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ABSTRACT

The thesis examines whether the introduction of 
computerised editorial systems (direct input) in provincial 
newspapers has altered the bargaining power of journalists. 
It analyses whether power has been transferred from the 
printers to the editorial workers, and has shifted the 
frontier of control between the workforce and managers in 
the journalists' favour.
Drawing on evidence from documentation, observation, 
face-to-face structured and unstructured interviews and a 
questionnaire survey, the thesis concludes that the control 
relationships in provincial newspapers have undergone 
important changes as result of new technology.
In the short term, control appeared to transfer to 
editorial workers because the National Union of Journalists 
(NUJ) chapels enjoyed considerable success in the 
negotiation of direct input at local level. The NUJ was 
very successful in securing detailed New Technology 
Agreements that included substantial pay increases for 
journalists.
The increased control stemmed largely from the enhanced 
influence over strategic contingencies in the production 
process: the greater immediacy and pervasiveness of the 
journalists in general, and the sub-editors in particular. 
However, although this 'latent power' has been transferred 
from the printers, in the longer term journalists have not 
developed overall workplace control. This is a result of 
the inability of journalists to influence the labour 
market, the absence of a uniform collective workgroup 
consciousness, weak trade union discipline and an 
inappropriate organisational structure. The development of 
workplace control has also been inhibited by the positive 
attitudes of the journalists to the technological change, 
particularly in terms of greater job satisfaction and 
increased skill levels, which have outweighed the negative 
effects such as health and safety problems. Moreover, new 
technology seems to have widened differences and divisions 
between editorial workers, and this has reduced further 
their ability to act collectively to exert workplace 
control.
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CH APTER  ONE

I n t r o d u c t i o n  -  W o r k p la c e  C o n t r o l

T h e  r e c e s s i o n ,  t h e  i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y  a n d  t h e  

UK p o l i t i c a l  e n v i r o n m e n t  c r e a t e  o p p o r t u n i t i e s  f o r  e m p l o y e r s  

t o  a d j u s t  t h e i r  m a n a g e r i a l  p r a c t i c e s  i n  a n  a t t e m p t  t o  e x e r t  

g r e a t e r  c o n t r o l  i n  t h e  w o r k p l a c e .  T h i s  h a s  b e e n  

c h a r a c t e r i s e d  v a r i o u s l y  a s  a n  e m p l o y e r s '  o f f e n s i v e  (H y m an  & 

E i g e r ,  1 9 8 1 ) ,  a  r e c l a m a t i o n  o f  m a n a g e r i a l  p r e r o g a t i v e s  

t h r o u g h  ' m a c h o  m a n a g e m e n t '  ( M a c k a y ,  1 9 8 6 ) ,  ' n e w  r e a l i s m '  

( B a s s e t t ,  1 9 8 6 ) ,  f l e x i b i l i t y  a n d  p r a g m a t i s m  ( A t k i n s o n ,  

1 9 8 4 ;  P u r c e l l ,  1 9 8 7 )  o r  ' v e r y  l i t t l e  c h a n g e '  ( M a c l n n e s ,  

1 9 8 7 ;  M a r g i n s o n  e t  a l ,  1 9 8 8 ;  M a r t i n ,  1 9 8 7 ) .  T h e  u n d e r l y i n g  

q u e s t i o n  i s ,  a r e  m a n a g e r s  a t t e m p t i n g  t o  p u s h  b a c k  t h e  

f r o n t i e r  o f  c o n t r o l ?

T h e  t h e s i s  p r o p o s e s  t o  a d d r e s s  t h i s  q u e s t i o n  a n d  

e x a m i n e  t h e  m o v e m e n t  o f  t h e  f r o n t i e r  a n d  t h e  w a y  t h e  

w o r k f o r c e  c a n  h o l d  i t  b a c k .  I t  t a k e s  t h e  a r g u m e n t  f u r t h e r  

b y  e x a m i n i n g  w h e t h e r  i n  c e r t a i n  c i r c u m s t a n c e s  t h e  f r o n t i e r  

i s  b e i n g  r e d r a w n  r a t h e r  t h a n  p u s h e d  b a c k ,  w i t h  c o n t r o l  

b e i n g  t r a n s f e r r e d  n o t  t o  m a n a g e r s ,  b u t  f r o m  o n e  g r o u p  o f  

w o r k e r s  t o  a n o t h e r .  T h e  a n a l y s i s  t a k e s  t h e  p r o v i n c i a l  

n e w s p a p e r  i n d u s t r y  a s  a  c a s e  s t u d y ,  w i t h i n  w h i c h  t h e  

r e l e v a n t  i s s u e s  o f  w o r k p l a c e  c o n t r o l  c a n  b e  e x a m i n e d .  T h e  

r e a s o n s  w h y  t h i s  i n d u s t r y  i s  a p p r o p r i a t e  f o r  a n a l y s i n g  t h e  

s h i f t s  i n  w o r k p l a c e  c o n t r o l  a r e  o u t l i n e d  l a t e r  i n  t h i s  

c h a p t e r ,  b u t  f i r s t  i t  i s  i m p o r t a n t  t o  c o n s i d e r  t h e  f r o n t i e r  

o f  c o n t r o l  a n d  t h e  m e t h o d s  a v a i l a b l e  t o  e m p l o y e r s  t o  p u s h  

i t  i n  t h e i r  f a v o u r .

T h e  f r o n t i e r  o f  c o n t r o l  h a s  b e e n  d e f i n e d  b y  S t o r e y  a s
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' t h e  s t r u c t u r e  o f  m a n a g e r i a l  c o n t r o l  a n d  m a n a g e r i a l  r i g h t s  

v e r s u s  t h e  c h a l l e n g e  f r o m  o r g a n i s e d  l a b o u r  a n d  w o r k e r s "  

r i g h t s "  ( 1 9 8 1 ;  p l 2 5 ) .  T h e  p i c t u r e  i s  o f  a  b o r d e r  o f  

w o r k p l a c e  c o n t r o l ,  e v e r  s h i f t i n g  t h r o u g h  t h e  i n t e r a c t i o n  

a n d  c o n f r o n t a t i o n  o f  w o r k e r s  a n d  m a n a g e r s .  T h e  p r e c i s e  

c o m p o n e n t s  o f  t h e  f r o n t i e r  w i l l  b e  m a d e  a p p a r e n t  i n  t h e  

n e x t  c h a p t e r  w h e r e  a  m o d e l  o f  w o r k p l a c e  c o n t r o l  i s  

d e v e l o p e d .  F o r  n o w ,  t h e  g e n e r a l  d e f i n i t i o n  w i l l  s u f f i c e  i n  

o r d e r  t o  i s o l a t e  t h e  a r e a s  u p o n  w h i c h  m a n a g e m e n t  m i g h t  

f o c u s  t o  p u s h  t h e  f r o n t i e r  i n  t h e i r  f a v o u r .

T h e  v a r i o u s  s u r v e y s  a n d  r e s e a r c h  r e v e a l  t w o  b r o a d  a r e a s  

o f  c o n t r o l  p u s h :  n e w  t e c h n o l o g y  a n d  c o l l e c t i v e  b a r g a i n i n g .  

T h e s e  a r e a s  a r e  i n t e r w o v e n  a n d  i n  p r a c t i c e  a r e  u n l i k e l y  t o  

b e  s e e n  a s  d i s c r e t e  c a t e g o r i e s  e i t h e r  b y  m a n a g e m e n t  o r  

u n i o n s ,  a s  s h a l l  b e c o m e  a p p a r e n t  t h r o u g h o u t  t h e  t h e s i s ,  

h o w e v e r  t o  o u t l i n e  t h e  g e n e r a l  t r e n d s ,  t h e y  a r e  e x a m i n e d  

s e p a r a t e l y  b e l o w .

New T e c h n o lo g y

T h e  i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y  h a s  g e n e r a l l y  b e e n  

w e l c o m e d  b y  w o r k e r s  ( D a n i e l ,  1 9 8 7 )  i n  s p i t e  o f  t h e  

p o s s i b i l i t y  o f  i t  b e i n g  u s e d  b y  m a n a g e m e n t  t o  e x e r t  g r e a t e r  

c o n t r o l  o v e r  t h e  w o r k  p r o c e s s .  T h e  c o n t r o l  i s s u e s  i t  r a i s e s  

c o n c e r n  d e s k i l l i n g ,  w o r k  i n t e n s i f i c a t i o n  a n d  f l e x i b i l i t y .

T h e  s e m i n a l  w o r k  b y  B r a v e r m a n  ( 1 9 7 4 )  p r o d u c e d  a  

v i g o r o u s  d e b a t e  o v e r  w h e t h e r  d e s k i l l i n g  a n d  t h e  d e g r a d a t i o n  

o f  j o b s  w a s  a  p r i m e  o b j e c t i v e  o f  m a n a g e m e n t  i n  i n t r o d u c i n g  

ne w  t e c h n o l o g y .  I n  t h e  l i g h t  o f  e m p i r i c a l  s u r v e y s ,  h i s  

t h e o r y  w a s  m o d i f i e d  ( f o r  e x a m p l e ,  E d w a r d s ,  1 9 7 9 ;  T h o m p s o n ,  

1 9 8 3 )  a n d  c r i t i c i s e d  ( f o r  e x a m p l e ,  W o o d ,  1 9 8 2 ;  K n i g h t s ,
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W i l l m o t t  & C o l l i n s o n ,  1 9 8 5 ;  F r a n c i s ,  1 9 8 6 )  a n d  h a s  g i v e n  

r i s e  t o  t h e  w i d e l y  a c c e p t e d  n o t i o n  t h a t  m a n a g e r s  t e n d  t o  

m a k e  p o l i t i c a l  a n d  s t r a t e g i c  c h o i c e s  w h e n  i n t r o d u c i n g  n e w  

t e c h n o l o g y  ( f o r  e x a m p l e ,  W i l k i n s o n ,  1 9 8 3 ;  B u c h a n a n  & B o d d y ,  

1 9 8 3 ;  C h i l d ,  1 9 8 5 ) .  New t e c h n o l o g y  m i g h t  t h e r e f o r e  b e  u s e d  

t o  d e s k i l l  a n d  d e g r a d e  w o r k ,  f o r  e x a m p l e ,  b y  r e m o v i n g  t h e  

d i s c r e t i o n  o f  o p e r a t o r s  o v e r  t h e  t a s k  a n d  t r a n s f e r r i n g  t h e  

c o n t r o l  t o  s u p e r v i s o r s  a n d  m a n a g e r s  ( a  m u c h  c i t e d  e x a m p l e  

i s  N o b l e ,  1 9 7 9 ) .  A l t e r n a t i v e l y ,  t h e  n e w  t e c h n o l o g y  c o u l d  b e  

u s e d  t o  r e s k i l l  a n d  u p g r a d e  w o r k e r s ,  b y  i n c r e a s i n g  t h e i r  

d i s c r e t i o n  o v e r  t h e  t a s k s  a n d  e n r i c h i n g  j o b s ,  a n d  t h e r e b y  

g a i n i n g  c o m m i t m e n t  t o  m a n a g e r i a l  g o a l s  -  d e s c r i b e d  b y  

F r i e d m a n  ( 1 9 7 7 )  a s  " r e s p o n s i b l e  a u t o n o m y " .  T h e  d e c i s i o n  o n  

h o w  t o  a p p l y  t h e  n e w  t e c h n o l o g y  m i g h t  t h e r e f o r e  r e f l e c t  t h e  

p o l i t i c a l  c h o i c e s  o f  t h e  m a n a g e m e n t ,  t h e  l o c a t i o n  o f  j o b  

c o n t r o l  i s s u e s  o n  t h e i r  a g e n d a  o f  t e c h n o l o g i c a l  o b j e c t i v e s ,  

t h e  " b i a s e s "  o f  t h e  n e w  t e c h n o l o g y  b u i l t  i n  b y  t h e  

s u p p l i e r s ,  a n d  t h e  i n f l u e n c e s  o f  t h e  e x i s t i n g  t e c h n o l o g y  

a n d  p r o d u c t i o n  a r r a n g e m e n t s  ( M c L o u g h l i n  & C l a r k ,  1 9 8 8 ) .  

T h i s  " s t r a t e g i c  c h o i c e "  p e r s p e c t i v e  i s  a d o p t e d  b y  t h i s  

t h e s i s .

W ork  i n t e n s i f i c a t i o n  h a s  b e e n  a s s o c i a t e d  w i t h  c h a n g e s  

i n  t e c h n o l o g y  ( E d w a r d s ,  1 9 8 5 )  b e c a u s e  i t  c a n  m o r e  e a s i l y  b e  

a d o p t e d  i n  t h e  g u i s e  o f  e f f i c i e n c y .  T h e  t e c h n o l o g y  a l l o w s  

m a n a g e r s  g r e a t e r  o p p o r t u n i t y  t o  i n t e n s i f y  p r o d u c t i o n  i n  

t h r e e  m a i n  w a y s :  f i r s t ,  t h e y  m i g h t  u s e  n e w  t e c h n o l o g y  t o  

i n c r e a s e  t h e  c a p i t a l  i n t e n s i t y  o f  t h e  p r o d u c t i o n  p r o c e s s  b y  

r e p l a c i n g  s t a f f  w i t h  m a c h i n e s ,  b u t  w i t h o u t  r e d u c i n g  t h e  

o v e r a l l  l e v e l  o f  o u t p u t .  T h u s ,  w h i l s t  t h e  t e c h n o l o g y  m ay  

t a k e  o v e r  m u c h  o f  t h e  w o r k ,  t h e  e x p e c t e d  o u t p u t  o f  t h e
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r e m a i n i n g  w o r k e r s  (w h o  c a n n o t  b e  r e p l a c e d  b y  t e c h n o l o g y )  

m i g h t  i n c r e a s e .  S e c o n d l y ,  n e w  t e c h n o l o g y  m i g h t  t r a n s f o r m  

t h e  w o r k  p r o c e s s  s o  t h a t  d i f f e r e n t  t a s k s  a r e  b e i n g  

p e r f o r m e d ,  w h i c h  w o r k e r s  a r e  u n a b l e  t o  c o m p a r e  w i t h  

p r e v i o u s  t a s k s ,  a n d  s o  a r e  m o r e  l i k e l y  t o  a c c e p t  d i f f e r e n t  

p r o d u c t i v i t y  l e v e l s  -  e s p e c i a l l y  i f  t h e  s e t t i n g  o f  

p r o d u c t i v i t y  l e v e l s  a n d  o t h e r  j o b  c o n t r o l  i s s u e s  a r e  

p r e s e n t e d  b y  m a n a g e m e n t  a s  n e e d i n g  " t e c h n o l o g i c a l  

e x p e r t i s e " .  T h i r d l y ,  t h e  n e w  t e c h n o l o g y  m a y  h a v e  t h e  

p o t e n t i a l  t o  s p e e d  u p  t h e  p r o c e s s ,  o r  i n t r o d u c e  

m a c h i n e - p a c e d  p r o d u c t i o n  p r o c e s s e s  r a t h e r  t h a n  l e a v i n g  t h e  

p a c i n g  o f  w o r k  t o  t h e  d i s c r e t i o n  o f  i n d i v i d u a l  w o r k e r s  o r  

w o r k  t e a m s .

L i n k e d  t o  t h e  i s s u e  o f  w o r k  i n t e n s i t y  i s  t h e  n o t i o n  o f  

f l e x i b i l i t y .  D a n i e l  ( 1 9 8 7 ;  p l 7 2 - 1 7 8 )  f o u n d  e x t e n s i v e  u s e  o f  

f l e x i b i l i t y  a s s o c i a t e d  w i t h  n e w  t e c h n o l o g y  b e c a u s e  i t  c a n  

b e  u s e d  t o  b r e a k  d o w n  d e m a r c a t i o n  a n d  i n c r e a s e  t h e  

f l e x i b i l i t y  o f  t a s k s  -  t h e r e b y  a l l o w i n g  " e c o n o m i e s  o f  

s c o p e " .  I n  t e r m s  o f  w o r k p l a c e  c o n t r o l ,  t h i s  m a y  m e a n  t h a t  

w o r k e r s  c a n  b e  t r a i n e d  t o  b e c o m e  m u l t i - s k i l l e d  ( C r o s s ,  

1 9 8 5 ) .  T h e  p a r t i c u l a r  v a l u e  t o  m a n a g e m e n t  i s  t w o  f o l d :  

f i r s t  i t  a l l o w s  w o r k e r s  t o  b e  m o v e d  f r o m  t a s k  t o  t a s k  i n  

l i n e  w i t h  f l u c t u a t i o n s  i n  d e m a n d ;  a n d  s e c o n d ,  i t  b r e a k s  

d o w n  t r a d i t i o n a l  g r o u p  l o y a l t i e s  s i n c e  w o r k e r s  m i g h t  

t h e r e f o r e  n o  l o n g e r  i d e n t i f y  t h e m s e l v e s  w i t h  a  s p e c i f i c  

w o r k g r o u p .  C o n s e q u e n t l y ,  i t  h a s  t h e  p o t e n t i a l  t o  r e d u c e  

c o l l e c t i v i s m ,  a n d  w e a k e n  t r a d e  u n i o n  o r g a n i s a t i o n .

F l e x i b l e  f i r m  t h e o r i s t s  ( A t k i n s o n ,  1 9 8 4 ;  A t k i n s o n  & 

M e a g e r ,  1 9 8 6 )  a r g u e  t h a t  m a n a g e m e n t s  a r e  s p l i t t i n g  t h e  

w o r k e r s  i n t o  t h r e e  c o m p o n e n t s  -  c o r e  w o r k e r s ,  p e r i p h e r a l
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w o r k e r s  a n d  e x t e r n a l  w o r k e r s  -  a n d  t h a t  t h i s  t r e n d  s t e m s  

d i r e c t l y  f r o m  i n c r e a s e d  u n e m p l o y m e n t ,  a n d  l e s s  l a b o u r  

i n t e n s i v e  w o r k  p r o c e s s e s  b r o u g h t  a b o u t  b y  t e c h n o l o g i c a l  

c h a n g e .  C o r e  w o r k e r s  a r e  o f f e r e d  a  d e g r e e  o f  e m p l o y m e n t  

s e c u r i t y  t h r o u g h  r e s k i l l i n g  a n d  u p s k i l l i n g ,  w i t h  e n t e r p r i s e  

s p e c i f i c  t r a i n i n g  c o u r s e s ,  w h i l s t  p e r i p h e r a l  w o r k e r s  a r e  

s u b j e c t  t o  t h e  f l u c t u a t i n g  l a b o u r  m a r k e t  a n d  a r e  e m p l o y e d  

a t  t i m e s  o f  h i g h  p r o d u c t i v i t y  d e m a n d .  I n  t h i s  w a y  t h e  c o r e  

w o r k e r s  a r e  b u t t r e s s e d  f r o m  t h e  e b b  a n d  f l o w  o f  t h e  l a b o u r  

m a r k e t  b y  t h e  p e r i p h e r a l  w o r k e r s .  T h e  e x t e r n a l  w o r k e r s  a r e  

t h e  l e a s t  s e c u r e ,  b e i n g  e m p l o y e d  o n  f r e e l a n c e  c o n t r a c t s ,  

w o r k i n g  o u t s i d e  t h e  w o r k p l a c e  a n d  m e e t i n g  t h e i r  o w n  

o v e r h e a d s .

C o n s e q u e n t l y ,  f l e x i b i l i t y  h a s  d i f f e r e n t  a p p l i c a t i o n s  

f o r  c o r e  a n d  p e r i p h e r a l  w o r k e r s .  T h e  c o r e  w o r k e r s  a r e  

s u b j e c t  t o  " f u n c t i o n a l  f l e x i b i l i t y "  -  t h e  m u l t i - s k i l l i n g  

n o t e d  a b o v e .  C l e a r l y  t h i s  c a n  i n c r e a s e  t h e  s u b s t i t u t a b i l i t y  

o f  w o r k e r s  b y  a l l o w i n g  g r e a t e r  f l e x i b i l t y  w i t h i n  t h e  

w o r k p l a c e ,  a n d  h a s  i m p l i c a t i o n s  f o r  n u r t u r i n g  a n  

e n t e r p r i s e - o r i e n t a t e d  a t t i t u d e .  F i r s t  i t  i s  l i k e l y  t o  b e  

a s s o c i a t e d  w i t h  e n t e r p r i s e - s p e c i f i c  t r a i n i n g  t o  m a t c h  a n y  

n e w  t e c h n o l o g y  a n d  s o  t i e s  t h e  w o r k e r s  m o r e  c l o s e l y  t o  t h e  

e n t e r p r i s e ;  s e c o n d ,  m u l t i - t a s k  w o r k e r s  a r e  a b l e  t o  p e r f o r m  

a  g r e a t e r  v a r i e t y  o f  j o b s  w h i c h  m i g h t  l o w e r  b o r e d o m  a n d  

i n c r e a s e  c o m m i t m e n t  y e t  s t i l l  e n s u r e  t h a t  t h e  t e d i o u s  a n d  

u n r e w a r d i n g  t a s k s  g e t  d o n e .

A t k i n s o n  a n d  M e a g e r  d i d  n o t  h o w e v e r  n o t i c e  a n y  

s i g n i f i c a n t  i n c r e a s e  i n  t h e  e x t e n t  o f  v e r t i c a l  f l e x i b i l i t y  

w i t h i n  m a n u f a c t u r i n g .  T h e y  a r g u e  t h a t  t h i s  i s  l a r g e l y  

b e c a u s e  o f  u n i o n  d e m a r c a t i o n ,  t r a i n i n g  p r o b l e m s  a n d
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o c c a s i o n a l l y  h e a l t h  a n d  s a f e t y  c o n s i d e r a t i o n s .  S u c h  a n  

o b s e r v a t i o n  i s  i m p o r t a n t  w h e n  c o n s i d e r i n g  t h e  f r o n t i e r  o f  

c o n t r o l  s i n c e  i t  i m p l i e s  t h a t  u n i o n  r e s i s t a n c e  m i g h t  p l a y  a  

k e y  r o l e  i n  t h e  r e d u c t i o n  o f  f l e x i b i l i t y  -  t h u s  t h e  t r e n d  

m i g h t  b e  f o r  s k i l l e d  o r g a n i s e d  w o r k e r s  p e r f o r m i n g  c o r e  

f u n c t i o n s  t o  a c q u i r e  n e w  s k i l l s  ( w h e t h e r  

e n t e r p r i s e - s p e c i f i c  o r  n o t )  y e t  m a i n t a i n  o r  e n h a n c e  t h e i r  

e m p l o y m e n t  p a t t e r n s  a n d  l a b o u r  m a r k e t  p o s i t i o n .

W o r k e r  i n f l u e n c e  o v e r  f u n c t i o n a l  f l e x i b i l i t y  ( o r  

r e s i s t a n c e  t o  f l e x i b i l i t y )  d o e s  n o t  h o w e v e r  n e c e s s a r i l y  

e n h a n c e  t h e  w o r k g r o u p ' s  c o n t r o l ,  s i n c e  m a n a g e m e n t  m a y  a d o p t  

' n u m e r i c a l  f l e x i b i l i t y ' ,  a  p h r a s e  u s e d  b y  A t k i n s o n  a n d  

M e a g e r  t o  c h a r a c t e r i s e  t e m p o r a r y  w o r k ,  p a r t - t i m e  w o r k ,  

o v e r t i m e  a n d  f l e x i b l e  w o r k i n g  h o u r s .

T h e y  a r g u e  t h a t  p e r i p h e r a l  w o r k e r s  w i t n e s s e d  t h e  m o s t  

n u m e r i c a l  f l e x i b i l i t y  f r o m  t h e i r  s t u d y .  T e m p o r a r y  w o r k e r s  

t e n d e d  t o  b e  u n s k i l l e d  a n d  s e m i - s k i l l e d ,  u s u a l l y  w i t h  

s k i l l s  n o t  s p e c i f i c  t o  t h e  c o m p a n y  a n d  f e w e r  e m p l o y m e n t  

r i g h t s ,  w h i l s t  p a r t - t i m e r s  w e r e  e m p l o y e d  t o  m a t c h  d e m a n d  

f l u c t u a t i o n s  t h r o u g h o u t  t h e  d a y ,  w h i c h  r e d u c e d  o v e r h e a d s  

b u t  e n s u r e d  h i g h  l e v e l s  o f  p r o d u c t i v i t y .  T h e  t r e n d  i n  

o v e r t i m e  w a s  t o  r e d u c e  i t  o r  p l a c e  i t  u n d e r  m o r e  m a n a g e r i a l  

s u p e r v i s i o n .  F l e x i b l e  w o r k i n g  t i m e  w a s  f o u n d  t o  b e  r a r e ,  

a n d  w h e n  i t  d i d  o c c u r  w a s  r e s t r i c t e d  t o  p a r t - t i m e  w o r k e r s .

T h e r e  i s  c o n f l i c t i n g  e v i d e n c e  o v e r  t h e  e x t e n t  o f  t h i s  

n u m e r i c a l  f l e x i b i l i t y .  M i l l w a r d  a n d  S t e v e n s  ( 1 9 8 6 )  a r g u e  

t h a t  t h e r e  i s  a  s m a l l  b u t  s i g n i f i c a n t  i n c r e a s e  i n  t h e  u s e  

o f  p a r t - t i m e r s ,  a  d e c l i n e  i n  h o m e w o r k i n g  a n d  o u t w o r k i n g ,  

a n d  a  s i g n i f i c a n t  d e c l i n e  i n  t h e  u s e  o f  f r e e l a n c e  w o r k .  

H o w e v e r ,  H a k i m  ( 1 9 8 7 )  s u g g e s t s  t h a t  a n a l y s i s  o f  t h e

15



D e p a r t m e n t  o f  E m p l o y m e n t ' s  ' L a b o u r  F o r c e  S u r v e y '  1 9 8 1 - 8 5  

s h o w s  a  r i s e  o f  p a r t - t i m e  w o r k e r s  f r o m  4 . 1 8 4  m i l l i o n  i n  

s p r i n g  1 9 8 1  t o  4 . 4 7 5  m i l l i o n  i n  s p r i n g  1 9 8 5  ( f r o m  1 9 . 7 %  t o  

2 1 . 7 %  o f  a l l  p e o p l e  i n  e m p l o y m e n t ) ;  a n d  a l s o  s h o w s  a  

d r a m a t i c  i n c r e a s e  i n  t e m p o r a r y  w o r k  f r o m  6 2 1 , 0 0 0  i n  1 9 8 1  t o  

1 , 3 1 4 , 0 0 0  i n  1 9 8 5  -  a n d  e s p e c i a l l y  l a r g e  i n c r e a s e s  i n  m en  

d o i n g  t e m p o r a r y  w o r k .  T h i s  i s  p a r a l l e l e d  b y  a  s t e a d y  

d e c l i n e  i n  t h e  p e r m a n e n t  ( c o r e )  w o r k f o r c e :  f r o m  70% o f  a l l  

e m p l o y m e n t  i n  1 9 8 1  t o  66% i n  1 9 8 5 .  H a k i m  c o n c l u d e s  t h a t  t h e  

i m p o r t a n c e  o f  t h e  f l e x i b l e  s e c t o r  h a s  " c l e a r l y  b e e n  

u n d e r e s t i m a t e d ;  i t  i s  h a r d l y  a  n a r r o w  a n d  i n s i g n i f i c a n t  

f r i n g e  o n  t h e  e d g e s  o f  t h e  l a b o u r  m a r k e t "  ( 1 9 8 7 ;  p 9 3 ) .

I n  g e n e r a l  t h e  c o n t r o l  i m p l i c a t i o n s  a r e  t h a t  p e r i p h e r a l  

w o r k e r s  n o t  o n l y  f a c e  l e s s  e m p l o y m e n t  s e c u r i t y  t h r o u g h  h i g h  

r a t e s  o f  u n e m p l o y m e n t ,  b u t  a r e  l e s s  l i k e l y  t o  b e  a b l e  t o  

c o n t r o l  t h e  t i m e s  a n d  n a t u r e  o f  t h a t  e m p l o y m e n t .  I n  s h o r t ,  

m a n a g e m e n t  e n h a n c e  t h e i r  c o n t r o l  b y  g a i n i n g  c o m p l i a n c e  o v e r  

t h e  w o r k i n g  c o n t r a c t  t o  m e e t  t h e  s p e c i f i c  n e e d s  o f  t h e  

e n t e r p r i s e  ( w i t h  r e s p e c t  t o  d e m a n d  a n d  p r o d u c t i v i t y ) .

I n  p r a c t i c e  i t  m a y  b e  m o r e  d i f f i c u l t  t o  d e f i n e  c o r e  a n d  

p e r i p h e r a l  w o r k e r s  t h a n  f i r s t  a p p e a r s .  T h e r e  m a y  f o r  

e x a m p l e  b e  a n  e l e m e n t  o f  c o r e  w o r k e r s  w h o  c a n  b e  s u b j e c t e d  

t o  n u m e r i c a l  f l e x i b i l i t y ,  w h i l s t  m a n y  o f  t h e  p e r i p h e r a l  

w o r k e r s ,  m i g h t  b e  f u n c t i o n a l l y  f l e x i b l e  e n o u g h  t o  p e r f o r m  

c o r e  t a s k s  -  i n d e e d  b o t h  t h e s e  p o s s i b i l i t i e s  s e e m  e x t r e m e l y  

l i k e l y  i f  m a n a g e m e n t  s e r i o u s l y  s e e k s  t o  r e d u c e  o v e r h e a d s  

a n d  e n h a n c e  c o n t r o l .  A nd  r e c e n t l y  t h e  w h o l e  f l e x i b l e  f i r m  

t h e s i s  h a s  c o m e  u n d e r  a  s w i n g i n g  -  a n d  c o n v i n c i n g  -  a t t a c k  

( P o l l e r t ,  1 9 8 7 ;  M a c l n n e s ,  1 9 8 8 )  b e c a u s e  ' i t  i s  i n a c c u r a t e  

e m p i r i c a l l y ,  i t  s u f f e r s  a t  a  m e t h o d o l o g i c a l  a n d  c o n c e p t u a l
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l e v e l ,  a n d  i t  i s  h i g h l y  c o n t e s t a b l e  a t  a  p o l i c y  l e v e l '  

( P o l l e r t ,  1 9 8 7 ;  p 2 7 ) .

G e n e r a l l y ,  i t  c a n  b e  c o n c l u d e d  t h a t  f l e x i b i l i t y  t e n d s  

t o  r e d u c e  a  w o r k g r o u p ' s  i n f l u e n c e  o v e r  s p e c i f i c  a s p e c t s  o f  

t h e  w o r k  p r o c e s s .  T h e  m o s t  e f f e c t i v e  m e t h o d  o f  t h e  

w o r k g r o u p  r e t a i n i n g  i n f l u e n c e  m i g h t  b e  s t r o n g  u n i o n i s a t i o n ,  

t h e r e b y  m i n i m i s i n g  f u n c t i o n a l  f l e x i b i l i t y  o r  e n s u r i n g  

c h e c k s  a n d  g u a r a n t e e s  t o  p r e s e r v e  d e m a r c a t i o n .  H o w e v e r ,  

m a n a g e m e n t  m a y  s e e k  t o  c o m b a t  t h i s  w i t h  a n  i n c r e a s e  i n  

n u m e r i c a l  f l e x i b i l i t y ,  w h i c h  n o t  o n l y  p r o v i d e s  g r e a t e r  

p r o d u c t i v i t y  a t  p e a k  t i m e s ,  b u t  r e d u c e s  t h e  e x t e n t  o f  

w o r k g r o u p  c o l l e c t i v e  i d e n t i t y  a n d  u n i o n i s a t i o n  b y  u s i n g  a  

m o r e  t r a n s i e n t  w o r k f o r c e  w i t h  f e w e r  e m p l o y m e n t  r i g h t s .  

W h e r e  s p e c i f i c  s k i l l s  a r e  n e e d e d ,  a n d  s p e c i f i c  t r a i n i n g  h a s  

t o  b e  g i v e n ,  n u m e r i c a l  f l e x i b i l i t y  w i l l  b e  l e s s  e a s y  t o  

i m p l e m e n t  a n d  c o r e  w o r k e r s  m a y  b e  i n  a  s t r o n g e r  p o s i t i o n  o f  

i n f l u e n c e .

C o l l e c t i v e  B a r g a i n i n g

New t e c h n o l o g y  a l s o  c r e a t e s  n e w  b a r g a i n i n g  i s s u e s  f o r  t r a d e  

u n i o n s .  S h o u l d  t e c h n o l o g y  b e  t h e  s u b j e c t  o f  b a r g a i n i n g ?  A t  

w h a t  l e v e l  s h o u l d  b a r g a i n i n g  b e  c o n d u c t e d ?  Who s h o u l d  b e  

i n v o l v e d ?  W h a t  i s s u e s  s h o u l d  b e  c o v e r e d ?  T h e  TUC a d v o c a t e s  

t h e  a d o p t i o n  o f  n e w  t e c h n o l o g y  a g r e e m e n t s  (TUC, 1 9 7 9 )  b u t  

s u r v e y s  s h o w  t h a t  m a n a g e r s  h a v e  b e e n  m o r e  l i k e l y  t o  a d o p t  

m e t h o d s  o f  i n f o r m a l  c o n s u l t a t i o n  r a t h e r  t h a n  f u l l  

n e g o t i a t i o n s  ( D a n i e l ,  1 9 8 7 ) .  M o r e o v e r ,  u n i o n s  h a v e  o f t e n  

b e e n  i l l - p r e p a r e d  a n d  i l l - e q u i p e d  t o  d e a l  w i t h  t h e  

b a r g a i n i n g  i s s u e s  a s s o c i a t e d  w i t h  n e w  t e c h n o l o g y  ( W i l l i a m s  

& S t e w a r d ,  1 9 8 5 ;  D o d g s o n  & M a r t i n ,  1 9 8 7 ) .
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C o n c u r r e n t  w i t h  t h e  n e w  b a r g a i n i n g  i s s u e s  c r e a t e d  b y  

n e w  t e c h n o l o g y ,  t h e r e  a p p e a r  t o  h a v e  b e e n  c h a n g e s  i n  t h e  

g e n e r a l  a p p r o a c h  t o  b a r g a i n i n g .  B r o w n  ( 1 9 8 6 )  h a s  a r g u e d  

t h a t  t h e r e  h a s  b e e n  a  t r e n d  t o w a r d s  d e c e n t r a l i s a t i o n  o f  

m a n a g e m e n t  r e s u l t i n g  i n  c o l l e c t i v e  b a r g a i n i n g  b e c o m i n g  m o r e  

c o n c e n t r a t e d  i n  t h e  w o r k  p l a c e  w i t h  t h e  e f f e c t  o f  f o c u s s i n g  

t h e  w o r k e r s '  a t t e n t i o n s  o n  t h e  e n t e r p r i s e  a n d  n o t  t h e  

i n d u s t r y  a s  a  w h o l e  o r  o t h e r  w o r k e r s  i n  s i m i l a r  j o b s .  T h i s  

e n t e r p r i s e  o r i e n t a t e d  b a r g a i n i n g  i s  b e n e f i c i a l  t o  m a n a g e r s ,  

c l a i m s  B r o w n ,  s i n c e  i t  a l l o w s  t h e m  t o  c o n d u c t  b a r g a i n i n g  

w i t h i n  a  f r a m e w o r k  s e t  b y  t h e  l o c a l  l a b o u r  a n d  p r o d u c t  

m a r k e t ,  a n d  r e d u c e s  t h e  e x t e n t  o f  b a r g a i n i n g  o v e r  

c o m p a r a b i l i t y .

A f u r t h e r  d i s t i n c t i o n  i s  m a d e  b y  K i n n i e  ( 1 9 8 5 )  w ho  

s u g g e s t s  f r o m  h i s  r e s e a r c h  i n  f o u r  f i r m s  t h a t  t h e r e  h a s  

b e e n  a  s t r a t e g y  t o  d e c e n t r a l i s e  o p e r a t i o n a l  d e c i s i o n - m a k i n g  

w h i l s t  r e t a i n i n g  s t r a t e g i c  d e c i s i o n - m a k i n g  a t  c o r p o r a t e  

l e v e l .  T h i s  t h e r e f o r e  n o t  o n l y  a l l o w s  a d a p t a b i l i t y  t o  t h e  

l o c a l  m a r k e t ,  b u t  a l s o  r e m o v e s  t h e  t r a d e  u n i o n  n e g o t i a t o r s  

f r o m  c o n t a c t  w i t h  t h e  s t r a t e g i c  d e c i s i o n - m a k e r s  i n  t h e  

i n d u s t r y .  K i n n i e  a r g u e s  t h a t  t h i s  i s  a  c a l c u l a t e d  

m a n a g e r i a l  r e s p o n s e  t o  t h e  c h a n g i n g  e c o n o m i c  e n v i r o n m e n t  

w h i c h  h a s  r e d u c e d  d e m a n d ,  c h a n g e d  t h e  n a t u r e  o f  d e m a n d  a n d  

i n c r e a s e d  p r o d u c t  m a r k e t  c o m p e t i t i v e n e s s .

T h e  f i n d i n g s  o f  b o t h  B r o w n  a n d  K i n n i e  a r e  s u p p o r t e d  b y  

a  m o r e  r e c e n t  a n d  r i g o r o u s  s u r v e y  c o n d u c t e d  b y  M a r g i n s o n  e t  

a l  ( 1 9 8 8 ) .  I n t e r e s t i n g l y  t h e y  m a k e  t h e  p o i n t  t h a t  

e n t e r p r i s e  s t r u c t u r e ,  p r o d u c t  a n d  r e l a t i o n s h i p  t o  t h e  

c o m p a n y  a s  a  w h o l e  a r e  t h e  k e y  v a r i a b l e s  i n  d e t e r m i n i n g  t h e  

e x t e n t  o f  d e c e n t r a l i s a t i o n ,  w h e r e a s  f a c t o r s  o f  s i z e  a n d
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o v e r s e a s  o w n e r s h i p  -  t h o u g h t  b y  s o m e  s t u d i e s  t o  b e  

i m p o r t a n t  -  h a v e  v e r y  l i t t l e  i n f l u e n c e .

D e c e n t r a l i s a t i o n  i s  i n  e f f e c t  b o t h  a n  e c o n o m i c  a n d  

p o l i t i c a l  s t r a t e g y .  E c o n o m i c  b e c a u s e  i t  a l l o w s  l o c a l

m a n a g e m e n t  t o  t i g h t e n  i t s  u s e  o f  l a b o u r  a n d  m a t c h  

b a r g a i n i n g  t o  c h a n g e s  i n  l o c a l  c i r c u m s t a n c e s ,  t h e r e b y  

m a i n t a i n i n g  p r o f i t a b i l i t y ;  a n d  p o l i t i c a l  b e c a u s e  i t

i s o l a t e s  w o r k e r s  f r o m  o t h e r  e n t e r p r i s e s  a n d  a s s o c i a t e s  

t h e i r  i n t e r e s t s  w i t h  t h e  s u c c e s s  o f  t h e  f i r m  -  t h e  m o s t  

o v e r t  e x p r e s s i o n  o f  t h i s  b e i n g  p r o f i t - l i n k e d  p a y  s c h e m e s .

