesis suggests 

that the teams with the higher levels of off-task time present the employees with a 

greater opportunity to engage in cooperative work practices or discretionary work 

effort. Those employees who are in the position to determine the use of their own 

off-task time also have a greater scope to engage in such activities. Off-task time not 

only influences the level of cooperative acts between team members but also the 

level of cooperative acts between different teams.  

 

It is apparent that the team does have an influence on the level of resistance 

presented by team members. Again, the scope and opportunity that present some 

teams with greater levels of cooperation also present the teams with opportunities for 

greater levels of resistance. Those employees who find themselves in the privileged 

position of being in the atypical team also find greater scope and opportunity to 

engage in covert acts of resistance. Interestingly, other employee responses within 

these two case study organisations show a different pattern to the levels of 

cooperation and resistance. Levels of employees’ commitment, misbehaviour, 

conflict and challenges to the culture are more greatly influenced by managerial 
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strategies. Employees will adopt cultural initiatives to varying degrees and it appears 

that an employee’s willingness to buy in to the culture, along with management’s 

ability to deliver on cultural promises is a much greater influence on factors such as 

commitment, misbehaviour and conflict.  

 

The managerial responses to the challenges they face are determined by the intensity 

of the challenges and the necessity of a response. For a few years, PowerGrid 

management took a slow but measured approach in their response to managing the 

challenges presented by the LOST. An opportunistic policy of job rotation was 

introduced as one means of disrupting the collective nature of this cohesive team. 

When the employees responded, management took the opportunity to remove the 

team from the call centre altogether. At FrOzone the management team had always 

felt a policy of job rotation would be beneficial, but employees in the more powerful 

teams resisted such a policy. Consequently, FrOzone management were faced with 

the decision to break the power of the team members and force job-rotation policies 

regardless of the cost.  

 

It appears that the managers of each of these organisations are pleased to initiate 

team structures when they work in the best interests of the company. Once the 

employees attempt to maintain a position in a team for their own benefit, this creates 

a situation that management will not tolerate. This provides weight to the argument 

that teams are a structural form of control in the workplace rather than a means to 

empower workers with a heightened level of decision-making. Decision-making is 
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limited, and when the control employees that do have is exercised and developed, it 

provides too great a challenge for management to accept. Hence, a response is 

formulated.  

 

10.3 Areas for Further Research  

A number of areas requiring further research have been generated by this study. One 

area that deserves greater attention is our understanding about work teams and the 

impact that teams have on employees and organisations if they are teams without 

teamworking. In addition, a key motivation of this research project was to uncover 

collaborative acts of resistance within work teams. In that regard, it has only been 

partially successful. Certainly, the LOST demonstrate a high level of collaborative 

resistance. However, researchers should continue to investigate the ability of 

employees to engage in collaborative acts of covert resistance even when the 

employees are organised into work teams. This thesis has provided enough evidence 

to suggest that covert team resistance does exist and managers must be further 

reminded that teams are not the panacea to all that ails their workforce.  

 

This thesis has delved into an under-researched area of work teams. While it is well 

established that organisations can implement different types of teams in different 

worksites, the analysis of the evolution of different work teams in the one worksite 

fills a substantial gap within the literature. The two case study organisations 

presented here demonstrate that despite managerial attempts to develop equality and 

a degree of sameness, the teams can develop very differently. This provides a range 
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of research opportunities to investigate how this ‘differentness’ effects employees’ 

day to day experiences, levels of turnover and absenteeism, inter-team conflict and 

managerial responses.   

 

In addition, the traditional Australian focus on the institutional aspects of industrial 

relations has meant that domestically, there is a range of opportunities to conduct 

team-based research that can be performed to increase our understanding of 

Australian work teams. What Australian cultural differences impact upon teams in 

this country? Teams are said to bring substantial benefits to employees. Does our 

regulatory environment permit organisations the flexibility to reap substantial 

benefits from team-based structures? While still focusing on Australian research, 

there is a need for more investigation into new and greenfield worksites. Are work 

teams simply another box on the checklist of new organisations? Do managers locate 

and fit out a building, hire staff and organise teams just as a matter of course, or is 

the introduction of teams a rational, considered means of organising employees?  

