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Industrial Relations: The 2003 UK Fire-fighters strike

Additional Speakers Notes
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4% November 2002.

7% November 2003, conditional on fulfilment of modernisation requirements
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Pay rise offer insufficient, linked to manual labour fire-fighters are skilled labour and should be paid accordingly, propose 39% pay rise in line with other public sectors.
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Fewer overnight staff.

Some overnight station closures.

More time spent on preventative public education in Community Safety Office.
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Shift changes means job cuts.  Presently not receiving recognition for work being completed i.e. bank holidays nights and school and community visits all completed without additional monetary compensation.  Voluntary overtime being demanded but instead we propose the overtime ban to remain
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Need new structure to co-ordinate multiple forces and deal with major incidents e.g. terrorism. New technology will make this more efficient.
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Reduction in control room centres means reduced responsiveness of fire-fighters.  Means job cuts.   In addition the control room staff also require to be paid for the valuable work they complete, make it comparable to other sectors.
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Why should taxpayer foot the bill for call-outs to road accidents?
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Charging for call outs will result in increased premiums so people will be reluctant to call and try to deal with fire themselves. This will risk lives.  Need to change the negotiation process to give fire-fighters some say.
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Training in use of defibrillators will save lives.
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Increase in demands by the employers (i.e. defibrillator use) without an increase in the offers made. Liable to create unrest and be rejected (Herriot, Hirsh & Reilly 1998). Fire-fighters are not here to cover for funding problems in Ambulance service. Modernisation bid is a euphemism for job cuts
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Millward & Brewerton (2001) consider the psychological contract to provide a useful and meaningful framework for conceptualisation of issues that has theoretical basis with practically significance and has empirical implications.  

Particularly useful in the attempt to encourage dialogue when this is limited which leads to lack of understanding and listening.  Can demonstrate the issues that can arise with top down strategy implementation such as here, and can predict possible reactions to breaches and violations of such a contract.

The psychological contract has been linked to many organisational issues such as motivation (Furnham 2001), organisational commitment (Herriot, Manning & Kidd 1997), organisational citizenship behaviours (Bateman & Organ 1983; Fukuyama 1995), satisfaction (value theory) and identity (SIT) issues.
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Groups thought exercise comparable to the out-group degradation apparent in the Fire-fighters dispute. Sense of self rooted in group membership, ‘threat’ to group is a ‘threat’ to self.
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Increase in demands by employer without an increase in the offers made is liable to create unrest and be rejected (Herriot, Hirsh & Reilly 1998)

Promise Trust definition – belief in how a person or organisation may act in some future occasion (Kramer 1999) also (Coyle- Shapiro & Kessler 2000).

Imposing change as opposed to emergent change.  Change considered best as an on-going, continuous process.

Out-group degradation: in-group is derogatory about out-group in attempt to manipulate perception of in-group as superior group.

Bain report violates procedural justice – not seen as independent by fire-fighters.
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Reduced organisational citizenship:  jobs fire-fighters decline to complete tasks that have always been completed (Organ, 1988; Ashford, 1990; Osterman, 1988).

Less likely to go the extra mile for an organisation (Mooreman, 1991) could be argued this type of behaviour is imperative for some organisations Herriot, Manning & Kidd, 1997) such as the fire-fighters.

Striking behaviour is the ultimate employee tool utilised when discussions result in failure to agree.  Or can be used as a tool when management do not engage in discussion.  Can potentially have huge implications for organisations (Millward supplementary chapter notes, 2005). 
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The different contracts have different expectations for employees and are based on different things. Transactional=economic exchange, relational=social exchange.  There is considered to be a shift in the relationship held with fire-fighters, from a transactional psychological contract to a relational contract.
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Social Comparison Theory (Festinger, 1954) or equity exchange theory (Adams, 1965) equity as subjective experience dealing with perceptions of fairness and individuals are motivated to perceive subjective equity (Furnham, 2002).
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The symmetry in power between the two parties often determines the procedures of negotiation (McLean, Parks and Kidder, 1994).

“Power differences between the two parties can affect the ability of weaker individuals to directly communicate their interests” (Rousseau, 2001).
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The procedures used to reach decisions and how the decision-maker arrives at the final decision must be perceived as fair (Lind & Tyler, 1988). Implications for “Independent” Bain report.

Get safe: Presenteeism. Fire-fighters being conspicuously back at work while not necessarily being very productive.

Get Out: Leaving Fire Service?

Get Even: Already evidence, striking, not maintaining/decorating fire-station buildings.

Slide 23

Rousseau describes how violations can decrease satisfaction of workers who stay with organisation.
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Consultation increases ownership and buy-in, therefore increases likelihood of success.
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Issues in:

Negotiation – Who represents negotiating parties?

Monitoring – Both individual’s and organisation’s responsibility. Checking for equity compared to individuals’ old situation and ongoing social/business environment changes.

The contracting transitions process:

1. Two-way

2. Iterative

3. Makes explicit content of the Psychological Contract
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1. Competency in role

2. Not seeking to deceive

3. Not taking advantage

4. Consistent behaviour. Doing what they say they will do.

Interdependent factors – violation on one will impact on all.
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1. Admission by top management of failure to meet employee(s) needs

2. Limited process of contracting transitions, beginning with small transactional exchanges of basic (hygiene) ‘needs’ to establish trust.

3. Predictable and consistent behaviour, wants and offers.

4. Both parties empathising with each other, internalising each other’s wants/needs. Very difficult and rare to achieve.
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Change must be seen as an ongoing process of negotiation. Success of any change process is unlikely without buy-in from both parties involved in negotiation.