T h e  e c o n o m i c  p e r f o r m a n c e  o f  t h e  f i r m  i n  t h e  p r o d u c t  

m a r k e t  a n d  t h e  v a l u e  o f  t h e  w o r k e r  i n  t h e  l o c a l  l a b o u r

m a r k e t  a r e  t h e  k e y  v a r i a b l e s ;  b o t h  h a v e  i m p o r t a n t  c o n t r o l

i m p l i c a t i o n s .  I n  t h e  f i r s t  i n s t a n c e ,  p r o d u c t  c o m p e t i t i o n  

c o n c e r n s  b o t h  p r i c e  a n d  q u a l i t y ,  a n d  s o  n o t  o n l y  d e p e n d s  o n  

l o w  l a b o u r  c o s t s  a n d  h i g h  p r o d u c t i v i t y ,  b u t  a l s o  w o r k e r  

p e r f o r m a n c e  ( m o t i v a t i o n ) ,  i n v e s t m e n t  i n  u p - t o - d a t e

e q u i p m e n t ,  q u a l i t y  c o n t r o l ,  m a t u r i t y  o f  t h e  p r o d u c t ,

m a r k e t i n g  a n d  f e e d b a c k  s y s t e m s .  T h e s e  q u a l i t y  a s p e c t s  a r e  

a l m o s t  e n t i r e l y  t h e  d o m a i n  o f  t h e  m a n a g e m e n t  a n d  s o  f a i l u r e  

t o  b e  c o m p e t i t i v e  m a y  h a v e  a s  m u c h  t o  d o  w i t h  i n e p t  o r  

i n a p p r o p r i a t e  m a n a g e m e n t  a s  i t  d o e s  w i t h  s t a f f i n g  l e v e l s  

a n d  l a b o u r  c o s t s .  C l e a r l y  i f  w o r k e r s  a r e  t i e d  m o r e  c l o s e l y  

t o  t h e  e c o n o m i c  p e r f o r m a n c e  o f  t h e  e n t e r p r i s e  t h e y  a r e  

i m p l i c i t l y  t i e d  m o r e  c l o s e l y  t o  t h e  q u a l i t y ,  e x p e r i e n c e  a n d  

f a r s i g h t e d n e s s  o f  l o c a l  m a n a g e m e n t ,  a n d  m o r e  v u l n e r a b l e  t o  

i t s  f a i l u r e  t h a n  w h e n  b a r g a i n i n g  a n d  d e c i s i o n - m a k i n g  w e r e  

m o r e  c e n t r a l i s e d  a n d  c o n d u c t e d  o n  a n  i n d u s t r y - w i d e  ( o r  

c o m p a n y - w i d e )  b a s i s .

S e c o n d l y ,  w i t h  r e g a r d  t o  t h e  l a b o u r  m a r k e t ,  t h e  e x t e n t
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t o  w h i c h  w o r k e r s  w i l l  l o s e  c o n t r o l  d e p e n d s  o n  t w o  f a c t o r s :  

f i r s t ,  t h e i r  l e v e l  o f  s u b s t i t u t a b i l i t y ,  e i t h e r  b e c a u s e  

t h e i r  w o r k  i s  u n s k i l l e d  o r  b e c a u s e  t h e r e  i s  a  s u r p l u s  o f  

s k i l l e d  w o r k e r s ;  a n d  s e c o n d  t h e  e x t e n t  o f  u n i o n i s a t i o n  a n d  

i t s  i n f l u e n c e  o v e r  e n t r y  i n t o  t h e  l a b o u r  m a r k e t  t h r o u g h ,  

f o r  e x a m p l e ,  t r a i n i n g  o r  a  c l o s e d  s h o p .  T h u s  u n o r g a n i s e d ,  

u n s k i l l e d  w o r k e r s  ( f o r  e x a m p l e  s h o p  w o r k e r s )  w o u l d  b e  m o r e  

v u l n e r a b l e  t o  l o c a l  l a b o u r  m a r k e t  f l u c t u a t i o n  a s  a  r e s u l t  

o f  d e c e n t r a l i s a t i o n  t h a n  s k i l l e d  u n i o n i s e d  w o r k e r s .

A l t h o u g h  t h e r e  i s  s t r o n g  e v i d e n c e  o f  d e c e n t r a l i s a t i o n  

( K i n n i e ,  1 9 8 5 ;  M a r g i n s o n  e t  a l ,  1 9 8 8 )  i t  s h o u l d  n o t  b e  

c o n s i d e r e d  a  b l a n k e t  r u l e .  I n d e e d  s e n i o r  m a n a g e r s  m a y  

e x e r c i s e  d i s c r e t i o n  a n d  r e t a i n  c e n t r a l  c o n t r o l  o f  

c o l l e c t i v e  b a r g a i n i n g  w h e r e  e i t h e r  a  w o r k f o r c e  i s  s k i l l e d  

a n d  h i g h l y  u n i o n i s e d ,  o r  w h e r e  p a r t i c u l a r  l o c a l  l a b o u r  

m a r k e t  c i r c u m s t a n c e s  o f f e r  t h e  w o r k e r s  a  s t r o n g  l o c a l  

b a r g a i n i n g  p o s i t i o n .  I t  m i g h t  a l s o  b e  a p p r o p r i a t e  w h e n  t h e  

e n t e r p r i s e  h a s  a  s t r o n g  p r o d u c t  m a r k e t  s i n c e  p r o f i t  l i n k e d  

p a y  s c h e m e s  w o u l d  i n c r e a s e  o v e r h e a d s  i n  p r o p o r t i o n  t o  

p r o f i t s  a n d  t h u s  d i m i n i s h  p r o f i t  m a r g i n  i n c r e a s e s .  I n  o t h e r  

w o r d s  i t  w o u l d  b e  i n  t h e  i n t e r e s t s  o f  m a n a g e m e n t  t o  

e n c o u r a g e  c o m p a r a b i l i t y  i n  s u c h  c i r c u m s t a n c e s ,  s i n c e  

c o m p a r e d  w i t h  t h e i r  c o l l e a g u e s  a t  e n t e r p r i s e s  i n  d e p r e s s e d  

a r e a s  w i t h  l o c a l  l e v e l  b a r g a i n i n g ,  t h e  w o r k e r s  i n  t h e  

f a v o u r a b l e  l o c a l  m a r k e t  c o n d i t i o n s  w o u l d  s e e m  r e l a t i v e l y  

w e l l  p a i d .

T h e  d e c i s i o n  n o t  t o  d e c e n t r a l i s e  i s  t h e r e f o r e  a l s o  a  

s t r a t e g y  o f  c o n t r o l .  I f  t h e  a b o v e  h y p o t h e s i s  i s  c o r r e c t  

t h e n  m a n a g e m e n t s  w o u l d  b e  s e e k i n g  t o  p u s h  b a c k  t h e  

i n f l u e n c e  o f  t h e  w o r k e r s  t h r o u g h  w a g e  a n d  w o r k  c o m p a r i s o n s
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w h i c h  u n d e r  o t h e r  c i r c u m s t a n c e s  t h e y  w o u l d  c o n s i d e r  

e r r o n e o u s .  W h i l s t  u n i o n i s e d  w o r k e r s  t h e m s e l v e s  w o u l d  f i n d  

t h a t  b a r g a i n i n g  b o r e  n o  r e l a t i o n  t o  t h e  p r o d u c t i v i t y  a n d  

p r o f i t  l e v e l s  o f  t h e i r  p a r t i c u l a r  w o r k p l a c e s .

T h e  c h a n g e  i n  t h e  n a t u r e  o f  c o l l e c t i v e  b a r g a i n i n g  n o t  

o n l y  c o n c e r n s  t h e  l e v e l  a t  w h i c h  i t  i s  c o n d u c t e d ,  b u t  a l s o  

i t s  c o n t e n t .  D a n i e l  a n d  M i l l w a r d  ( 1 9 8 2 )  a n d  C h a d w i c k  ( 1 9 8 3 )  

c l a i m  t h a t  t h e r e  i s  a n  i n c r e a s e d  u s e  o f  c o n s u l t a t i v e  

c o m m i t t e e s  r a t h e r  t h a n  n e g o t i a t i o n ,  w h i l s t  t h e  i n c r e a s e  i n  

s i n g l e  u n i o n  d e a l s  w i t h  a  n o - s t r i k e  c l a u s e  s u g g e s t s  t h a t  

s o m e  o r g a n i s e d  w o r k e r s  a r e  w i l l i n g  t o  g i v e  u p  t h e  u l t i m a t e  

s a n c t i o n  -  t h e  w i t h d r a w a l  o f  o n e ' s  l a b o u r  -  t h a t  o f t e n  

f o r c e s  a n  e m p l o y e r  t o  n e g o t i a t e  r a t h e r  t h a n  c o n s u l t .  T e r r y

( 1 9 8 3 )  a n d  B r o w n  ( 1 9 8 6 )  a r g u e  t h a t  t h e  c o l l e c t i v e  

b a r g a i n i n g  s t r u c t u r e s ,  s p e c i f i c a l l y  t h e  s h o p  s t e w a r d s '  

o r g a n i s a t i o n s ,  h a v e  b e e n  a c c e p t e d  b y  m a n a g e m e n t  a s  b e i n g  

u s e f u l  a n d  a p p r o p r i a t e ,  b u t  t h a t  t h e  s c o p e  o f  b a r g a i n i n g  

a n d  p o w e r  o f  t h e  s t e w a r d s  h a s  d e c r e a s e d .

T h e r e  h a s  a l s o  b e e n  a  m a r k e d  d e c l i n e  i n  u n i o n  m e m b e r s h i p  

( M i l l w a r d  & S t e v e n s ,  1 9 8 6 )  b r o u g h t  a b o u t  b y  t h e  c o n t r a c t i o n  

o f  m a n y  s t r o n g l y  u n i o n i s e d  m a n u f a c t u r i n g  i n d u s t r i e s ,  t h e  

d e v e l o p m e n t  o f  t h e  s e r v i c e  s e c t o r  a n d  t h e  e m e r g e n c e  o f  n e w  

m a n a g e m e n t  t e c h n i q u e s ,  p a r t i c u l a r l y  J a p a n e s e  m a n a g e m e n t ,  

e m p l o y e r - s e l e c t e d  s i n g l e - u n i o n  n o - s t r i k e  d e a l s  ( ' s w e e t h e a r t  

d e a l s '  a n d  ' b e a u t y  c o n t e s t s ' ) ,  a n d  US s t y l e  h u m a n  r e s o u r c e  

m a n a g e m e n t  ( o u t l i n e d  r e s p e c t i v e l y  b y ,  f o r  e x a m p l e ,  B a s s e t t ,  

1 9 8 6 ;  I R J  S p e c i a l  i s s u e  V o l . 1 9  N o . l ;  G u e s t ,  1 9 8 7 ) .  H o w e v e r ,  

t r a d e  u n i o n s  h a v e  w e a t h e r e d  t h e  r e c e s s i o n  f a i r l y  w e l l  

( K e l l y ,  1 9 8 7 ;  L e g g e ,  1 9 8 8 )  a n d  e m p l o y e r s  h a v e  n o t  a d o p t e d  

s t r a t e g i e s  o f  ' u n q u a l i f i e d  a n t i - u n i o n i s m '  ( H y m a n ,  1 9 8 7 )  o r
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s o u g h t  t o  d e r e c o g n i s e  t h e  u n i o n s  ( B a t s t o n e ,  1 9 8 4 ;  M i l l w a r d  

& S t e v e n s ,  1 9 8 6 ;  M a r g i n s o n  e t  a l ;  1 9 8 8 ) ,  a l t h o u g h  r e c e n t  

s u r v e y s  s u g g e s t  t h a t  d e r e c o g n i t i o n  m i g h t  b e  a n  u n d e r l y i n g  

t r e n d  ( L a b o u r  R e s e a r c h  A p r i l  1 9 8 8 ;  T o w e r s ,  1 9 8 8 ;  C l a y d o n ,

1 9 8 9 )  a n d  n o n - u n i o n i s m  m a y  b e  o n  t h e  i n c r e a s e  ( B a s s e t t ,  

1 9 8 8 )  .

G e n e r a l l y ,  t h e  r e c e s s i o n  a n d  s u c c e s s i v e  p i e c e s  o f  

g o v e r n m e n t  l e g i s l a t i o n  i n t e n d e d  t o  l i m i t  t h e  i n f l u e n c e  o f  

t h e  t r a d e  u n i o n s ,  h a v e  c r e a t e d  a n  e n v i r o n m e n t  i n  w h i c h  t h e  

u n i o n s  a r e  o n  t h e  d e f e n s i v e  ( S h e r m a n ,  1 9 8 6 )  a n d  e m p l o y e r s  

a r e  e n c o u r a g e d  t o  r e - a s s e r t  c o n t r o l  i n  t h e  w o r k p l a c e ,  

e x e m p l i f i e d  i n  t h e  p u b l i c  a n d  p r i v a t e  s e c t o r s  b y  t h e  

a t t i t u d e s  o f  E d w a r d e s  a t  B r i t i s h  L e y l a n d  ( E d w a r d e s ,  1 9 8 3 ) ,  

M c G r e g o r  a t  t h e  C o a l  B o a r d  d u r i n g  t h e  1 9 8 4 - 8 5  m i n e r s '  

s t r i k e ,  a n d  M u r d o c h  a t  t h e  N ew s  I n t e r n a t i o n a l  p l a n t  a t  

W a p p i n g  i n  1 9 8 6 .

T h e r e  a r e  c l e a r l y  a  n u m b e r  o f  s t r a t e g y  o p t i o n s  

a v a i l a b l e  f o r  e m p l o y e r s  t o  u s e  i n  o r d e r  t o  p u s h  b a c k  t h e  

f r o n t i e r  o f  c o n t r o l .  T h e y  r e l y  o n  r e d u c i n g  l a b o u r  i n t e n s i t y  

o f  p r o d u c t i o n  b u t  m a i n t a i n i n g  p r o d u c t i v i t y  t h r o u g h  

i n c r e a s e d  i n t e n s i f i c a t i o n  o f  w o r k  -  a n d  p e r h a p s  d e s k i l l i n g  

a n d  d e g r a d i n g  c e r t a i n  w o r k e r s ,  w h i l s t  u p s k i l l i n g  a n d  

i n c r e a s i n g  t h e  f l e x i b i l i t y  o f  o t h e r s .  T h e r e  i s  a l s o  t h e  

p o t e n t i a l  t o  i n c r e a s e  t h e  e n t e r p r i s e - o r i e n t a t i o n  o f  t h e  

w o r k e r s  a n d  b r e a k  d o w n  c o m p a r a b i l i t y  w i t h i n  a  p a r t i c u l a r  

i n d u s t r y  a s  w e l l  a s  b e t w e e n  i n d u s t r i a l  s e c t o r s .  I n  a d d i t i o n  

t h e  i n c r e a s e d  i s o l a t i o n  o f  w o r k e r s  a t  e n t e r p r i s e  l e v e l  

t h r o u g h  t h e  i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y ,  

d e c e n t r a l i s a t i o n ,  a n d  n u m e r i c a l  f l e x i b i l i t y  m a y  r e d u c e  t h e  

c o l l e c t i v e  c o n s c i o u s n e s s  a n d  o r g a n i s a t i o n a l  a b i l i t y  o f  t h e
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i n c r e a s i n g  t h e i r  s u b s t i t u t a b i l i t y .w o r k f o r c e ,  w h i l s t  

F i n a l l y ,  c h a n g e s  i n  c o l l e c t i v e  b a r g a i n i n g  m i g h t  b e  

i n t r o d u c e d  w i t h  n e w  t e c h n o l o g y  a n d  t h e  c o n c o m i t a n t  c h a n g e s  

i n  w o r k i n g  p r a c t i c e s ,  e s p e c i a l l y  i n  a  p o l i t i c a l  a n d  

e c o n o m i c  e n v i r o n m e n t  t h a t  d i s c o u r a g e s  t r a d e  u n i o n i s m ,  a n d  

s e e k s  t o  m i n i m i s e  t h e  r o l e  o f  c o l l e c t i v e l y  o r g a n i s e d  

w o r k e r s .

A s h r e w d  e m p l o y e r  m i g h t  u s e  a  p a c k a g e  o f  s t r a t e g i e s  

t a i l o r e d  t o  h i s  o r  h e r  p a r t i c u l a r  c o m p a n y .  T h e  f r o n t i e r  o f  

c o n t r o l  w i l l  m o v e ,  s o  i t  i s  i m p o r t a n t  t o  e x a m i n e  t h e  e x t e n t  

t o  w h i c h  i t  m o v e s ,  t h e  w a y  i t  m o v e s ,  a n d  t h e  a b i l i t y  a n d  

w i l l i n g n e s s  o f  t h e  w o r k g r o u p  t o  h o l d  i t  b a c k .  To  d o  t h i s  

t h e  p r o v i n c i a l  n e w s p a p e r  i n d u s t r y  w a s  s e l e c t e d  a s  a n  

i n d u s t r i a l  s e c t o r  i n  w h i c h  t o  l o c a t e  t h e  a n a l y s i s ,  a n d  a  

m o d e l  o f  w o r k p l a c e  c o n t r o l  w a s  d e v i s e d  t o  p r o v i d e  a  

f r a m e w o r k  f o r  a n a l y s i n g  t h e  i s s u e s .  T h e  p r o v i n c i a l  

n e w s p a p e r  s e c t o r  i s  d e s c r i b e d  b e l o w ,  a n d  t h e  m o d e l  a n d  

m e t h o d o l o g y  a r e  o u t l i n e d  i n  c h a p t e r  t w o .

TH E P R O V IN C IA L  N EW SPA PER  IN D U S T R Y

T h e  p r o v i n c i a l  n e w s p a p e r  i n d u s t r y  w a s  s e l e c t e d  a s  a n  

a p p r o p r i a t e  s e c t o r  f o r  e x a m i n i n g  t h e  f r o n t i e r  o f  c o n t r o l  

b e c a u s e  o f  a  n u m b e r  o f  f e a t u r e s .  F i r s t ,  t h e  i n d u s t r y  h a d  

b e e n  e x p e r i e n c i n g  e c o n o m i c  u n c e r t a i n t y ,  a n d  t h e  r e c e s s i o n  

a c c e n t u a t e d  t h e  n e e d  t o  c u t  c o s t s  a n d  d e v e l o p  n e w  

p r o d u c t i o n  t e c h n i q u e s .  S e c o n d ,  t h e  i n d u s t r y  h a s  b e e n  

u n d e r g o i n g  t e c h n o l o g i c a l  c h a n g e  s i n c e  t h e  1 9 6 0 s  a n d  h a d  

r e a c h e d  a  c r u c i a l  s t a g e  i n  i t s  d e v e l o p m e n t :  d i r e c t  i n p u t

t e c h n o l o g y .  T h i r d ,  t h e  i n d u s t r y  w a s  c h a r a c t e r i s e d  b y  s t r o n g
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c r a f t  u n i o n i s m  a n d  r e s t r i c t i v e  p r a c t i c e s .

T h e s e  t h r e e  f a c t o r s  i n t e r l i n k e d  t o  p r o d u c e  a n  i n d u s t r y  

t h a t  w a s  t h e  a n t i t h e s i s  o f  T h a t c h e r i t e  i n d u s t r i a l  p o l i c y .  

T h e  f r o n t i e r  o f  c o n t r o l  h a d  b e e n  p u s h e d  b a c k  b y  t h e  

p r i n t w o r k e r s , t h u s  b y  t h e  1 9 8 0 s ,  t h e  p r o v i n c i a l  n e w s p a p e r  

i n d u s t r y  w a s  r i p e  f o r  m a n a g e m e n t  c o n t r o l - p u s h  a n d  t h e  

r e d r a w i n g  o f  t h e  f r o n t i e r .

To  c l a r i f y  t h i s  p o s i t i o n  b e f o r e  l a u n c h i n g  i n t o  a n  

a n a l y s i s  o f  t h e  f r o n t i e r  o f  c o n t r o l ,  t h e r e  i s  s u m m a r y  o f  

t h e  i n d u s t r i a l  b a c k g r o u n d ,  c o n c e n t r a t i n g  o n  t h e  t h r e e  k e y  

e l e m e n t s :  e c o n o m i c  e n v i r o n m e n t ,  l a b o u r  o r g a n i s a t i o n  a n d  n e w  

t e c h n o l o g y .

E c o n o m ic  E n v ir o n m e n t

D a i l y  a n d  w e e k l y  p a i d - f o r  p r o v i n c i a l  n e w s p a p e r s  h a v e  b e e n  

f a c e d  w i t h  g r o w i n g  c o m p e t i t i o n  f o r  a d v e r t i s e r s  a n d  

c o n s u m e r s  f r o m  f r e e  n e w s p a p e r s ,  m a g a z i n e s ,  r a d i o ,  a n d  

t e l e v i s i o n .  T a b l e  1 . 1  a n d  f i g u r e  1 . 1  s h o w  t h e  s h i f t i n g  

p a t t e r n s  o f  r e v e n u e  d u r i n g  t h e  1 9 8 0 s .  T h e  t o t a l  g r o w t h  i s  

a l m o s t  2 2% ,  b u t  t h i s  d o e s  n o t  i n d i c a t e  t h e  r i s i n g  o p e r a t i n g  

c o s t s ,  a n d  t h e  l o s s  o f  p o t e n t i a l  a d v e r t i s i n g  r e v e n u e  t o  t h e  

f r e e  s e c t o r .  O v e r a l l ,  p r o f i t  l e v e l s  a r e  n o t  b e i n g

m a i n t a i n e d  b y  t h e  p a i d - f o r  s e c t o r .  T h e  r e c e s s i o n  f o r c e d  

a d v e r t i s e r s  t o  r e - e x a m i n e  t h e i r  b u d g e t s  a n d  a t t e m p t  t o  

t a r g e t  t h e i r  p o t e n t i a l  c u s t o m e r s ,  o r  g o  f o r  c h e a p

s a t u r a t i o n  m e t h o d s .  A d v e r t s  w e r e  p l a c e d  i n  t h e  p r o v i n c i a l  

p r e s s  f a r  m o r e  s e l e c t i v e l y ,  a n d  a l t e r n a t i v e  m e t h o d s  s u c h  a s  

l e a f l e t t i n g  b e c a m e  p o p u l a r .



Table 1.1: Regional newspapers" revenue (£m)

1 9 8 2 1 9 8 3 1 9 8 4 1 9 8 5
% C h a n g e  

1 9 8 2 - 8 5

T o t a l  r e v e n u e 9 4 1 . 4 1 0 1 5 . 2 1 0 8 3 . 9 1 1 4 4 . 6 + 2 1 . 8

W e e k l y 2 9 6 . 3 3 2 6 . 6 3 5 6 . 3 3 7 4 . 6 + 2 6 . 4
c o p y  s a l e s 4 6 . 8 4 9 . 2 4 7 . 8 4 8 . 6 + 3 . 8
a d v e r t i s i n g 2 4 9 . 5 2 7 7 . 4 3 0 8 . 5 3 2 6 . 0 + 3 0 . 6

M o r n i n g , E v e n i n g
a n d  S u n d a y 6 4 5 . 1 6 8 8 . 4 7 2 7 . 5 7 6 9 . 9 + 1 9 . 3

c o p y  s a l e s 2 5 2 . 7 2 6 9 . 5 2 7 9 . 7 2 9 9 . 7 + 1 8 . 5
a d v e r t i s i n g 3 9 2 . 4 4 1 8 . 9 4 4 7 . 8 4 7 0 . 2 + 1 9 . 8

S o u r c e :  K e y n o t e B u s i n e s s I n f o r m a t i o n  - N e w s p a p e r s ( 1 9 8 6 )

F i g u r e  1 . 1 :  UK n e w s p a p e r  & p e r i o d i c a l  i n d u s t r y  
s a l e s  a n d  a d v e r t i s i n g  r e v e n u e  1 9 8 7

£ Millions

H81 Sales Revenue I... ' 1 Advertising Revenue
Nolo: Net llflures oMe* a ge n ts ' c om m iss io n  end VAT courtesy 

of DTl B u s in e ss  Monitor

I n  s p i t e  o f  a  m o r e  d i s c r i m i n a t i n g  a p p r o a c h  b y  a d v e r t i s e r s ,  

t h e  p r o v i n c i a l  p r e s s  c o n t i n u e d  t o  o u t p e r f o r m  i t s  o t h e r  m a i n  

r i v a l s ,  w i t h  t h e  e x c e p t i o n  o f  t e l e v i s i o n  ( s e e  t a b l e  1 . 2 ) ,  

h o w e v e r ,  t h i s  d i s g u i s e s  t w o  i m p o r t a n t  t r e n d s ,  f i r s t ,  t h a t  

t h e  p e r c e n t a g e  s h a r e  o f  a d v e r t i s i n g  r e v e n u e  a t t r a c t e d  b y  

t h e  p r o v i n c i a l  p r e s s  i s  i n  d e c l i n e ;  a n d  s e c o n d l y  t h a t  o f  

t h i s  s h a r e ,  t h e  f r e e  s e c t o r  i s  g e t t i n g  a n  i n c r e a s i n g l y  

l a r g e  s l i c e .  D i r e c t o r  o f  t h e  N e w s p a p e r  S o c i e t y ,  D u g a l
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[ I n  1986] t h e  r e g i o n a l  p r e s s  c a r r i e d  £ 1 . 1  b i l l i o n  o f  
a d v e r t i s i n g ,  21.5% o f  t h e  n a t i o n ' s  a d v e r t i s i n g  e x p e n d i t u r e .  
Of t h i s ,  f r e e s  c a r r i e d  £314 m i l l i o n ,  o r  28.5% o f  t h e  r e g i o n a l  
t o t a l .  I n  1970,  f r e e s  c a r r i e d  o n l y  1.4% o f  t h e  r e g i o n a l  
s h a r e .

UK P r e s s  G a z e t t e , J u l y  27 1987.

Nisbet-Smith, quoted the following figures:

T a b l e  1 . 2 :  A d v e r t i s i n g  s h a r e  (%) o f  m e d i a  1 9 8 0 - 1 9 8 7

1980 1981 1982 1983 1984 1985 1986 1987

T e l e v i s i o n 2 7 .1 2 8 .7 2 9 . 7 3 1 .0 3 0 .8 3 1 .0 3 2 . 7 3 2 .4
R e g i o n a l  p r e s s 2 5 . 0 2 4 . 3 2 3 . 6 2 2 . 8 2 2 . 7 2 2 . 6 2 1 . 5 2 2 .1
N a t i o n a l  p r e s s 1 6 .7 1 6 .6 1 6 . 5 1 6 . 3 1 6 .7 1 6 .8 1 6 .5 1 6 .6
Consumer m a g a z in e s 7 . 5 7 .1 6 . 7 6 .3 6 . 2 5 . 7 5 . 4 5 . 2
D i r e c t o r i e s 3 . 2 3 . 4 4 .0 4 . 3 4 . 5 4 . 7 5 . 2 5 . 4
O t h e r 2 0 . 5 1 9 . 9 1 9 . 5 1 9 . 3 1 9 .1 1 9 . 2 1 8 . 7 1 8 .3

S o u rc e :  A d v e r t i s in g  A s s o c ia t io n

C o p y  s a l e s  s i m i l a r l y  s u f f e r e d  b e c a u s e  c o n s u m e r s  w e r e  

o f f e r e d  a  g r e a t e r  v a r i e t y  o f  s o u r c e s  o f  n e w s  a n d  

i n f o r m a t i o n .  N a t i o n a l  a n d  r e g i o n a l  r e p o r t i n g  i s  e x t e n s i v e l y  

c o v e r e d  b y  r a d i o  a n d  t e l e v i s i o n ,  w h i l s t  t h e  f r e e  n e w s p a p e r s  

b e g a n  t o  i n c r e a s e  t h e i r  l o c a l  n e w s  c o v e r a g e ,  w h i c h  p o s e d  a  

p a r t i c u l a r  t h r e a t  t o  t h e  p a i d - f o r  s e c t o r .  T h u s  t h e  D i r e c t o r  

o f  t h e  N e w s p a p e r  S o c i e t y ,  D u g a l  N i s b e t - S m i t h ,  c o m m e n t e d  i n  

1 9 8 6  :

To be  a b s o l u t e l y  f r a n k ,  i n  a n  i d e a l  w o r ld , m o st t r a d i t i o n a l  
p u b l i s h e r s  w ould  r a t h e r  t h e  f r e e  i n d u s t r y  h ad  n o t  grow n t o  
t h e  e x t e n t  i t  h a s . . .  [ I t  h a s  ] p ro m o te d  a  much m ore v ig o ro u s  
i n d u s t r y  -  p r i c e  c o n s c io u s  a n d  e f f i c i e n t .

T im es May 5 1986.

F r e e  n e w s p a p e r s  w e r e  a b l e  t o  e n t e r  t h e  m a r k e t  a s  a  r e s u l t  

o f  e a s i e r  a c c e s s  t o  t h e  a d v e r t i s i n g  m a r k e t  t h r o u g h  r u n n i n g  

a t  l o w e r  o p e r a t i n g  c o s t s .  S m a l l e r  s t a f f i n g  l e v e l s ,  l o w e r  

w a g e s  ( w i t h  f e w e r  u n i o n s ) ,  c o n t r a c t  p r i n t i n g  a n d  h i g h e r  

p r o d u c t i v i t y  u s i n g  n e w  t e c h n o l o g y  a l l o w e d  t h e  f r e e s  t o  

u n d e r c u t  t h e  w e e k l i e s .  T h e  r e a s o n  t h e y  c o u l d  d o  s o  i s  t h a t
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w h e r e a s  a  d a i l y  n e w s p a p e r  r e c e i v e s  50% o f  i t s  r e v e n u e  f r o m  

t h e  c o v e r  p r i c e ,  a  w e e k l y  n e w s p a p e r ' s  c o v e r  p r i c e  a m o u n t s  

t o  j u s t  10% o f  i t s  r e v e n u e .  T h e r e f o r e ,  t h e  l o s s  o f  10% 

r e v e n u e  b y  p r o d u c i n g  t h e  n e w s p a p e r  f r e e  o f  c h a r g e  c o u l d  b e  

r e c o u p e d  t h r o u g h  l o w e r  o p e r a t i n g  c o s t s .

T a b l e  1 . 3  s h o w s  t h e  c h a n g e  i n  p e r c e n t a g e  s h a r e  o f  

a d v e r t i s i n g  r e v e n u e  o f  t h e  p r o v i n c i a l  p r e s s .  I t  i l l u s t r a t e s  

t h a t  t h e  f r e e  n e w s p a p e r  s e c t o r  h a s  b e e n  i n c r e a s i n g  s t e a d i l y  

i t s  a d v e r t i s i n g  r e v e n u e  a t  t h e  e x p e n s e  o f  t h e  p a i d - f o r  

s e c t o r .

T a b l e  1 . 3 :  P r o v i n c i a l  n e w s p a p e r s '  a d v e r t i s i n g  s h a r e  1 9 8 0 s

1986

P a i d - f o r  d a i l i e s  

P a i d - f o r  w e e k l i e s  

F r e e  w e e k l i e s

1981 1982 1983

57 55 53

27 2 6 25

15 18 22

C o l u m n  P e r c e n t a g e s

1984 1985

51 50 49

24 23 22

24 26 29

S o u r c e :  A d v e r t i s i n g  A s s o c i a t i o n

T h e  i n c r e a s e  i n  t h e  f r e e  n e w s p a p e r  s e c t o r  a n d  t h e  d e c l i n e  

o f  t h e  w e e k l i e s  a n d  b i - w e e k l i e s  c a n  b e  a s s e s s e d  b y  

c o m p a r i n g  t h e  n u m b e r  o f  t i t l e s  r e g i s t e r e d  i n  B e n n ' s  P r e s s  

D i r e c t o r y  ( p u b l i s h e d  a n n u a l l y )  f o r  t h e  p e r i o d  1 9 8 0 - 1 9 8 9  

( s e e  t a b l e  1 . 4 ) .  I t  d e m o n s t r a t e s  t h e  m a r k e d  d e c l i n e  o f  t h e  

w e e k l y  p a i d - f o r  s e c t o r ,  w i t h  t h e  n u m b e r  o f  f r e e  t i t l e s  

e x c e e d i n g  t h e  p a i d - f o r  t i t l e s  b y  1 9 8 7 .  T h i s  d e c l i n e  a n d  t h e  

s t e e p  r i s e  o f  f r e e  n e w s p a p e r s  i s  f u r t h e r  i l l u s t r a t e d  i n  

f i g u r e  1 . 2  w h i c h  s h o w s  t h e  c h a n g i n g  c i r c u l a t i o n  t r e n d s  o f  

t h e  UK p r e s s .
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T a b l e  1.4: Number of weekly newspapers during 1980s

1980 1981 1982 1983 1984 1985 1986 1987 1988 1989

ra id -fc r  weekly 1016 1015 987 975 957 907 867 803 784 795

Free newspapers 281 354 436 529 581 732 843 885 931 1013

S o u r c e :  B e n n ' s  P r e s s  D i r e c t o r y  1 9 8 0 - 8 9

F i g u r e  1 . 2 :  UK p r e s s  b y  c i r c u l a t i o n  1 9 3 7 - 1 9 8 7

Froo n e w s p a p e r  c i r c u la t i o n  1 9 8 0 -1 90 4  
c o u r t o s y  o f th e  N o w s p o p o r  S o c lo t y

H o w e v e r ,  c i r c u l a t i o n  a l o n e  i s  a n  i m p e r f e c t  m e a s u r e ,  n o t  

l e a s t  b e c a u s e  i t  d i s t o r t s  t h e  i m p o r t a n c e  o f  t h e  f r e e  

n e w s p a p e r s .  C i r c u l a t i o n  s h o w s  t h e  n u m b e r  o f  n e w s p a p e r s  

d i s t r i b u t e d ,  a n d  w h e r e a s  o n e  c o u l d  a r g u e  t h a t  a  n e w s p a p e r  

w i l l  o n l y  b e  b o u g h t  i f  t h e  p u r c h a s e r  i n t e n d s  t o  r e a d  i t  

( a n d  s o  r e f l e c t s  r e a d e r s h i p )  a  f r e e  n e w s p a p e r  i s  n o t  b o u g h t  

a n d  n o  s u c h  r e l a t i o n s h i p  b e t w e e n  c i r c u l a t i o n  a n d  r e a d e r s h i p  

c a n  b e  s u p p o s e d .  I n  a d d i t i o n ,  c i r c u l a t i o n  f i g u r e s  h i d e  t h e
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f a c t  t h a t  a  s i n g l e  c o p y  m a y  b e  r e a d  b y  m o r e  t h a n  o n e  

p e r s o n ,  a n d  t h e y  d o  n o t  i n d i c a t e  t h e  a v e r a g e  t i m e  a  p e r s o n  

s p e n d s  r e a d i n g  t h e  n e w s p a p e r .

A s u r v e y  c o n d u c t e d  b y  M a r p l a n  i n  1 9 8 5  s h o w e d  t h a t  t h e  

n u m b e r  o f  p e o p l e  w ho  c o n s u l t  f r e e  n e w s p a p e r s  i s  t h e  s a m e  a s  

t h e  n u m b e r  w h o  l o o k  a t  n a t i o n a l  d a i l i e s :  t h r e e  o u t  o f  f o u r  

p e o p l e .  H o w e v e r  t h e y  f o u n d  t h a t  a l m o s t  f o u r  o u t  o f  f o u r  

p e o p l e  c o n s u l t  a  p r o v i n c i a l  p a i d - f o r  n e w s p a p e r  a v a i l a b l e  i n  

t h e i r  a r e a .  M a r p l a n  f o u n d  t h a t  t i m e  s p e n t  r e a d i n g  a  f r e e  

n e w s p a p e r  w a s  s i g n i f i c a n t l y  l e s s  t h a n  t i m e  s p e n t  w i t h  a  

p a i d - f o r  w e e k l y .  T h e  A s s o c i a t i o n  o f  F r e e  N e w s p a p e r s  c l a i m  

t h a t  t h e  a v e r a g e  t i m e  s p e n t  r e a d i n g  a  f r e e  n e w s p a p e r  i s  2 5  

m i n u t e s ,  c o m p a r e d  w i t h  35  m i n u t e s  f o r  a  p a i d - f o r  w e e k l y  

( s o u r c e :  New S o c i e t y  1 3 / 2 / 1 9 8 7 ) .

T h e  g e n e r a l  t r e n d  o f  a  d e c r e a s i n g  n u m b e r  o f  p r o v i n c i a l  

t i t l e s  a n d  a  f a l l  i n  c i r c u l a t i o n  o f  t h e  p r o v i n c i a l  p a i d - f o r  

s e c t o r  d o e s  i n d i c a t e  t h a t  r e a d e r s h i p  i s  f a l l i n g .  I t  d o e s  

n o t  n e c e s s a r i l y  m e a n  t h a t  f e w e r  p e o p l e  w a n t  t o  r e a d  

p a i d - f o r  n e w s p a p e r s ,  b u t  s u g g e s t s  t h a t  i t  m a y  b e  g e t t i n g  

i n c r e a s i n g l y  d i f f i c u l t  t o  s e c u r e  a d v e r t i s i n g  a n d  

p r o f i t a b i l i t y  i n  t h e  p a i d - f o r  s e c t o r  ( e s p e c i a l l y  w e e k l i e s ) .  

I n  a r e a s  w h e r e  p a i d - f o r  w e e k l i e s  h a v e  d i s a p p e a r e d  t h e y  h a v e  

u s u a l l y  b e e n  r e p l a c e d  w i t h  o n e  o r  m o r e  f r e e  n e w s p a p e r s ,  a n d  

i n d e e d  s o m e  p u b l i s h e r s  h a v e  c o n v e r t e d  t h e i r  w e e k l y  p a i d - f o r  

t i t l e s  i n t o  f r e e  n e w s p a p e r s .  A l a r g e  n u m b e r  o f  p a i d - f o r  

p u b l i s h e r s  h a v e  e n t e r e d  t h e  f r e e  n e w s p a p e r  m a r k e t ,  a n d  

r e c e n t l y  m a n y  o f  t h e  i n d e p e n d e n t  f r e e  t i t l e s  h a v e  b e e n  

b o u g h t  u p  b y  t h e  g r o u p s .  T h o m s o n  R e g i o n a l  N e w s p a p e r s  i s  

p a r t i c u l a r l y  n o t a b l e  i n  i t s  a c q u i s i t i o n  p o l i c y ,  w i t h  t h r e e  

l a r g e  f r e e  w e e k l y  g r o u p s  b e i n g  b o u g h t  s i n c e  May 1 9 8 8 .
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F i g u r e  1 . 3 :  UK r e g i o n a l  p r e s s  -  o w n e r s h i p  b y  c i r c u l a t i o n  ( J a n  1 9 8 8 )

D a i l y  & S u n d a y W e e k l y  & B i - w e e k l y F r e e  n e w s p a p e r s

T a b l e  1 . 5 :  P r i n c i p l e  p r o v i n c i a l  n e w s p a p e r  p u b l i s h e r s  b y  c i r c u l a t i o n  ( 0 0 0 )  a n d  n u m b e r  o f  t i t l e s  ( 1 9 8 8 )

D a i ly  W eekly F r e e  A g g re g a te  a n n u a l T o ta l
P u b l i s h e r C i r c . T i t l e s C i r c . T i t l e s C i r c . T i t l e s c i r c .  (000000) t i t l e s

T h an so n  R e g io n a l N p rs 1066 11 214 29 2065 39 451 79
N d r t h c l i f f e  N prs (A s s o c .N p rs ) 884 14 321 22 1339 22 362 58
U n ite d  N ew spapers 596 8 367 47 1938 36 306 91
R eed  P u b l i s h in g 110 4 325 29 4077 87 263 120
W e s tm in s te r  P r e s s  (P e a rs o n ) 484 10 298 25 1659 37 253 72
E a s t  M id la n d  A l l i e d  P r e s s 116 3 618 45 2389 61 193 109
G u a rd ia n  & M a n c h e s te r  E.News 291 1 242 30 1222 23 167 54
I n g e r s o l l  P u b l i c a t i o n s 352 3 10 3 526 10 138 16
M id la n d  News A s s o c ia t io n 336 2 54 7 546 14 136 23
L o n h ro 311 2 293 15 332 6 130 23
E a s t e r n  C o u n t ie s  N p rs . 228 4 107 10 925 12 125 26
S o u th e rn  N ew spapers 165 3 139 10 1015 23 111 36
P o r ts m o u th  & S u n d e r la n d  N prs 188 3 101 10 754 10 103 23

S o u r c e s :  P r e s s  C o u n c il  A nnual R e p o r t;  Benns P r e s s  D i r e c to r y ;  A u d it  B u reau  o f  C i r c u l a t i o n s



F i g u r e  1 . 3  i l l u s t r a t e s  t h e  o w n e r s h i p  o f  t h e  p r o v i n c i a l  

p r e s s  i n  1 9 8 7 ,  a n d  t a b l e  1 . 5  g i v e s  a  b r e a k d o w n  o f  t h e  

p r i n c i p l e  p u b l i s h e r s ,  c i r c u l a t i o n  f i g u r e s  a n d  t h e  n u m b e r  o f  

t i t l e s  p r o d u c e d .  O w n e r s h i p  o f  a  c r o s s  s e c t i o n  o f  n e w s p a p e r s  

i n  a  p a r t i c u l a r  l o c a t i o n  -  a  d a i l y  p a i d - f o r ,  a  w e e k l y  

p a i d - f o r  a n d  a  f r e e  w e e k l y  -  i n c r e a s i n g l y  h a s  b e c o m e  a 

m e a n s  o f  s e c u r i n g  a d v e r t i s i n g  r e v e n u e  -  t h u s  t h e  r e c e s s i o n  

a n d  i n c r e a s e d  c o m p e t i t i o n  f o r c e d  c o m p a n i e s  t o  d i v e r s i f y  

i n t o  f r e e  p u b l i c a t i o n s .  I n  a d d i t i o n ,  c o m p a n i e s  w e r e  a l s o  

f o r c e d  t o  l o o k  a t  w a y s  o f  r e d u c i n g  c o s t s  w h i l s t  i n v e s t i n g  

f o r  t h e  f u t u r e .  T h i s  m e a n t  r e - e x a m i n i n g  t h e  l a b o u r  

s t r u c t u r e  a n d  c o n s i d e r i n g  n e w  t e c h n o l o g y .