 

10.4 Conclusion  

This thesis has investigated how work teams influence the level of control, 

cooperation and resistance within new organisations. It has been found that the work 

teams have little clear influence on aspects of worker control; this is primarily driven 

by managerial strategy vis-à-vis job design. Where management maintain a 

hierarchical decision-making structure (even if it is a relatively flat structure), then 

limited control will be devolved to the members of the work teams. The levels of 
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both cooperation and resistance, on the other hand, are influenced primarily by the 

amount of off-task time that they team members have. Where employees have a 

greater level of off-task time, they have the scope and opportunity to engage in 

higher levels of cooperative acts, as well as higher levels of resistance. Furthermore, 

this thesis adds support to the notion that teams can exist in organisations without 

there being a high level of teamworking present. Teams in these organisations are a 

structure of social organisation and managerial control rather than employee 

empowerment. The notion of the managerially constructed work team seems to have 

some longevity and hence, cannot be completely dismissed as a managerial fad. 

However, the term ‘team’ is perhaps becoming a cliché in the workplaces of the 

early 21st century.  
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Appendix A: List of Interviews 

POWERGRID 

Contact Centre Manager,      17 December 2002. 

Loss of Supply Team Leader,     5 February 2003. 

Former Loss of Supply Team Leader,    21 February 2003.  

Training and Development Team Leader,    21 February 2003. 

Contact Centre Manager,      23 February 2003. 

Morning Glory Team Leader,     25 February 2003. 

Union Representative,      5 March 2004. 

Contact Centre Operations Manager,     11 March 2004. 

HR Representative,       25 March 2003. 

Roster and Planning Officer,      18 March 2003. 

HR Representative,       8 April 2003. 

Roster and Planning Officer,      3 June 2003. 

Training and Development Team Member,    10 June 2003. 

Nomads Team Leader,      17 June 2003. 

Loss of Supply Team Leader,     17 June 2003. 

Call Centre Manager,       25 June 2003. 

Morning Glory Team Leader,     25 June 2003. 

Former PowerGrid Suburban Depot Supervisor,   16 August, 2003. 
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FROZONE 

Production Manager,       17 January 2003. 

Research and Development Manager,    17 January 2003.  

Union Representative,      30 January 2003. 

Management Team Member,     30 January 2003. 

Coordinator Two,       12 February 2003. 

Coordinator Two,       4 March 2003. 

HR Representative,       12 March 2003. 

Management Team Member,      19 March 2003. 

Union Representative,      14 April 2003. 

Production Manager,       3 June 2003. 

Production Manager,       9 July 2003. 

HR Representative,       16 July 2003. 

Management Team Member,     16 July 2003. 
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Appendix B:  PowerGrid Organisational Chart  

(relevant to teams studied)* 
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* Throughout this thesis, the PowerGrid HR representative is referred to as such as this position was 
external to the call centre. However, in FrOzone the HR officer is a position within the organisation, 
hence is referred to as such.  
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Appendix C: FrOzone Organisational Chart  

(relevant to teams studied) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The UPPERCASE and bold type refers to the labels placed on these positions to 
maintain a similarity between the two organisations. 
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Appendix D: Agent Trace Report,  

PowerGrid Call Centre 

 
      /10
       

   VU-ACD   
 PIN :     
 Printed: Tue  Apr 08, 2003  10:57:02  AM  
 4/7/2003  (Permissions: 34922) 
    