L a b o u r  S t r u c t u r e  a n d  New T e c h n o lo g y

T h e  p r o v i n c i a l  n e w s p a p e r  l a b o u r  s t r u c t u r e  i s  o r g a n i s e d  i n t o  

f o u r  b r o a d  s e c t o r s :  o r i g i n a t i o n  w o r k e r s  ( s k i l l e d )  i n  

e d i t o r i a l  j o b s  w r i t i n g ,  d e s i g n i n g ,  p l a n n i n g  a n d  m a n a g i n g  

t h e  n e w s p a p e r ;  p r o d u c t i o n  w o r k e r s  ( s k i l l e d / c r a f t ) -  

c o m p o s i n g ,  t y p e s e t t i n g ,  o p e r a t i n g  p h o t o c o m p o s i t i o n  

e q u i p m e n t ,  c o p y - t a k i n g  a n d  i n p u t t i n g  -  a r t i s t s ,  a n d  

p r o d u c t i o n  w o r k  o v e r s e e r s  a n d  m a n a g e r i a l  s t a f f ; c l e r i c a l  

w o r k e r s  i n v o l v e d  w i t h  a d v e r t i s i n g ,  t e l e s a l e s ,  

a d m i n i s t r a t i o n ,  c i r c u l a t i o n  a n d  p r o m o t i o n a l  w o r k ;  a n d  

p r o d u c t i o n  w o r k e r s  ( m a n u a l )  i n v o l v e d  w i t h  p r i n t i n g  a n d  

d i s t r i b u t i o n .

O r i g i n a t i o n  s t a f f  a r e  c o v e r e d  b y  t w o  u n i o n s ,  t h e  

N a t i o n a l  U n i o n  o f  J o u r n a l i s t s  ( N U J )  a n d  t h e  I n s t i t u t e  o f  

J o u r n a l i s t s  ( I o J ) .  M o b i l i t y  i s  h i g h ,  a n d  m o s t  p r o v i n c i a l  

n e w s p a p e r s  h a v e  a  f a s t  l a b o u r  t u r n o v e r  i n  t h e  e d i t o r i a l  

a r e a .  P r o d u c t i o n  w o r k e r s  ( c r a f t )  a r e  o r g a n i s e d  b y  t h e
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N a t i o n a l  G r a p h i c a l  A s s o c i a t i o n  (NGA) o n  a  c l o s e d  s h o p  

b a s i s .  T h e  c r a f t  b a s e d  a p p r e n t i c e s h i p s  s y s t e m  m e a n t  

r e l a t i v e l y  l o w  l a b o u r  m o b i l i t y .  C l e r i c a l  a n d  m a n u a l  

p r o d u c t i o n  w o r k e r s  a r e  r e c r u i t e d  b y  SOGAT. T r a d i t i o n a l l y  

i t s  s t r e n g t h  l i e s  i n  t h e  p r e s s  r o o m  a n d  d i s t r i b u t i o n  w o r k ;  

c l e r i c a l  s t a f f  m e m b e r s h i p  i s  l o w ,  a l t h o u g h  t e l e s a l e s  i s  t h e  

l a r g e s t  r e c r u i t m e n t  a r e a  a n d  f e m a l e  m e m b e r s h i p  i s  h i g h e r  

t h a n  i n  t h e  o t h e r  u n i o n s .

T h e  d o m i n a n t  w o r k g r o u p  h a s  t r a d i t i o n a l l y  b e e n  t h e  NGA 

p r i n t e r s .  T h e  s t r o n g  u n i o n  o r g a n i s a t i o n  m e a n t  t h a t  a l l  

t y p e s e t t i n g  m a t e r i a l  o r  o r i g i n a l  a r t w o r k  w a s  h a n d l e d  b y  NGA 

w o r k e r s  o n l y  i f  i t  c a r r i e d  a n  NGA o r i g i n a t i o n  m a r k  -  o t h e r  

w o r k  w a s  ' b l a c k e d '  -  t h u s  a  s e l f - r e g u l a t i n g  w o r k  p r o c e s s  

d e v e l o p e d .  I n  a d d i t i o n ,  t h e  a p p r e n t i c e s h i p  s y s t e m  

c o n t r o l l e d  e n t r y  t o  t h e  l a b o u r  m a r k e t ,  w h i l s t  t h e  F a t h e r  o f  

t h e  C h a p e l  ( F o C )  o f t e n  t o o k  r e s p o n s i b i l i t y  f o r  o r g a n i s i n g  

o v e r t i m e ,  h o l i d a y s  a n d  s o  f o r t h .  T h e  p r i n t w o r k e r s  w e r e  

r e g u l a r l y  c i t e d  b y  t r a d e  u n i o n  c r i t i c s  a s  a n  e x a m p l e  o f  t h e  

w o r s t  e x c e s s e s  o f  r e s t r i c t i v e  p r a c t i c e s .

As  t h e  m a r k e t  t i g h t e n e d  a n d  c o m p e t i t i o n  f o r  a d v e r t i s i n g  

i n c r e a s e d ,  p r o f i t s  w e r e  s q u e e z e d  a n d  p r o v i n c i a l  n e w s p a p e r  

m a n a g e r s  a r g u e d  t h a t  t h e  p r i n t e r s  w e r e  o v e r - p r i c i n g  t h e i r  

l a b o u r  a n d  w e r e  c l i n g i n g  o n t o  i n a p p r o p r i a t e ,  o u t d a t e d  

p r a c t i c e s ,  s u c h  a s  g u a r a n t e e d  o v e r t i m e .  T h e y  s o u g h t  t o  

r e d u c e  l a b o u r  c o s t s  b y  s t r i p p i n g  do w n  t h e  w o r k f o r c e ,  a n d  t o  

r e g a i n  s o m e  o f  t h e  m a n a g e r i a l  c o n t r o l .  New t e c h n o l o g y  -  

w e b - o f f s e t  a n d  p h o t o c o m p o s i t i o n  -  p r o v i d e d  a n  o p p o r t u n i t y  

t o  r e d u c e  t h e  l a b o u r  i n t e n s i t y  o f  t h e  w o r k  p r o c e s s ,  b u t  

c h a n g e s  h a d  t o  b e  n e g o t i a t e d  w i t h  t h e  NGA w h o  m a i n t a i n e d  

t h e i r  p r o d u c t i o n  d o m i n a n c e .
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By t h e  e a r l y  1 9 8 0 s  t h e  UK p r o v i n c i a l  n e w s p a p e r  i n d u s t r y  

w a s  i n  a  s t a t e  o f  t e c h n o l o g i c a l  i n f a n c y .  P u b l i s h e r s  o f  

n e w s p a p e r s  i n  t h e  U n i t e d  S t a t e s ,  A u s t r a l i a  a n d  E u r o p e  w e r e  

a d o p t i n g  t h e  c o m p u t e r i s e d  p r o d u c t i o n  t e c h n i q u e s ,  b u t  o n l y  

o n e  UK n e w s p a p e r  -  t h e  N o t t i n g h a m  E v e n i n g  P o s t  -  h a d  

a d o p t e d  t h e  l a t e s t  t e c h n o l o g y ,  a n d  t h a t  h a d  b r o u g h t  a b o u t  

s e r i o u s  c o n f l i c t  b o t h  b e t w e e n  m a n a g e m e n t  a n d  t h e  u n i o n s ,  

a n d  b e t w e e n  d i f f e r e n t  w o r k e r s  a t  t h e  n e w s p a p e r .  T h e  NGA 

w e r e  r e s i s t i n g  t h e  i n t r o d u c t i o n  o f  t h e  c o m p u t e r i s e d  s y s t e m s  

-  D i r e c t  I n p u t  ( D I )  -  b e c a u s e  i t  w o u l d  m e a n  t h e  d e m i s e  o f  

t h e i r  j o b s .  T h i s  i s  b e c a u s e  DI  t r a n s f e r s  a  l a r g e  p a r t  o f  

t h e  p r o d u c t i o n  p r o c e s s  t h a t  w a s  t r a d i t i o n a l l y  p e r f o r m e d  b y  

NGA p r i n t e r s  i n t o  t h e  e d i t o r i a l  a n d  a d v e r t i s i n g  

d e p a r t m e n t s .

T h e  c r u c i a l  i s s u e  w a s  t h e  c o n t r o l  o f  t h e  " s e c o n d  

k e y s t r o k e " .  T r a d i t i o n a l l y ,  a l l  c o p y ,  w h e t h e r  o r i g i n a t e d  

i n t e r n a l l y  o r  f r o m  o u t s i d e  s o u r c e s ,  w a s  r e k e y e d  i n t o  t h e  

s y s t e m  b y  NGA m e m b e r s .  T h e  D I  s y s t e m  m e a n t  t h a t  r e k e y i n g  

w a s  n o  l o n g e r  n e c e s s a r y ,  a n d  m a n y  o f  t h e  a s s o c i a t e d  

p r o d u c t i o n  t a s k s  w o u l d  b e c o m e  r e d u n d a n t .  T h e  e l i m i n a t i o n  o f  

t h e  s e c o n d  k e y s t r o k e  e f f e c t i v e l y  d e s t r o y e d  t h e  i n f l u e n c e  o f  

t h e  NGA o v e r  p r o d u c t i o n  a n d  w i p e d  o u t  i t s  p o w e r  b a s e  b y  

d r a m a t i c a l l y  r e d u c i n g  t h e  n u m b e r  o f  p r i n t e r s  n e c e s s a r y  t o  

p r o d u c e  a  n e w s p a p e r ,  a n d  l i m i t i n g  t h e i r  a b i l i t y  t o  h a l t  o r  

d i s r u p t  t h e  p r o d u c t i o n  p r o c e s s .  F o r  t h e  m a n a g e r s ,  d i r e c t  

i n p u t  w a s  t h e r e f o r e  a t t r a c t i v e  f o r  t w o  r e a s o n s :  n o t  o n l y  

d i d  i t  r e d u c e  l a b o u r  c o s t s ,  b u t  a l s o  e l i m i n a t e d  t h e  

r e s t r i c t i v e  p r a c t i c e s  o f  t h e  NGA. F o r  j o u r n a l i s t s ,  t h e  

i n t r o d u c t i o n  o f  e d i t o r i a l  d i r e c t  i n p u t  d i d  n o t  p o s e  a n y  

p a r t i c u l a r  t h r e a t  t o  j o b s ,  b u t  d i d  r a i s e  q u e s t i o n s  a b o u t
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h o w  t h e  s y s t e m  w o u l d  b e  u s e d ,  w h o  w o u l d  b e n e f i t  a n d  w h a t  

e f f e c t  i t  w o u l d  h a v e  o n  w o r k i n g  p r a c t i c e s .  M o r e  

s p e c i f i c a l l y ,  i t  h a d  t h e  p o t e n t i a l  t o  b r i n g  t h e  NUJ i n t o  

c o n f l i c t  w i t h  t h e  NGA, a s  h a d  h a p p e n e d  a t  t h e  N o t t i n g h a m  

E v e n i n g  P o s t ,  b e c a u s e  t h e  j o u r n a l i s t s  w o u l d  i n  e f f e c t  b e  

t a k i n g  o v e r  t h e  p r o d u c t i o n  t a s k s  t h a t  w e r e  f o r m e r l y  t h e  

w o r k  o f  t h e  NGA p r i n t e r s .

A d e t a i l e d  a c c o u n t  o f  h o w  t h e  NGA r e l u c t a n t l y  c a m e  t o  

a c c e p t  DI  i s  b e y o n d  t h i s  t h e s i s  ( s e e  G e n n a r d  & D u n n ,  1 9 8 3 ;  

G e n n a r d ,  1 9 8 7 ) ,  h o w e v e r  t w o  i m p o r t a n t  d e v e l o p m e n t s  m u s t  b e  

n o t e d .  F i r s t ,  t h e  S t o c k p o r t  M e s s e n g e r  d i s p u t e  i n  1 9 8 3  

s i g n a l l e d  t o  t h e  NGA t h a t  i t s  c o n t i n u e d  p r e s e n c e  i n  

p r o v i n c i a l  n e w s p a p e r s  w a s  n o  l o n g e r  g u a r a n t e e d  ( w e l l  

d o c u m e n t e d  b y  D i c k i n s o n ,  1 9 8 4 ;  G o o d h a r t  & W i n t o u r ,  1 9 8 6 ) .  

S e c o n d ,  t h e  a t t e m p t s  b y  t w o  n e w s p a p e r  g r o u p s  -  t h e  

W o l v e r h a m p t o n  E x p r e s s  a n d  S t a r ,  a n d  P o r t s m o u t h  a n d  

S u n d e r l a n d  N e w s p a p e r s  -  i l l u s t r a t e d  t o  t h e  NUJ a n d  t h e  NGA 

t h a t  u n l e s s  t h e y  a l l i e d  w i t h  e a c h  o t h e r  o v e r  t h e  

i n t r o d u c t i o n  o f  D I ,  o n e  u n i o n  w o u l d  b e  p l a y e d  o f f  a g a i n s t  

t h e  o t h e r  b y  m a n a g e m e n t ,  a n d  i n  t h e  l o n g  t e r m  t h i s  w o u l d  b e  

d e t r i m e n t a l  t o  b o t h  o f  t h e m .  C o n s e q u e n t l y ,  t h e y  d e c i d e d  t o  

w o r k  t o g e t h e r  a n d  f o r g e t  t h e  d i f f e r e n c e s  ( a n d  t r a d i t i o n a l  

a n i m o s i t y )  t h a t  h a d  c h a r a c t e r i s e d  t h e i r  p a s t .  A t  h e a d  

o f f i c e  l e v e l  t h e y  s i g n e d  a  J o i n t  I n i t i a t i v e  i n  O c t o b e r  1 9 8 5  

( s e e  a p p e n d i x  A) i n  o r d e r  t o  p a v e  t h e  w a y  f o r  i n t e r - u n i o n  

c o o p e r a t i o n  a t  l o c a l  l e v e l .  I t  w a s  t h e  b r e a k t h r o u g h  t h e  NUJ 

r e q u i r e d ,  a n d  r e a l l y  s i g n a l l e d  t h e  s t a r t  o f  t h e  e d i t o r i a l  

d i r e c t  i n p u t  i n t r o d u c t i o n  p r o c e s s ;  i t  i s  t h e r e f o r e  t h e  

s t a r t i n g  p o i n t  o f  t h i s  t h e s i s .
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J o u r n a l i s t s  a n d  t h e  F r o n t i e r  o f  C o n t r o l

T h e  f o c u s  o f  t h e  s t u d y  i s  t h e r e f o r e  t h e  e f f e c t  t h a t  t h e  

i n t r o d u c t i o n  o f  d i r e c t  i n p u t  e d i t o r i a l  s y s t e m s  w i l l  h a v e  o n  

t h e  w o r k p l a c e  c o n t r o l  o f  t h e  j o u r n a l i s t s .  S p e c i f i c a l l y  t h e  

q u e s t i o n  b e i n g  e x a m i n e d  i s :  h a s  t h e  t r a n s f e r  o f  t h e  

p r o d u c t i o n  t a s k s  f r o m  t h e  p r i n t e r s  t o  t h e  j o u r n a l i s t s  a l s o  

r e s u l t e d  i n  t h e  t r a n s f e r  o f  c o n t r o l ?  I n  i n t r o d u c i n g  d i r e c t  

i n p u t ,  m a n a g e r s  m a y  h a v e  c a u s e d  a  s h i f t  i n  t h e  f r o n t i e r  o f  

c o n t r o l  w h i c h ,  a l t h o u g h  t o  t h e  d e t r i m e n t  o f  t h e  p r i n t e r s ,  

h a s  b e e n  t o  t h e  b e n e f i t  o f  t h e  j o u r n a l i s t s .  I f  t h i s  i s  s o ,  

h o w  h a v e  t h e  j o u r n a l i s t s  r e s p o n d e d  t o  t h e i r  e n h a n c e d  

c o n t r o l ,  a n d  h o w  c a n  t h e y  h o l d  b a c k  t h e  r e a l i g n e d  f r o n t i e r ?

To  a d d r e s s  t h e s e  i s s u e s  a  m o d e l  o f  w o r k p l a c e  c o n t r o l  

h a s  b e e n  c o n s t r u c t e d  a s  a  f r a m e w o r k  f o r  a n a l y s i s  a n d  i s  

o u t l i n e d  i n  c h a p t e r  t w o ,  w i t h  a n  e x p l a n a t i o n  o f  t h e  

m e t h o d o l o g y  u s e d .  C h a p t e r  t h r e e  e x a m i n e s  t h e  o b j e c t i v e s  a n d  

s t r a t e g i e s  o f  m a n a g e m e n t  i n  i n t r o d u c i n g  d i r e c t  i n p u t ,  

e l a b o r a t i n g  u p o n  m a n y  o f  t h e  i s s u e s  r a i s e d  a b o v e .  C h a p t e r  

f o u r  l o o k s  a t  t h e  p r o c e s s  o f  b a r g a i n i n g  a s s o c i a t e d  w i t h  t h e  

i n t r o d u c t i o n  o f  t h e  n e w  t e c h n o l o g y  a n d  a s s e s s e s  t h e  

i n f l u e n c e  o f  t h e  NUJ a t  t h e  p r e - o p e r a t i o n a l  s t a g e s ;  i t  

r e v e a l s  t h e  i n i t i a l  c h a n g e s  i n  w o r k p l a c e  c o n t r o l .

T h e  n e x t  t h r e e  c h a p t e r s  c l o s e l y  a n a l y s e  t h e  

p o s t - i n t r o d u c t i o n  e f f e c t s  o f  D I  o n  t h e  w o r k p l a c e  c o n t r o l  o f  

t h e  j o u r n a l i s t s .  T h e y  e a c h  c o n c e n t r a t e  o n  o n e  d i m e n s i o n  o f  

t h e  m o d e l :  p r o d u c t i o n  c o n t r o l ,  e x a m i n i n g  t h e  j o u r n a l i s t s '  

i n f l u e n c e  o v e r  s t r a t e g i c  c o n t i n g e n c i e s  i n  t h e  w o r k p l a c e ;  

w o r k g r o u p  c o n s c i o u s n e s s ,  e x a m i n i n g  t h e  e x t e n t  o f  

c o l l e c t i v i s m  a n d  i n d i v i d u a l i s m  e x p r e s s e d  t h r o u g h  a t t i t u d e s  

t o  t h e  p r o d u c t i o n  p r o c e s s  a n d  w o r k g r o u p  o r g a n i s a t i o n ;  a n d
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c o n t r o l  a c t u a l i s a t i o n , a n a l y s i n g  t h e  a b i l i t y  a n d  

w i l l i n g n e s s  o f  t h e  j o u r n a l i s t s  t o  t a k e  a c t i o n  t o  a c h i e v e  

t h e i r  c o n t r o l  p o t e n t i a l .  E a c h  o f  t h e  c h a p t e r s  t e s t  t h e  

t h e o r y  o f  e n h a n c e d  c o n t r o l  a g a i n s t  e v i d e n c e  f r o m  e m p i r i c a l  

r e s e a r c h .

T h r o u g h o u t  t h e  c h a p t e r s  t h e r e  a r e  s u m m a r i e s  o f  t h e  m a i n  

p r o p o s i t i o n s ,  a n d  a t  t h e  e n d ,  g e n e r a l  c o n c l u s i o n s  a b o u t  t h e  

m a i n  i s s u e s  r a i s e d .  F i n a l l y ,  c h a p t e r  e i g h t  b r i n g s  t o g e t h e r  

t h e  c e n t r a l  t h e m e s ,  d r a w s  c o n c l u s i o n s  a b o u t  t h e  c h a n g e s  i n  

w o r k p l a c e  c o n t r o l ,  a n d  o f f e r s  s p e c u l a t i o n  a s  t o  f u t u r e  

c o n t r o l  d e v e l o p m e n t s .
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C H A PTER  TWO

The  M o d e l a n d  t h e  M e t h o d o lo g y

I n  a s s e s s i n g  t h e  m o v e m e n t  o f  t h e  f r o n t i e r  o f  c o n t r o l  we a r e  

a t t e m p t i n g  t o  a n a l y s e  t h e  p o w e r  r e l a t i o n s h i p s  t h a t  

c h a r a c t e r i s e  i n d u s t r i a l  r e l a t i o n s .  T o  d o  s o  we  c a n  

c o n s t r u c t  a  f r a m e w o r k  t h a t  a l l o w s  u s  t o  e x a m i n e  t h e  v a r i o u s  

e l e m e n t s  t h a t  c o n s t i t u t e  w o r k p l a c e  c o n t r o l ,  a n d  t o  u s e  t h i s  

t o  m e a s u r e  t h e  c h a n g i n g  n a t u r e  o f  c o n t r o l  i n  t h e  p r o v i n c i a l  

n e w s p a p e r  i n d u s t r y .  A m o d e l  o f  w o r k p l a c e  c o n t r o l  h a s  b e e n  

d e v e l o p e d  a n d  i s  o u t l i n e d  b e l o w ,  f o l l o w e d  b y  a  d e s c r i p t i o n  

o f  t h e  m e t h o d o l o g y  a d o p t e d .  F i r s t ,  h o w e v e r ,  i t  i s  i m p o r t a n t  

t o  i d e n t i f y  t h e  m a i n  a s s u m p t i o n s  a n d  d e f i n i t i o n s  a d o p t e d  i n  

t h e  t h e s i s .

T h r e e  a s s u m p t i o n s  h a v e  b e e n  m a d e  a b o u t  t h e  e n v i r o n m e n t  

w i t h i n  w h i c h  t h e  f r a m e w o r k  i s  c o n s t r u c t e d .  F i r s t ,  a  

p l u r a l i s t  a p p r o a c h  h a s  b e e n  a d o p t e d ,  a s s u m i n g  c o n f l i c t  t o  

b e  a  n a t u r a l  c o n s e q u e n c e  o f  a  w o r k p l a c e  c o m p r i s i n g  g r o u p s  

a n d  i n d i v i d u a l s  w i t h  d i f f e r i n g  i n t e r e s t s .  S e c o n d ,  t h e  

w o r k g r o u p  i s  t h e  f o c u s  o f  a n a l y s i s ,  a n d  i s  c h a r a c t e r i s e d  a s  

a  r e s p o n d e n t  b o d y ,  a s  o p p o s e d  t o  a n  i n i t i a t i v e  t a k i n g  b o d y .  

T h u s  we a s s u m e  t h a t  m a n a g e r i a l  p r e r o g a t i v e  t o  i n t r o d u c e  

t e c h n o l o g i c a l  c h a n g e  i s  n o t  c h a l l e n g e d ,  b u t  t h a t  t h e  

w o r k g r o u p  c a n  a n d  w i l l  r e s p o n d  t o  t h e  i n i t i a t i v e  a n d  

c h a l l e n g e  t h e  n a t u r e  a n d  f o r m  o f  t h e  t e c h n o l o g i c a l  c h a n g e .  

A t h i r d  a s s u m p t i o n  i s  t h a t  n e w  t e c h n o l o g y  i s  n o t  a  

p r e - d e t e r m i n e d  e n t i t y ,  b u t  t h a t  i t s  u s e  s t e m s  f r o m  

p o l i t i c a l  c h o i c e s  m a d e  b y  o w n e r s  a n d  m a n a g e r s ,  a n d  t h e  

i n f l u e n c e  o f  t h e  w o r k g r o u p  i n  b a r g a i n i n g  o v e r  i t s  

i n t r o d u c t i o n .
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T h e  a n a l y s i s  t h e r e f o r e  m u s t  b e g i n  w i t h  a n  e x a m i n a t i o n  

o f  t h e  p r o c e s s  o f  t e c h n o l o g i c a l  c h a n g e  s i n c e  t h i s  r e v e a l s  

t h e  d i f f e r e n t  i n t e r e s t s  o f  m a n a g e m e n t  a n d  w o r k g r o u p s  

a s s o c i a t e d  w i t h  n e w  t e c h n o l o g y ,  a n d  t h e  d i f f e r i n g  e x t e n t s  

t o  w h i c h  b o t h  s i d e s  c a n  i n f l u e n c e  t h e  o u t c o m e  o f  t h e  c h a n g e  

p r o c e s s .  T h e s e  a s p e c t s  a r e  t h e  f o c i  o f  c h a p t e r s  t h r e e  a n d  

f o u r :  t h e  f o r m e r  o u t l i n i n g  w h y  a n d  h o w  m a n a g e m e n t  i n i t i a t e d  

c h a n g e ,  a n d  t h e  l a t t e r  e x a m i n i n g  t h e  b a r g a i n i n g  p r o c e s s e s  

a n d  t h e  s h o r t - t e r m  r e s u l t s  o f  t e c h n o l o g i c a l  c h a n g e .  T h e s e  

c h a p t e r s  a r e  t o  s o m e  e x t e n t  s c e n e  s e t t i n g ,  y e t  r e v e a l  t h e  

i n i t i a l  m o v e m e n t s  o f  t h e  f r o n t i e r  o f  c o n t r o l  w h i c h  a r e  

l a t e r  p l a c e d  i n  t h e  c o n t e x t  o f  m e d i u m  t o  l o n g  t e r m  

d e v e l o p m e n t s .  T h e  c h a p t e r s  a n a l y s e  d i f f e r e n t  t y p e s  o f  d a t a ,  

a n d  t h e  i s s u e s  r a i s e d  a n d  c o n c l u s i o n s  d r a w n  f o r m  i m p o r t a n t  

r e f e r e n c e  p o i n t s  f o r  t h e  s u b s e q u e n t  c h a p t e r s .

T h e  d e f i n i t i o n s  n e e d i n g  e x p l a n a t i o n  l a r g e l y  c o n c e r n  t h e  

c o n c e p t  o f  ' p o w e r " .  M a r t i n  ( 1 9 7 7 )  r e j e c t s  t h e  W e b e r i a n  

a n a l y s i s  o f  p o w e r  -  t h e  p r o b a b i l i t y  o f  b e i n g  a b l e  t o  c a r r y  

o u t  o n e ' s  own w i l l  -  s i n c e  i t  o v e r l o o k s  p o w e r  r e l a t i o n s h i p s  

w h i c h  m a y  b e  m u t u a l l y  c o n v e n i e n t ,  a n d  i t  r e v e a l s  p o w e r  o n l y  

i n  a c t i o n  ( 1 9 7 7 ;  p 3 7 ) .  He a r g u e s  t h a t  a  m o r e  a d e q u a t e  

t h e o r y  o f  p o w e r  i s  t h a t  a d o p t e d  b y  B u c k l e y  ( 1 9 6 7 )  w h i c h  

f o c u s e s  o n  n o n - s e l f - r e g a r d i n g  a c t i o n :  t h a t  s i n c e  a n  

i n d i v i d u a l  o r  g r o u p  w i l l  s e e k  t o  m a x i m i s e  t h e i r  own 

b e n e f i t s ,  we  s h o u l d  c o n c e n t r a t e  o n  t h e  o c c a s i o n s  t h e y  f a i l  

t o  d o  s o .  I n  o t h e r  w o r d s ,  i f  A a c t s  i n  a  n o n - s e l f - r e g a r d i n g  

m a n n e r  i t  i s  d u e  t o  t h e  e x i s t e n c e  o f  B ' s  p o w e r  o v e r  A ,  

f o r c i n g  c o m p l i a n c e  w i t h  B ' s  w i s h e s .  M a r t i n  a r g u e s  t h a t  t h e  

s t r e n g t h  o f  t h e  a n a l y s i s  l i e s  i n  t h r e e  a r e a s :  f i r s t l y ,  i t  

" s h o w s  t h a t  p o w e r  i s  t h e  p r o p e r t y  o f  a  r e l a t i o n s h i p ,  n o t  o f
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t h e  i n d i v i d u a l s  i n  t h a t  r e l a t i o n s h i p "  ( 1 9 7 7 ;  p 3 9 ) ;  

s e c o n d l y ,  t h a t  t h e  f r a m e  o f  r e f e r e n c e  o f  t h e  a c t o r s  i s  

v i t a l  t o  u n d e r s t a n d i n g  p o w e r  r e l a t i o n s h i p s ;  a n d  t h i r d l y ,  

t h a t  a n a l y s i s  o f  p o w e r  m u s t  t a k e  p l a c e  f r o m  t h e  f r a m e  o f  

r e f e r e n c e  o f  t h e  s u b o r d i n a t e .

I n  a c c e p t i n g  t h i s ,  we a r e  s u g g e s t i n g  t h a t  t h e  w o r k g r o u p  

f o c u s  ( t h e  j o u r n a l i s t s )  i s  a p p r o p r i a t e ,  a n d  t h a t  p o w e r  i s  

t h e  e x t e n t  t o  w h i c h  t h e  w o r k g r o u p  c o m p l i e s  w i t h  t h e  w i s h e s  

o f  m a n a g e m e n t  a n d  a c t s  i n  a  n o n - s e l f - r e g a r d i n g  m a n n e r .  

C o m p l i a n c e ,  h o w e v e r ,  c a n  t a k e  a  n u m b e r  o f  f o r m s :  c o e r c i o n  -  

t h e  a b i l i t y  t o  o b t a i n  c o m p l i a n c e  b y  t h r e a t e n i n g  t o  w i t h d r a w  

t h e  m e a n s  t o  s u s t a i n  l i f e ;  a u t h o r i t y  -  c o m p l i a n c e  t h r o u g h  

l e g i t i m a c y ,  b y  t h e  g r a n t i n g  o f  c o n s e n t ;  a n d  i n f l u e n c e  -  

c o m p l i a n c e  o t h e r  t h a n  t h r o u g h  c o e r c i o n  o r  a u t h o r i t y .  M a r t i n  

( 1 9 7 7 )  a r g u e s  t h a t  t h e  f i r s t  o f  t h e s e ,  c o e r c i o n ,  i s  l a r g e l y  

i n a p p l i c a b l e  d u e  t o  w o r k e r  m o b i l i t y ,  s o c i a l  w e l f a r e  a n d  

l e g a l  a n d  p o l i t i c a l  r i g h t s  o f  w o r k e r s ,  a l t h o u g h  h e  s u g g e s t s  

t h a t  i n  r e c e s s i o n ,  h i g h  r a t e s  o f  u n e m p l o y m e n t ,  t h r e a t s  o f  

c l o s u r e  a n d  t h e  r e d u c t i o n  o f  w a g e s  m i g h t  b e  i n t e r p r e t e d  a s  

a  t y p e  o f  c o e r c i o n .  H o w e v e r ,  t h e  c o n c e p t s  o f  a u t h o r i t y  a n d  

i n f l u e n c e  w i l l  b e  t h e  m o s t  u s e f u l  i n  e x a m i n i n g  w o r k p l a c e  

c o n t r o l .

I n  g e n e r a l  we c a n  d e f i n e  c o n t r o l  a s  s o m e  m e a s u r e  o f  t h e  

" b a l a n c e  o f  p o w e r  b e t w e e n  t h e  t w o  s i d e s "  ( S m i t h ,  1 9 7 9 )  b u t  

s i n c e  p o w e r  c a n  t a k e  a  n u m b e r  o f  f o r m s ,  a  m o d e l  o f  c o n t r o l  

m u s t  a l l o w  u s  t o  i d e n t i f y  t h e  n a t u r e  o f  p o w e r  r e l a t i o n s h i p s  

i n  d i f f e r i n g  w o r k p l a c e s .  P o o l e  ( 1 9 7 6 )  i d e n t i f i e d  t h r e e  

a s p e c t s  o f  p o w e r :  l a t e n t  p o w e r ;  v a l u e s ,  b e l i e f s  a n d  

p e r s p e c t i v e s ;  a n d  t h e  e x e r c i s e  o f  p o w e r .  M a r c h i n g t o n  ( 1 9 7 9 )  

o u t l i n e d  f o u r  " p h a s e s '  o f  p o w e r  -  p o w e r  c a p a c i t y ,  p o w e r
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r e a l i s a t i o n ,  p o w e r  t e s t i n g  a n d  p o w e r  o u t c o m e  -  w h i l s t  m o r e  

r e c e n t l y ,  K i r k b r i d e  a n d  D u r c a n  ( 1 9 8 7 )  h a v e  s u g g e s t e d  

w i d e n i n g  t h e  p o w e r  a n a l y s i s  t o  i n c l u d e  t h e  p r o c e s s e s  b y  

w h i c h  p o w e r  r e s o u r c e s  a r e  t r a n s l a t e d  i n t o  o u t c o m e s  t h r o u g h  

r h e t o r i c ,  b e h a v i o u r  a n d  a c t i o n .  E l e m e n t s  o f  a l l  t h e s e  

t h e o r i e s  a r e  c o m b i n e d  t o  d e v e l o p  a  m o d e l  o f  w o r k p l a c e  

c o n t r o l  f o r  t h e  s t u d y  o f  p r o v i n c i a l  n e w s p a p e r s .

M o d e l o f  W o r k p la c e  C o n t r o l

T h e  m o d e l  i d e n t i f i e s  t h r e e  c o n t r o l  a r e a s  w h e r e  p o w e r  

r e l a t i o n s h i p s  a r e  i m p o r t a n t  -  s t r u c t u r e ,  c o n s c i o u s n e s s  a n d  

a c t i o n  -  a n d  p r e s e n t s  t h e m  a s  i n t e r d e p e n d e n t ,  s o  o v e r a l l  

c o n t r o l  m u s t  b e  v i e w e d  i n  t e r m s  o f  t h e  p o w e r  w i t h i n  e a c h  

d i m e n s i o n  a n d  t h e  f e e d b a c k  a n d  i n t e r a c t i o n  b e tw e e n  e a c h

d i m e n s i o n . T h i s  a v o i d s t h e n o t i o n o f  t i m e o r s t a g e

p r o g r e s s i o n i m p l i c i t  i n a l i n e a r m o d e l . T h e t h r e e

d i m e n s i o n s a r e  e x a m i n e d u n d e r t h e h e a d i n g s , p r o d u c t io n

c o n t r o l ,  w o r k g r o u p  c o n s c i o u s n e s s  a n d  c o n t r o l  a c t u a l i s a t i o n .

T h e y  a r e  o u t l i n e d  b e l o w  a s  t h e o r e t i c a l  c o n c e p t s ,  a n d  a r e  

a p p l i e d  t o  t h e  d a t a  i n  c h a p t e r s  f i v e ,  s i x  a n d  s e v e n ,  w h e r e  

t h e  m e t h o d s  o f  m e a s u r e m e n t  a n d  h y p o t h e s e s  a s s o c i a t e d  w i t h  

t h e  d i m e n s i o n s  w i l l  b e c o m e  a p p a r e n t .

P r o d u c t i o n  C o n t r o l  c a n  b e  d e f i n e d  a s  t h e  p o w e r  o f  t h e  

w o r k g r o u p  o v e r  s t r a t e g i c  c o n t i n g e n c i e s  i n  t h e  w o r k p l a c e .  

T h i s  f o l l o w s  t h e  w o r k  o f  H i c k s o n  e t  a l  ( 1 9 7 1 )  a n d  

M a r c h i n g t o n  ( 1 9 7 9 )  w h o  c o n c e n t r a t e d  a t t e n t i o n  o n  k e y  

e l e m e n t s  w i t h i n  t h e  w o r k p l a c e  t h r o u g h  w h i c h  t h e  w o r k g r o u p  

m i g h t  g a i n  i n f l u e n c e .  T h e  g r e a t e r  t h e  w o r k g r o u p ' s  i n f l u e n c e  

o v e r  t h e s e  s t r a t e g i c  c o n t i n g e n c i e s  t h e n  t h e  l o w e r  t h e
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c h a n c e  o f  t h e i r  c o m p l i a n c e  w i t h  n o n - s e l f - r e g a r d i n g  a c t i o n s .  

S t r a t e g i c  c o n t i n g e n c i e s  a r e  t h e r e f o r e  r o u t e s  t h r o u g h  w h i c h  

i n f l u e n c e  m a y  b e  e x e r t e d :  f a c t o r s  e s s e n t i a l  t o  t h e  w o r k  

p r o c e s s  w h i c h  t h e  m a n a g e m e n t  a n d  w o r k f o r c e  m a y  s e e k  t o  

c o n t r o l .

Two c o n t i n g e n c i e s  c a n  b e  i d e n t i f i e d  a s  h a v i n g  a  

s t r a t e g i c  r o l e  i n  t h e  w o r k p l a c e :  t h e  p r o d u c t i o n  p r o c e s s  a n d  

t h e  l a b o u r  m a r k e t .  T h e  f i r s t  o f  t h e s e ,  t h e  p r o d u c t i o n  

p r o c e s s ,  c o n c e r n s  t h e  i n f l u e n c e  o f  t h e  w o r k g r o u p  o v e r  t h e  

' t a s k s  '  i n v o l v e d  i n  p r o d u c t i o n ,  a n d  t h e  i n f l u e n c e  o v e r  t h e  

p r o d u c t i o n  ' w o r k - f l o w ' .  T h i s  d e p e n d s  o n  t h e  p e r v a s i v e n e s s  

o f  t h e  w o r k g r o u p  -  t h e  d e g r e e  t o  w h i c h  t h e  w o r k g r o u p  

c o n n e c t s  w i t h  o t h e r  w o r k e r s  i n  t h e  p r o d u c t i o n  p r o c e s s ;  a n d  

t h e  i m m e d i a c y  o f  t h e  w o r k  -  t h e  s p e e d  w i t h  w h i c h  t h e  r e s t  

o f  t h e  w o r k p l a c e  w o u l d  b e  a f f e c t e d  b y  a c t i o n  o r  d i s r u p t i o n  

b y  t h e  w o r k g r o u p .  C l e a r l y ,  c o n t r o l  o v e r  t h e  ' t a s k s '  w i l l  

h a v e  i m p l i c a t i o n s  f o r  c o n t r o l  o v e r  t h e  ' w o r k f l o w ' ,  a l t h o u g h  

t h e r e  m i g h t  b e  o c c a s i o n s  w h e r e  t h e  ' t a s k s  '  a r e  d e f i n e d  b y  

m a n a g e m e n t ,  o r  t h e  t e c h n o l o g y  i t s e l f ,  b u t  w h e r e  ' w o r k f l o w '  

s t i l l  r e m a i n s  a n  a r e a  o f  p o t e n t i a l  c o n t r o l  -  o r  v i c e  v e r s a .

T h e  s e c o n d  s t r a t e g i c  c o n t i n g e n c y  i s  t h e  l a b o u r  m a r k e t .  

T h i s  c o n c e r n s  t h e  e x t e n t  t o  w h i c h  t h e  w o r k g r o u p  i s  

s u b s t i t u t a b l e .  A w o r k g r o u p  m i g h t  s e e k  t o  r e g u l a t e  i t s e l f  

t h r o u g h  a  n u m b e r  o f  m e t h o d s  s u c h  a s  s t r i c t  d e m a r c a t i o n  o f  

t a s k s ,  n o n - f l e x i b i l i t y ,  r e s t r i c t i o n  o f  e n t r y  t o  t h e  j o b ,  

t r a i n i n g  o r  p r o f e s s i o n a l  q u a l i f i c a t i o n s .  I n  c o n t r a s t  a  

m a n a g e m e n t  i s  l i k e l y  t o  w a n t  t o  i n c r e a s e  f l e x i b i l i t y  o f  

s t a f f ,  e n c o u r a g e  i n t e r n a l  s i d e w a y s  m o b i l i t y ,  a n d  e l i m i n a t e  

d e m a r c a t i o n  a n d  r e s t r i c t i v e  p r a c t i c e s .

T h u s ,  p r o d u c t i o n  c o n t r o l  i s  t h e  e x t e n t  t o  w h i c h  t h e
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w o r k g r o u p  c a n  i n f l u e n c e  s t r a t e g i c  c o n t i n g e n c i e s  i n  t h e  

w o r k p l a c e  t o  r e s i s t  c o m p l y i n g  w i t h  t h e  w i s h e s  o f  m a n a g e m e n t  

a n d  t h e r e b y  r e s i s t  a c t i n g  i n  a  n o n - s e l f - r e g a r d i n g  m a n n e r .

W o r k g r o u p  C o n s c i o u s n e s s  i s  t h e  s e c o n d  d i m e n s i o n  o f  t h e  

m o d e l  a n d  c a n  b e  d e f i n e d  a s  t h e  a b i l i t y  o f  w o r k e r s  t o  

r e c o g n i s e  t h e i r  c o l l e c t i v e  c o n t r o l  p o t e n t i a l  a n d  d e v e l o p  

g r o u p  i d e n t i t y .  I n  t h i s  s e n s e  i t  i s  a s s o c i a t e d  w i t h  t h e  

v a l u e s  a n d  b e l i e f s  o f  t h e  s u b o r d i n a t e  g r o u p ,  a n d  t h e  

s h a p i n g  o f  t h o s e  v a l u e s  b y  t h e  w o r k  e n v i r o n m e n t ,  w o r k i n g  

p r a c t i c e s  a n d  o t h e r  a c t o r s .  We c a n  t h e r e f o r e  b r e a k  

w o r k g r o u p  c o n s c i o u s n e s s  i n t o  t w o  c o m p o n e n t s : w o r k g r o u p  

o r g a n i s a t i o n  a n d  w o r k g r o u p  a t t i t u d e s .

C o n t r o l  o v e r  w o r k g r o u p  o r g a n i s a t i o n  s t e m s  f r o m  t h e  

n a t u r e  o f  w o r k  t a s k s  a n d  t h e  a u t o n o m y  o f  t h e  w o r k g r o u p .  I f  

t a s k s  a r e  i n t e g r a t e d  a n d  t h e  s h o p  f l o o r  w o r k e r s  a r e  

s e l f - o r g a n i s i n g ,  t h e n  i t  i s  l i k e l y  t h e y  w i l l  s h a r e  a  comm on 

i n t e r e s t ,  t h e  e x p r e s s i o n  o f  w h i c h  i s  l i k e l y  t o  b e  a  s t r o n g  

u n i o n  o r g a n i s a t i o n  -  t h e  u l t i m a t e  b e i n g  a  p r e - e n t r y  c l o s e d  

s h o p .  A l t e r n a t i v e l y ,  t h e  c om m on  i d e n t i t y  m a y  t a k e  t h e  f o r m  

o f  s o m e  o t h e r  c o l l e c t i v e  o r g a n i s a t i o n ,  s u c h  a s  a  

' p r o f e s s i o n a l '  b o d y .  I n  t h i s  w a y  g r o u p  o r g a n i s a t i o n  a l s o  

d e p e n d s  u p o n  t h e  w o r k e r s '  d i s p o s i t i o n  t o  t h e  j o b .  W h e r e  a  

w o r k g r o u p  f e e l s  n o  c o l l e c t i v e  i d e n t i t y ,  s h o p f l o o r  

o r g a n i s a t i o n  i s  l i k e l y  t o  b e  m i n i m a l  a n d  t h i s  a s p e c t  o f  

c o n t r o l  c o n s c i o u s n e s s  u n d e r - d e v e l o p e d ,  t h u s  i n d i v i d u a l i s m  

d o m i n a t e s .

T h e  s e c o n d  a s p e c t ,  w o r k g r o u p  a t t i t u d e s  c o n c e r n s  

o r i e n t a t i o n s  o f  t h e  m e m b e r s  o f  t h e  w o r k g r o u p  t o  t h e  w o r k  

p r o c e s s .  I n  p a r t i c u l a r  t h i s  c o n c e r n s  t h e  c h a n g e s  c a u s e d  b y
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t h e  i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y ,  a n d  t h e  r e a l i g n m e n t  o f  

a t t i t u d e s .  F o r  e x a m p l e ,  n e w  t e c h n o l o g y  m a y  l e a d  t o  c h a n g e s  

i n  a t t i t u d e  i f  i t  a f f e c t s  s k i l l  l e v e l ,  s e l f - d i s c r e t i o n  a t  

w o r k ,  w o r k  p a c i n g ,  m o n i t o r i n g ,  a n d  o v e r a l l  j o b  

s a t i s f a c t i o n .  T h e  c o n s e q u e n t  p o s i t i v e  a n d  n e g a t i v e  

a t t i t u d e s  o f  t h e  w o r k g r o u p  m a y  a f f e c t  t h e i r  o v e r a l l  

d i s p o s i t i o n  t o  w o r k  a n d  t h e i r  c o l l e c t i v e  r o l e  i n  t h e  

p r o d u c t i o n  p r o c e s s  -  t h e  e x p r e s s i o n  o f  w h i c h  m i g h t  b e  

c h a n g e s  i n  m i l i t a n c y  a n d  c o l l e c t i v e  o r g a n i s a t i o n .

W o r k g r o u p  c o n s c i o u s n e s s  c a n  t h e r e f o r e  b e  c h a r a c t e r i s e d  

a s  a  w o r k g r o u p ' s  r e c o g n i t i o n  o f  t h e  a p p r o p r i a t e n e s s  o f  

c o l l e c t i v e  o r g a n i s a t i o n ,  a n d  i t s  m e m b e r s '  a t t i t u d e s  t o  w o r k  

a n d  c o l l e c t i v i s m  d e r i v e d  f r o m  t h e  c h a n g e s  i n  t h e i r  

r e l a t i o n s h i p s  t o  p r o d u c t i o n  c a u s e d  b y  n e w  t e c h n o l o g y .

C o n t r o l  A c t u a l i s a t i o n  i s  t h e  t h i r d  d i m e n s i o n  o f  t h e  m o d e l  

a n d  c o n c e r n s  t h e  p r o c e s s  b y  w h i c h  t h e  w o r k g r o u p  c a n  a c h i e v e  

i t s  c o n t r o l  p o t e n t i a l .  A d e t a i l e d  a n a l y s i s  o f  t h e  p r o c e s s  

i s  u n d e r t a k e n  i n  c h a p t e r  s e v e n ,  b u t  t h e  c o m p o n e n t s  c a n  b e  

i d e n t i f i e d  h e r e  a s :  r e c o g n i t i o n  o f  a  n e e d  t o  a c t ,  

w i l l i n g n e s s  t o  a c t ,  c o n s i d e r a t i o n  o f  a c t i o n ,  s e l e c t i o n  o f  

a c t i o n ,  a n d  i m p l e m e n t a t i o n .

T h i s  d i m e n s i o n  a t t e m p t s  t o  e n c a p s u l a t e  w o r k g r o u p  

p e r c e p t i o n s  o f  t h e  n e e d  a n d  l e g i t i m a c y  f o r  a c t i o n ,  o r  

t h r e a t  o f  a c t i o n ,  a n d  t h e  a b i l i t y  o f  t h e  w o r k g r o u p  t o  m a k e  

d e c i s i o n s  t h a t  l e a d  t o  e f f e c t i v e  o u t c o m e s .  T h e  p r o c e s s e s  o f  

a p p r a i s a l ,  d e l i b e r a t i o n  o f  o p t i o n s ,  s e l e c t i o n ,  r e a p p r a i s a l  

a n d  i m p l e m e n t a t i o n  a r e  t h e r e f o r e  d e p e n d e n t  o n  s t r u c t u r a l  

f a c t o r s ,  s u c h  a s  u n i o n  o r g a n i s a t i o n  a n d  r e s o u r c e s ;  

h i s t o r i c a l  f a c t o r s ,  s u c h  a s  r e c e n t  d i s p u t e s  a n d  a t t e m p t s  t o
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o p e r a t i o n a l i s e  p o w e r ;  e x o g e n o u s  i n f l u e n c e s ;  a n d  w o r k g r o u p  

c o n f i d e n c e ,  b a s e d  o n  i n d i v i d u a l  a n d  c o l l e c t i v e  a s s e s s m e n t s  

o f  t h e  l i k e l i h o o d  o f  s u c c e s s  i n  t h e  p a r t i c u l a r  

c i r c u m s t a n c e s .

C o n t r o l  a c t u a l i s a t i o n  i s  t h e r e f o r e  t h e  p r o c e s s  o f  

r e a l i s i n g  f u l l  c o n t r o l  p o t e n t i a l  a s  a  w o r k g r o u p  b y  a c t i o n  

( o r  i n a c t i o n )  t h a t  s e c u r e s  a  d e s i r e d  o u t c o m e .

T h e  m o d e l  i s  d e s i g n e d  t o  m e a s u r e  t h e  c o n t r o l  e x e r c i s e d  b y  

t h e  s u b o r d i n a t e  w o r k g r o u p  b y  t a k i n g  i n t o  a c c o u n t  a  v a r i e t y  

o f  p o w e r  r e l a t i o n s h i p s  w i t h i n  t h e  w o r k p l a c e  d e f i n e d  b y  

s t r u c t u r a l  f a c t o r s ,  v a l u e s  a n d  b e l i e f s ,  a n d  p r o c e s s e s .  A 

t h r e e  d i m e n s i o n a l  m o d e l  h a s  b e e n  a d o p t e d  t o  e m p h a s i s e  t h e  

i n t e r d e p e n d e n c e  o f  a l l  t h e s e  f a c t o r s  a n d  p o i n t  t o  t h e  

c o m p l e x i t y  o f  t h e i r  i n t e r c o n n e c t i o n .  T h e  c o m p o n e n t  p a r t s  o f  

t h e  d i m e n s i o n s  s u g g e s t  t h a t  d i f f e r e n t  w o r k p l a c e s  w i l l  

e x p e r i e n c e  v a r y i n g  d e g r e e s  o f  c o n t r o l .  We m i g h t  t h e r e f o r e  

a n a l y s e  c o n t r o l  a s  l y i n g  s o m e w h e r e  b e t w e e n  t h e s e  t w o  

e x t r e m e s :  o n  t h e  o n e  h a n d  t h e r e  i s  t h e  w o r k g r o u p  w i t h  

s t r o n g  c o n t r o l  e n j o y i n g  a  h i g h  l e v e l  o f  s t r u c t u r a l  

i n f l u e n c e  o v e r  t h e  p r o d u c t i o n  p r o c e s s  a n d  l a b o u r  m a r k e t ,  

h a v i n g  a  s t r o n g  c o l l e c t i v e  i d e n t i t y  a n d  a w a r e n e s s  o f  t h e i r  

i m p o r t a n c e  t o  p r o d u c t i o n ,  a n d  e x p r e s s i n g  a  w i l l i n g n e s s  t o  

i m p l e m e n t  i t s  c o n t r o l  p o t e n t i a l ; o n  t h e  o t h e r  h a n d  t h e r e  i s  

t h e  w o r k g r o u p  w i t h  w e a k  c o n t r o l ,  h a v i n g  i n f l u e n c e  o v e r  o n l y  

m i n o r  a r e a s  o f  p r o d u c t i o n ,  b e i n g  p a r t  o f  a  n o n - r e g u l a t e d  

l a b o u r  m a r k e t ,  h a v i n g  n o  w o r k g r o u p  i d e n t i t y  d u e  t o  

f r a g m e n t a t i o n ,  r e s u l t i n g  i n  a n  i n a b i l i t y  t o  a c t  

c o l l e c t i v e l y .
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H a v i n g  o u t l i n e d  t h e  m o d e l  t o  b e  u s e d  t o  a n a l y s e  t h e  

d a t a  c o n c e r n i n g  w o r k p l a c e  c o n t r o l , t h e  r e s t  o f  t h i s  c h a p t e r  

w i l l  a d d r e s s  t h e  m e t h o d o l o g y  e m p l o y e d  t o  c o l l e c t  t h e  d a t a .

M e t h o d o lo g y

When I  b e g a n  t h e  r e s e a r c h ,  t h e r e  w e r e  80  n e w s p a p e r  

c o m p a n i e s  t h a t  h a d  i n t r o d u c e d  d i r e c t  i n p u t  t e c h n o l o g y .  I t  

w a s  i m p o s s i b l e  t o  s u r v e y  a l l  o f  t h e s e  b e c a u s e  o f  t h e  

d e t a i l e d  a n a l y s i s  r e q u i r e d  b y  t h e  m o d e l ,  s o  a  s a m p l e  o f  20  

d a i l y  p r o v i n c i a l  p u b l i c a t i o n s  w a s  s e l e c t e d .  I n  s e l e c t i n g  

t h e  s a m p l e ,  f o u r  f a c t o r s  w e r e  t a k e n  i n t o  a c c o u n t  i n  o r d e r  

t o  e n s u r e  t h a t  i t  w a s  r e p r e s e n t a t i v e :  t h e  o w n e r s h i p  o f  t h e  

n e w s p a p e r ,  t h e  s i z e  o f  t h e  n e w s p a p e r  ( m e a s u r e d  b y  

c i r c u l a t i o n ) ,  t h e  p u b l i s h i n g  l o c a t i o n  a n d  t h e  d e n s i t y  o f  

NUJ m e m b e r s h i p .  F o r  p r a c t i c a l  r e a s o n s  ( m a i n l y  f i n a n c i a l )  

s o m e  n e w s p a p e r s  h a d  t o  b e  e l i m i n a t e d ,  c o n s e q u e n t l y  t h e  

s a m p l e  w a s  l a r g e l y  s e l f - s e l e c t i n g .  T h e  s a m p l e  i s  d e s c r i b e d  

b y  t a b l e  2 . 1 .  T h r o u g h o u t  t h e  s u b s e q u e n t  c h a p t e r s ,  t h e  t e r m  

" s a m p l e "  r e f e r s  t o  t h e s e  2 0  n e w s p a p e r s ,  u n l e s s  o t h e r w i s e  

s t a t e d .

A s  o u t l i n e d  e a r l i e r  i n  t h e  c h a p t e r ,  t h e  j o u r n a l i s t  

w o r k g r o u p  i s  t h e  f o c u s  o f  t h e  s t u d y .  W i t h i n  t h i s  w o r k g r o u p  

t h e  NUJ u n i o n  m e m b e r s  w e r e  t a r g e t t e d  f o r  s t u d y  f o r  t w o  

r e a s o n s :  f i r s t ,  b e c a u s e  i n  a l l  c a s e s  t h e y  w e r e  t h e  

c o l l e c t i v e  m a j o r i t y  ( t h e  a l t e r n a t i v e  o r g a n i s a t i o n ,  t h e  

I n s t i t u t e  o f  J o u r n a l i s t s  h a s  a  v e r y  l o w  m e m b e r s h i p ) , a n d  i n  

m o s t  c a s e s  t h e  NUJ c o n s t i t u t e d  o v e r  50% o f  t h e  w o r k f o r c e  -  

s o m e t i m e s  n e a r l y  100% a s  s h a l l  b e  e x a m i n e d  i n  l a t e r  

c h a p t e r s .  T h e  s e c o n d  r e a s o n  w a s  t h a t  t h e  m o s t  u n i o n a t e  

m e m b e r s  o f  t h e  w o r k f o r c e  a r e  l i k e l y  t o  a c t  a s  t h e  v a n g u a r d
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g r o u p  i n  t e r m s  o f  a c h i e v i n g  f a v o u r a b l e  n e w  t e c h n o l o g y  

a g r e e m e n t s  ( e x p l o r e d  i n  c h a p t e r  f o u r ) ,  r e c o g n i s i n g  t h e i r  

c o n t r o l  p o t e n t i a l  ( c h a p t e r  f i v e ) ,  c o l l e c t i v e l y  o r g a n i s i n g  

( c h a p t e r  s i x )  a n d  t a k i n g  a c t i o n  ( c h a p t e r  s e v e n ) .

T a b le  2 . 1 :  N e w s p a p e r  s a m p l e

% NUJ G ro u p C i r c u l a t i o n
D e n s i t y (1 9 8 7 )

B a s i l d o n  E v g .  E c h o 57 WP 6 1 , 0 8 6
B a t h  E v g .  C h r o n . 56 WP 2 6 , 5 5 4
B l a c k p o o l  G a z e t t e 86 UN 5 2 , 3 3 6
B r a d f o r d  T i g .  & A r g u s 87 WP 8 0 , 5 3 1
B r i g h t o n  E v g .  A r g u s 72 WP 9 4 , 8 3 2
B r i s t o l  E v g .  P o s t 97 BUP 1 0 8 , 5 8 9
B u r t o n  M a i l 64 Y I T 2 2 , 0 6 8
C a m b r i d g e  E v g .  News 88 Y I T 4 6 , 0 2 5
C o l c h e s t e r  E v g .  G a z e t t e 39 REED 3 0 , 7 9 6
H u d d e r s f i e l d  D ' l y  E x a m . 1 0 0 HN 4 2 , 9 7 0
L e e d s  -  Y o r k s h i r e  P o s t 62 UN 9 1 , 9 3 9
L i v e r p o o l  P o s t 86 T I 7 0 , 5 3 4
M i d d l e s b r o u g h  G a z e t t e 96 TRN 8 1 , 5 3 5
N e w c a s t l e  J o u r n a l 96 TRN 6 0 , 4 2 6
P e t e r b o r o u g h  E v g .  T i g . 91 EMAP 3 2 , 9 6 2
S h e f f i e l d  S t a r 87 UN 1 4 2 , 6 0 4
S o u t h e r n  E v g .  E c h o 69 SN 8 4 , 9 1 2
S w i n d o n  E v g .  A d v e r t i s e r 66 WP 3 6 , 7 5 8
W o r c e s t e r  E v g .  News 69 REED 2 8 , 4 4 5
Y o r k s h i r e  E v g .  P r e s s  ( Y o r k )  42 WP 5 3 , 8 0 5

T h e  d a t a  w a s  c o l l e c t e d  t h r o u g h  o b s e r v a t i o n ,  d o c u m e n t a t i o n ,  

i n t e r v i e w s  a n d  q u e s t i o n n a i r e s .  T h e  f i e l d w o r k  c o n s i d e r a t i o n s  

o f  e a c h  m e t h o d  a r e  o u t l i n e d  b e l o w .

O b s e r v a t i o n

P r i o r  t o  u n d e r t a k i n g  t h i s  r e s e a r c h  I  w a s  e m p l o y e d  a s  a  

j o u r n a l i s t  a n d  c o n s e q u e n t l y  w a s  a b l e  t o  b r i n g  

p a r t i c i p a n t - o b s e r v e r  e x p e r i e n c e s  t o  t h e  a n a l y s i s .  T h i s  w a s  

p a r t i c u l a r l y  u s e f u l  i n  e x a m i n i n g  a n d  c o m p a r i n g  t h e  c h a n g e s  

t o  t h e  p r o d u c t i o n  p r o c e s s  a n d  t h e  r o l e  o f  t h e  j o u r n a l i s t .
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D o c u m e n t a t i o n

T h e r e  w a s  a  w e a l t h  o f  d o c u m e n t a t i o n  m a d e  a v a i l a b l e  t o  me 

t h r o u g h  t h e  N U J .  P a r t i c u l a r l y  u s e f u l  w e r e  c o p i e s  o f  t h e  New 

T e c h n o l o g y  A g r e e m e n t s  s i g n e d  b y  v a r i o u s  c h a p e l s  -  a n  

a n a l y s i s  o f  w h i c h  f o r m s  t h e  b a s i s  o f  c h a p t e r  f o u r .  V a r i o u s  

i n t e r n a l  d o c u m e n t s ,  s u r v e y s ,  a n d  c h a p e l  c i r c u l a r s  p r o v i d e d  

u s e f u l  b a c k g r o u n d  i n f o r m a t i o n .

S t r u c t u r e d  I n t e r v i e w s

T h e  f o c u s  o f  t h e  s t u d y  i s  t h e  w o r k g r o u p ,  t h u s  i n t e r v i e w s  

w e r e  u n d e r t a k e n  w i t h  t h e  e l e c t e d  NUJ c h a p e l  o f f i c e r s  a t  t h e  

20  e s t a b l i s h m e n t s .  T h i s  o f t e n  m e a n t  i n t e r v i e w i n g  e x i s t i n g  

a n d  f o r m e r  c h a p e l  o f f i c e r s ,  a n d  i n  s e v e r a l  c a s e s  e n t a i l e d  

i n t e r v i e w s  w i t h  j o u r n a l i s t s  w h o  w e r e  n o  l o n g e r  e m p l o y e d  b y  

t h e  c o m p a n y  c o n c e r n e d .  I n  a d d i t i o n  t o  l o c a l  l e v e l  NUJ 

r e p r e s e n t a t i v e s ,  r e g i o n a l  a n d  n a t i o n a l  o f f i c e r s  w e r e  

i n t e r v i e w e d ,  i n c l u d i n g  r e p r e s e n t a t i v e s  f r o m  t h e  P r o v i n c i a l  

N e w s p a p e r s  I n d u s t r i a l  C o u n c i l  ( P N I C ) . T h i s  w a s  d e s i g n e d  t o  

g i v e  a n  i n d u s t r y  o v e r v i e w  a n d  e x a m i n e  p o s s i b l e  t r e n d s  

p e r c e i v e d  b y  t h e  N U J .

I n  a d d i t i o n ,  i n t e r v i e w s  w e r e  c a r r i e d  o u t  w i t h  a  

s u b - s a m p l e  o f  m a n a g e r s  f r o m  f o u r  c o m p a n i e s .  K e y  m a n a g e r s  

w e r e  i n t e r v i e w e d  a b o u t  t e c h n o l o g i c a l  c h a n g e  a t  l o c a l  l e v e l  

a n d  t h r o u g h o u t  t h e  g r o u p ,  a n d  m u c h  o f  t h i s  m a t e r i a l  i s  u s e d  

i n  c h a p t e r  t h r e e .

A l l  t h e  i n t e r v i e w s  w e r e  t a p e d ,  a n d  c o n s e q u e n t l y  a l l  t h e  

q u o t e s  i n  t h e  t e x t  a r e  v e r b a t i m  a p a r t  f r o m  t h e  o c c a s i o n a l  

d e l e t e d  e x p l e t i v e .  T h e  a v e r a g e  l e n g t h  o f  t i m e  i n t e r v i e w i n g  

a n  NUJ r e p r e s e n t a t i v e  w a s  o v e r  t w o  h o u r s ,  w h i l s t  f o r  

m a n a g e r s  i t  w a s  h a l f  t h i s  a m o u n t .  T h e  f o r m e r  g r o u p ,  p e r h a p s
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not surprisingly, were far more willing to volunteer 

information although all the interviewees were extremely 

cooperative. None of the questions were left unanswered.

Unstructured Interviews

Where possible I obtained a wider impression of the 

editorial workforce by talking to other journalists. The 

interviews were unstructured and informal, although where 

possible I took notes. This ranged from a five minute chat 

to an hour's group discussion after work with the 

sub-editors at one newspaper.

Attitude Survey

As has been outlined above, the model demands an assessment 

of the attitudes of journalists to their work, collective 

organisation and the new technology, so a pilot study was 

carried out at one establishment to find the best method of 

data collection. Half the editorial workforce were 

interviewed whilst the rest were given questionnaires 

covering the same issues to complete and return. This was 

done with the full cooperation of the management.

Although the face-to-face interview method of data 

collection was preferable, it posed a number of problems. 

First, it was very time consuming; second, it meant all the 

interviews had to be arranged beforehand with management, 

and consequently it was seen as a managerial project; 

third, I was told who I could interview by management, thus 

sampling techniques could not be used; and fourth, it was 

difficult to arrange interviews with reporters who spent a 

large amount of time out of the office.
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T h e  q u e s t i o n n a i r e  s u r v e y  w a s  t h e r e f o r e  s e e n  a s  a n  

a p p r o p r i a t e  m e t h o d  i n  t h e  l i g h t  o f  t h e  p i l o t  s t u d y ,  n o t  

l e a s t  b e c a u s e  i t  w o u l d  d e p e n d  l e s s  o n  a c c e s s  b e i n g  g r a n t e d  

b y  m a n a g e m e n t .  T h e  q u e s t i o n n a i r e  i t s e l f  w a s  a n  a b b r e v i a t e d  

f o r m  o f  t h e  p i l o t  q u e s t i o n n a i r e ,  w h i c h  h a d  n o t  p r o d u c e d  a n y  

a n o m a l o u s  r e s p o n s e s .  A c o p y  o f  t h e  q u e s t i o n n a i r e  i s  

i n c l u d e d  i n  a p p e n d i x  B.

Q u e s t i o n n a i r e

T h e  q u e s t i o n n a i r e  w a s  d i s t r i b u t e d  v i a  t h e  F / M o C s . T h e y  w e r e  

a s k e d  t o  g i v e  a  c o p y  t o  e a c h  o f  t h e  NUJ m e m b e r s  w h o  u s e d  

t h e  d i r e c t  i n p u t  s y s t e m .  I n e v i t a b l y  s o m e  o f  t h e  c h a p e l  

m e m b e r s  d i d  n o t  r e c e i v e  q u e s t i o n n a i r e s  b e c a u s e  t h e y  w e r e  o n  

l e a v e ,  o r  w o r k e d  i n  d i s t r i c t  o f f i c e s ,  a l t h o u g h  t h e  F / M o C  

w e r e  a s k e d  t o  t r y  t o  e n s u r e  t h a t  a l l  r e l e v a n t  NUJ m e m b e r s  

r e c e i v e d  a  c o p y .

R e t r i e v a l  w a s  a g a i n  t h r o u g h  t h e  F / M o C s ,  a n d  t h i s  w a s  

i n t e n d e d  t o  i m p r o v e  t h e  r e s p o n s e  r a t e :  m e m b e r s  w e r e  p e r h a p s  

m o r e  l i k e l y  t o  f i l l  i n  a  q u e s t i o n n a i r e  f o r  s o m e o n e  t h e y  

k n e w  r a t h e r  t h a n  a n  o u t s i d e r .  I n  p r a c t i c e  t h e r e  i s  l i t t l e  

e v i d e n c e  t o  s u g g e s t  t h a t  u s i n g  t h e  F / M o C s  a s  p o s t m e n / w o m e n  

i m p r o v e d  t h e  r e s p o n s e  r a t e .  I n d e e d  i t  m a y  h a v e  i n t r o d u c e d  a  

f u r t h e r  a d m i n i s t r a t i v e  l a y e r ,  a l t h o u g h  i t  w a s  f a r  l e s s  

c o s t l y  -  a n  i m p o r t a n t  c o n s i d e r a t i o n  t h a t  h a d  t o  b e  b o r n e  i n  

m i n d .  U s i n g  t h e  F /M oC  a l s o  h a d  t h e  a d v a n t a g e  o f  p r o v i d i n g  a  

f o c a l  p o i n t  -  s o m e o n e  t o  " c h a s e  u p "  -  f o r  r e t r i e v i n g  t h e  

q u e s t i o n n a i r e s .  T h e  d i s a d v a n t a g e s  t e n d e d  t o  r e s t  w i t h  t h e  

p r o b l e m  o f  m o t i v a t i o n :  a l l  t h e  F / M o C s  w e r e  h a p p y  t o  a g r e e  

t o  d i s t r i b u t e  t h e  q u e s t i o n n a i r e ,  b u t  m a n y  w e r e  l e s s  

e n t h u s i a s t i c  a b o u t  c o l l e c t i n g  t h e m  i n .  C o n s e q u e n t l y ,  e v e n
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t h e  m o s t  m o t i v a t e d  F /M oC h a d  t o  b e  r e m i n d e d  a n d  c a j o l e d  a  

n u m b e r  o f  t i m e s .  A f t e r  a  s t e w a r d  h a d  r e c e i v e d  t h e  n i n t h  

t e l e p h o n e  r e m i n d e r ,  I  d e c i d e d  t o  t r e a t  t h e  c h a p e l  m e m b e r s  

a s  n o n - r e s p o n d e n t s ,  a n d  s o  t h e y  w e r e  e l i m i n a t e d  f r o m  t h e  

q u e s t i o n n a i r e  s u r v e y .  O v e r a l l ,  f o u r  c h a p e l s  w e r e  e l i m i n a t e d  

i n  t h i s  m a n n e r ,  w h i l s t  a  f u r t h e r  t h r e e  w e r e  r e m o v e d  f o r  

o t h e r  r e a s o n s :  t h e  FoC  w a s  o n  e x t e n d e d  l e a v e ;  t h e  FoC  l e f t  

a n d  t h e  q u e s t i o n n a i r e s  w e r e  l o s t ;  a n d  a  p a t h e t i c a l l y  l o w  

r e s p o n s e  r a t e  a t  o n e  c h a p e l .

T h e  o v e r a l l  r e s p o n s e  r a t e  w a s  a b o u t  30% .  T h i s  w a s  

c a l c u l a t e d  a s  f o l l o w s :  t h e  n u m b e r  o f  NUJ m e m b e r s  i n  e a c h  

c h a p e l  w a s  o b t a i n e d  f r o m  t h e  NUJ h e a d  o f f i c e ;  n o n - u s e r s  o f  

D I ,  s u c h  a s  p h o t o g r a p h e r s ,  w e r e  e l i m i n a t e d ;  a n d  t h e n  a  10% 

c o n t i n g e n c y  f i g u r e  w a s  s u b t r a c t e d  t o  a l l o w  f o r  p e o p l e  o n  

h o l i d a y ,  m a t e r n i t y  l e a v e ,  s i c k  l e a v e  a n d  s o  f o r t h .  T h i s  

p r o v i d e d  t h e  n u m b e r  o f  p o t e n t i a l  r e c e i v e r s .  T h e  r e t u r n e d  

q u e s t i o n n a i r e s  f r o m  e a c h  c h a p e l  w e r e  c a l c u l a t e d  a s  a  

p e r c e n t a g e  o f  t h e  c o r r e s p o n d i n g  ' p o t e n t i a l  r e c e i v e r s '  

f i g u r e .  I n  p r a c t i c e  t h e  p e r c e n t a g e s  a r e ,  i f  a n y t h i n g ,  

u n d e r e s t i m a t e d  s i n c e  i t  i s  d o u b t f u l  w h e t h e r  a l l  t h e  

s t e w a r d s  w e r e  d i l i g e n t  i n  e n s u r i n g  a l l  ' p o t e n t i a l  

r e c e i v e r s '  a c t u a l l y  g o t  t h e i r  q u e s t i o n n a i r e s .  A b r e a k d o w n  

o f  t h e  r e s p o n s e  r a t e s  i s  g i v e n  i n  t a b l e  2 . 2 .

T h e  30% r e t u r n  r a t e  i s  l o w  a n d  s o m e w h a t  d i s a p p o i n t i n g  

w h e n  o n e  c o n s i d e r s  t h a t  j o u r n a l i s t s  a r e  h i g h l y  l i t e r a t e

w h i t e - c o l l a r w o r k e r s .  H o w e v e r , i n  m i t i g a t i o n ,  we c a n

f o r w a r d t w o i m p o r t a n t  p o i n t s : f i r s t ,  j o u r n a l i s t s a r e

s w a m p e d w i t h p i e c e s  o f  p a p e r o n  a  d a i l y  b a s i s  - t h e

q u e s t i o n n a i r e i s  j u s t  s o m e t h i n g e l s e  t o  r e a d  a n d  h a s n o

n o v e l t y v a l u e . S e c o n d l y ,  j o u r n a l i s t s  w o r k  t o  d e a d l i n e s a n d
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h a v e  t o  p r i o r i t i s e t h e i r  w o r k s t r i n g e n t l y t h e

q u e s t i o n n a i r e  w o u l d  b e a t  t h e  b o t t o m o f  t h e  l i s t .

T a b l e  2 . 2 : Q u e s t i o n n a i r e  r e s p o n s e  r a t e

No. o f  NUJ DI u s e r s  who N o .o f  c o m p le te d r e s p o n s e
E s ta b l is h m e n t r e c e iv e d  q u e s t i o n n a i r e s q u e s t i o n n a i r e s r a t e

1 30 6 30%
2 25 18 72%
3 48 13 29%
4 49 14 29%
5 40 9 22%
6 60 15 25%
7 15 6 40%
8 51 12 24%
9 FoC n o t  m o tiv a te d

10 36 20 55%
11 FoC n o t  m o tiv a te d
12 45 10 22%
13 FoC on  e x te n d e d  le a v e
14 55 13 24%
15 30 11 37%
16 FoC n o t  m o t iv a te d
17 FoC l e f t  -  c o m p le te d  q u e s t i o n n a i r e s  l o s t
18 E l im in a te d  (o n ly  1 q u e s t i o n n a i r e  r e t u r n e d )
19 22 6 27%
20 FoC n o t  m o t iv a te d

T o t a l s 507 153 c30%

T h e  r e t u r n  r a t e  i s ,  i n  f a c t ,  c o n s i s t e n t  w i t h  r e c e n t  s u r v e y s  

c o n d u c t e d  b y  t h e  NUJ i t s e l f .  A l t h o u g h  t h e y  h a v e  a n  

a d m i n i s t r a t i v e  a n d  s e c r e t a r i a l  s t a f f  a t  t h e i r  d i s p o s a l  t h e  

NUJ f u l l  t i m e  o f f i c e r s  g e n e r a l l y  e x p e c t  o n l y  a  f i v e  t o  10% 

r e s p o n s e  r a t e  t o  p o s t a l  s u r v e y s .  E v e n  t h e  N U J ' s  m o s t  

i m p o r t a n t  a n n u a l  s u r v e y  -  t h e  p a y  s u r v e y  o f  a l l  2 4 5  

p r o v i n c i a l  n e w s p a p e r  c h a p e l s  c o n d u c t e d  t o  a s s i s t  c h a p e l s  

w i t h  l o c a l  l e v e l  b a r g a i n i n g  -  t h i s  y e a r  e l i c i t e d  o n l y  a  37% 

r e s p o n s e  r a t e ,  i n c l u d i n g  r e s p o n s e s  o b t a i n e d  o v e r  t h e  

t e l e p h o n e .
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How representative is the sample of respondents?

A h a z a r d  o f  u s i n g  t h e  F / M o C s  i s  t h a t  t h e y  m a y  b e  m o r e  

i n c l i n e d  t o  d i s t r i b u t e  a n d  r e t r i e v e  t h e  q u e s t i o n n a i r e s  o n  a  

p a r t i a l  b a s i s  -  t h e y  m a y  s e n d  b a c k  a  s a m p l e  o f  t h e  w o r k  

c o l l e a g u e s  w i t h  whom t h e y  a r e  m o s t  f r i e n d l y ,  r a t h e r  t h a n  a  

s a m p l e  o f  t h e  c h a p e l  a s  a  w h o l e .  T h i s  h o w e v e r  c a n  b e  t e s t e d  

b y  e x a m i n i n g  t h e  s a m p l e  t o  s e e  i f  i t  i s  r e p r e s e n t a t i v e  o f  

t h e  t a r g e t  p o p u l a t i o n ,  t h u s  i n  t a l k i n g  w i t h  t h e  F / M o C s  I  

o b t a i n e d  a  b r e a k d o w n  o f  e a c h  c h a p e l  w i t h  r e g a r d  t o  s e x  a n d  

j o b  d e s c r i p t i o n .

Of  t h e  1 5 3  r e s p o n d e n t s ,  1 1 5  ( 75% )  w e r e  m en  a n d  38 (2 5 % )  

w e r e  w o m e n .  T h i s  c o m p a r e s  f a v o u r a b l y  w i t h  t h e  d a t a  

c o l l e c t e d  f r o m  t h e  s t e w a r d s  w h i c h  s u g g e s t e d  t h a t  t h e  

a v e r a g e  p e r c e n t a g e  o f  w om e n  NUJ j o u r n a l i s t s  i s  22% .  T h i s  

f i g u r e  i s  d i s t o r t e d  b y  t h e  c o m p l e t e  a b s e n c e  o f  w o m e n  f r o m  

t h e  p h o t o g r a p h y  d e p a r t m e n t s ,  a n d  s i n c e  t h e  l a t t e r  w e r e  n o t  

i n c l u d e d  i n  t h e  s u r v e y  ( b e c a u s e  t h e y  d o  n o t  u s e  D I )  we  

w o u l d  e x p e c t  t h e  p e r c e n t a g e  o f  w om en  r e s p o n d e n t s  t o  b e  

g r e a t e r  t h a n  22%. T h e  p e r c e n t a g e  o f  w om en  i s  l e s s  t h a n  t h e  

NUJ n a t i o n a l  f i g u r e s  w h i c h  r e c o r d  a  32% f e m a l e  m e m b e r s h i p  

( N U J ,  A p r i l  1 9 8 9  ) a l t h o u g h  t h i s  m a y  b e  a c c o u n t e d  f o r  b y  

h i g h e r  p e r c e n t a g e s  o f  w om e n  j o u r n a l i s t s  i n  c e r t a i n  s e c t o r s ,  

f o r  e x a m p l e ,  P r e s s  a n d  P u b l i c  R e l a t i o n s ,  m a g a z i n e s  a n d  

b o o k s .

T h e  j o b  d i s t r i b u t i o n  o f  t h e  r e s p o n d e n t s  i s  i l l u s t r a t e d  

i n  t a b l e  2 . 3 .  T h e  r e s p o n d e n t s  w e r e  g i v e n  a  n u m b e r  o f  

c a t e g o r i e s  t o  t i c k  a n d  t h e  r e s p o n s e s  w e r e  t h e n  r e c o d e d .  

S p o r t s  s t a f f  w e r e  r e d i s t r i b u t e d  i n t o  t h e  r e p o r t e r  o r  s u b  

c a t e g o r i e s  w h i l s t  f e a t u r e s  s t a f f  w e r e  t r e a t e d  a s  a  s e p a r a t e  

c a t e g o r y  s i n c e  t h e y  u s e  t h e  DI  s y s t e m  f o r  w r i t i n g  a n d
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s u b b i n g  t h e i r  own  m a t e r i a l .  E d i t o r i a l  m a n a g e r s  w e r e  

d i s t i n g u i s h e d  a s  t h o s e  p e o p l e  w ho  t o o k  s u p e r v i s o r y  

r e s p o n s i b i l i t i e s  o n  a  d a i l y  b a s i s ,  a b o v e  c h i e f  r e p o r t e r  a n d  

c h i e f  s u b  -  i d e n t i f i e d  b y  t h e  r e s p o n s e s  t o  q u e s t i o n  3 4 .  

T h e y  w e r e  t r e a t e d  a s  a  s e p a r a t e  c a t e g o r y  s i n c e  t h e i r  

s u p e r v i s o r y  r o l e  w a s  c o n s i d e r e d  l i k e l y  t o  a f f e c t  t h e i r  

v i e w s .