  Report For   

 
TIME OF 
DAY  ACTIVITY   

 Group 0734074720    
      

 08:59:53  
Log in to Group 0734074720, Subgroup 0.00: CKW = 0.00 - 
Default   

 08:59:54  Out of Clerical   
 08:59:57  Answer ACD Call   
 09:00:05  Release ACD Call: LOB = 0.00 - Default   
 09:00:05  Variable Wrap-Up Started   
 09:00:08  End of Variable Wrap-Up   
 09:00:15  Answer ACD Call   
 09:02:21  Release ACD Call: LOB = 0.00 - Default   
 09:02:21  Variable Wrap-Up Started   
 09:02:24  End of Variable Wrap-Up   
 09:02:35  Answer ACD Call   
 09:04:22  Release ACD Call: LOB = 0.00 - Default   
 09:04:22  Variable Wrap-Up Started   
 09:04:25  End of Variable Wrap-Up   
 09:04:55  Answer ACD Call   
 09:07:03  Transfer an ACD Call   
 09:07:59  Release ACD Call: LOB = 0.00 - Default   
 09:07:59  Variable Wrap-Up Started   
 09:08:02  End of Variable Wrap-Up   
 09:08:46  Answer ACD Call   
 09:13:42  Release ACD Call: LOB = 0.00 - Default   
 09:13:42  Variable Wrap-Up Started   
 09:13:45  End of Variable Wrap-Up   
 09:13:58  Answer ACD Call   
 09:16:57  ACD Call Put on Hold   
 09:17:54  ACD Call Retrieved from Hold   
 09:20:07  Into Clerical:  CKW = 111.00 - After Call Work   
 09:20:07  Release ACD Call: LOB = 0.00 - Default   
 09:22:03  Out of Clerical   
 09:22:20  Answer ACD Call   
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 09:24:48  Release ACD Call: LOB = 0.00 - Default   
 09:24:48  Variable Wrap-Up Started   
 09:24:51  End of Variable Wrap-Up   
 09:24:53  Answer ACD Call   
 09:26:34  Release ACD Call: LOB = 0.00 - Default   
 09:26:34  Variable Wrap-Up Started   
 09:26:38  End of Variable Wrap-Up   
 09:26:42  Answer ACD Call   
 09:29:07  Release ACD Call: LOB = 0.00 - Default   
 09:29:07  Variable Wrap-Up Started   
 09:29:10  End of Variable Wrap-Up   
 09:29:18  Answer ACD Call   
 09:31:02  Release ACD Call: LOB = 0.00 - Default   
 09:31:02  Variable Wrap-Up Started   
 09:31:05  End of Variable Wrap-Up   
 09:31:07  Answer ACD Call   
 09:36:03  Release ACD Call: LOB = 0.00 - Default   
 09:36:03  Variable Wrap-Up Started   
 09:36:07  End of Variable Wrap-Up   
 09:36:14  Answer ACD Call   
 09:42:29  Release ACD Call: LOB = 0.00 - Default   
 09:42:29  Variable Wrap-Up Started   
 09:42:32  End of Variable Wrap-Up   
 09:42:44  Answer ACD Call   
 09:48:28  Release ACD Call: LOB = 0.00 - Default   
 09:48:28  Variable Wrap-Up Started   
 09:48:32  End of Variable Wrap-Up   
 09:48:42  Answer ACD Call   
 09:50:35  Release ACD Call: LOB = 0.00 - Default   
 09:50:35  Variable Wrap-Up Started   
 09:50:38  End of Variable Wrap-Up   
 09:50:40  Answer ACD Call   
 09:54:53  Release ACD Call: LOB = 0.00 - Default   
 09:54:53  Variable Wrap-Up Started   
 09:54:56  Into Clerical:  CKW = 111.00 - After Call Work   
 09:56:25  Out of Clerical   
 09:56:44  Answer ACD Call   
 10:06:54  Release ACD Call: LOB = 0.00 - Default   
 10:06:54  Variable Wrap-Up Started   
 10:06:58  End of Variable Wrap-Up   
 10:07:10  Answer ACD Call   
 10:10:26  Release ACD Call: LOB = 0.00 - Default   
 10:10:26  Variable Wrap-Up Started   
 10:10:30  End of Variable Wrap-Up   
 10:10:43  Answer ACD Call   
 10:13:00  Release ACD Call: LOB = 0.00 - Default   
 10:13:00  Variable Wrap-Up Started   
 10:13:04  End of Variable Wrap-Up   
 10:13:30  Answer ACD Call   
 10:15:26  Release ACD Call: LOB = 0.00 - Default   
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 10:15:26  Variable Wrap-Up Started   
 10:15:30  End of Variable Wrap-Up   
 10:15:33  Answer ACD Call   
 10:18:27  Release ACD Call: LOB = 0.00 - Default   
 10:18:27  Variable Wrap-Up Started   
 10:18:31  End of Variable Wrap-Up   
 10:18:51  Forced Log Off   