T a b le  2 . 3 :  J o b  c a t e g o r i e s  o f  r e s p o n d e n t s

R e p o r t e r 83 54%
S u b  e d i t o r 47 31%
F e a t u r e s 15 10%
E d i t o r i a l  m a n a g e r 8 5%

N = 1 53

T h e  d i s t r i b u t i o n s  a r e  r e p r e s e n t a t i v e  w h e n  t h e  e l i m i n a t i o n  

o f  t h e  p h o t o g r a p h e r s  i s  t a k e n  i n t o  a c c o u n t .  T h e  m o s t  

i m p o r t a n t  c a t e g o r i e s  f o r  t h e  p u r p o s e  o f  a n a l y s i s  a r e  t h e  

s u b s  a n d  r e p o r t e r s .  A t  e a c h  o f  t h e  n e w s p a p e r s ,  u p  t o  o n e  

t h i r d  o f  t h e  e d i t o r i a l  w o r k f o r c e  w e r e  s u b s ;  t h e  f i g u r e s  

v a r i e d  a c c o r d i n g  t o  t h e  s i z e  o f  t h e  p u b l i c a t i o n ,  a n d  t h e  

n u m b e r  o f  e d i t i o n s ,  b u t  a  31% f i g u r e  i n d i c a t e s  t h a t  t h e  

r e s p o n d e n t s  w e r e  n o t  d i s p r o p o r t i o n a t e l y  s u b s ,  a s  o n e  m i g h t  

e x p e c t  s i n c e  t h e y  s p e n d  a l l  t h e i r  w o r k i n g  d a y  i n  t h e  o f f i c e  

a n d  w o u l d  b e  t h e  e a s i e s t  g r o u p  f r o m  whom q u e s t i o n n a i r e s  

c o u l d  b e  c o l l e c t e d  b y  t h e  F / M o C s .

F u r t h e r  d e t a i l s  w h i c h  h e l p  t o  d e s c r i b e  t h e  s a m p l e  

c a n n o t  b e  c h e c k e d  a g a i n s t  e x i s t i n g  i n f o r m a t i o n ,  t h u s  w h e n  

we  l o o k  a t  f a c t o r s  s u c h  a s  a g e ,  we  c a n  s i m p l y  c h e c k  t h e  

d i s t r i b u t i o n  t o  s e e  w h e t h e r  i t  s h o w s  a n o m a l i e s ,  a n d  w h e t h e r  

t h e s e  a r e  l i k e l y  t o  r e s u l t  f r o m  b a d  s a m p l i n g  t e c h n i q u e s .  

F u r t h e r  d i s t r i b u t i o n s  t o  h e l p  d e s c r i b e  t h e  s a m p l e  a r e
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t h e r e f o r e  l i s t e d  b e l o w .

T a b l e  2 . 4 :  A g e  o f  r e s p o n d e n t s

Y e a r s
1 8 - 2 5 25 16%
2 6 - 3 5 70 46%
3 6 - 4 5 33 22%
4 6 - 5 5 17 11%
o v e r  55 8

N = 1 53

5%

T a b l e  2 . 5 :  Y e a r s  i n j o u r n a l i s m

Y e a r s
u n d e r  2 8 5%

2 - 5 26 17%
5 - 1 0 36 24%

10 -  15 26 17%
15 -  20 16 10%
20 -  2 5 14 9%
25 -  30 10 7%
o v e r  3 0 17 

N = 1 5 3

11%

I t  m i g h t  b e a r g u e d t h a t  t h e  r e s p o n d e n t s w i l l  f a l l  i n t o  t w o

c a t e g o r i e s : f i r s t , t h o s e  w h o  a r e  f e d  u p a n d  d i s s a t i s f i e d  a t

w o r k  a n d  f i l l  i n  t h e  q u e s t i o n n a i r e  b e c a u s e  i t  i s  a  

d i s t r a c t i o n ,  o r  w e l c o m e  r e l i e f ;  a n d  s e c o n d ,  t h o s e  w h o  a r e  

m o s t  u n i o n - o r i e n t a t e d  s i n c e  t h e  q u e s t i o n n a i r e  w a s  

d i s t r i b u t e d  v i a  NUJ c h a n n e l s .  T h e  f o r m e r  g r o u p  m i g h t  

t h e r e f o r e  p o s s e s s  n e g a t i v e  a t t i t u d e s  a n d  t h e s e  c o u l d  

d i s t o r t  t h e  o v e r a l l  r e s p o n s e s .  T h i s  p o i n t  w i l l  b e  b o r n e  i n  

m i n d  w h e n  a n a l y s i n g  t h e  r e s u l t s  i n  c h a p t e r  s i x .  T h e  l a t t e r  

g r o u p  i s  v e r y  m u c h  t h e  t a r g e t  g r o u p  f o r  t h e  a t t i t u d e  s u r v e y  

b e c a u s e  i t  w i l l  c o n s i s t  o f  t h e  m o s t  u n i o n a t e  m e m b e r s  o f  t h e  

w o r k f o r c e ,  a s  h a s  b e e n  o u t l i n e d  a b o v e .  T h e  o r i e n t a t i o n  t o  

u n i o n i s m  d i s p l a y e d  b y  t h e  s a m p l e  i s  d i s c u s s e d  i n  d e t a i l  i n  

c h a p t e r  s i x .

T h e  m e t h o d  o f  c o l l e c t i n g  t h e  d a t a  f o r  t h e  s a m p l e  i s
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p r e s e n t e d  i n  t a b l e  2 . 6 .  T h e  r e l a t i o n s h i p  o f  t h e  m e t h o d o l o g y  

t o  t h e  m o d e l  i s  i l l u s t r a t e d  b y  t a b l e s  2 . 7  t o  2 . 9  a n d  s e r v e s  

a s  a  s u m m a r y  o f  t h e  g e n e r a l  i s s u e s  w h i c h  w i l l  b e  a n a l y s e d  

i n  d e t a i l  i n  c h a p t e r s  f i v e ,  s i x  a n d  s e v e n .  H o w e v e r ,  t h e  

a n a l y s i s  b e g i n s  b y  a s s e s s i n g  t h e  m a n a g e r i a l  o b j e c t i v e s  a n d  

s t r a t e g i e s  i n  i n t r o d u c i n g  n e w  t e c h n o l o g y .
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Table 2-6: Data collection methods

M e t h o d R e s p o n d e n t s N o .  o f  C o m p a n i e s L e v e l  o f  a n a l y s i s D a t e s

Q u e s t i o n n a i r e s 1 5 3  (31%) 13 E s t a b l i s h m e n t F e b  ' 8 8  - F e b  ' 8 9

S t r u c t u r e d  I n t e r v i e w s
( t a p e d )

NUJ ( l o c a l ) 33 20 E s t a b l i s h m e n t
NUJ ( r e g i o n a l ) 3 - I n d u s t r y } F e b  ' 8  8 - S e p t  ' 8  8*
NUJ ( n a t i o n a l ) 2 — I n d u s t r y }

M a n a g e r s 19 4 E s t a b l i s h m e n t J u l y  '8  7 , F e b  ' 8  8
( s u b - s a m p l e ) O c t  ' 8 8 , F e b  ' 8 9

U n s t r u c t u r e d  I n t e r v i e w s  * *
( n o t  t a p e d ) 50  + 2 0 E s t a b l i s h m e n t S e p t  ' 8 7 -  M a y ' 8 9

New T e c h n o lo g y  A g r e e m e n t s — 76 E s t a b l i s h m e n t O c t ' 8 5  - J a n ' 8 8

* p l u s  t h r e e  i n t e r v i e w s  i n  J u l y  1 9 8 7 .
* *  i n f o r m a l  c o n v e r s a t i o n s  d u r i n g  v i s i t s  a n d  t e l e p h o n e  c o n v e r s a t i o n s  w h e r e  n o t e s  w e r e  t a k e n .



Table 2.7: Model of workplace control Dimension 1: Production Control

DIMENSION POTENTIAL MANAGERIAL
STRATEGY

MEASUREMENT METHOD

Ln

P R O D U C T IO N  CONTROL

P r o d u c t i o n  p r o c e s s
Tasks - conditions &

working practices
Enterprise-specific

technology
Comparison of model NTA 

with actual NTA 
Ambit considerations

Documentation 
Interview - union

Workflow Functional flexibility Extent of integration of 
tasks (pervasiveness) 

Deadlines & shelf-life 
of product (immediacy)

.Workgroup survey 
^Observation
Interview - managers

L a b o u r  m a r k e t
Substitutability
Demarcation
Training
Recruitment

Numerical flexibility 
Multi-skill training

Comparison of model NTA 
with actual NTA 

Union membership
(completeness) 

Training programme. 
Transfer policy 
Use of freelance/outwork 
Use of part-timers 
Contingency cover for

industrial action 
Recruitment policy , 
Internal career structure1

Documentation 

Branch records 

NTA & interviews

Interviews

NTA, workgroup survey 
& interviews



T a b le  2 . 8 :  M o d e l  o f  w o r k p l a c e  c o n t r o l  -  D i m e n s i o n 2 :  W o r k g r o u p  C o n s c i o u s n e s s

DIMENSION POTENTIAL MANAGERIAL MEASUREMENT METHOD
STRATEGY

WORKGROUP C O N S C IO U S N E S S  

W o r k g r o u p  o r g a n i s a t i o n
T a s k s :  i n t e g r a t i o n  & F u n c t i o n a l  f l e x i b i l i t y E x t e n t  o f  d e m a r c a t i o n NTA, i n t e r v i e w s

s i m i l a r i t y
R e c o g n i t i o n  o f  n e e d  f o r

No d e m a r c a t i o n  
I n d i v i d u a l  e m p l o y m e n t E x t e n t  o f  u n i o n a t e n e s s . U n i o n  n u m b e r s  

*W o r k g r o u p  s u r v e yc o l l e c t i v e  o r g a n i s a t i o n c o n t r a c t s
No s t r i k e  a g r e e m e n t s  
E n c o u r a g e  p r o f e s s i o n a l

E x t e n t  o f  p r o f e s s i o n a l i s m  
& i n d i v i d u a l i s m W o r k g r o u p  s u r v e y

A b i l i t y  t o  o r g a n i s e

a s s o c i a t i o n s  

N o n - u n i o n  p o l i c y M a n a g e m e n t / u n i o n  a g r e e m e n t NTA, i n t e r v i e w s

I s o l a t i o n

S h o r t  t e r m  e m p l o y m e n t  
U s e  o f  YTS w o r k e r s  
H o m e w o r k i n g / o u t w o r k i n g T y p e  o f  t e c h n o l o g y O b s e r v a t i o n

P h y s i c a l  l o c a t i o n  o f  w o r k e r  
A m o u n t  o f  f r e e l a n c e  w o r k

W o r k g r o u p  s u r v e y  
I n t e r v i e w s

W o r k g r o u p  a t t i t u d e s
T e c h n o l o g y F u n c t i o n a l  f l e x i b i l i t y N u m b e r  o f  w o r k e r s  a f f e c t e d D o c u m e n t a t i o n

W o r k  t a s k s N o n - c o m p a r a b i l i t y  w i t h

C l o s e r  t i e s  t o  p r o d u c t i o n  
p r o c e s s  t h r o u g h

* r e g u l a t i o n s :  h e a l t h  a n d
s a f e t y  

: e r g o n o m i c s
* p r o d u c t i v i t y  m e a s u r e s
* w o r k i n g  p r a c t i c e  c h a n g e s  

S k i l l  l e v e l s ,  a w a r e n e s s  a n d

NTA
I n t e r v i e w  -  u n i o n

o t h e r  w o r k e r s s a t i s f a c t i o n W o r k g r o u p  s u r v e y
R e d u c e d  t h r e a t  o f  b e i n g  

m a d e  r e d u n d a n t
T r a i n i n g  & s k i l l s / m o b i l i t y



Table 2.9: Model of workplace control - Dimension 3: Control Actualisation

DIMENSION

CONTROL A C T U A L IS A T IO N

N eed  & W i l l i n g n e s s  t o  a c t
M i s m a t c h  b e t w e e n  w o r k e r  
p e r c e p t i o n s  o f  l e g i t ,  
a u t h o r i t y  a n d  m a n a g e r i a l  
p r a c t i c e

S e l e c t i o n  o f  a c t i o n
L e g i t i m a c y  o f  a c t i o n  
P a s t  e x p e r i e n c e  &

' f o l k l o r e '  
E x o g e n o u s  f a c t o r s

S e l e c t i o n  o f  a c t i o n
A v a i l a b i l i t y
A p p r o p r i a t e n e s s

Im p le m e n t a t io n
S o l i d a r i t y

C l a r i t y  o f  g o a l s

R e s o u r c e s

POTENTIAL MANAGERIAL 
STRATEGY

MEASUREMENT

R e p l a c e  n e g o t i a t i o n  
w i t h  c o n s u l t a t i o n

M o r e  i n d i v i d u a l i s m

T h r e a t  o f  c l o s u r e  o r  
r e d u n d a n c y

T h r e a t  o f  l a w

S u b s t i t u t e  w o r k e r s  
O f f e r  i n c e n t i v e s  t o  

b r e a k  r a n k s  
I d e n t i f i c a t i o n  o f  
w o r k e r  i n t e r e s t  w i t h  
f i r m ' s  p r o f i t a b i l i t y  
I n j u n c t i o n  a n d

s e q u e s t r a t i o n

I n t r o d u c t i o n  o f  n e w  t e c h ,  
c o m p a r e  NUJ r e c o m m e n d a t i o n  
o v e r  n e g o t i a t i o n s  ( t y p e ,  
s t a g e ,  r a n g e )  w i t h  
m a n a g e m e n t  p r a c t i c e  

C h a n g e s  i n  w o r k  p r a c t i c e s  
s u b s e q u e n t  t o  t e c h n o l o g y  

1 9 8 8  p a y  b a r g a i n i n g

A t t i t u d e s  t o  p r o f e s s i o n a l i s m

R e c e n t  d i s p u t e s

D e p e n d e n t s ,  a g e ,  c o m m i t m e n t s  
t o  r e g i o n ,  c a r e e r  d a m a g e ,  
e m p l o y m e n t  s e c u r i t y

T y p e s  o f  a c t i o n  
H ow /w hy  d e c i d e d  u p o n  
E f f e c t i v e n e s s :  c o m p a r e  

g o a l s  a n d  o u t c o m e

D e n s i t y  o f  u n i o n  
C h a n g e  i n  u n i o n  m e m b e r s h i p  
C o m p a r e  g o a l s  a n d  o u t c o m e  
D e f i n i n g  o f  g o a l s

C h a n g e s  i n  g o a l s  
U n i o n  s t r u c t u r e  &

o r g a n i s a t i o n

METHOD

I n t e r v i e w s

NTA & i n t e r v i e w s  

I n t e r v i e w s

W o r k g r o u p  s u r v e y  
rD o c u m e n t a t i o n  
* I n t e r v i e w s

W o r k g r o u p  s u r v e y

O b s e r v a t i o n
I n t e r v i e w s

D o c u m e n t a t i o n

D o c u m e n t a t i o n
I n t e r v i e w s

I n t e r v i e w s  w i t h
n e g o t i a t o r s  

R e v i s i o n  o f  p o l i c y  
D o c u m e n t a t i o n  
I n t e r v i e w  -  u n i o n



CHAPTER THREE
M a n a g e r i a l  O b j e c t i v e s  a n d  S t r a t e g i e s

T h i s  c h a p t e r  e x a m i n e s  t h e  o b j e c t i v e s  a n d  s t r a t e g i e s  o f  

p r o v i n c i a l  n e w s p a p e r  m a n a g e r s  i n  i n t r o d u c i n g  d i r e c t  i n p u t .  

S p e c i f i c a l l y ,  i t  a d d r e s s e s  t w o  q u e s t i o n s :  w h a t  a r e  t h e  

r e a s o n s  f o r  i n t r o d u c i n g  d i r e c t  i n p u t ?  W h a t  s t r a t e g i e s  w e r e  

a d o p t e d  i n  i n t r o d u c i n g  c h a n g e ?

T h e  f i r s t  s e c t i o n  a n a l y s e s  w h e t h e r  t h e  o b j e c t i v e s  i n  

i n t r o d u c i n g  d i r e c t  i n p u t  s t e m m e d  f r o m  a  d e s i r e  b y  

m a n a g e m e n t  t o  p u s h  b a c k  t h e  f r o n t i e r  o f  c o n t r o l ,  o r  w h e t h e r  

t h e  c h a n g e  p r o c e s s  w a s  l e d  b y  o t h e r  f a c t o r s .  T h e  s e c o n d  

s e c t i o n  e x a m i n e s  t h e  s t r a t e g i e s  u s e d  b y  m a n a g e r s  a t  l o c a l  

l e v e l  t o  i n t r o d u c e  c h a n g e ,  a n d  t h e  e x t e n t  t o  w h i c h  t h e s e  

c a n  b e  s e e n  a s  a n  a t t e m p t  t o  a s s e r t  m a n a g e r i a l  c o n t r o l  o v e r  

t h e  e d i t o r i a l  w o r k e r s .  T h e  t h e m e s  d e v e l o p e d  h e r e  a r e  

p u r s u e d  i n  g r e a t e r  d e t a i l  i n  t h e  s u b s e q u e n t  c h a p t e r s ,  w i t h  

r e f e r e n c e  t o  s p e c i f i c  n e w s p a p e r s  a n d  t h e  i m p a c t  u p o n  t h e  

v a r i o u s  d i m e n s i o n s  o f  w o r k p l a c e  c o n t r o l .

M A N A G E R IA L  O B J E C T IV E S

R e s e a r c h  s u g g e s t s  t h a t  m o t i v e s  b e h i n d  t e c h n o l o g i c a l  c h a n g e  

s t e m  f r o m  e i t h e r  m a r k e t  o b j e c t i v e s ,  c o n t r o l  o b j e c t i v e s  o r  a  

m i x t u r e  o f  b o t h .  F o r  e x a m p l e ,  B u c h a n a n  a n d  B o d d y  ( 1 9 8 3 )  

d e f i n e  t h r e e  s o r t s  o f  o b j e c t i v e s  t h a t  m a n a g e m e n t  p u r s u e  i n  

i n t r o d u c i n g  n e w  t e c h n o l o g y .  F i r s t ,  ' s t r a t e g i c  o b j e c t i v e s '  

i n  r e s p o n s e  t o  t h e  c h a n g i n g  m a r k e t ;  s e c o n d ,  ' o p e r a t i n g  

o b j e c t i v e s '  t o  i m p r o v e  q u a l i t y  a n d  r e d u c e  c o s t s ;  a n d  t h i r d ,  

' c o n t r o l  o b j e c t i v e s '  t o  e x e r t  g r e a t e r  i n f l u e n c e  o v e r  t h e  

p r o d u c t i o n  p r o c e s s  a n d  r e d u c e  w o r k e r  i n t e r v e n t i o n .  T h i s
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t h i r d  c a t e g o r y  h a s  s u b s e q u e n t l y  b e e n  s u b d i v i d e d  b y  

M c L o u g h l i n  a n d  C l a r k  ( 1 9 8 8 )  i n t o :  " l a b o u r  c o n t r o l  

o b j e c t i v e s " a i m e d  a t  i m p r o v i n g  h u m a n  p e r f o r m a n c e  a n d  

p r o d u c t i v i t y ,  a n d  " o p e r a t i o n a l  c o n t r o l  o b j e c t i v e s "  a i m e d  a t  

i m p r o v i n g  t h e  p e r f o r m a n c e  o f  t h e  p r o d u c t i o n  p r o c e s s .  T h i s  

q u a l i f i c a t i o n  i s  n e e d e d ,  a r g u e s  M c L o u g h l i n ,  t o  a c c o u n t  f o r  

o b j e c t i v e s  w h i c h  s e e k  t o  i m p r o v e  c o n t r o l  o v e r  p r o d u c t i o n  b y  

e x t e n d i n g  s k i l l s  a n d  t a s k s ,  o r  r e o r g a n i s i n g  w o r k e r s ,  r a t h e r  

t h a n  r e d u c i n g  h u m a n  i n t e r v e n t i o n .

S i m i l a r l y ,  C h i l d  ( 1 9 8 5 )  h a s  o u t l i n e d  f o u r  m a n a g e r i a l  

o b j e c t i v e s  a s s o c i a t e d  w i t h  t h e  i n t r o d u c t i o n  o f  n e w  

t e c h n o l o g y :  f i r s t ,  t o  r e d u c e  o p e r a t i n g  c o s t s  a n d  i m p r o v e  

e f f i c i e n c y  b y  a  r e d u c t i o n  i n  l a b o u r ,  r e a l l o c a t i o n  o f  

l a b o u r ,  a  r e d u c t i o n  i n  w a s t e ,  a n d  b e t t e r  u t i l i s a t i o n  o f  

c a p i t a l  e q u i p m e n t ;  s e c o n d ,  t o  i n c r e a s e  f l e x i b i l i t y  o f  t h e  

p r o d u c t  a n d  t h e  s t a f f ,  e s p e c i a l l y  t h r o u g h  r e d u c i n g  

d e m a r c a t i o n ;  t h i r d  t o  r a i s e  t h e  q u a l i t y  a n d  c o n s i s t e n c y  o f  

p r o d u c t i o n  t h r o u g h  t h e  g r e a t e r  a c c u r a c y ,  f a s t  i n f o r m a t i o n  

p r o c e s s i n g  a n d  f e e d b a c k  s y s t e m s  o f  n e w  t e c h n o l o g y ;  a n d  

f i n a l l y ,  t o  i n c r e a s e  m a n a g e r i a l  c o n t r o l  o v e r  o p e r a t i o n s  b y  

t h e  q u i c k e r  h a n d l i n g  o f  d a t a  a c r o s s  l a r g e  d i s t a n c e s ,  a n d  

t h e  e l i m i n a t i o n  o f  p e r s o n n e l  t o  i n t e r p r e t  o r  t r a n s m i t  

c o n t r o l  d a t a .

W i l l m a n  ( 1 9 8 6 b )  s u g g e s t s  t h a t  a  f i r m " s  o b j e c t i v e s  i n  

i n n o v a t i n g  a r e  a s s o c i a t e d  w i t h  t h e  p r o d u c t  m a r k e t  a n d  t h e  

c o m p e t i t i v e  e n v i r o n m e n t :  m a x i m i s i n g  t h e  p e r f o r m a n c e ,  

m a x i m i s i n g  t h e  s a l e s ,  a n d  m i n i m i s i n g  p r o d u c t i o n  c o s t s .  

F i r m s  o p e r a t i n g  i n  a  y o u n g  p r o d u c t  m a r k e t  w i l l  s e e k  t o  

i m p r o v e  e x i s t i n g  p r o d u c t s  a n d  s e r v i c e s ,  a n d  d e v e l o p  n e w  

o n e s .  I n  a  m a t u r i n g  p r o d u c t  m a r k e t ,  f i r m s  w i l l  e m p h a s i s e
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p r o d u c t i o n  e f f i c i e n c y  a n d  r e l i a b i l i t y ,  a n d  s o  m a n a g e r s  

m i g h t  s e e k  g r e a t e r  c o n t r o l  o v e r  p r o d u c t i o n ,  w h i l s t  

o r g a n i s a t i o n s  i n  a  m a t u r e  p r o d u c t  m a r k e t  w i l l  b e  l o o k i n g  t o  

m i n i m i s e  p r o d u c t i o n  c o s t s ,  p a r t i c u l a r l y  b y  r e d u c i n g  t h e  

n e e d  f o r  l a b o u r ,  o r  b y  i m p r o v i n g  i t s  e f f i c i e n c y .

H a v i n g  o u t l i n e d  t h e s e  m a r k e t  a n d  c o n t r o l  o b j e c t i v e s  a t  

a  g e n e r a l  l e v e l ,  we  c a n  n o w  c o n s i d e r  t h e m  i n  r e l a t i o n  t o  

d i r e c t  i n p u t  i n  p r o v i n c i a l  n e w s p a p e r s .

M a r k e t  O b j e c t i v e s

P r o v i n c i a l  n e w s p a p e r s  a r e  o p e r a t i n g  i n  a  m a t u r e d  p r o d u c t  

m a r k e t .  I n  t e r m s  o f  t h e  p r o d u c t  l i f e  c y c l e ,  t h e  ' c a s h  c o w '  

e v e n i n g  n e w s p a p e r  i n  i t s  e x i s t i n g  f o r m  m a y  s o o n  b e c o m e  a  

' d o g '  u n l e s s  i t s  l i f e  c a n  b e  e x t e n d e d .  T h e  i n t r o d u c t i o n  o f  

c o l o u r ,  t h e  m o v e  t o  t a b l o i d ,  e x t e n s i v e  e d i t i o n a l i s i n g , 

z o n i n g  a n d  c h a n g e s  i n  f o r m a t  a n d  c o n t e n t  o f  t h e  n e w s p a p e r  

a r e  j u s t  s o m e  o f  t h e  m e t h o d s  b e i n g  a d o p t e d  b y  t h e  c o m p a n i e s  

i n  o r d e r  t o  c o m b a t  t h i s .  H o w e v e r ,  t h e  i n t r o d u c t i o n  o f  

d i r e c t  i n p u t  w i l l  h a v e  t h e  m o s t  m a r k e d  e f f e c t  o n  i m p r o v i n g  

p r o f i t a b i l i t y  b e c a u s e  i t  w i l l  r e d u c e  l a b o u r  c o s t s ,  i n c r e a s e  

l a b o u r  f l e x i b i l i t y ,  a n d  f r e e  p r o d u c t i o n  t i m e .  P r o v i n c i a l  

n e w s p a p e r  m a n a g e r s  t h e r e f o r e  s e e m  t o  b e  a c c e p t i n g  B u c h a n a n  

& B o d d y ' s  ' s t r a t e g i c  o b j e c t i v e s '  t o  p r e s e r v e  t h e i r  m a r k e t  

p o s i t i o n ,  a d o p t i n g  t h e  ' o p e r a t i n g  o b j e c t i v e s '  t o  r e d u c e  

p r o d u c t i o n  c o s t s ,  w h i l s t  e x e r t i n g  M c L o u g h l i n ' s  ' l a b o u r  

c o n t r o l  o b j e c t i v e s '  t o  u t i l i s e  l a b o u r  b e t t e r .

C h a p t e r  o n e  o u t l i n e d  t h e  e c o n o m i c  d i f f i c u l t i e s  

e x p e r i e n c e d  b y  t h e  p a i d - f o r  s e c t o r  d u r i n g  t h e  1 9 8 0 s .  I n  

p a r t i c u l a r  i t  p o i n t e d  t o  t h e  l o s s  o f  a d v e r t i s i n g  a n d  s a l e s  

r e v e n u e  b e c a u s e  o f  t h e  e x p a n s i o n  o f  a l t e r n a t i v e  m e d i a  a n d
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the free newspapers. The decline in circulation of the 

paid-for titles signalled a change in consumption patterns 

and this fed back into advertising because most advertisers 

make choices based on a cost per thousand (cpt) value: the 

cost per column centimetre of reaching a thousand readers. 

Clearly a decline in circulation would increase the cpt 

value and make the newspaper less attractive to potential 

advertisers. Faced with this descending spiral of loss of 

circulation and advertising revenue, managers must choose 

from a number of marketing strategy alternatives.

First, to maintain the cpt value the managers can lower 

the advertising rates every time circulation drops. 

However, this erodes profits even further, because the 

decreased revenue from copy sales is paralleled with a 

decrease in advertising revenue. A second strategy is to 

raise the cover price of the newspaper in order to offset 

some of the lost revenue, however this is likely to reduce 

circulation even further, and once again feeds through into 

advertising. Thirdly, a strategy favoured by most managers 

is a promotion drive to attract more readers. Three 

examples from the sample illustrate the way newspapers 

attempt to revamp their image: the Bradford Telegraph & 

Argus changed from a broadsheet to a tabloid; the Southern 

Evening Echo changed its page design, layout and masthead; 

the Newcastle Chronicle and Journal introduced colour. The 

problem with making such changes, is that the newspaper may 

attract new readers but may lose some of its existing 

readers in the process. So to reduce the risks, most of the 

changes are preceded by market research - which is itself 

costly and time consuming.
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A fourth strategy is to increase the amount of 

advertising space by reducing the editorial content. In 

this case overheads would stay the same - or decrease 

slightly - whilst there would be greater potential for 

advertising. This is the method adopted by most free 

newspaper managers who match available advertising revenue 

to production costs, and use editorial to 'fill the gaps'. 

The problem for paid for newspapers, is that although this 

method is used to a small extent, there is less flexibility 

because a dramatic drop in editorial content is likely to 

affect sales and reduce circulation. For free newspapers, 

the circulation is of course not based on sales, but on 

copies delivered.

A fifth possible strategy is again to increase the 

amount of advertising space, but by increasing the 

pagination. The disadvantage is that this raises marginal 

costs - newsprint, overtime, wastage, press time, and so 

forth. Increasing pagination therefore only helps to 

sustain profitability when marginal costs equal marginal 

revenue. Logically newspapers ought to move down the cost 

curve to this point even if it means turning down some 

advertisers or cutting circulation - in fact they rarely do 

either.

The sixth alternative is to lower the cost curve. 

Greater efficiency in usage of capital and labour, less 

wastage, higher productivity, and a less labour intensive 

production process, are all associated with lowering the 

cost curve. It is this strategy that newspaper managers 

have been adopting since the introduction of 

photocomposition. The objectives in introducing new
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technology have therefore been in line with profit

maximising by cost reduction. Most of the managers

interviewed described this as 'efficiency', and the

particular type of efficiency upon which they focused

seemed largely to be dependent upon their function in the

company. To cite a few examples of their replies when asked

why new technology was introduced:

It was a developmental opportunity to gain time in editorial 
[either to] get the newspaper out onto the streets earlier—  
so you have a greater selling opportunity—  [or to] 
incorporate much later news into the paper.

Editor

It enabled us to eliminate the double keying, makes 
production more efficient, allows us greater flexibility than 
before and enhances the product.

Senior manager (production)

To reduce costs. We have gone from tremendous manning levels.
In getting to that stage our unit costs have dropped 
dramatically - our break-even point has dropped dramatically.

Senior manager (finance)

It allowed control of the copy to be put into the hands of 
the people who originate the copy - or more precisely into 
the hands of the heads of department in editorial. This makes 
the editorial process more efficient in theory.

Head of Department (editorial)

To make huge reductions in costs because taken as a whole, 
new technology will totally eradicate printers fran 
provincial newspapers in five years time.

Supervisory manager (production)

The opportunity to do things we have never been able to to 
before. For example, we have just installed our first direct 
link to an advertiser who can plug straight into the system. 
This is invaluable for motor dealers, or estate agents 
because it means they can change copy much nearer to 
deadline.

Senior manager (commercial)

Two reasons: a) benefit to the paper - the quality of the 
paper and the quality of the day to day running, and b) 
obviously cost, and therefore profit.

Editor

The quotes also highlight the 'quality improving' aspect of
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the introduction. There are two ways of viewing this. 

Cynically, one could argue that 'improving quality' is a 

more publicly acceptable reason than 'cutting costs' 

especially when the latter is associated with job losses. 

Alternatively, it could be suggested that product quality 

is very much a genuine concern for the market reasons 

stated above: increasing circulation and advertising.

Greater design flexibility, a better service to 

advertisers, more editions, colour advert facilities, and 

so forth, are clearly potential methods of extending the 

product life cycle. In this sense the market objectives may 

be based on both cost cutting and product development.

The most illustrative example of this last point was at 

the newspaper where the money saved from cost cutting had 

been re-invested in a state-of-the-art colour press. The 

potential is enormous because the press allows back-to-back 

high quality colour printing on newsprint. It also reduces 

print-run waste to a minimum and has a computerised 

centrally controlled feedback system to check ink-weights 

and monitor tones, with the option of automatic adjustment 

- and it needs just one or two operators. It is the first 

of its kind in the UK and as yet the company are just 

experimenting with it, however one of the senior managers 

commented that because of the flexibility of the production 

system and colour quality of the product it is likely that 

the company will be able to compete both in the magazine 

and newspaper market on the same technology. In short they 

may be in the process of developing a new product 

something between a newspaper and a magazine - which may 

turn out to be their star product of the future. So to
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reiterate, the objectives in introducing new technology for 

this company seem to have stemmed from a desire to cut 

costs and to develop the product.

A further way in which the technology will assist in 

product development is through the enormous information 

processing potential. One company have been compiling a 

household database through integrating the information 

collected in editorial and advertising. The significance of 

such an information resource was explained by the Business 

Development Manager:

[Using the database] We can easily target in on groups. We 
are already talking to advertisers about what their target 
markets are, so we could link it to them not only through 
advert space, but also leaflet distribution. We have 
discussed the idea of setting up a sort of intelligence unit 
to handle databases and adapt them to applications in the 
real world. We would need a commercial systems man who is 
directly responsible for interfacing technology with the day 
to day running of the business.

This particular manager's vision of the future was 

atypical, but nevertheless realistic. And his company had 

made considerable steps towards integrating the advertiser 

into the system by offering a direct input facility to 

estate agents and car dealers at their own establishments 

via a VDT - copy being input by an employee of the 

advertising company, not the newspaper.

Sum m ary

Provincial newspapers have been operating in an 

increasingly competitive market due largely to the rise of 

free newspapers, and recession causing advertisers to 

re-examine their budgets. The consequence in the late 

seventies and early eighties has been a steady decline in
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circulation and advertising revenue. To remain competitive 

managers have sought to introduce new technology to lower 

unit costs. Direct input is the latest development allowing 

a reduction in the labour intensity of the production 

process, increased efficiency and greater flexibility. It 

also provides the opportunity to develop the product both 

for the reader, for example through new design, colour and 

later news, and for the advertiser by opening up 

opportunities for targeting potential consumers.

C o n t r o l  O b j e c t i v e s

In addition to the market objectives the managers may also 

have had control objectives in introducing the new 

technology. We can identify four categories: deskilling,

workforce flexibility, de-unionisation, and production 

control.

Deskilling

T h e  q u e s t i o n  a r i s e s  a s  t o  w h e t h e r  d i r e c t  i n p u t  t e c h n o l o g y  

c a n  b e  u s e d  t o  d e s k i l l  t h e  e d i t o r i a l  w o r k e r s ,  a n d  i f  t h i s  

w a s  a  c o n s i d e r e d  o b j e c t i v e  o f  m a n a g e m e n t  i n  i n t r o d u c i n g  t h e  

n e w  t e c h n o l o g y .  M i c r o - e l e c t r o n i c  t e c h n o l o g y  h a s  b e e n  

e q u a t e d  w i t h  t h e  d e s k i l l i n g  o f  c l e r i c a l  w o r k  b y  

f r a g m e n t a t i o n ,  s i m p l i f i c a t i o n  a n d  s t a n d a r d i s a t i o n  ( C r o m p t o n  

& R e i d ,  1 9 8 2 ) ;  o r  a t  l e a s t  i t  g i v e s  m a n a g e r s  a  ' c h o i c e '  

a b o u t  w h e t h e r  t o  d e s k i l l  t h e  w o r k f o r c e  o r  n o t  ( S t o r e y ,  

1 9 8 6 ) .  F o r  j o u r n a l i s t s  t h e r e  i s  l e s s  p o s s i b i l i t y  o f  b e i n g  

d e s k i l l e d  b e c a u s e ,  i f  a n y t h i n g ,  d i r e c t  i n p u t  e n h a n c e s  t h e i r  

j o b  c o n t e n t .  I t  c a n  d o  t h i s  i n  t w o  w a y s :  f i r s t ,  b e c a u s e  t h e  

t r a n s f e r  t o  w o r k  o n  a  VDU d e m a n d s  t h e  a c q u i s i t i o n  o f  ne w
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s k i l l s  -  j o u r n a l i s t s  m u s t  b e c o m e  " c o m p u t e r a t e ' .  S e c o n d ,  t h e  

t e c h n o l o g y  d o e s  n o t  d e m e a n  t h e  c r e a t i v e  p r o c e s s e s  i n v o l v e d  

i n  j o u r n a l i s t i c  w o r k :  t h e  w r i t i n g  o f  s t o r i e s ,  d e v i s i n g

h e a d l i n e s ,  p a g e  d e s i g n ,  a n d  s o  f o r t h .  I n d e e d  t h e r e  i s  

s t r o n g  e v i d e n c e  t o  s u g g e s t  t h a t  t h e  s k i l l  i s s u e  a s s o c i a t e d  

w i t h  d i r e c t  i n p u t  i s  " u p s k i l l i n g '  r a t h e r  t h a n  " d e s k i l l i n g "  

-  a n  i s s u e  t h a t  w i l l  b e  e x p l o r e d  i n  c h a p t e r  s i x .

T h e  c o u n t e r  a r g u m e n t  t o  t h i s ,  e x p r e s s e d  b y  so m e  

j o u r n a l i s t s ,  i s  t h a t  t h e  j o b  h a s  b e c o m e  d e s k i l l e d  b e c a u s e  

t h e  j o u r n a l i s t s  a r e  b e i n g  " r e s k i l l e d "  r a t h e r  t h a n  

" u p s k i l l e d " .  T h e y  a r g u e  t h a t  t h e  n e w  " s k i l l s "  a r e  

" p r o d u c t i o n  t a s k s "  w h i c h  d o  n o t  e n h a n c e  t h e  q u a l i t a t i v e  

a s p e c t s  o f  t h e  w o r k  f o r  t h e  s u b - e d i t o r s .  F u r t h e r m o r e ,  t h e y  

s u g g e s t  t h a t  f o r  r e p o r t e r s  t h e  e m p h a s i s  h a s  s h i f t e d  a w a y  

f r o m  q u a l i t y  o f  w o r k  t o  q u a n t i t y  o f  w o r k .  S u b s c r i b e r s  t o  

t h i s  v i e w  c o n c e d e  t h a t  d e s k i l l i n g  t h e  j o u r n a l i s t s  w a s  

u n l i k e l y  t o  h a v e  b e e n  a  c e n t r a l  o b j e c t i v e  o f  m a n a g e m e n t ,  

b u t  s u g g e s t  t h a t  i t  s h o u l d  n o t  b e  i g n o r e d  a s  a  c o n t r i b u t i n g  

f a c t o r .

A l l  o f  t h e  m a n a g e r s  i n t e r v i e w e d  w e r e  a s k e d  a b o u t  t h e  

e f f e c t  n e w  t e c h n o l o g y  h a d  m a d e  o n  t h e  s k i l l s  o f  j o u r n a l i s t s  

a n d  a l l  r e p l i e d  t h a t ,  w i t h  t h e  e x c e p t i o n  o f  t h e  

p h o t o g r a p h e r s ,  t h e  e d i t o r i a l  w o r k e r s  h a d  a c q u i r e d  n e w  

s k i l l s .  T h e y  t e n d e d  t o  s t r e s s  t h e  u p s k i l l i n g  o f  t h e  

s u b - e d i t o r s  a n d  t h e  r e s k i l l i n g  o f  t h e  r e p o r t e r s .  T h i s  i s  

p e r h a p s  u n s u r p r i s i n g  g i v e n  t h a t  m a n a g e r s  a r e  h a r d l y  l i k e l y  

t o  a n n o u n c e  p u b l i c l y  t h a t  j o b s  h a v e  b e e n  d e s k i l l e d .  I t  a l s o  

c o n f o r m s  w i t h  t h e  f i n d i n g s  o f  D a n i e l  ( 1 9 8 7 ;  p l 6 1 )  w h o  n o t e d  

t h a t  55% o f  m a n a g e r s  c o n s i d e r e d  t h a t  t h e  i n t r o d u c t i o n  o f  

n e w  t e c h n o l o g y  i n  t h e  o f f i c e  h a d  m a d e  t h e  j o b s  o f  t h e
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w o r k e r s  m o r e  s k i l l e d ,  c o m p a r e d  t o  39% w h o  r e p o r t e d  n o  

c h a n g e  a n d  j u s t  2 % who  s a i d  t h e  j o b s  w e r e  l e s s  s k i l l e d .

T h e  q u e s t i o n  o f  c h o o s i n g  w h e t h e r  t o  d e s k i l l  t h e  

j o u r n a l i s t s  i s  n o t  a p p l i c a b l e ,  l a r g e l y  b e c a u s e  m a n a g e r s  h a d  

a l r e a d y  " c h o s e n " t o  d e s k i l l  t h e  p r i n t e r s  b y  t r a n s f e r r i n g  

p r o d u c t i o n  t a s k s  t o  t h e  e d i t o r i a l  f l o o r  a n d  m a k i n g  t h e i r  

j o b s  r e d u n d a n t .  T h e  d e s k i l l i n g  d e b a t e  m u s t  b e  s e t  i n  t h i s  

c o n t e x t ,  a n d  r e a l l y  c e n t r e s  a r o u n d  w h e t h e r  j o u r n a l i s t s  h a v e  

b e e n  r e s k i l l e d  o r  u p s k i l l e d .  T h e r e f o r e ,  we  c a n  r e j e c t  t h e  

a r g u m e n t  t h a t  d e s k i l l i n g  o f  e d i t o r i a l  w o r k e r s  w a s  a  c o n t r o l  

o b j e c t i v e  o f  m a n a g e r s .

W o r k f o r c e  F l e x i b i l i t y

A s e c o n d  p o s s i b l e  c o n t r o l  o b j e c t i v e  o f  m a n a g e m e n t  i s  t o  

i n c r e a s e  t h e  f l e x i b i l i t y  o f  t h e  w o r k f o r c e .  N u m e r i c a l  

f l e x i b i l i t y  o c c u r s  w h e n  m a n a g e r s  d i v i d e  t h e i r  w o r k f o r c e  

i n t o  p e r i p h e r a l  a n d  c o r e  w o r k e r s .  T h e  f o r m e r  w i l l  t e n d  t o  

b e  u n s k i l l e d  a n d  s e m i - s k i l l e d  a n d  w i l l  b e  e m p l o y e d  o n  

s h o r t - t e r m  o r  p a r t - t i m e  c o n t r a c t s  t o  m a t c h  f l u c t u a t i n g  

d e m a n d .  T h e  c o r e  w o r k e r s  w i l l  e n j o y  f a r  m o r e  e m p l o y m e n t  

s e c u r i t y  b u t  w i l l  b e c o m e  i n c r e a s i n g l y  f l e x i b l e  i n  t h e  t y p e  

a n d  r a n g e  o f  t a s k s  t h e y  p e r f o r m  -  t h u s  t h e y  w i l l  e x p e r i e n c e  

f u n c t i o n a l  f l e x i b i l i t y .  O v e r a l l ,  f l e x i b i l i t y  w i l l  a l l o w  

m a n a g e r s  t o  m a k e  m o r e  e f f i c i e n t  u s e  o f  t h e i r  w o r k f o r c e  a n d  

m a t c h  l a b o u r  c o s t s  m o r e  c l o s e l y  t o  d e m a n d .

F o r  n e w s p a p e r  m a n a g e r s ,  t h e  p r o s p e c t  o f  n u m e r i c a l  

f l e x i b i l i t y  w a s  c l e a r l y  l e s s  i m p o r t a n t  t h a n  o v e r a l l  s t a f f  

r e d u c t i o n s .  D i r e c t  i n p u t  h a s  r e d u c e d  t h e  n e e d  f o r  p r i n t  

w o r k e r s  i r r e s p e c t i v e  o f  d e m a n d .  T h e  p r o c e s s  i s  l e s s  l a b o u r  

i n t e n s i v e  b u t  n o  m o r e  n u m e r i c a l l y  f l e x i b l e ,  a l t h o u g h  . t h e
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f u t u r e  p o t e n t i a l  f o r  h o m e w o r k i n g  a n d  f r e e l a n c e  w o r k  by- 

j o u r n a l i s t s  i s  d i s c u s s e d  i n  c h a p t e r  f i v e .  As  f a r  a s  

f u n c t i o n a l  f l e x i b i l i t y  i s  c o n c e r n e d ,  t h e r e  i s  l i t t l e  d o u b t  

t h a t  i t  w a s  a  p r i m e  o b j e c t i v e  o f  m a n a g e r s .  T h e  a d v a n t a g e  o f  

d i r e c t  i n p u t  i s  t h a t  i t  e l i m i n a t e s  t h e  d o u b l e - k e y s t r o k e  

( a s  o u t l i n e d  i n  c h a p t e r  o n e )  a n d  b r e a k s  d o w n  t h e  

d e m a r c a t i o n  o f  t a s k s  b e t w e e n  p r i n t e r s  a n d  j o u r n a l i s t s .  T h e  

j o u r n a l i s t s ,  i n  u s i n g  t h e  n e w  t e c h n o l o g y  a r e  m o r e  

f u n c t i o n a l l y  f l e x i b l e  -  a g a i n  t h e  q u e s t i o n  o f  w h e t h e r  t h i s  

f l e x i b i l i t y  c a n  b e  f u r t h e r  e x t e n d e d  i s  e x a m i n e d  i n  c h a p t e r  

f i v e .

D e u n i o n i s a t i o n

T h e  b r e a k d o w n  o f  d e m a r c a t i o n  h a d  t h e  e f f e c t  o f  w e a k e n i n g  

t h e  i n f l u e n c e  o v e r  p r o d u c t i o n  o f  t h e  c r a f t  u n i o n s .  T h e  

v a l u e  f o r  m a n a g e m e n t  w a s  t w o - f o l d :  n o t  o n l y  w e r e  l a b o u r

c o s t s  r e d u c e d ,  b u t  a l s o  t h e  r e s t r i c t i v e  p r a c t i c e s  o f  t h e  

NGA w o u l d  b e  a b o l i s h e d .  M a n a g e r s  w h o  w e r e  i n t e r v i e w e d  d i d  

n o t  d i s g u i s e  t h e  f a c t  t h a t  t h i s  w a s  a  c l e a r  o b j e c t i v e .  

T h e i r  a t t i t u d e  i s  s u m m e d  u p  b y  t h e  A s s i s t a n t  M a n a g i n g  

D i r e c t o r  w h o  c o m m e n t e d :

[ D i r e c t  i n p u t ]  h a s  a l l o w e d  u s  t o  b e  r e l e a s e d  f r c m  t h e  l a t e
s e v e n t i e s  i n  te rm s  o f  m an ag in g .

T h e  q u e s t i o n  o f  w h e t h e r  t h e  e m p l o y e r s  w e r e  a l s o  c o n c e r n e d  

w i t h  t h e  o b j e c t i v e  o f  d e u n i o n i s i n g  t h e  j o u r n a l i s t s  i s  f a r  

m o r e  d i f f i c u l t  t o  a s s e s s .  T h e  NUJ P r o v i n c i a l  N e w s p a p e r  

O r g a n i s e r  a r g u e s  t h a t  c o m p a n i e s  h a v e  t h e  o b j e c t i v e  o f  

d e u n i o n i s i n g  t h e  e d i t o r i a l  f l o o r ,  e v i d e n t  i n  t h e  s h i f t  i n  

e m p l o y m e n t  p o l i c i e s  a w a y  f r o m  c o l l e c t i v i s m  t o w a r d s  

i n d i v i d u a l i s m .  B u t  e v e n  i f  t h i s  i s  t h e  c a s e ,  i t  n e e d  n o t
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n e c e s s a r i l y  h a v e  b e e n  i d e n t i f i e d  b y  m a n a g e m e n t  a s  a n  

o b j e c t i v e  i n  i n t r o d u c i n g  n e w  t e c h n o l o g y .  A s  o n e  E d i t o r  

e x p r e s s e d  i t :

I t  i s  t r u e  t o  s a y  t h a t  t h e  a g re e m e n t we h a v e  w i th  t h e  NUJ h a s  
r a d i c a l l y  a l t e r e d  -  i t  h a s  b e e n  s i m p l i f i e d .  T h a t  i s  t h e  new 
r e a l i s m  t h a t  h a s  c a n e  i n  w i th  new te c h n o lo g y  -  n o t  b e c a u s e  o f  
i t ,  b u t  w i th  i t .

S m i t h  ( 1 9 8 8 )  h a s  a r g u e d  t h a t  t h e  d e c r e a s i n g  a d v e r t i s i n g  

m a r k e t  a n d  t h e  c o n s e q u e n t  c o m m e r c i a l  v u l n e r a b i l i t y  o f  

n e w s p a p e r s  h a s  f o r c e d  m a n a g e r s  i n t o  a c c o m m o d a t i n g  r a t h e r  

t h a n  c o n f r o n t i n g  t h e  u n i o n s ,  d e s p i t e  t h e  n e e d  t o  r e d u c e  

c o s t s .  I f  t h i s  i s  t h e  c a s e ,  t h e n  a n  a n t i - u n i o n  a p p r o a c h  i s  

l i k e l y  t o  b e  a s s o c i a t e d  w i t h  e c o n o m i c  r e c o v e r y  a n d  t h e  

i n c r e a s i n g  p r o f i t a b i l i t y  o f  n e w s p a p e r s .

P r o d u c t i o n  C o n t r o l

A s s o c i a t e d  w i t h  t h e  r e d u c t i o n  i n  l a b o u r  i n t e n s i t y  i s  t h e  

n o t i o n  o f  i n c r e a s e d  p r o d u c t i o n  c o n t r o l .  T h e  r e m o v a l  o f  

r e s t r i c t i v e  p r a c t i c e s  t h e o r e t i c a l l y  r e t u r n s  a l l  a s p e c t s  o f  

p r o d u c t i o n  c o n t r o l  t o  m a n a g e m e n t  a n d  c l e a r l y  t h i s  w a s  a  

c o n s i d e r a t i o n ;  a l l  t h e  m a n a g e r s  i n t e r v i e w e d  d e s c r i b e d  t h e  

' f r e e i n g '  o f  p r o d u c t i o n  f r o m  t h e  d o m i n a n c e  o f  t h e  p r i n t e r s .  

T h e  q u e s t i o n  o f  w h e t h e r  i n  p r a c t i c e  t h i s  p r o d u c t i o n  c o n t r o l  

h a s  b e e n  t r a n s f e r r e d  t o  t h e  b o a r d  r o o m  o r  t h e  e d i t o r i a l  

f l o o r  i s  r i g o r o u s l y  a n a l y s e d  i n  c h a p t e r  f i v e .

C o m m e n t a t o r s  h a v e  c l a i m e d  t h a t  p r o d u c t i o n  c o n t r o l  

o b j e c t i v e s  a r e  m a i n l y  a s s o c i a t e d  w i t h  r a i s i n g  t h e  q u a l i t y  

a n d  c o n s i s t e n c y  o f  t h e  p r o d u c t  ( f o r  e x a m p l e ,  C h i l d ,  1 9 8 5 ) .  

T h e  r e a s o n  f o r  t h i s  w o u l d  b e  t o  m a x i m i s e  t h e  s a l e s  i n  a  

m a t u r i n g  p r o d u c t  m a r k e t  ( W i l l m a n ,  1 9 8 6 b )  a n d  t h i s ,  a s  t h e  

p r e v i o u s  s e c t i o n  d i s c u s s e d ,  w a s  a  m a r k e t  o b j e c t i v e  f o r
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m a n a g e r s .  T h e  m a n a g e r s  i n t e r v i e w e d  f e l t  t h a t  t h e  v a l u e  o f

n e w  t e c h n o l o g y  w a s  t h a t  i t  m a d e  f e a s i b l e  i n  c o s t  a n d

p r o d u c t i o n  t e r m s  t h e  i n c l u s i o n  o f  l a t e r  n e w s ,  c o l o u r ,  m o r e

e d i t i o n s  a n d  s o  f o r t h .  By i m p l i c a t i o n ,  t h e y  w e r e  a r g u i n g

t h a t  p r o d u c t  q u a l i t y  w o u l d  i m p r o v e  b e c a u s e  t h e y  w e r e  m a k i n g

t h e  r i g h t  d e c i s i o n s  a n d  c h o i c e s  a b o u t  t h e  w a y  t h e y  c o u l d

u s e  n e w  t e c h n o l o g y .  S e v e r a l  q u o t e s  i l l u s t r a t e  t h i s :

I  d o n ' t  t h i n k  t h e  r e a d e r s  h a v e  n o t i c e d  t h e  c h a n g e  -  i f  t h e y  
h av e  i t ' s  s u b c o n s c io u s .  I  d o n ' t  t h i n k  t h e y  p u t  i t  down t o  new 
te c h n o lo g y  an d  I  w o u ld n 't  w a n t t h o u  t o ;  i n  some w ays i t s  none 
o f  t h e i r  b u s in e s s .  The im p o r ta n t  t h i n g  i s  s a t i s f y i n g  t h e i r  
n e e d s ,  an d  we d o  t h a t ,  n o t  t h e  te c h n o lo g y .

E d i t o r

The p u b l i c  w i l l  n o t i c e  c h a n g e s  o n ly  i f  we d e l i b e r a t e l y  
i n s t i g a t e  th em , su c h  a s  t h e  l a y o u t .  We h a v e  a lw a y s  h a d  a  h ig h  
q u a l i t y  o f  r e p o r t i n g  an d  te c h n o lo g y  d o e s  n o t  a f f e c t  i t .

E d i t o r

The p r o d u c t  h a s  n o t  b e e n  c h a n g ed  by  t h e  te c h n o lo g y .  I  t h in k  
t h e  w r i t i n g  i s  t i g h t e r  a n d  t h e  a b i l i t y  t o  make q u ic k  a n d  l a t e  
c h a n g e s  im p ro v e s  t h e  q u a l i t y ,  b u t  i t  i s  d o u b t f u l  w h e th e r  t h e  
r e a d e r s  h a v e  n o t i c e d .

S e n io r  m anager

T h e  i m p r e s s i o n  g a i n e d  w a s  t h a t  p r o d u c t i o n  c o n t r o l  w a s  a n  

i m p o r t a n t  o b j e c t i v e  f o r  t h e s e  e n t e r p r i s e  l e v e l  m a n a g e r s  

b e c a u s e  i t  e n h a n c e d  t h e i r  a b i l i t y  t o  m a k e  c h o i c e s  a b o u t  t h e  

p r o d u c t .  T h i s  o c c u r r e d  f i r s t  b e c a u s e  d i r e c t  i n p u t  r e m o v e s  

t h e  i n f l u e n c e  o f  t h e  NGA o v e r  t h e  o r g a n i s a t i o n  a n d  

d i s t r i b u t i o n  o f  w o r k ,  b y  l o w e r i n g  t h e  l a b o u r  i n t e n s i t y  o f  

t h e  p r o c e s s ,  a n d  s e c o n d l y  b e c a u s e  t h e r e  i s  g r e a t e r  

p r o d u c t i o n  f l e x i b i l i t y  b y  u s i n g  d i r e c t  i n p u t ,  i n  t e r m s  o f  

p u s h i n g  b a c k  t h e  d e a d l i n e s  t o  i n s e r t  l a t e r  n e w s  o r ,  p e r h a p s  

m o r e  i m p o r t a n t l y ,  l a t e r  a d v e r t i s e m e n t s ,  a n d  a l s o  i n  t e r m s  

o f  m a k i n g  m o r e  c h a n g e s  t o  p a g e s  t o  e n a b l e  t h e  p r o d u c t i o n  o f  

m o r e  e d i t i o n s .  E v e n  s o ,  m a n a g e r s  w e r e  r e l u c t a n t  t o  s a y  t h a t  

t h e  q u a l i t y  h a d  b e e n  i m p r o v e d  -  p e r h a p s  b e c a u s e  i t  i m p l i e d  

t h a t  t h e  q u a l i t y  w a s  s u b - s t a n d a r d  b e f o r e  n e w  t e c h n o l o g y .
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S y m b o l i c  O b j e c t i v e s

A l t h o u g h  i t  i s  d i f f i c u l t  t o  e s t a b l i s h  t h e  r o l e  o f  s y m b o l i s m  

i n  s e t t i n g  m a n a g e r i a l  o b j e c t i v e s ,  t h e r e  i s  s o m e  e v i d e n c e  t o  

s u g g e s t  i t  p l a y e d  a  r o l e  f o r  n e w s p a p e r  m a n a g e r s .  T h e  

i n t e r v i e w s  r e v e a l e d  a n  i n t e r e s t i n g  c o n s i d e r a t i o n :  t h e

p u b l i c  i m a g e  o f  t h e  f i r m .

T h e  e d i t o r s  w e r e  r e l u c t a n t  t o  s u g g e s t  t h a t  t h e  p u b l i c  

d i s c e r n e d  a n y  c h a n g e  i n  t h e  p r o d u c t  a s  a  r e s u l t  o f  t h e  

i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y  a s  c a n  b e  s e e n  f r o m  t h e  

q u o t e s  c i t e d  a b o v e ,  h o w e v e r ,  m a n y  o f  t h e  m a n a g e r s  f e l t  t h a t  

t h e  o v e r a l l  i m a g e  o f  t h e  f i r m  w a s  e n h a n c e d  b y  t h e  

i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y .  C o n s e q u e n t l y ,  w h e n  t h e  

d i r e c t  i n p u t  s y s t e m  w e n t  l i v e ,  t h e  n e w s p a p e r s  t u r n e d  t h e  

e v e n t  i n t o  a  f e a t u r e  a r t i c l e  -  o r  i n  o n e  c a s e  a  p u l l - o u t  

s u p p l e m e n t .  T h e  a r t i c l e s  w e r e  s i m i l a r  i n  t o n e :  t h e y  e q u a t e d  

t h e  n e w  t e c h n o l o g y  w i t h  a d v a n c e m e n t  o f  t h e  f i r m  -  a  m o d e r n  

f i r m  i m a g e .

P e r h a p s  s i g n i f i c a n t l y  -  a l t h o u g h  i t  i s  i m p o s s i b l e  t o  b e  

c e r t a i n  w i t h o u t  a  w i d e  s u r v e y  o f  p r o v i n c i a l  n e w s p a p e r  

m a n a g e r s  -  i t  w a s  t h e  m a n a g e r s  a t  t h e  s m a l l  i n d e p e n d e n t  

n e w s p a p e r  w h o  w e r e  m o s t  a v i d  a b o u t  t h e  i m p o r t a n c e  o f  

c o m p a n y ,  im a g e  a n d  b e i n g  s e e n  t o  b e  a  m o d e r n  f i r m ,  a m o n g s t  

t h e  t e c h n o l o g y  l e a d e r s .  A s e n i o r  m a n a g e r  su m m e d  u p  t h e  

g e n e r a l  v i e w :

We a r e  a  p r o g r e s s iv e  f i r m .  We saw how t h e  te c h n o lo g y  h ad  
w orked  i n  t h e  USA an d  knew i t  was t h e  way t o  move i n t o  t h e  
n i n e t i e s .

T h e  a r g u m e n t s  f o r  s y m b o l i c  o b j e c t i v e s  a r e  o f  c o u r s e  f a r  

l e s s  c o n v i n c i n g  t h a n  m a r k e t  a n d  c o n t r o l  o b j e c t i v e s .  T h e y  

m a y  b e  n o t h i n g  m o r e  t h a n  a  p o s t - i n t r o d u c t i o n  j u s t i f i c a t i o n ,  

b u t  t h e y  s h o u l d  n o t  b e  t o t a l l y  i g n o r e d  s i n c e  t h e  i m a g e  o f



t h e  f i r m  t o  t h e  l o c a l  c o m m u n i t y  i s  l i k e l y  t o  p l a y  a n  

i m p o r t a n t  r o l e  i n  t h e  s u p p o r t  t h e  c o m m u n i t y  h a s  f o r  t h e  

n e w s p a p e r .

Sum m ary

D i r e c t  i n p u t  h a s  t h e  p o t e n t i a l  e i t h e r  t o  u p s k i l l  o r  r e s k i l l  

t h e  j o u r n a l i s t s ,  a n d  t h e r e  a p p e a r s  t o  h a v e  b e e n  n o  

o p p o r t u n i t y  o r  i n t e n t i o n  b y  m a n a g e r s  t o  a t t e m p t  t o  d e s k i l l  

j o u r n a l i s t s .  E q u a l l y ,  t h e  j o u r n a l i s t s  a r e  n o  m o r e  

n u m e r i c a l l y  f l e x i b l e  a n d  t h e r e  i s  l i t t l e  e v i d e n c e  t o  

s u g g e s t  t h i s  w a s  a n  o b j e c t i v e .  D e s k i l l i n g  a n d  e m p l o y m e n t  

f l e x i b i l i t y  w e r e  c l e a r  m a n a g e m e n t  o b j e c t i v e s  a i m e d  a t  t h e  

p r i n t  w o r k e r s  t h r o u g h  r e d u c t i o n  o f  p r i n t i n g  s t a f f .  H o w e v e r ,  

i n  e l i m i n a t i n g  p r i n t e r s  i t  w a s  t h e  o b j e c t i v e  o f  t h e  

m a n a g e r s  t o  i n c r e a s e  t h e  f u n c t i o n a l  f l e x i b i l i t y  o f  

j o u r n a l i s t s  b y  t r a n s f e r r i n g  p r o d u c t i o n  t a s k s  t o  t h e  

e d i t o r i a l  f l o o r .

D e u n i o n i s a t i o n  w a s  a  c l e a r  m a n a g e r i a l  o b j e c t i v e  w i t h  

r e g a r d  t o  t h e  p r i n t e r s  s i n c e  m a n a g e r s  w i s h e d  t o  a b o l i s h  t h e  

r e s t r i c t i v e  p r a c t i c e s  o f  t h e  NGA c l o s e d  s h o p .  As  y e t  i t  i s  

u n c l e a r  w h e t h e r  d e u n i o n i s a t i o n  w i l l  a l s o  e x t e n d  t o  t h e  

e d i t o r i a l  f l o o r .  I n  e l i m i n a t i n g  t h e  p r i n t e r s  f r o m  t h e  

p r o d u c t i o n  p r o c e s s  t h e  m a n a g e r s  s o u g h t  t o  r e g a i n  c o n t r o l  

o v e r  p r o d u c t i o n  a n d  e n h a n c e  t h e i r  o p p o r t u n i t y  t o  m a k e  

c h o i c e s  a b o u t  t h e  d e v e l o p m e n t  o f  t h e  p r o d u c t .  T h i s  

n e c e s s a r i l y  i n v o l v e s  t r a n s f e r r i n g  s k i l l s  t o  o t h e r  a r e a s ,  

n o t a b l y  t h e  e d i t o r i a l  f l o o r  a n d  t h u s  i t  m a y  b e  t h a t  i n  

a t t e m p t i n g  t o  m e e t  t h e i r  p r o d u c t i o n  c o n t r o l  o b j e c t i v e s  t h e  

m a n a g e r s  h a v e  m e r e l y  t r a n s f e r r e d  i n f l u e n c e  o v e r  p r o d u c t i o n  

f r o m  t h e  p r i n t e r s  t o  t h e  j o u r n a l i s t s .
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MANAGERIAL IMPLEMENTATION STRATEGIES

T h i s  s e c t i o n  e x a m i n e s  t h e  s t r a t e g i e s  t h a t  m a n a g e r s  h a v e  

c h o s e n  t o  a d o p t  i n  i n t r o d u c i n g  d i r e c t  i n p u t .  T h e  n e x t  f o u r  

c h a p t e r s  a l l  d i s c u s s  s t r a t e g y  i s s u e s  i n  t h e  c o n t e x t  o f  t h e  

m o d e l ,  s o  t h i s  i n i t i a l  a n a l y s i s  o f  s t r a t e g y  c o v e r s  t h e  

p r e - i n t r o d u c t i o n  i s s u e s .  I t  a d d r e s s e s  t w o  i s s u e s  t h a t  

m a n a g e r s  h a v e  t o  e v a l u a t e  w h e n  p l a n n i n g  t e c h n o l o g i c a l  

c h a n g e :  w h e r e  s h o u l d  d e c i s i o n s  b e  m a d e  a n d  w h o  s h o u l d  

p a r t i c i p a t e ?  F r a n c i s  ( 1 9 8 6 )  i d e n t i f i e s  f o u r  a p p r o a c h e s :  

c e n t r a l i s e d  p a r t i c i p a t i v e ,  c e n t r a l i s e d  n o n - p a r t i c i p a t i v e , 

d e c e n t r a l i s e d  p a r t i c i p a t i v e ,  a n d  d e c e n t r a l i s e d  

n o n - p a r t i c i p a t i v e .  He o u t l i n e s  a  n u m b e r  o f  a d v a n t a g e s  a n d  

d i s a d v a n t a g e s  f o r  e a c h  ( 1 9 8 6 ;  p . 1 9 5 )  a n d  s u g g e s t s  t h a t  t h e y  

w i l l  b e  a p p r o p r i a t e  i n  d i f f e r e n t  c i r c u m s t a n c e s ,  r e j e c t i n g  

t h e  n o t i o n  t h a t  t h e r e  i s  a  s i n g l e  ' b e s t  w a y '  o f  

i m p l e m e n t i n g  c h a n g e .

F o l l o w i n g  t h i s  a p p r o a c h ,  we  c a n  a d d r e s s  t w o  q u e s t i o n s :  

w h a t  e v i d e n c e  i s  t h e r e  o f  d e c e n t r a l i s a t i o n ?  How m u c h  

p a r t i c i p a t i o n  o f  e n d  u s e r s  t o o k  p l a c e ?

D e c e n t r a l i s a t i o n  a n d  C e n t r a l i s a t i o n

D a n i e l  ( 1 9 8 7 ;  p 8 7 )  f o u n d  t h a t  t h e  d e c i s i o n  t o  i n t r o d u c e  

a d v a n c e d  t e c h n i c a l  c h a n g e  i n  t h e  p r i v a t e  s e r v i c e  s e c t o r  w a s  

m o r e  l i k e l y  t o  b e  t a k e n  a t  t h e  h i g h e r  m a n a g e m e n t  l e v e l  

(76% )  r a t h e r  t h a n  t h e  e s t a b l i s h m e n t  l e v e l  ( 2 2 % ) .  E q u a l l y ,  

t h e  d e c i s i o n  a b o u t  how  t o  i n t r o d u c e  t h e  c h a n g e  t e n d e d  t o  

o c c u r  a t  t h e  h i g h e r  m a n a g e m e n t  l e v e l  (4 6 % )  r a t h e r  t h a n  a t  

e s t a b l i s h m e n t  l e v e l  ( 4 1 % )  a l t h o u g h  t h e  d i f f e r e n c e  i s  o n l y  

5%. I n  f o c u s i n g  o n  t h e  i n t r o d u c t i o n  o f  w o r d  p r o c e s s o r s  a n d
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c o m p u t e r s  i n  t h e  p r i v a t e  s e r v i c e  s e c t o r ,  D a n i e l  f o u n d  t h a t  

d e c i s i o n s  t o  i n n o v a t e  a n d  d e c i s i o n s  a b o u t  h o w  t o  i n n o v a t e ,  

t o o k  p l a c e  m o s t  o f t e n  a t  t h e  e s t a b l i s h m e n t  l e v e l :  48% a n d  

57% r e s p e c t i v e l y ,  c o m p a r e d  w i t h  38% a n d  29% f o r  h i g h e r  

l e v e l  m a n a g e m e n t  ( 1 9 8 7 ;  p 9 5 ) .

M a r t i n  ( 1 9 8 8 )  f o u n d  t h a t  m a n a g e r s  t e n d e d  t o  s t r e s s  t h e  

i n v o l v e m e n t  o f  t h e i r  own l e v e l  w h e n  a s k e d  a b o u t  d e c i s i o n s  

o v e r  n e w  t e c h n o l o g y .  H o w e v e r ,  h e  a r g u e s  t h a t  t h e  g e n e r a l  

t r e n d  i n  t h e  s e r v i c e  s e c t o r  i s  f o r  c o r p o r a t e  l e v e l  t o  

d e c i d e ,  u p o n  c h a n g e ,  b u t  t o  l e a v e  d e c i s i o n s  o v e r  h o w  t o  

c h a n g e  t o  e s t a b l i s h m e n t  m a n a g e r s .

T h e s e  c o n c l u s i o n s  c o n f o r m  w i t h  t h e  l o g i c a l  a s s u m p t i o n s  

t h a t  w h i l s t  d e c i s i o n s  o v e r  i n v e s t m e n t  i n  t e c h n o l o g y ,  

p r o d u c t  o r  s e r v i c e  a n d  o v e r a l l  s t a f f i n g  l e v e l s  a r e  l i k e l y  

t o  b e  m a d e  a t  h e a d  o f f i c e ,  t h e  d e c i s i o n s  o v e r  how  t o  

o p e r a t e  t h e  t e c h n o l o g y ,  w h e r e  t o  r a t i o n a l i s e  t h e  w o r k f o r c e  

a n d  h o w  t o  c h a n g e  w o r k i n g  c o n d i t i o n s  a n d  p r a c t i c e s  a r e  m o r e  

e a s i l y  a n d  e f f e c t i v e l y  d e c i d e d  a t  e s t a b l i s h m e n t  l e v e l .  I n  

e f f e c t ,  t h e  e v i d e n c e  f r o m  t h e  s u r v e y s  r e i n f o r c e s  t h e  

f i n d i n g s  o f  K i n n i e  ( 1 9 8 5 ) ,  t h a t  s t r a t e g i c  d e c i s i o n s  

( i n v e s t m e n t ,  s t a f f i n g ,  p r o d u c t i v i t y )  a r e  m a d e  a t  c o r p o r a t e  

l e v e l  w h i l s t  o p e r a t i o n a l  d e c i s i o n s  ( r a t i o n a l i s a t i o n ,  

t e c h n o l o g y  t y p e ,  w o r k i n g  p r a c t i c e s )  a r e  m a d e  a t  

e s t a b l i s h m e n t  l e v e l  -  t h u s  t h e r e  i s  b o t h  c e n t r a l i s a t i o n  a n d  

d e c e n t r a l i s a t i o n  o c c u r r i n g  a t  t h e  s a m e  t i m e .

I n i t i a t i n g  C h a n g e

I t  w o u l d  s e e m  p r o b a b l e  t h a t  i n  p r o v i n c i a l  n e w s p a p e r s  t h e  

i n i t i a t i v e  t o  i n t r o d u c e  d i r e c t  i n p u t  t e c h n o l o g y  c a m e  f r o m  

h i g h e r  l e v e l  m a n a g e m e n t .  To  e s t a b l i s h  t h i s  a  w i d e  s u r v e y  o f
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t h e  d i f f e r e n t  l e v e l s  o f  m a n a g e m e n t  w o u l d  h a v e  t o  b e  

u n d e r t a k e n  a n d  t h a t  i s  o u t s i d e  t h e  s c o p e  o f  t h i s  p a r t i c u l a r  

s t u d y .  H o w e v e r ,  a  n u m b e r  o f  b r o a d  p r e l i m i n a r y  o b s e r v a t i o n s  

c a n  b e  m a d e .  F i r s t ,  t h e r e  s e e m e d  t o  b e  n o  o b v i o u s  p a t t e r n  

t o  t h e  w a y  n e w s p a p e r s  w i t h i n  t h e  g r o u p s  a d o p t e d  t e c h n o l o g y .  

F o r  e x a m p l e ,  i f  a l l  t h e  w e e k l y  t i t l e s  o f  a  g r o u p  h a d  

i n t r o d u c e d  d i r e c t  i n p u t ,  f o l l o w e d  b y  t h e  d a i l i e s ,  o r  i f  

t h e r e  w a s  a  r e g i o n a l  p a t t e r n  i t  m i g h t  p o i n t  t o  a  c e n t r a l l y  

c o - o r d i n a t e d  i n t r o d u c t i o n  p l a n .  I t  i s  m o r e  p r o b a b l e  t h a t  

t h e  g r o u p  m a n a g e m e n t  i n d i c a t e d  t o  t h e  e s t a b l i s h m e n t s  t h a t  

i t  w a s  p e r m i s s i b l e  t o  i n v e s t i g a t e  n e w  t e c h n o l o g y ,  b u t  l e f t  

i t  u p  t o  t h e  i n d i v i d u a l  e s t a b l i s h m e n t s  t o  d e v i s e  a  

t i m e t a b l e .

A s e c o n d  o b s e r v a t i o n  s u g g e s t i n g  e s t a b l i s h m e n t  a u t o n o m y  

c o n c e r n s  t h e  r e s e a r c h  o f  t h e  s y s t e m s .  A t  e a c h  o f  t h e  20  

n e w s p a p e r s ,  t h e  r e s e a r c h  w a s  l e d  b y  e s t a b l i s h m e n t  m a n a g e r s  

w h o  m a d e  v i s i t s  t o  n e w s p a p e r s  t h a t  w e r e  u s i n g  d i r e c t  i n p u t  

-  s o m e  o f  t h e  f i r s t  i n n o v a t o r s  t h u s  m a d e  v i s i t s  t o  t h e  

U n i t e d  S t a t e s  a n d  E u r o p e .  L o c a l  m a n a g e r s  s a y  t h e y  w e r e  l e f t  

t o  d e c i d e  h o w  t o  g o  a b o u t  t h e i r  r e s e a r c h  i n t o  d i r e c t  i n p u t  

a n d  a r r a n g e  v i s i t s  t o  s e e  s y s t e m s  r u n n i n g ,  a n d  c o n t a c t  

s u p p l i e r s .

A t h i r d  i n d i c a t o r  o f  a u t o n o m y  i s  t h e  d i v e r s i t y  o f

d i r e c t  i n p u t  s y s t e m s  b e i n g  u s e d  w i t h i n  g r o u p s .  T h i s

s u g g e s t s  t h a t  t h e r e  w a s  n o  c e n t r a l i s e d  b u y i n g  p o l i c y  a n d

t h a t  e s t a b l i s h m e n t  m a n a g e r s  w e r e  l e f t  t o  d e c i d e  t h e  s y s t e m

m o s t  s u i t a b l e  f o r  t h e i r  e n t e r p r i s e .  T h i s  p o i n t  w a s  m a d e  b y

o n e  o f  t h e  n e w s p a p e r  e d i t o r s :

T h e re  a r e  v a r i o u s  sy s te m s  i n  o t h e r  p l a c e s  a c r o s s  t h e  g ro u p .
I t  seem s l o g i c a l  t h a t  a  g ro u p  o u g h t t o  h a v e  some s o r t  o f  
p o l i c y  on  w h a t t o  buy  b e c a u s e  o b v io u s ly  y o u  h a v e  a  b i t  m ore 
c l o u t  w i th  t h e  s u p p l i e r ,  a n d  you  c a n  ex c h an g e  e q u ip m e n t a n d
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copy  w i th  o t h e r s  i n  t h e  g ro u p  i f  n e c e s s a r y .  H ow ever, t h e  
p a p e r  h a s  a  tre m en d o u s  am ount o f  au tonom y.

I t  i s  e x t r e m e l y  u n l i k e l y  t h a t  t h e  f i n a l  s e l e c t i o n  o f  t h e

s y s t e m  w a s  l e f t  t o  t h e  e s t a b l i s h m e n t  m a n a g e r s .  T h e  l a r g e

c a p i t a l  i n v e s t m e n t  w o u l d  a l m o s t  c e r t a i n l y  h a v e  t o  b e

a p p r o v e d  b y  g r o u p  c o r p o r a t e  m a n a g e m e n t ,  a n d  i n d e e d  t h i s  i s

s u b s t a n t i a t e d  b y  t h e  m a n a g e r s  i n t e r v i e w e d .  O n e  p a r t i c u l a r

p o i g n a n t  e f f e c t  s u c h  ' a p p r o v a l  '  c o u l d  h a v e  i s  i l l u s t r a t e d

b y  t h e  m a n a g e r  w h o  e x p l a i n e d :

We p u t  i n  a  r e q u e s t  f o r  a  p a r t i c u l a r  sy s te m  a n d  we w e re  t o l d  
t h a t  we c o u ld  h a v e  h a l f  t h a t  am o u n t. T h a t i s  w h a t t h i s  sy s te m  
c o s t .  I  t h i n k  t h i s  s y s te m  h a s  t u r n e d  o u t  d o in g  s e v e n  t e n t h s  
o f  w h a t t h e  o t h e r  sy s te m  w ou ld  h a v e  d o n e , s o  c o s t  e f f e c t i v e  
w is e ,  i t  h a s  done  v e r y  w e l l .  We o r i g i n a l l y  d i d  tw o  o r  t h r e e  
s h o r t l i s t s ,  b a s e d  on  c o s t s ,  f u n c t i o n s ,  e t  c e t e r a .  I n i t i a l l y  
t h i s  s y s te m  w as b o tto m  o f  t h e  l i s t  -  we h ad  c r o s s e d  i t  o f f .

I n  t h i s  e x a m p l e ,  t h e  g r o u p  a p p r o v a l  p r o c e s s  f o r c e d  

e s t a b l i s h m e n t  m a n a g e r s  t o  r e a p p r a i s e  t h e i r  r e s e a r c h ,  a n d  

c h o o s e  a  d i r e c t  i n p u t  s y s t e m  t h e y  o r i g i n a l l y  c o n s i d e r e d  

u n s u i t a b l e .  T h i s  d e m o n s t r a t e s  t h e  c o n t r o l  t h a t  h i g h e r  l e v e l  

m a n a g e r s  r e t a i n  t h r o u g h  b u d g e t a r y  p l a n s  a n d  t a r g e t s .  As  

P u r c e l l  r e c e n t l y  o b s e r v e d ,  " c o - o r d i n a t i o n  a n d  c o n t r o l  c o m e s  

t h r o u g h  t h e  b u d g e t a r y  c o n t r o l  m e c h a n i s m "  ( 1 9 8 9 ;  p . 5 5 ) ,  o r  

a s  a  s e n i o r  m a n a g e r  s a i d :

The a r e a s  we come up  a g a i n s t  a r e  c o s t .  T h a t 's  w h e re  we h i t  
t h e  g r o u p 's  i n f l u e n c e  o r  s u g g e s t io n  -  o r  dem and!

I f  h i g h e r  m a n a g e m e n t  i n c r e a s i n g l y  a r e  d e c e n t r a l i s i n g  

e s t a b l i s h m e n t s  i n t o  p r o f i t  c e n t r e s  o r  c o s t  c e n t r e s ,  

a d o p t i n g  f l e x i b l e  m a n a g e m e n t  t o  m e e t  n e w  m a r k e t  c o n d i t i o n s  

a s  t h e  s u r v e y s  s e e m  t o  s h o w  ( L e g g e ,  1 9 8 8 ) ,  t h e n  a u t o n o m y  

r e a l l y  m e a n s  g r e a t e r  m a n a g e r i a l  a c c o u n t a b i l i t y .  A s e n i o r  

m a n a g e r  c o m m e n t e d :

[Head O f f i c e ]  a r e  s a y in g  t o  u s :  ' t h e  m ore d e c i s i o n s  you  c a n
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make on  y o u r  own w i t h in  t h e  money fram ew o rk , t h e  b e t t e r  -  we 
w an t t o  h a v e  l e s s  i n f l u e n c e  o v e r  t h e  d a y  t o  d a y  w o rk in g s  o f  
o p e r a t i o n s ;  we w i l l  come and  s e e  you  o c c a s i o n a l l y ,  a n d  
o b v io u s ly  we w i l l  lo o k  a t  y o u r  in c c m in g  f i g u r e s ,  an d  i f  t h e r e  
a r e  u p s  a n d  downs we w i l l  w a n t t o  know w hy, b u t  beyond  t h a t ,  
i n  g e n e r a l  t r a d i n g  t e r m s ,  w h a t you  d o  i s  u p  t o  y o u . '

A s e n i o r  m a n a g e r  f r o m  a n o t h e r  g r o u p  s a i d :

T h e re  h a s  b e e n  a  c r u c i a l  c h a n g e  i n  t h e  c o r p o r a te  p h i lo s o p h y .  
Day t o  d a y  t h e  o p e r a t i o n  i s  s o l e l y  u s  -  we do  n o t  co n fo rm  t o  
a  g ro u p  way o f  ru n n in g  t h i n g s .  We u s e d  t o  h a v e  a  sy s te m  w h ere  
a l l  t h e  p u b l i s h in g  c e n t r e s  w e re  v i r t u a l l y  b r a n c h  o f f i c e s  o f  
t h e  d i v i s i o n a l  l e v e l .  I t  [ d i v i s i o n a l  c o n t r o l ]  w as v e r y  s t r o n g  
d a y - to - d a y  w is e  -  t h e  r e p o r t i n g  was v e r y  s t r o n g .  I n  t h e  l a s t  
tw o o r  t h r e e  y e a r s ,  t h e  m id d le  s e c t i o n  [ d i v i s i o n a l  
m anagem ent] h a s  b e e n  t a k e n  o u t .  We d o  n o t  s u f f e r  f rc m  
c o r p o r a te  c o n s t r a i n t  a n y  m o re .