 10:18:53  
Log in to Group 0734074720, Subgroup 0.00: CKW = 0.00 - 
Default   

 10:18:54  Out of Clerical   
 10:19:02  Answer ACD Call   
 10:25:09  Release ACD Call: LOB = 0.00 - Default   
 10:25:09  Variable Wrap-Up Started   
 10:25:12  End of Variable Wrap-Up   
 10:26:27  Answer ACD Call   
 10:27:59  Release ACD Call: LOB = 0.00 - Default   
 10:27:59  Variable Wrap-Up Started   
 10:28:03  End of Variable Wrap-Up   
 10:28:52  Answer ACD Call   
 10:31:49  Release ACD Call: LOB = 0.00 - Default   
 10:31:49  Variable Wrap-Up Started   
 10:31:52  Into Clerical:  CKW = 111.00 - After Call Work   
 10:32:15  Out of Clerical   
 10:32:43  Answer ACD Call   
 10:38:22  Release ACD Call: LOB = 0.00 - Default   
 10:38:22  Variable Wrap-Up Started   
 10:38:25  End of Variable Wrap-Up   
 10:38:40  Answer ACD Call   
 10:42:19  Release ACD Call: LOB = 0.00 - Default   
 10:42:19  Variable Wrap-Up Started   
 10:42:23  End of Variable Wrap-Up   
 10:42:30  Answer ACD Call   
 10:49:35  Release ACD Call: LOB = 0.00 - Default   
 10:49:35  Variable Wrap-Up Started   
 10:49:39  End of Variable Wrap-Up   
 10:49:54  Answer ACD Call   
 10:56:57  Transfer an ACD Call   
 11:00:12  Release ACD Call: LOB = 0.00 - Default   
 11:00:12  Variable Wrap-Up Started   
 11:00:14  Log Off   

 11:14:51  
Log in to Group 0734074720, Subgroup 0.00: CKW = 0.00 - 
Default   

 11:14:52  Out of Clerical   
 11:15:18  Answer ACD Call   
 11:16:35  Release ACD Call: LOB = 0.00 - Default   
 11:16:35  Variable Wrap-Up Started   
 11:16:38  End of Variable Wrap-Up   
 11:17:37  Answer ACD Call   
 11:18:22  Release ACD Call: LOB = 0.00 - Default   
 11:18:22  Variable Wrap-Up Started   
 11:18:26  End of Variable Wrap-Up   
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 11:20:06  Answer ACD Call   
 11:22:17  Release ACD Call: LOB = 0.00 - Default   
 11:22:17  Variable Wrap-Up Started   
 11:22:20  End of Variable Wrap-Up   
 11:23:24  Answer ACD Call   
 11:26:23  Transfer an ACD Call   
 11:26:25  Transfer an ACD Call   
 11:26:31  Release ACD Call: LOB = 0.00 - Default   
 11:26:31  Variable Wrap-Up Started   
 11:26:34  End of Variable Wrap-Up   
 11:28:00  Answer ACD Call   
 11:30:32  Release ACD Call: LOB = 0.00 - Default   
 11:30:32  Variable Wrap-Up Started   
 11:30:35  End of Variable Wrap-Up   
 11:31:34  Answer ACD Call   
 11:35:11  Release ACD Call: LOB = 0.00 - Default   
 11:35:11  Variable Wrap-Up Started   
 11:35:14  End of Variable Wrap-Up   
 11:36:17  Answer ACD Call   
 11:45:18  ACD Call Put on Hold   
 11:47:43  ACD Call Retrieved from Hold   
 11:49:36  Release ACD Call: LOB = 0.00 - Default   
 11:49:36  Variable Wrap-Up Started   
 11:49:40  End of Variable Wrap-Up   
 11:49:53  Answer ACD Call   
 11:57:55  Release ACD Call: LOB = 0.00 - Default   
 11:57:55  Variable Wrap-Up Started   
 11:57:59  End of Variable Wrap-Up   
 11:58:27  Into Clerical:  CKW = 222.00 - Personal Breaks   
 11:58:43  Out of Clerical   
 11:59:40  Into Clerical:  CKW = 111.00 - After Call Work   
 11:59:41  Out of Clerical   
 11:59:42  Log Off   