M e t h o d  o f  C h a n g e

T h e  s u r v e y s  b y  D a n i e l  ( 1 9 8 7 )  a n d  M a r g i n s o n  e t  a l  ( 1 9 8 8 )  

w e r e  i n  a g r e e m e n t  i n  i d e n t i f y i n g  t h e  e s t a b l i s h m e n t  a s  t h e  

m o s t  i m p o r t a n t  d e c i s i o n - m a k i n g  u n i t  w i t h  r e g a r d  t o  t h e  

o p e r a t i o n a l  a s p e c t s  o f  c h a n g e  i n  t h e  s e r v i c e  s e c t o r .  

C l e a r l y  s u c h  e s t a b l i s h m e n t  a u t o n o m y  w o u l d  a l l o w  m a n a g e r s  t o  

e x e r c i s e  d i s c r e t i o n  o v e r  t h e  u s e  o f  t e c h n o l o g y  a n d  c h a n g e s  

i n  w o r k i n g  p r a c t i c e s  a n d  c o n d i t i o n s  i n  l i n e  w i t h  t h e  

p a r t i c u l a r  l o c a l  l a b o u r  m a r k e t  a n d  p r o d u c t  m a r k e t  

c o m p e t i t i o n .  T h e r e f o r e  we  c o u l d  e x a m i n e  t h e  e x t e n t  o f  

d e c e n t r a l i s a t i o n  b y  a s s e s s i n g  t h e  a u t o n o m y  o f  e s t a b l i s h m e n t  

m a n a g e r s  i n  b a r g a i n i n g  o v e r  n e w  t e c h n o l o g y .

F r o m  a c c o u n t s  b y  t h e  u n i o n  r e p r e s e n t a t i v e s ,  n o n e  o f  t h e  

n e g o t i a t i o n s  i n  t h e  2 0  n e w s p a p e r s  d i r e c t l y  i n v o l v e d  

m a n a g e r s  a b o v e  e s t a b l i s h m e n t  l e v e l .  H o w e v e r ,  m a n y  o f  t h e  

F /M o C s f e l t  t h a t  t h e  m a n a g e r s  w e r e  b e i n g  t o l d  w h a t  t o  d o  b y  

g r o u p  m a n a g e r s .  T h e  m a n a g e r s  i n t e r v i e w e d  d e n i e d  t h i s  w a s  

t h e  c a s e ,  a l t h o u g h  s o m e  w e r e  l e s s  e m p h a t i c  t h a n  o t h e r s .  F o r  

e x a m p l e ,  o n e  o f  t h e  E d i t o r s  a r g u e d  t h a t  h e  w a s  c o m p l e t e l y  

a u t o n o m o u s  i n  c o n d u c t i n g  t h e  n e g o t i a t i o n s  o v e r  n e w
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t e c h n o l o g y  a s  l o n g  a s  d e c i s i o n s  m a d e  l o c a l l y  w o u l d  n o t  h a v e

r e p e r c u s s i o n s  g r o u p  w i d e .  He s a i d :

We r e f e r r e d  t o  London on  s p e c i f i c  p o i n t s  w h e re  we f e l t  t h e r e  
m ig h t b e  r a m i f i c a t i o n s  th ro u g h o u t  t h e  g ro u p  o v e r  c o n c e s s io n s ,  
o r  o v e r  a  p a r t i c u l a r l y  h a r d  l i n e  ta k e n  on o n e  i s s u e .  T h e re  
was a  b ro a d  d i s c u s s io n  w i th  London, b u t  s u r p r i s i n g l y ,  
c e r t a i n l y  t o  m e, we w e re  l e f t  t o  g e t  on w i th  i t  an d  g e t  t h e  
b e s t  d e a l  we c o u ld .

T h i s  c o n t r a s t s  w i t h  t h e  F o C ' s  i m p r e s s i o n  o f  t h e  s a m e  

n e g o t i a t i o n s :

R e a l ly  we w ere  n e g o t i a t i n g  w i th  t h e  g ro u p  MD i n  L ondon. Phone 
c a l l s  [b e tw een  m an a g e rs ]  w e re  g o in g  b a c k  an d  f o r t h .  When i t  
was s u g g e s te d  t o  t h e  com pany MD t h a t  h e  w as n o t  em pow ered t o  
make d e c i s i o n s  w i th o u t  g e t t i n g  t h e  g ro u p  a p p ro v a l  h e  r e f u t e d  
i t  s t r o n g l y .  I n t e r e s t i n g l y  h e  d id  c a n e  b a c k  t o  u s  a t  one  
s t a g e  a f t e r  c o n s id e r in g  an  a s p e c t  o f  t h e  a g re e m e n t s a y in g  
t h a t  London w ould  n o t  a c c e p t  i t .

A t  a n o t h e r  o f  t h e  c a s e  s t u d i e s ,  t h e  s e n i o r  n e g o t i a t o r  ( t h e  

E d i t o r )  w a s  d i r e c t l y  o v e r - r u l e d  b y  d i v i s i o n a l  m a n a g e m e n t  

a f t e r  s t a r t i n g  n e g o t i a t i o n s  a t  t h e  u n i o n s '  r e q u e s t  o n  a  

j o i n t - u n i o n  b a s i s .  He a r g u e s  t h a t  h e  h a d  o r i g i n a l l y  b e e n  

p e r s u a d e d  b y  t h e  u n i o n s  a g a i n s t  h i s  ' b e t t e r  j u d g e m e n t '  a n d  

d e c i d e d  s u c h  m e e t i n g s  w o u l d  b e  f r u i t l e s s .  T h e  FoC p o s s e s s e s  

a n  o p e n  l e t t e r  t h e  E d i t o r  s e n t  t o  u n i o n  m e m b e r s  f o l l o w i n g  

t h e  j o i n t  m e e t i n g  w h i c h  s t a t e s  t h a t  t h e  m e e t i n g  w a s  

c o n s t r u c t i v e .  He s u g g e s t s  t h a t  i t  i s  m o r e  t h a n  c o i n c i d e n c e  

t h a t  b e t w e e n  s e n d i n g  t h e  l e t t e r  a n d  c h a n g i n g  h i s  m i n d  o v e r  

t h e  j o i n t - m e e t i n g s ,  t h e  E d i t o r  a t t e n d e d  a  b o a r d  m e e t i n g  

w i t h  d i v i s i o n a l  d i r e c t o r s .

F u l l  t i m e  o f f i c i a l s  f r o m  t h e  NUJ a r g u e  t h a t  t h e r e  w e r e  

d i s c e r n a b l e  g r o u p  s t r a t e g i e s  t h a t  b e c a m e  a p p a r e n t  t o  t h e m  

a s  t h e y  m o v e d  a r o u n d  t h e  c o u n t r y  t o  p a r t i c i p a t e  i n  t h e  

d i f f e r e n t  n e g o t i a t i o n s .  M a n y  o f  t h e s e  ' g r o u p  s t r a t e g i e s '  

a r e  d i s c u s s e d  i n  t h e  n e x t  c h a p t e r  w i t h  r e f e r e n c e  t o  t h e  n e w  

t e c h n o l o g y  a g r e e m e n t s .  M a n a g e r s  d e n i e d  t h e r e  w a s  a  g r o u p
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s t r a t e g y ,  a n d  i n d e e d  o n e  s e n i o r  m a n a g e r  f e l t  t h e r e  w a s

i n s u f f i c i e n t  s u p p o r t  f r o m  g r o u p  l e v e l :

The g ro u p  seem  t o  h a v e  a  much m ore r e l a x e d  a t t i t u d e  t o  t h e  
c o r p o r a te  a s p e c t  on  i n d u s t r i a l  r e l a t i o n s .  I  d o n ' t  r e a l l y  g e t  
any  g u id a n c e  i n  te rm s  o f  i . r .  A l l  n e g o t i a t i o n s  te n d  t o  b e  
done l o c a l l y  w i th o u t  a n y  r e a l  a d v ic e  -  o r  s u p p o r t  a lm o s t .  On 
new te c h n o lo g y  t h e  g ro u p  d i d  n o t  arm  u s  w i th  o t h e r  a g re e m e n ts  
t h a t  h ad  b e e n  a c h ie v e d  a ro u n d  t h e  g ro u p  -  p e o p le  f rc m  t h e  NUJ 
and  NGA w ould  come i n  arm ed w i th  a g re e m e n ts  from  o t h e r  p a p e r s  
i n  t h e  g ro u p , b u t  we d i d  n o t  ev en  h a v e  t h a t  k n o w led g e .

Sum m ary

R e c e n t  s u r v e y s  o f  t e c h n o l o g i c a l  c h a n g e  s u g g e s t  t h a t  a  

t e n d e n c y  f o r  s t r a t e g i c  d e c i s i o n - m a k i n g  t o  b e  c e n t r a l i s e d  

a n d  o p e r a t i o n a l  d e c i s i o n - m a k i n g  t o  b e  d e c e n t r a l i s e d  t o  

e s t a b l i s h m e n t  l e v e l  m a n a g e r s .  I n  n e w s p a p e r s  t h e r e  s e e m s  t o  

h a v e  b e e n  l o c a l  a u t o n o m y  i n  d e c i d i n g  w h e n  t o  m o v e  t o  d i r e c t  

i n p u t  a n d  h o w  t o  r e s e a r c h  t h e  p o t e n t i a l  s y s t e m s ,  b u t  

c e n t r a l  d e c i s i o n - m a k i n g  o v e r  t h e  f i n a l  s e l e c t i o n  t h r o u g h  

c e n t r a l  c o n t r o l  o f  t h e  c a p i t a l  e x p e n d i t u r e  b u d g e t .

L o c a l  m a n a g e r s  a r g u e d  t h a t  t h e y  w e r e  t o t a l l y  a u t o n o m o u s  

w h e n  b a r g a i n i n g  o v e r  t h e  c h a n g e s  w i t h  t h e  w o r k f o r c e ,  

a l t h o u g h  u n i o n  r e p r e s e n t a t i v e s  a n d  f u l l t i m e  NUJ o f f i c e r s  

c l a i m e d  t h a t  t h e r e  w a s  e v i d e n c e  o f  c e n t r a l i s e d  c o n t r o l .

E m p lo y e e  P a r t i c i p a t i o n

I n  i n t r o d u c i n g  c h a n g e ,  m a n a g e r s  m u s t  a d d r e s s  t h e  q u e s t i o n s  

o f  w h o  s h o u l d  b e  i n v o l v e d ,  a t  w h a t  s t a g e ,  a n d  h o w .  

S u b s e q u e n t  c h a p t e r s  d e a l  w i t h  t h e  i s s u e s  o f  i n v o l v e m e n t  o f

t h e  j o u r n a l i s t s , a n d t h e i r i n f l u e n c e  o v e r t h e  r e s e a r c h ,

s e l e c t i o n  a n d d e s i g n o f t h e p r o c e s s , h o w e v e r ,  s o m e

p r e l i m i n a r y  c o m m e n t s a r e m a d e h e r e  i n r e l a t i o n  t o

m a n a g e r i a l  s t r a t e g y  o p t i o n s .

M a n a g e r s  a r e  f a c e d  w i t h  t h r e e  b r o a d  c h o i c e s  o f
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s t r a t e g y :  u n i l a t e r a l  i m p o s i t i o n ,  c o n s u l t a t i o n  o r  

n e g o t i a t i o n .  I n  d e c i d i n g  o n  t h e  a p p r o p r i a t e  m e t h o d ,  

m a n a g e r s  a r e  l i k e l y  t o  b e  i n f l u e n c e d  b y  e x i s t i n g  b a r g a i n i n g  

a r r a n g e m e n t s .  W i l l m a n  ( 1 9 8 6 )  h a s  p o i n t e d  o u t  t h a t  t h i s  w i l l  

a f f e c t  d i r e c t l y  t h e  u n i o n s "  i n f l u e n c e  b e c a u s e  d e c e n t r a l i s e d  

b a r g a i n i n g  i s  l i k e l y  t o  g i v e  u n i o n s  i n f l u e n c e  o v e r  t h e  

i m p l e m e n t a t i o n  o f  c h a n g e ,  w h i l s t  c e n t r a l i s e d  b a r g a i n i n g  

w i l l  g i v e  t h e m  m o r e  i n f l u e n c e  o v e r  t h e  s t r a t e g y  f o r  c h a n g e .  

A l t e r n a t i v e l y ,  m a n a g e r s  m ay  c h o s e  t o  a d o p t  t o t a l l y  

d i f f e r e n t  b a r g a i n i n g  p r o c e d u r e s  t o  i n t r o d u c e  n e w  

t e c h n o l o g y ,  w h i c h  m a y  m e a n  r e f u s i n g  t o  b a r g a i n i n g  a n d  

i m p o s i n g  t h e  c h a n g e  u n i l a t e r a l l y ,  a r g u i n g  t h a t  i t  i s  p a r t  

o f  t h e  m a n a g e r i a l  p r e r o g a t i v e  t o  d o  s o .  D a v i e s  ( 1 9 8 6 ) ,  f o r  

e x a m p l e ,  f o u n d  t h r e e  d i s t i n c t  u n i l a t e r a l  s t r a t e g i e s  i n  h e r  

s t u d y  o f  t h e  b r e w i n g  i n d u s t r y ,  f i r s t  w a s  t h e  t h r e a t  o f  

c l o s u r e  o r  d i s m i s s a l  u n l e s s  t h e  w o r k f o r c e  c o m p l i e d  w i t h  t h e  

c h a n g e s .  S e c o n d  w a s  t h e  a t t i t u d e  t h a t  m a n a g e r s  " k n e w  b e s t " ;  

t h e y  p o r t r a y e d  t h e m s e l v e s  a s  t h e  e x p e r t s ,  g i v i n g  t h e  

i m p r e s s i o n  t h a t  i n p u t  v i a  t h e  t r a d e  u n i o n  w o u l d  b e  

u n p r o d u c t i v e .  T h i r d ,  w a s  t h e  a d o p t i o n  o f  a  s t e p - b y - s t e p  

a p p r o a c h  t o  c h a n g e ,  l e a v i n g  t h e  m o s t  c o n t r o v e r s i a l  c h a n g e s  

u n t i l  l a s t  -  i n t r o d u c t i o n  b y  s t e a l t h .

A f u r t h e r  e x a m p l e  o f  u n i l a t e r a l  i m p o s i t i o n  o c c u r r e d  a t  

t h e  New s  I n t e r n a t i o n a l  p r i n t i n g  p l a n t  a t  W a p p i n g .  T h e  p r i n t  

u n i o n s  w e r e  n o t  n e e d e d  t o  o p e r a t e  t h e  n e w  e q u i p m e n t ,  s o  

a f t e r  i n i t i a l  a t t e m p t s  t o  b a r g a i n  f a i l e d ,  t h e  m a n a g e m e n t  

a d o p t e d  a  u n i l a t e r a l  i m p o s i t i o n  a p p r o a c h  a n d  b r o u g h t  i n  a n  

a l t e r n a t i v e  w o r k f o r c e  ( a  f u l l  a c c o u n t  c a n  b e  f o u n d  i n  

M e l v e r n ,  1 9 8 6 ) .  T h u s ,  t h e r e  i s  l i k e l y  t o  b e  l e s s  u n i o n  

i n v o l v e m e n t  w h e r e  m a n a g e r s  b e l i e v e  t h a t  e x i s t i n g  w o r k e r s  o r
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p r o s p e c t i v e  o p e r a t o r s  h a v e  n o t h i n g  c o n s t r u c t i v e  t o  o f f e r  i n  

t h e  i m p l e m e n t a t i o n  p r o c e s s .

D e c i s i o n s  a b o u t  w h o  t o  i n v o l v e  m i g h t  a l s o  b e  p r e j u d i c e d  

b y  m a n a g e r s '  a t t i t u d e s  t o  t h e  o c c u p a t i o n a l  g r o u p  b e i n g  

a f f e c t e d .  D a n i e l  ( 1 9 8 7 )  f o u n d  t h a t  m a n a g e r s  i n t r o d u c i n g  

c h a n g e  w e r e  m o r e  l i k e l y  t o  i n v o l v e  o f f i c e  w o r k e r s  t h a n  

m a n u a l  w o r k e r s ,  a l t h o u g h  t h i s  t e n d e d  t o  b e  t h r o u g h  i n f o r m a l  

c o n s u l t a t i o n .  He a r g u e s ,  " T h e r e  w o u l d  a p p e a r  t o  b e  n o  

r e a s o n  w h y  a  s e m i - s k i l l e d  w o r k e r  i n  a n  o f f i c e  s h o u l d  h a v e  

a n y  m o r e  t o  c o n t r i b u t e  t o  d i s c u s s i o n s  a b o u t  p r o p o s e d  

c h a n g e s  o r  s h o u l d  h a v e  a n y  m o r e  r i g h t  t o  h a v e  a  v o i c e  i n  

s u c h  d i s c u s s i o n s  t h a n  a  s e m i - s k i l l e d  m a n u a l  w o r k e r .  B u t  i t  

a p p e a r s  t h a t  t h e  B r i t i s h  c l a s s  p r o b l e m  p e r s i s t s  a n d  B r i t i s h  

m a n a g e r s  s t i l l  h a v e  d i f f i c u l t y  i n  c o m m u n i c a t i n g  w i t h  

B r i t i s h  m a n u a l  w o r k e r s "  ( p . 2 8 8 ) .  H o w e v e r ,  D a n i e l  m i g h t  b e  

o v e r - i n t e r p r e t i n g  t h e  s i t u a t i o n ,  s i n c e  i t  m a y  b e  t h a t  i t  i s  

e a s i e r  a n d  m o r e  c o n v e n i e n t  f o r  a  m a n a g e r  t o  i n t e r r u p t  w o r k  

i n  t h e  q u i e t  o f f i c e  e n v i r o n m e n t  i n  o r d e r  t o  h a v e  a n  

' i n f o r m a l  c h a t '  a b o u t  n e w  t e c h n o l o g y  t h a n  t o  s t o p  t h e  

p r o d u c t i o n  l i n e ,  s h o u t  a b o v e  t h e  m a c h i n e s ,  o r  f i n d  o f f - s i t e  

m a n u a l  w o r k e r s .

D a n i e l  f o u n d  t h a t  n e g o t i a t i o n  w a s  t h e  l e a s t  l i k e l y  f o r m  

o f  e m p l o y e e  i n v o l v e m e n t ,  a n d  t h a t  g e n e r a l l y  l e v e l s  o f  

c o n s u l t a t i o n  a n d  n e g o t i a t i o n  w e r e  v e r y  l o w .  He f o u n d  t h a t  

i n  o f f i c e s  w h e r e  u n i o n s  w e r e  r e c o g n i s e d ,  n e g o t i a t i o n  

o c c u r r e d  i n  o n l y  1 0 %, w h i l s t  c o n s u l t a t i o n  w i t h  u n i o n  

o f f i c e r s  o c c u r r e d  i n  54% ,  a n d  i n  34% t h e r e  w e r e  n o  

d i s c u s s i o n s  a t  a l l  ( 1 9 8 7 ;  p l 4 2 ) .  W hen u n i o n s  w e r e  n o t  

r e c o g n i s e d ,  t h e  i n c i d e n c e  o f  n e g o t i a t i o n  a n d  c o n s u l t a t i o n  

d r o p p e d  e v e n  l o w e r .
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G i v e n  t h a t  j o u r n a l i s t s  h a v e  a  f o r m a l  u n i o n  s t r u c t u r e  

w i t h  a  c o l l e c t i v e  b a r g a i n i n g  t r a d i t i o n ,  w i l l  b e  e x p e c t e d  t o  

u s e  t h e  n e w  t e c h n o l o g y ,  a r e  w h i t e - c o l l a r  w o r k e r s ,  a n d  a r e  

r e a s o n a b l y  a r t i c u l a t e ,  i t  i s  p e r h a p s  n o t  s u r p r i s i n g  t h a t  

n e w s p a p e r  m a n a g e r s  h a v e  g e n e r a l l y  a c c e p t e d  t h a t  n e g o t i a t i o n  

i s  t h e  a p p r o p r i a t e  m e a n s  o f  i n v o l v i n g  j o u r n a l i s t s  i n  t h e  

i m p l e m e n t a t i o n  o f  d i r e c t  i n p u t .  M o r e o v e r ,  t h e y  h a v e  b e e n  

w i l l i n g  t o  a c c e p t  t h e  NUJ p r o p o s a l  t h a t  b a r g a i n i n g  t a k e s  

p l a c e  u n d e r  a  New T e c h n o l o g y  A g r e e m e n t  ( N T A ) .  T h e  

b a r g a i n i n g  p r o c e s s  a n d  t h e  r o l e  o f  t h e  NTA i s  d i s c u s s e d  i n  

t h e  n e x t  c h a p t e r ,  h o w e v e r  a  m i n o r i t y  o f  c o m p a n i e s  h a v e  

a d o p t e d  a l t e r n a t i v e  b a r g a i n i n g  s t r a t e g i e s  w h i c h  a r e  

d i s c u s s e d  h e r e .

F o u r  a d d i t i o n a l  s t r a t e g i e s  c a n  b e  i d e n t i f i e d :  f i r s t ,  

n e g o t i a t i o n  w i t h  j o u r n a l i s t s  o v e r  t e c h n o l o g y  p a y  f o r  u s i n g  

t h e  d i r e c t  i n p u t  s y s t e m ,  b u t  n o t  o v e r  a  NTA; s e c o n d ,  

n e g o t i a t i o n  o f  a  NTA b u t  n o t  i n c l u d i n g  t e c h n o l o g y  p a y .  

T h e s e  ' r e s t r i c t e d  n e g o t i a t i o n '  s t r a t e g i e s  t e n d  t o  h a v e  b e e n  

a d o p t e d  b y  w e e k l y  n e w s p a p e r s .  T h i r d ,  i s  t h e  s t r a t e g y  o f  n o  

n e g o t i a t i o n  -  u n i l a t e r a l  i m p o s i t i o n .  A g a i n  t h i s  t e n d s  t o  b e  

a t  w e e k l y  n e w s p a p e r s ,  i n  p a r t i c u l a r  t h e  f r e e  w e e k l i e s  w h i c h  

o f t e n  h a v e  e i t h e r  v e r y  f e w  j o u r n a l i s t s ,  o r  a  l o w  d e n s i t y  o f  

NUJ m e m b e r s .  F o u r t h ,  a n d  m o s t  r e c e n t ,  t h e  N o r t h c l i f f e  

N e w s p a p e r s  g r o u p  h a s  b e e n  o f f e r i n g  t e c h n o l o g y  p a y  t i e d  t o  

p e r s o n a l  p a y  i n c r e a s e s .  I t  h a s  b e e n  t h e  l a s t  o f  t h e  m a j o r  

g r o u p s  t o  a d o p t  d i r e c t  i n p u t ,  a n d  i n  a  n u m b e r  o f  n e w s p a p e r s  

t h e  j o u r n a l i s t s  a r e  r e c e i v i n g  t e c h n o l o g y  p a y  a l t h o u g h  a s  

y e t  a r e  n o t  u s i n g  t h e  n e w  e q u i p m e n t .  T h e  g r o u p  i s  t e l l i n g  

t h e  j o u r n a l i s t s  t h a t  b y  a c c e p t i n g  t h e  p a y  i n c r e a s e s  t h e y  

a r e  a g r e e i n g  t o  o p e r a t e  n e w  t e c h n o l o g y  w h e n  i t  a r r i v e s ,  a n d

85



s o  t h e  i n d i v i d u a l  c o m p a n i e s  w i l l  n o t  b e  e n t e r i n g  i n t o  

n e g o t i a t i o n s  o v e r  i t s  u s e  -  i n  s h o r t , t h e y  a r e  s u g g e s t i n g  

t h i s  c o n s t i t u t e s  a  p e r s o n a l  a g r e e m e n t ,  f r e e l y  e n t e r e d  i n t o ,  

w h i c h  o b l i g e s  j o u r n a l i s t s  t o  o p e r a t e  d i r e c t  i n p u t  w h e n  i t  

a r r i v e s .  S i x  c o m p a n i e s  i n  t h e  N o r t h c l i f f e  g r o u p  h a v e  

i n t r o d u c e d  d i r e c t  i n p u t ,  a n d  t h e  m a n a g e r s  h a v e  c o n s u l t e d  

j o u r n a l i s t s  a s  i n d i v i d u a l s ,  b u t  n o t  u n i o n  r e p r e s e n t a t i v e s .

A s u m m a r y  o f  t h e s e  d i f f e r i n g  s t r a t e g i e s  i s  p r e s e n t e d  i n  

t a b l e  3 . 1 .

T a b le  3 - 1 :  C o m p a n y  s t r a t e g i e s  f o r  DI  i n t r o d u c t i o n

No. o f  No. under Company's m ain  
Companies d if fe r e n t  p u b lic a t io n  

ownership D a i ly  Weekly

F u l l  n e g o t ia t io n
NTA & t e c h  p ay 105 42 49 56

R e s t r ic te d  negs.
NTA o n ly 2 2 0 2
T e c h , p a y  o n ly 11 8 2 9

No n e g o t ia t io n 16 13 3 13

P e rson a l pay in c re a se s 15 1 1 1 4

C om piled  fro m  NUJ (M&rch 1989)

Sum m ary

M a n a g e r s  h a v e b e e n w i l l i n g t o  n e g o t i a t e  w i t h j o u r n a l i s t s

o v e r  d i r e c t i n p u t r a t h e r t h a n  i m p o s i n g t h e c h a n g e s

u n i l a t e r a l l y ,  o r  o f f e r i n g  l i m i t e d  p a r t i c i p a t i o n  t h r o u g h  a  

c o n s u l t a t i v e  p r o c e s s .  T h i s  i s  l i k e l y  t o  b e  b e c a u s e  m a n a g e r s  

n e e d  t h e  f u l l  c o o p e r a t i o n  o f  j o u r n a l i s t s  i n  t h e  

i m p l e m e n t a t i o n  p r o c e s s .  T h e  t y p e  o f  n e g o t i a t i o n  v a r i e s ,  

a l t h o u g h  a  n e w  t e c h n o l o g y  a g r e e m e n t  i n c l u d i n g  t e c h n o l o g y  

p a y  i s  t h e  m o s t  com m on b a r g a i n i n g  m e t h o d .
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C o n c lu s i o n s

T h e  m a i n  m a n a g e r i a l  o b j e c t i v e  i n  a d o p t i n g  d i r e c t  i n p u t  

s e e m s  t o  b e  t h e  l o w e r i n g  o f  p r o d u c t i o n  c o s t s .  H o w e v e r ,  

t h e r e  i s  a  c o n t r a d i c t i o n  i n  t h a t  r e d u c t i o n  o f  o p e r a t i n g  

c o s t s  i n v o l v e s  a n  i n c r e a s e  i n  t h e  c a p i t a l  i n t e n s i t y  o f  t h e  

p r o c e s s  t h r o u g h  a  l a r g e  i n v e s t m e n t  i n  n e w  t e c h n o l o g y .  T h e  

c o s t  s a v i n g s  a r e  t h e r e f o r e  o f f s e t  i n  t h e  s h o r t  t e r m  b y  t h e  

o f t e n  m a s s i v e  i n v e s t m e n t  i n  e q u i p m e n t  -  o n e  o f  t h e  

c o m p a n i e s  s p e n t  £ 2 0 m .  I n  a d d i t i o n ,  w a g e  i n c r e a s e s  f o r  

p e o p l e  w ho  m u s t  r e t r a i n  o n  t h e  e q u i p m e n t ,  a n d  t h e  p o t e n t i a l  

n e e d  f o r  a d d i t i o n a l  s t a f f  i n  n o n - p r i n t  a r e a s ,  w o u l d  a l s o  

r e d u c e  t h e  s a v i n g s  a c h i e v e d  b y  d e s t a f f i n g  i n  t h e  p r o d u c t i o n  

a r e a .  T h e r e f o r e  l a b o u r  c o s t  s a v i n g  h a d  a  h i g h  c a p i t a l  

i n v e s t m e n t  p r i c e ,  a n d  m o s t  o f  t h e  c o m p a n i e s  a r e  f a c i n g  a  

l o n g  p a y b a c k  p e r i o d .  T h i s  m a y  m e a n  t h e m  s e e k i n g  t o  r e d u c e  

c o s t s  f u r t h e r  s u b s e q u e n t  t o  t h e  i n t r o d u c t i o n  o f  n e w  

t e c h n o l o g y ;  t h i s  i s  e x p l o r e d  i n  t h e  n e x t  c h a p t e r .

G i v e n  t h e  n e e d  f o r  h i g h e r  i n v e s t m e n t ,  w h y  d i d  m a n a g e r s  

b o t h e r  t o  a d o p t  n e w  t e c h n o l o g y ?  T h e  r e a s o n s  f a l l  i n t o  t w o  

c a t e g o r i e s :  s u r v i v a l  a n d  c o n t r o l .  P r o v i n c i a l  n e w s p a p e r  

m a n a g e r s  i n  t h e  UK h a v e  b e e n  s l o w  t o  a d o p t  n e w  t e c h n o l o g y ;  

t h e  U n i t e d  S t a t e s ,  A u s t r a l i a  a n d  W e s t e r n  E u r o p e  a r e  i n  a  

f a r  m o r e  a d v a n c e d  s t a t e  o f  t e c h n o l o g i c a l  c h a n g e .  T h e  

r e a s o n s  f o r  t h e  s l o w  a d o p t i o n  o f  n e w  t e c h n o l o g y  i n  t h i s  

c o u n t r y  c a n  b e  a t t r i b u t e d  t o  t h e  s t r e n g t h  o f  t h e  p r i n t  

u n i o n s ,  t h e  c o n s e r v a t i s m  o f  n e w s p a p e r  m a n a g e r s  ( s e e  f o r  

e x a m p l e ,  S t o r e y ,  1 9 7 8 ) ,  t h e  l a c k  o f  g o v e r n m e n t  f i n a n c i a l  

a s s i s t a n c e  a n d  e n c o u r a g e m e n t ,  a n d  t h e  p r o h i b i t i v e  c o s t s  o f  

t h e  t e c h n o l o g y .  C o n s e q u e n t l y ,  i n v e s t m e n t  i n  n e w  t e c h n o l o g y  

-  p a r t i c u l a r l y  e d i t o r i a l  d i r e c t  i n p u t  -  h a s  l a r g e l y  b e e n
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v i e w e d  a s  r i f e  w i t h  u n c e r t a i n t y .  By t h e  e a r l y  1 9 8 0 s  

h o w e v e r ,  w i t h  s y s t e m s  o p e r a t i n g  i n  o t h e r  c o u n t r i e s  f o r  

m a n a g e r s  t o  a s s e s s ,  a  c h a n g e  i n  t h e  i n d u s t r i a l  r e l a t i o n s  

c l i m a t e  w i t h i n  t h e  UK, a n d  i n t e n s i f i e d  m a r k e t  p r e s s u r e s  

c a u s e d  b y  t h e  r e c e s s i o n ,  n e w  t e c h n o l o g y  b e c a m e  a  m o r e  

a t t r a c t i v e  p r o p o s i t i o n .  I m p o r t a n t l y ,  t h e  i n d u s t r y  i n  

g e n e r a l  c o n s i d e r e d  i t  n e c e s s a r y  f o r  t h e  s u r v i v a l  o f  t h e  

p r o v i n c i a l  p r e s s  -  e x e m p l i f i e d  b y  t h e  l a u n c h  o f  ' P r o j e c t  

B r e a k t h r o u g h '  b y  t h e  N e w s p a p e r  S o c i e t y  i n  1 9 8 3 :  a  c a m p a i g n  

t h a t  u r g e d  t h e  p r o v i n c i a l  p r e s s  t o  a d o p t  d i r e c t  i n p u t  a s  

t h e  f i r s t  s t e p  i n  a  s u r v i v a l  p l a n  b a s e d  o n  t h e  i n v e s t m e n t  

i n  n e w  t e c h n o l o g y .

New t e c h n o l o g y  f o r  s u r v i v a l  w a s  t h e r e f o r e  a  d e f e n s i v e  

i n n o v a t i o n .  T h i s  i s  f u r t h e r  i l l u s t r a t e d  b y  t h e  r e l u c t a n c e  

o f  s o m e  c o m p a n i e s  t o  a d o p t  d i r e c t  i n p u t  e v e n  a f t e r  t h e  

s y s t e m  h a d  b e e n  t r i e d  a n d  t e s t e d  a t  o t h e r  n e w s p a p e r s .  

N o r t h c l i f f e  n e w s p a p e r s  f o r  e x a m p l e ,  h a s  t r a i l e d  b e h i n d  n o t  

o n l y  t h e  o t h e r  m a j o r  g r o u p s ,  b u t  a l s o  so m e  o f  t h e  

i n d e p e n d e n t l y  o w n e d  n e w s p a p e r s ;  i t  w a s  i n  M a r c h  1 9 8 5  t h a t  

t h e  d i f f u s i o n  o f  e d i t o r i a l  d i r e c t  i n p u t  b e g a n  w i t h  t h e  

s y s t e m  a t  t h e  W o l v e r h a m p t o n  E x p r e s s  a n d  S t a r ,  b u t  i t  w a s  

a l m o s t  f o u r  y e a r s  l a t e r  b e f o r e  t h e  f i r s t  N o r t h c l i f f e  t i t l e  

i n t r o d u c e d  d i r e c t  i n p u t .  W h e r e a s  t h e  N o r t h c l i f f e  g r o u p  m a y  

h a v e  t h o u g h t  t h e  m a r k e t  a d v a n t a g e  o f  b e i n g  e a r l y  i n n o v a t o r s  

w o u l d  b e  o f f s e t  b y  t h e  d i s a d v a n t a g e  o f  b e i n g  f i r s t  a l o n g  

t h e  t e c h n o l o g i c a l  l e a r n i n g  c u r v e ,  T h o m s o n  R e g i o n a l  

N e w s p a p e r s  t o o k  t h e  o p p o s i t e  v i e w .  T h e y  w a n t e d  n o t  o n l y  t o  

b e  p a r t  o f  t h e  v a n g u a r d ,  b u t  t o  b e  s e e n  t o  b e  p a r t  o f  i t .  

T h e r e f o r e ,  a l t h o u g h  n e w s p a p e r  m a n a g e r s  g e n e r a l l y  h a v e  

c o n s i d e r e d  e d i t o r i a l  d i r e c t  i n p u t  a  d e f e n s i v e  i n n o v a t i o n ,
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so m e  m a n a g e r s  h a v e  b e e n  m o r e  d e f e n s i v e  t h a n  o t h e r s .

T h e  s e c o n d  r e a s o n  f o r  i n v e s t i n g  i n  n e w  t e c h n o l o g y  w a s  

t o  r e - e s t a b l i s h  c o n t r o l  o v e r  t h e  p r o d u c t i o n  p r o c e s s .  T h e  

e l i m i n a t i o n  o f  t h e  p r i n t e r s  a n d  t h e  p o t e n t i a l  f o r  i n c r e a s e d  

f l e x i b i l i t y  o f  j o u r n a l i s t s  t h e o r e t i c a l l y  f r e e d  m a n a g e m e n t  

f r o m  m a n y  o f  t h e  c o n s t r a i n t s  o f  t h e  p a s t .  T h e  t e c h n o l o g y  

t h e r e f o r e  a l l o w s  g r e a t e r  c o n t r o l  o v e r  t h e  d e v e l o p m e n t  o f  

t h e  p r o d u c t ,  a n d  t h e  u t i l i s a t i o n  o f  l a b o u r  a n d  e q u i p m e n t  

f o r  m a x i m u m  e f f i c i e n c y  a n d  p r o f i t a b i l i t y .  I n  p r a c t i c e  t h e  

c o n t r o l  o b j e c t i v e s  m a y  n o t  b e  r e a l i s e d  i f  t h e  j o u r n a l i s t s  

a r e  a b l e  t o  e x e r c i s e  i n c r e a s e d  i n f l u e n c e  o v e r  t h e  

p r o d u c t i o n  p r o c e s s  a n d  e n h a n c e  t h e i r  b a r g a i n i n g  p o w e r .  T h i s  

i s  t h e  f o c u s  o f  t h e  t h e s i s  a n d  t h e  i s s u e s  w i l l  b e  e x p l o r e d  

i n  d e t a i l  i n  t h e  n e x t  f o u r  c h a p t e r s .  F o r  n o w ,  we c a n  p u t  

f o r w a r d  t h e  p r o p o s i t i o n  t h a t  t h e  m a n a g e r s  w e r e  n o t  

o b l i v i o u s  t o  t h e  p o s s i b i l i t y  t h a t  t h e  t e c h n o l o g y  w o u l d  

t r a n s f e r  p o w e r  f r o m  o n e  w o r k g r o u p  t o  a n o t h e r ,  a n d  

c o n s e q u e n t l y  t h e i r  s t r a t e g i e s  i n  i m p l e m e n t i n g  n e w  

t e c h n o l o g y  w o u l d  s e e k  t o  m i n i m i s e  t h e  p o s s i b i l i t y  o f  

t r a n s f e r .  T y p i c a l  e x a m p l e s  o f  t h i s  w o u l d  b e  t h e  l i m i t i n g  o f  

b a r g a i n i n g  o v e r  n e w  t e c h n o l o g y ,  t h e  m a r g i n a l i s a t i o n  o f  t h e  

N U J ,  t h e  a d o p t i o n  o f  i n c r e a s i n g l y  i n d i v i d u a l i s t  r a t h e r  t h a n  

c o l l e c t i v i s t  e m p l o y m e n t  p o l i c i e s ,  a n d  t h e  i s o l a t i o n  o f  k e y  

e d i t o r i a l  w o r k e r s .  T h e s e  s t r a t e g i e s  a n d  o t h e r s  w i l l  a l l  b e  

e x a m i n e d  i n  t h e  s u b s e q u e n t  c h a p t e r s .