 12:38:11  
Log in to Group 0734074720, Subgroup 0.00: CKW = 0.00 - 
Default   

 12:38:11  Out of Clerical   
 12:38:23  Answer ACD Call   
 12:46:56  Release ACD Call: LOB = 0.00 - Default   
 12:46:56  Variable Wrap-Up Started   
 12:47:00  End of Variable Wrap-Up   
 12:47:08  Answer ACD Call   
 12:53:13  Into Clerical:  CKW = 222.00 - Personal Breaks   
 12:53:13  Release ACD Call: LOB = 0.00 - Default   
 12:57:40  Out of Clerical   
 12:59:33  Answer ACD Call   
 13:01:27  ACD Call Put on Hold   
 13:03:15  ACD Call Retrieved from Hold   
 13:06:14  Into Clerical:  CKW = 111.00 - After Call Work   
 13:06:14  Release ACD Call: LOB = 0.00 - Default   
 13:08:47  Out of Clerical   
 13:08:59  Answer ACD Call   
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 13:10:28  Release ACD Call: LOB = 0.00 - Default   
 13:10:28  Variable Wrap-Up Started   
 13:10:31  End of Variable Wrap-Up   
 13:10:35  Answer ACD Call   
 13:18:19  Release ACD Call: LOB = 0.00 - Default   
 13:18:19  Variable Wrap-Up Started   
 13:18:23  End of Variable Wrap-Up   
 13:18:34  Answer ACD Call   
 13:22:52  Release ACD Call: LOB = 0.00 - Default   
 13:22:52  Variable Wrap-Up Started   
 13:22:56  End of Variable Wrap-Up   
 13:23:09  Answer ACD Call   
 13:27:03  Release ACD Call: LOB = 0.00 - Default   
 13:27:03  Variable Wrap-Up Started   
 13:27:06  End of Variable Wrap-Up   
 13:27:08  Answer ACD Call   
 13:28:55  Release ACD Call: LOB = 0.00 - Default   
 13:28:55  Variable Wrap-Up Started   
 13:28:59  End of Variable Wrap-Up   
 13:29:12  Answer ACD Call   
 13:30:43  ACD Call Put on Hold   
 13:33:30  ACD Call Retrieved from Hold   
 13:38:38  Release ACD Call: LOB = 0.00 - Default   
 13:38:38  Variable Wrap-Up Started   
 13:38:42  End of Variable Wrap-Up   
 13:38:59  Answer ACD Call   
 13:43:44  Release ACD Call: LOB = 0.00 - Default   
 13:43:44  Variable Wrap-Up Started   
 13:43:47  End of Variable Wrap-Up   
 13:43:52  Answer ACD Call   
 13:45:59  Release ACD Call: LOB = 0.00 - Default   
 13:45:59  Variable Wrap-Up Started   
 13:46:02  End of Variable Wrap-Up   
 13:46:03  Answer ACD Call   
 13:49:54  ACD Call Put on Hold   
 13:50:07  ACD Call Retrieved from Hold   
 13:55:14  Transfer an ACD Call   
 14:02:23  Release ACD Call: LOB = 0.00 - Default   
 14:02:23  Variable Wrap-Up Started   
 14:02:26  End of Variable Wrap-Up   
 14:02:28  Make Set Busy   
 14:02:41  Log Off   
 14:02:41  Answer ACD Call   
 14:02:41  Release ACD Call: LOB = 0.00 - Default   
 14:02:41  Variable Wrap-Up Started   
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Appendix E: PowerGrid Call Handling Graphs 

 
Appendix B
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Nomads Clerical Time
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