H a v i n g  c o n s i d e r e d  t h e  m a n a g e r i a l  o b j e c t i v e s  a n d  m a d e  

s o m e  p r e l i m i n a r y  c o m m e n t s  a b o u t  t h e  s t r a t e g i e s  i n v o l v e d  i n  

i n t r o d u c i n g  c h a n g e ,  i t  i s  n o w  p o s s i b l e  t o  u n d e r t a k e  a  m o r e  

d e t a i l e d  a n a l y s i s  o f  t h e  i m p l e m e n t a t i o n  a n d  o p e r a t i o n  o f  

t h e  n e w  t e c h n o l o g y .  T h e  f o c u s  i s  t h e  j o u r n a l i s t  w o r k g r o u p ;
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s t a r t i n g  w i t h  t h e i r  i n f l u e n c e  i n  t h e  c o l l e c t i v e  b a r g a i n i n g  

p r o c e s s  a s  n e w  t e c h n o l o g y  i s  i n t r o d u c e d .  I n  a s s e s s i n g  t h i s ,  

we c a n  c o n s i d e r  a  m u c h  w i d e r  s a m p l e  o f  n e w s p a p e r s  w h e r e  

d i r e c t  i n p u t  h a s  b e e n  i n t r o d u c e d  b y  e x a m i n i n g  t h e  n e w  

t e c h n o l o g y  a g r e e m e n t s  t h a t  f o r m e d  t h e  b a s i s  o f  t h e  

n e g o t i a t i o n  p r o c e s s .  T h e  n e x t  c h a p t e r  m a k e s  a  q u a n t i t a t i v e  

a n d  q u a l i t a t i v e  a s s e s s m e n t  o f  t h e s e  a g r e e m e n t s ,  w h i l s t  

s u b s e q u e n t  c h a p t e r s  e x a m i n e  t h e  p o s t - i n t r o d u c t i o n  c o n t r o l  

i m p l i c a t i o n s  b y  a p p l y i n g  t h e  i n f o r m a t i o n  g a t h e r e d  f r o m  t h e  

2 0 - n e w s p a p e r  s a m p l e  t o  t h e  m o d e l  o f  w o r k p l a c e  c o n t r o l  

d e v e l o p e d  i n  t h e  p r e v i o u s  c h a p t e r .
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CHAPTER FOUR
New T e c h n o lo g y  A g r e e m e n t s  a n d  B a r g a i n i n g  P o w e r

I n  1 9 7 9  t h e  TUC r e c o m m e n d e d  t h e  New T e c h n o l o g y  A g r e e m e n t  

(NTA) a s  t h e  a p p r o p r i a t e  m e t h o d  o f  n e g o t i a t i n g  t h e  

i n t r o d u c t i o n  o f  t e c h n o l o g i c a l  c h a n g e  i n t o  i n d u s t r y .  T h e  

o b j e c t i v e  w a s  ' t o  e x e r t  t r a d e  u n i o n  i n f l u e n c e  a s  f u l l y  a s  

p o s s i b l e  o v e r  t h i s  w h o l e  p r o c e s s  [ o f  t e c h n i c a l  c h a n g e ]  -  

f r o m  t h e  d e c i s i o n  t o  i n v e s t  t o  t h e  o p e r a t i o n  o f  e q u i p m e n t  -  

s o  t h a t  q u e s t i o n s  s u c h  a s  h o u r s  o f  w o r k ,  m a n n i n g  l e v e l s ,  

w o r k i n g  c o n d i t i o n s ,  e v e n  t h e  d e s i g n  o f  e q u i p m e n t  i t s e l f ,  

a r e  m a t t e r s  f o r  n e g o t i a t i o n '  (TUC, 1 9 7 9 ;  p 6 4 ) .  T h i s  c h a p t e r  

t h e r e f o r e  e x a m i n e s  t h e  e x t e n t  t o  w h i c h  t h e  NUJ h a s  m a t c h e d  

t h e s e  o b j e c t i v e s  i n  t h e  n e g o t i a t i o n  o f  NTAs a t  p r o v i n c i a l  

n e w s p a p e r s ,  a n d  a n a l y s e s  t h e  i m p l i c a t i o n s  f o r  l o c a l  l e v e l  

b a r g a i n i n g  p o w e r .  T h e s e  i s s u e s  a r e  a d d r e s s e d  t h r o u g h  f i r s t  

a  b r i e f  d i s c u s s i o n  o f  t h e  N U J ' s  m o d e l  a g r e e m e n t ,  s e c o n d l y  a  

s t a t i s t i c a l  a n a l y s i s  o f  76  N T A s ,  t h i r d l y  a n  a s s e s s m e n t  o f  

t h e  n e g o t i a t o r s '  a c h i e v e m e n t s  w i t h  c o m p a r i s o n s  f r o m  o t h e r  

r e s e a r c h ,  a n d  f o u r t h l y  a  d e t a i l e d  q u a n t i t a t i v e  a n d  

q u a l i t a t i v e  s t u d y  o f  t h e  d i s t r i b u t i o n  o f  b e n e f i t s  f o l l o w i n g  

t h e  i n t r o d u c t i o n  o f  t e c h n o l o g y  a n d  t h e  1 9 8 8  p a y  r o u n d .

The  NUJ M o d e l A g re e m e n t

T h e  NUJ m a d e  i t s  f i r s t  t e n t a t i v e  s t e p s  t o  i n t r o d u c i n g  a  

t e c h n o l o g y  p o l i c y  i n  t h e  1 9 7 0 s ,  a s  p r o v i n c i a l  n e w s p a p e r  

m a n a g e m e n t s  b e g a n  d e v e l o p i n g  O p t i c a l  C h a r a c t e r  R e c o g n i t i o n  

s y s t e m s  a n d  p h o t o c o m p o s i t i o n .  D i r e c t  i n p u t  w a s  b e i n g  u s e d  

i n  A u s t r a l i a  a n d  t h e  U n i t e d  S t a t e s ,  t h u s  t h e  i n e v i t a b i l i t y  

o f  i t s  a r r i v a l  i n  t h e  UK p r o v i n c i a l  p r e s s  p r o m p t e d  t h e  NUJ
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t o  d e v i s e  i t s  f i r s t  m o d e l  a g r e e m e n t  i n  1 9 7 8 .  S u b s e q u e n t  

r e v i s i o n s  a n d  a d d i t i o n s ,  r e l y i n g  o n  e x p e r i e n c e s  f r o m  o t h e r  

c o u n t r i e s ,  a n d  o t h e r  i n d u s t r i e s  i n  t h e  UK l e d  t o  a  d e t a i l e d  

a n d  w i d e  r a n g i n g  m o d e l  a g r e e m e n t  f o r  p r o v i n c i a l  n e w s p a p e r  

c h a p e l s  b y  O c t o b e r  1 9 8 5 .  I t  w a s  a l s o  a  j o i n t  a g r e e m e n t  m a d e  

w i t h  t h e  NGA f o l l o w i n g  t h e  s i g n i n g  o f  a  n a t i o n a l  a c c o r d  

w h i c h  c o m m i t t e d  b o t h  u n i o n s  t o  n e g o t i a t e  t e c h n o l o g y  

t o g e t h e r .  S i n c e  t h a t  d a t e  o n l y  m i n o r  c h a n g e s  h a v e  b e e n  m a d e  

t o  t h e  m o d e l ,  a n d  i t  h a s  r e m a i n e d  n o t  o n l y  a  s t a t e m e n t  o f  

p o l i c y ,  b u t  t h e  n e g o t i a t i n g  d o c u m e n t  f o r  m o s t  n e w s p a p e r  

c h a p e l s .

T h e  m o d e l  i s  d i v i d e d  i n t o  e l e v e n  s e c t i o n s  t h a t  c o v e r  

a l l  t h e  T U C ' s  g u i d e l i n e s ,  a s  w e l l  a s  i n t r o d u c i n g  c l a u s e s  

d e a l i n g  s p e c i f i c a l l y  w i t h  NUJ/NGA i n v o l v e m e n t  o v e r  e l e m e n t s  

o f  j o b  d e s i g n ,  t r a n s f e r  a n d  r e c r u i t m e n t .  T h e  f u l l  t e x t  o f  

t h e  m o d e l  a g r e e m e n t  i s  c o n t a i n e d  i n  a p p e n d i x  C ,  b u t  t h e  

s u b j e c t  a r e a s  a r e :  t h e  s c o p e  (whom i t  a f f e c t s  i n c l u d i n g  

n o n - u n i o n  s t a f f ) ,  e m p l o y m e n t  o p p o r t u n i t i e s ,  t r a i n i n g  a n d  

r e c r u i t m e n t ,  j o b  s e c u r i t y ,  h e a l t h  a n d  s a f e t y ,  t h e  w o r k i n g  

e n v i r o n m e n t ,  t e r m s  a n d  c o n d i t i o n s  f o r  i )  t r a n s f e r e e s  i i )  

NGA m e m b e r s  i i i )  NUJ m e m b e r s ,  m o n i t o r i n g  a n d  d u r a t i o n  o f  

t h e  a g r e e m e n t ,  a n d  d i s p u t e s  a n d  d i f f e r e n c e s .

T h e  m o d e l  a g r e e m e n t  c o n t a i n s  c l a u s e s  t h a t  a r e  

i n a p p l i c a b l e  i n  s o m e  c i r c u m s t a n c e s ,  h o w e v e r  t h e  b a s i c  

p r i n c i p l e s  r e m a i n  t h e  s a m e  a n d  t h e r e b y  m a k e  i t  f l e x i b l e  

e n o u g h  t o  b e  a  r e a l i s t i c  w o r k i n g  d o c u m e n t  f o r  a l l  t y p e s  o f  

p r o v i n c i a l  UK n e w s p a p e r s .  S o  g i v e n  t h i s  s t r o n g  p o l i c y  

s t a t e m e n t ,  t h e  m o d e l  w i l l  b e  u s e d  a s  a  l i t m u s  t e s t  o f  t h e  

a c h i e v e m e n t s  o f  n e g o t i a t o r s  a t  l o c a l  l e v e l .  I t  w a s  

i m p o r t a n t  t o  d e v i s e  a n  a n a l y t i c a l  t o o l  t h a t  c o u l d  p r o v i d e  a
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m e a n s  o f  c o m p a r i n g  t h e  l o c a l l y  n e g o t i a t e d  NTAs w i t h  t h e  

i d e a l  ( t h e  m o d e l )  a n d  w i t h  e a c h  o t h e r .

A n a l y s i s  o f  t h e  New T e c h n o lo g y  A g r e e m e n t s

New T e c h n o l o g y  A g r e e m e n t s  c o v e r i n g  t h e  p e r i o d  f r o m  N o v e m b e r  

1 9 8 5  t o  J a n u a r y  1 9 8 8  w e r e  e x a m i n e d  -  a  t o t a l  o f  76  

a g r e e m e n t s ,  r e p r e s e n t i n g  a l l  b u t  o n e  o f  t h e  t o t a l  n u m b e r  

s i g n e d  d u r i n g  t h i s  p e r i o d .  T h r e e  NTAs w e r e  s i g n e d  b e f o r e  

N o v e m b e r  1 9 8 5  b u t  t h e y  w e r e  n e g o t i a t e d  r e t r o s p e c t i v e l y ,  

a f t e r  t h e  t e c h n o l o g y  h a d  b e e n  i n t r o d u c e d ,  s o  a r e  e l i m i n a t e d  

f r o m  t h e  a n a l y s i s .  T h e  a g r e e m e n t s  f r o m  N o v e m b e r  1 9 8 5  w e r e  

n e g o t i a t e d  p r i o r  t o  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t  a n d  i n  

l i n e  w i t h  t h e  NUJ/NGA j o i n t  a c c o r d .  T h e s e  a g r e e m e n t s  

c o v e r e d  d i f f e r e n t  t y p e s  o f  n e w s p a p e r s ,  i n  l o c a t i o n s  o f  

v a r y i n g  p r o s p e r i t y  a c r o s s  G r e a t  B r i t a i n  a n d  u n d e r  a  r a n g e  

o f  o w n e r s h i p .

T h e  s c o r e  s y s t e m  d e v e l o p e d  i s  d e s i g n e d  t o  a s s e s s  t h e  

a c h i e v e m e n t  r a t e s  o f  n e w s p a p e r  c h a p e l s  i n  n e g o t i a t i n g  t h e  

t e c h n o l o g y  a t  t h e i r  p l a c e  o f  w o r k .  T h e  s y s t e m  t a k e s  t h e  

m o d e l  NTA r e c o m m e n d e d  b y  t h e  NUJ a s  b e i n g  t h e  a c h i e v e m e n t  

o b j e c t i v e ,  a n d  t h e r e f o r e  m e a s u r e s  e a c h  o f  t h e  a g r e e m e n t s  

a g a i n s t  t h i s  i d e a l .  T h e  u n d e r l y i n g  a s s u m p t i o n  i s  t h a t  t h e  

m o d e l  i s  i n  i t s e l f  a n  a t t a i n a b l e  o b j e c t i v e  a n d  n o t  j u s t  a  

p o l i c y  s t a t e m e n t  t o  f o r m  t h e  b a s i s  o f  a n  ' a m b i t '  c l a i m .  T h e  

m e r i t s  o r  o t h e r w i s e  o f  t h i s  a s s u m p t i o n  w i l l  b e  d i s c u s s e d  

b e l o w .

T h e  c l a u s e s  o f  e a c h  a g r e e m e n t  w e r e  m e a s u r e d  

i n d i v i d u a l l y  a g a i n s t  t h e  m o d e l  c l a u s e ,  w i t h  s c o r e s  

a l l o c a t e d  o n l y  i f  t h e  w o r d i n g ,  o r  t h e  m e a n i n g ,  o f  t h e  NTA 

w a s  t h e  s a m e  a s  t h e  m o d e l .  W h e r e  t h e  c l a u s e  w a s  a m b i g u o u s ,
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t h e  o b j e c t i v e  w a s  d e e m e d  n o t  t o  h a v e  b e e n  a c h i e v e d  a n d  n o  

s c o r e  w a s  a l l o c a t e d .  T h e  c l a u s e s  w e r e  g r o u p e d  i n t o  r e l a t e d  

s e c t i o n s  ( s e e  a p p e n d i x  D) a n d  e a c h  s e c t i o n  w a s  t h e n  a w a r d e d  

a n  a c h i e v e m e n t  p e r c e n t a g e .  T h e s e  p e r c e n t a g e s  f o r  e a c h  

s e c t i o n  w e r e  a g g r e g a t e d  t o  g i v e  a n  o v e r a l l  a c h i e v e m e n t  

p e r c e n t a g e  f o r  t h e  NTA, t h u s  t h e  s u c c e s s  r a t e  o f  t h e  c h a p e l  

i s  r e c o r d e d  o n  a  s c a l e  o f  o n e  t o  1 0 0 .

O b v i o u s l y  i n  s o m e  c a s e s  c e r t a i n  c l a u s e s  w e r e  

i n a p p l i c a b l e  a n d  w e r e  n o t  n e g o t i a b l e ,  t h u s  t h e s e  w e r e  

e l i m i n a t e d  f r o m  t h e  p a r t i c u l a r  s e c t i o n s ,  a l l o w i n g  a l l  t h e  

a g g r e g a t e  s c o r e s  t o  b e  c o m p a r a b l e .  A l s o  e l i m i n a t e d  w e r e  

c l a u s e s  t h a t  s p e c i f i c a l l y  c o n c e r n e d  t h e  NGA ( w h e n  t h e  NTAs 

w e r e  n e g o t i a t e d  j o i n t l y )  s i n c e  t h e s e  a r e  n o t  NUJ o b j e c t i v e s  

a l t h o u g h  t h e y  f o r m  p a r t  o f  t h e  m o d e l  a g r e e m e n t .  H o w e v e r  t h e  

' j o i n t  n e g o t i a t i n g '  c l a u s e  w a s  i n c l u d e d  i n t o  t h e  s c o r i n g  -  

e x c e p t  w h e r e  a  c o m p a n y  c o n t r a c t s  o u t  i t s  t y p e s e t t i n g  a n d  

p r i n t i n g ,  a n d  t h u s  e m p l o y s  n o  NGA m e m b e r s .

A f u l l  l i s t  o f  t h e  s c o r e s  i s  i n c l u d e d  i n  a p p e n d i x  E ,  

s h o w i n g  a  r a n g e  f r o m  9 8 . 4  a t  t h e  E a s t b o u r n e  G a z e t t e  a n d  

H e r a l d ,  t o  3 7 . 5  a t  t h e  Y o r k s h i r e  E v e n i n g  P r e s s  ( Y o r k ) ,  w i t h  

a  m e a n  s c o r e  o f  7 2 . 5  a n d  a  s t a n d a r d  d e v i a t i o n  o f  1 3 . 2 9 .  T h e  

d i s t r i b u t i o n  o f  s c o r e s  i s  d e s c r i b e d  b y  f i g u r e  4 . 1 .  T h i s  

r a i s e s  t h e  q u e s t i o n  o f  h o w  we  c a n  a c c o u n t  f o r  t h e  

d i f f e r e n c e s  b e t w e e n  t h e  s c o r e s :  w h a t  v a r i a b l e s  a r e  l i k e l y  

t o  i n f l u e n c e  t h e  s c o r e  a c h i e v e d  b y  t h e  NUJ c h a p e l ?  F o u r  

n o t a b l e  d i f f e r e n c e s  b e t w e e n  t h e  n e w s p a p e r s  a r e  t h e  

f r e q u e n c y  o f  p u b l i c a t i o n ,  t h e  NUJ e d i t o r i a l  d e n s i t y ,  t h e  

o w n e r s h i p  a n d  t h e  d a t e  o f  t h e  a g r e e m e n t .  E a c h  o f  t h e s e  w i l l  

b e  e x a m i n e d  i n  t u r n  t o  a s s e s s  w h e t h e r  t h e y  h a v e  a n y  

s e p a r a t e  i m p a c t  o n  t h e  a c h i e v e m e n t  s c o r e .
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F i g u r e . 4 . 1 :  D i s t r i b u t i o n  o f  NTA s c o r e s

N o . o f  
NTAs

NTA S c o r e s

F r e q u e n c y  o f  p u b l i c a t i o n  m i g h t  i n f l u e n c e  t h e  n e g o t i a t i o n s  

b e c a u s e  t h e  c o m p o s i t i o n  o f  t h e  e d i t o r i a l  w o r k f o r c e  w i l l  b e  

d i f f e r e n t .  T h e  s i z e  o f  w e e k l y  e d i t o r i a l  w o r k f o r c e s  a r e  

s m a l l e r  t h a n  d a i l y  n e w s p a p e r s ,  a n d  w e e k l i e s  a r e  c a r e e r  

s t e p p i n g - s t o n e s  f o r  m a n y  j o u r n a l i s t s ,  t h u s  t h e y  o f t e n  h a v e  

a  l a r g e  p r o p o r t i o n  o f  y o u n g  t r a n s i e n t  j o u r n a l i s t s ,  w i t h  n o  

d e p e n d e n t s  a n d  p e r h a p s  a  m o r e  m i l i t a n t  a t t i t u d e .  D a i l y  

n e w s p a p e r s  a r e  l i k e l y  t o  h a v e  a  w i d e r  d i s t r i b u t i o n  o f  a g e s ,  

i n t e r n a l  c a r e e r  p a t h s  a n d  c o n s e q u e n t l y  m o r e  r e s t r a i n t s  o n  

m i l i t a n c y .  I f  t h e s e  g e n e r a l i s a t i o n s  h o l d  t r u e  f o r  t h e  

s a m p l e ,  we m i g h t  e x p e c t  d i f f e r e n c e s  b e t w e e n  t h e  s c o r e s  o f  

w e e k l i e s  a n d  d a i l i e s  -  t h e  f o r m e r  s e c u r i n g  b e t t e r  N T A s .

To  t e s t  t h i s ,  t h e  s a m p l e  w a s  d i v i d e d  i n t o  w e e k l y  a n d  

d a i l y  n e w s p a p e r s ,  a n d  t h e  m e a n  a n d  s t a n d a r d  d e v i a t i o n  w a s  

c a l c u l a t e d  f o r  e a c h  ( s e e  t a b l e  4 . 1 )  w h i c h  r e v e a l e d  t h a t  t h e  

m e a n  s c o r e  f o r  w e e k l y  n e w s p a p e r s  c h a p e l s  w a s  h i g h e r  t h a n  

f o r  d a i l y  n e w s p a p e r s ,  a s  p r e d i c t e d .  H o w e v e r ,  a  d i f f e r e n c e  

o f  m e a n s  t e s t  s h o w e d  t h e r e  t o  b e  n o  s i g n i f i c a n t  d i f f e r e n c e ,  

a n d  s o  we  c a n n o t  a s s u m e  t h a t  t h e  f r e q u e n c y  o f  p u b l i c a t i o n  

a l o n e  p l a y e d  a n  i m p o r t a n t  r o l e  i n  t h e  n e g o t i a t i o n  o f  N T A s .
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I n  s h o r t ,  a  w e e k l y  n e w s p a p e r  c h a p e l  i s  n o  m o r e  l i k e l y  t o  

h a v e  s e c u r e d  a  h i g h  s c o r i n g  NTA t h a n  a  d a i l y  n e w s p a p e r  

c h a p e l .

T a b le  4 . 1 :  C o m p a r i s o n  o f  w e e k l y  a n d  d a i l y  NTA s c o r e s

W e e k l ie s
N = 40  
X = 7 4 . 7  
s  = 1 2 . 3

D a i l i e s
N = 36 
X = 6 9 . 9  
s  = 1 4 . 1

t  = 1 . 5 7
D e c i s i o n :  p = 0 . 0 5  A c c e p t  H0  -  S i g .  D i f .  n o t  p r o v e n .

T h e  s e c o n d  p o t e n t i a l  i n f l u e n c e  w a s  t h e  d e n s i t y  o f  NUJ 

m e m b e r s h i p .  I t  m i g h t  b e  a s s u m e d  t h a t  a  h i g h  d e n s i t y  o f  NUJ 

m e m b e r s  a m o n g s t  t h e  e d i t o r i a l  w o r k e r s  w o u l d  l e a d  t o  a  

g r e a t e r  l e v e l  o f  s u c c e s s  i n  n e g o t i a t i n g  t h e  NTA s i n c e  t h e r e  

w o u l d  b e  g r e a t e r  s o l i d a r i t y .  We m i g h t  e x p e c t  t o  s e e  a  

p o s i t i v e  c o r r e l a t i o n  b e t w e e n  t h e  s c o r e  a c h i e v e d  a n d  t h e  NUJ 

d e n s i t y .  T o  t e s t  t h i s ,  f r e q u e n c y  o f  p u b l i c a t i o n  w a s  

c o n t r o l l e d  b y  j u s t  e x a m i n i n g  t h e  d a i l y  n e w s p a p e r  s a m p l e ,  

a n d  a  c o r r e l a t i o n  a n a l y s i s  w a s  c a l c u l a t e d  f o r  t h e  s c o r e s  

a n d  NUJ d e n s i t y .  T h e  r e s u l t s  s h o w  a n  e x t r e m e l y  s l i g h t  

p o s i t i v e  c o r r e l a t i o n  w h i c h  h a s  n o  s i g n i f i c a n c e  ( r = 0 . 0 0 6 9  

N = 3 2 F 1 / 3 0  = 0 . 0 0 1 4  ) .

T h i s  f i n d i n g  o f  n o  c o r r e l a t i o n  i s  s u r p r i s i n g ,  h o w e v e r  

i t  s h o u l d  b e  b o r n e  i n  m i n d  t h a t  a t  a l l  b u t  o n e  o f  t h e  

n e w s p a p e r s  i n  t h e  d a i l y  s a m p l e ,  t h e  d e n s i t y  w a s  a b o v e  50% 

o f  t h e  e d i t o r i a l  w o r k f o r c e .  N o t a b l y ,  a t  t h e  n e w s p a p e r  w h e r e  

t h e  d e n s i t y  w a s  b e l o w  50%,  t h e  s c o r e  a c h i e v e d  ( 3 7 . 5 )  w a s  

c o n s i d e r a b l y  l o w e r  t h a n  t h e  m e a n  s c o r e  ( 6 9 . 9 ) .  I t  m ay  b e  

t h a t  h a v i n g  once achieved over 50% density, the 
s i g n i f i c a n c e  o f  d e n s i t y  f o r  b a r g a i n i n g  i s  r e d u c e d .  

A l t e r n a t i v e l y  t h e  o v e r a l l  d e n s i t y  o f  t h e  e d i t o r i a l
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w o r k f o r c e  m a y  b e  l e s s  i m p o r t a n t  t h a n  h i g h  l e v e l s  o f  d e n s i t y  

i n  k e y  a r e a s  o f  e d i t o r i a l  p r o d u c t i o n .  T h i s  i s s u e  w i l l  b e  

c o n s i d e r e d  l a t e r  i n  t h i s  c h a p t e r  a n d  i n  m o r e  d e t a i l  i n  

o t h e r  c h a p t e r s .

T h e  t h i r d  f a c t o r  a f f e c t i n g  t h e  s c o r e s  m i g h t  b e  

o w n e r s h i p .  T h e  a s s u m p t i o n  i s  t h a t  n e w s p a p e r s  b e l o n g i n g  t o  

g r o u p s  m ay  b e  s u b j e c t  t o  a d d i t i o n a l  g r o u p  p r e s s u r e s  w h i c h  

i n f l u e n c e  t h e  b a r g a i n i n g  p r o c e s s .  F o r  e x a m p l e ,  t h e r e  m i g h t  

b e  a  c e n t r a l i s e d  i n d u s t r i a l  r e l a t i o n s  p o l i c y  w h i c h  

c o n s t r a i n s  l o c a l  l e v e l  m a n a g e r s .  C h a p t e r  t h r e e  s u g g e s t e d  

t h a t  l o c a l  m a n a g e r s  c o n s i d e r e d  t h e m s e l v e s  t o  b e  a u t o n o m o u s  

d u r i n g  n e w  t e c h n o l o g y  n e g o t i a t i o n s ,  a l t h o u g h  t h e  NUJ 

o f f i c e r s  w e r e  s c e p t i c a l  a s  t o  t h e  e x t e n t  o f  a u t o n o m y ,  

e s p e c i a l l y  o v e r  t h e  f i n a n c i a l  a s p e c t s  o f  t h e  a g r e e m e n t s .  T o  

e x a m i n e  t h i s  f a c t o r ,  we  c a n  i s o l a t e  t h e  f o u r  m a j o r  g r o u p s  -  

T h o m s o n  R e g i o n a l  N e w s p a p e r s  ( T R N ) ,  R e e d  P u b l i s h i n g  ( R E E D ) ,  

U n i t e d  N e w s p a p e r s  (UN) a n d  W e s t m i n s t e r  P r e s s  (WP) -  a n d  

d r a w  c o m p a r i s o n s  b e t w e e n  t h e m  a n d  w i t h  t h e  r e s t  o f  t h e  

s a m p l e .

I n  l o o k i n g  a t  t h e  r a w  d a t a  i n  a p p e n d i x  E ,  t h e r e  s e e m s  

t o  b e  a  h i g h  i n c i d e n c e  o f  l o w  s c o r e s  a m o n g s t  t h e  g r o u p  

o w n e d  n e w s p a p e r s .  T o  t e s t  t h e  s i g n i f i c a n c e  o f  t h i s ,  a n  

a n a l y s i s  o f  v a r i a n c e  w a s  c a l c u l a t e d  t o  c o m p a r e  t h e  f o u r  

g r o u p  s a m p l e s  w i t h  t h e  n o n - g r o u p  s a m p l e .  T h e  r e s u l t  

s u g g e s t e d  t h a t  t h e  a s s u m p t i o n  o f  n o  s i g n i f i c a n t  d i f f e r e n c e  

b e t w e e n  t h e  g r o u p s  i s  f a l s e  ( F 4 f 7 x = 1 5 . 6  r e j e c t  H0  a t  

p = 0 . 0 5 )  c o n s e q u e n t l y  a  s e r i e s  o f  t - t e s t s  w e r e  p e r f o r m e d  t o  

c o m p a r e  e a c h  o f  t h e  g r o u p  s a m p l e s  w i t h  e a c h  o t h e r  a n d  w i t h  

t h e  n o n - g r o u p  s a m p l e .  T h e  r e s u l t s  a n d  d e c i s i o n s  a r e  

p r e s e n t e d  i n  t a b l e  4 . 2  -  t h e  l e f t - h a n d  s i d e  o f  t h e  l o w e r
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t a b l e  s h o w s  t h e  d e c i s i o n s  w h e t h e r  a t  P=5% t o  a c c e p t  o r  

r e j e c t  t h e  n u l l  h y p o t h e s i s ,  a n d  t h e  r i g h t - h a n d  s i d e  s h o w s  

t h e  c o r r e s p o n d i n g  t - v a l u e s .

T a b l e  4 . 2  C o m p a r i s o n  o f  g r o u p  a n d  n o n - g r o u p  s a m p l e s

S a m p le s i z e m e a n s t d . d e v
UN 1 2 6 0 . 5 8 . 7
TRN 8 5 9 . 5 4 . 0
WP 9 6 4 . 0 1 6 . 4
REED 5 7 2 . 2 7 . 6
N o n - g r o u p 42 8 0 . 2 9 . 5

H0 : No s i g n i f i c a n t  d i f f e r e n c e  b e t w e e n  e a c h  p a i r  o f  s a m p l e s

t - v a l u e  a n d  d e c i s i o n  t a b l e

UN TRN WP REED N o n - G r o u p
UN * 0 . 2 8 0 0 . 5 8 9 2 . 4 4 7 6 . 3 0 9
TRN A * 0 . 6 9 6 3 . 5 8 3 5 . 9 1 0
WP A A * 0 . 9 7 9 3 . 9 1 5
REED R R A * 1 . 7 7 3
N o n - G R R R A *

P = 0 . 0  5 A = a c c e p t R = r e j e c t

T h e  t e s t s r e v e a l  t h a t t h e n o n - g r o u p  s a m p l e  d i f f e r s

s t a t i s t i c a l l y  f r o m  t h e  UN , TRN a n d  WP s a m p l e s ,  b u t  n o t  t h e

REED s a m p l e .  S i m i l a r l y  t h e  REED s a m p l e  d i f f e r s  f r o m t h e  UN

a n d  TRN s a m p l e s .  F r o m  t h i s  we  c a n c o n c l u d e  t h a t g r o u p

o w n e r s h i p w a s  a n  i m p o r t a n t  f a c t o r i n  b a r g a i n i n g w h e r e

n e w s p a p e r s w e r e  o w n e d  b y TRN, UN o r WP, a n d  t h i s l e d  t o

t h e i r  a c h i e v e m e n t  s c o r e s  b e i n g  s i g n i f i c a n t l y  l o w e r  t h a n  

o t h e r  n e w s p a p e r s .

T h e  a n a l y s i s  c a n  b e  t a k e n  a  s t a g e  f u r t h e r  b y  e x a m i n i n g  

t h e  s t a n d a r d  d e v i a t i o n s  o f  t h e  t h r e e  g r o u p s  ( s e e  t a b l e  

4 . 2 ) .  T h e  TRN s a m p l e ^ t h e  l o w e s t  s t a n d a r d  d e v i a t i o n ;  t h e  UN 

s t a n d a r d  d e v i a t i o n  i s  t w i c e  a s  l a r g e ,  w h i l s t  t h e  WP s a m p l e  

i s  f o u r  t i m e s  a s  l a r g e .  T h i s  r e l a t i o n s h i p  s u g g e s t s  t h a t  i f  

g r o u p  f a c t o r s  w e r e  i m p o r t a n t ,  t h e y  s e e m  t o  h a v e  b e e n  m o s t
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e f f e c t i v e  a t  TRN a n d  l e a s t  e f f e c t i v e  a t  WP. P o s s i b l e  

r e a s o n s  f o r  t h e s e  g r o u p  i n f l u e n c e s  w i l l  b e  c o n s i d e r e d  l a t e r  

i n  t h e  c h a p t e r .

T h e  f o u r t h  f a c t o r  t h a t  m a y  h a v e  i n f l u e n c e d  t h e  NTA 

b a r g a i n i n g  a n d  s o  a c c o u n t  f o r  t h e  d i f f e r e n c e  i n  s c o r e s  i s  

t h e  d a t e  w h e n  t h e  NTAs w e r e  n e g o t i a t e d .  T h e  NUJ T e c h n o l o g y  

O r g a n i s e r  h a s  c l a i m e d  t h a t  t h e  NTAs h a v e  b e c o m e  g r a d u a l l y  

w o r s e  o v e r  t i m e ,  a n d  t h a t  t h e  b e s t  a g r e e m e n t s  f r o m  t h e  

N U J ' s  p o s i t i o n ,  w e r e  t h e  e a r l i e r  o n e s .  To  s u b s t a n t i a t e  t h i s  

s t a t e m e n t  we  c a n  t h e r e f o r e  h y p o t h e s i s e  t h a t  t h e r e  i s  a n  

i n v e r s e  c o r r e l a t i o n  b e t w e e n  t h e  s c o r e  v a l u e s  f o r  b a r g a i n i n g  

a c h i e v e m e n t  a n d  t i m e .  We c a n  t e s t  t h i s  b y  c o m p u t i n g  a  

c o r r e l a t i o n  a n a l y s i s  f o r  s c o r e  a g a i n s t  m o n t h  o f  s i g n i n g .  I n  

f a c t  t h i s  s h o w s  o n l y  a  v e r y  s l i g h t  n e g a t i v e  c o r r e l a t i o n ,  

w h i c h  i s  n o t  s t a t i s t i c a l l y  s i g n i f i c a n t  ( r = - 0 . 0 7 5  

F i  , 7 4 = 0 . 4  22  A c c e p t  1I0  a t  p = 0 . 0 5 ) .

T h e  c a l c u l a t i o n s  d o  n o t  c o n f i r m  t h e  t h e o r y  t h a t  t h e  

NTAs a r e  g e t t i n g  w o r s e .  T h e r e  i s  n o  e v i d e n c e  t o  s u g g e s t  a n y  

s i g n i f i c a n t  c o r r e l a t i o n  b e t w e e n  t h e  a c h i e v e m e n t  ( s c o r e  

v a l u e )  o f  t h e  NUJ n e g o t i a t o r s  a n d  t h e  d a t e  w h e n  t h e  

a g r e e m e n t s  w e r e  s i g n e d .  T h e  i m p l i c a t i o n s  o f  t h i s  a r e  

i m p o r t a n t  s i n c e  i f ,  a s  t h e  T e c h n o l o g y  O r g a n i s e r  s t a t e d ,  t h e  

NUJ H e a d  O f f i c e  b e l i e v e s  t h e r e  t o  b e  a  w o r s e n i n g  o f  

a g r e e m e n t s ,  t h e n  i t  m a y  i n  p r a c t i c e  b e  l o w e r i n g  i t s  

n e g o t i a t i n g  t a r g e t s  i n  l i n e  w i t h  t h i s  d e c l i n i n g  

e x p e c t a t i o n .  T h u s ,  t h e  h e a d  o f f i c e ' s  f a l s e  a s s u m p t i o n s  

a b o u t  t h e  b a r g a i n i n g  p o w e r  o v e r  t h e  a g r e e m e n t s  m a y  i n  t h e  

f u t u r e  b e  r e s p o n s i b l e  f o r  w o r s e  t e c h n o l o g y  a g r e e m e n t s  w h e n  

i n  f a c t  t h e  p o t e n t i a l  f o r  n e g o t i a t i o n  h a s  r e m a i n e d  

u n c h a n g e d .  I n  s h o r t ,  t h e  s t a t i s t i c s  s h o w  n o  r e a s o n  w h y  t h e
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NUJ s h o u l d  a d o p t  a  ' w o r s e n i n g  a g r e e m e n t '  a t t i t u d e  a n d  l o w e r  

t h e i r  e x p e c t a t i o n s ,  a n d  t h e y  d o  n o t  a c c o u n t  f o r  t h e  r a n g e  

o f  a c h i e v e m e n t  i n  b a r g a i n i n g  n e w  t e c h n o l o g y .

Sum m ary

T h e  NTAs c a n  b e  e x a m i n e d  b y  c o m p a r i n g  e a c h  s i g n e d  

a g r e e m e n t ,  c l a u s e  b y  c l a u s e ,  w i t h  t h e  m o d e l  a g r e e m e n t  a n d  

c a l c u l a t i n g  a n  ' a c h i e v e m e n t  s c o r e ' .  T h e  s c o r e s  r e v e a l  a  

l a r g e  v a r i a t i o n  i n  a c h i e v e m e n t  w h i c h  m a y  b e  a  c o n s e q u e n c e  

o f  f o u r  m a i n  f a c t o r s  i n f l u e n c i n g  t h e  b a r g a i n i n g  o f  t h e  

c h a p e l :  t h e  f r e q u e n c y  o f  p u b l i c a t i o n ,  t h e  NUJ d e n s i t y ,  t h e  

o w n e r s h i p  o f  t h e  t i t l e ,  a n d  t h e  d a t e  o f  n e g o t i a t i n g  t h e  

a g r e e m e n t .  S t a t i s t i c a l  t e s t s  o n  t h e  d a t a  s u g g e s t  t h a t  

o w n e r s h i p  i s  t h e  o n l y  o n e  o f  t h e s e  f a c t o r s  t o  h a v e  i m p a c t e d  

u p o n  t h e  a c h i e v e m e n t  s c o r e s  t o  a n y  n o t a b l e  e x t e n t .  C h a p e l s  

n e g o t i a t i n g  NTAs a t  T h o m s o n  R e g i o n a l  N e w s p a p e r s ,  U n i t e d  

N e w s p a p e r s  a n d  W e s t m i n s t e r  P r e s s  h a v e  b e e n  g e n e r a l l y  l e s s  

s u c c e s s f u l  i n  a c h i e v i n g  NTAs w h i c h  m a t c h  t h e  m o d e l  

a g r e e m e n t  t h a n  c h a p e l s  a t  n e w s p a p e r s  n o t  o w n e d  b y  t h e s e  

g r o u p s .

N T A s ,  A m b it  C l a im s  a n d  B a r g a i n i n g

R e c e n t  c o m m e n t a t o r s  s u g g e s t  t h a t  g e n e r a l l y  u n i o n s  h a v e  h a d  

o n l y  m i n i m a l  s u c c e s s  i n  e i t h e r  s e c u r i n g  m e a n i n g f u l  NTAs o r  

n e g o t i a t i n g  t h e  i n t r o d u c t i o n  o f  t e c h n o l o g y .  W i l l i a m s  a n d  

M o s e l e y  ( 1 9 8 2 )  c o n d u c t e d  a  s u r v e y  o f  1 0 0  NTAs a n d  f o u n d  

t h a t  m a n y  w e r e  v a g u e  a n d  s o m e w h a t  m e a n i n g l e s s  w i t h  o f t e n  

o n l y  l i m i t e d  p r o v i s i o n  f o r  u n i o n  i n v o l v e m e n t .  A c h i e v e m e n t s  

w e r e  l a r g e l y  o v e r  t h e  m o r e  e a s i l y  q u a n t i f i a b l e  a s p e c t s  o f  

t e c h n o l o g y ,  s u c h  a s  h e a l t h  a n d  s a f e t y  i s s u e s  w h e r e  u n i o n
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n e g o t i a t o r s  c o u l d  b a c k  u p  t h e i r  a r g u m e n t s  w i t h  r e s e a r c h  

d a t a .  A nd  i n  r e s p e c t  o f  s h a r i n g  t h e  b e n e f i t s  o f  

t e c h n o l o g i c a l  c h a n g e ,  o n l y  13 a g r e e m e n t s  c o n t a i n e d  

c o m m i t m e n t s  t o  s h o r t e r  w o r k i n g  w e e k s  a n d  h i g h e r  p a y .

D o d g s o n  a n d  M a r t i n  ( 1 9 8 6 )  a r g u e  t h a t  t e c h n o l o g y  p o l i c y  

c a n  l a r g e l y  b e  c h a r a c t e r i s e d  a s  a  s e r i e s  o f  ' a m b i t '  c l a i m s  

r e p r e s e n t i n g  ' w h a t  w o u l d  b e  d e s i r a b l e  i n  t h e  b e s t  o f  a l l  

p o s s i b l e  w o r l d s ,  r a t h e r  t h a n  a  s e t  o f  r e a l i s a b l e  

o b j e c t i v e s ,  o r  e v e n  a  l i s t  o f  p r i o r i t i e s '  ( 1 9 8 6 ;  p l 5 ) ,  

w h i l s t  W i l l i a m s  a n d  S t e w a r d  ( 1 9 8 5 )  a r g u e  t h a t  ' b o t h  t h e  

a d o p t i o n  a n d  c o n t e n t  o f  t e c h n o l o g y  a g r e e m e n t s  h a v e  b e e n  

l i m i t e d  c o m p a r e d  t o  o r i g i n a l  TUC o b j e c t i v e s ' .

T h e  a n a l y s i s  o f  t h e  NUJ t e c h n o l o g y  a g r e e m e n t s  h o w e v e r  

s u g g e s t s  t h a t  p r o v i n c i a l  n e w s p a p e r s  d o  n o t  c o n f o r m  w i t h  t h e  

p a t t e r n  o f  ' f a i l u r e '  a p p a r e n t l y  w i t n e s s e d  i n  o t h e r  

i n d u s t r i e s .  T h i s  i s  e v i d e n t  f o r  t h r e e  r e a s o n s .  F i r s t ,  

d u r i n g  t h e  p e r i o d  N o v e m b e r  1 9 8 5  t o  J a n u a r y  1 9 8 8 ,  o n l y  12  

d i r e c t  i n p u t  s y s t e m s  w e r e  i n t r o d u c e d  a t  n e w s p a p e r s  w h e r e  

t h e r e  i s  a n  NUJ c h a p e l ,  w i t h o u t  a  NTA. M o s t  o f  t h e s e  w e r e  

w e e k l y  n e w s p a p e r s  ( m a n y  l o w  s t a f f e d  f r e e  n e w s p a p e r s )  a n d

o n l y  t w o  w e r e d a i l y p u b l i c a t i o n s .

S e c o n d l y , t h e n e g o t i a t i n g d o c u m e n t t h e  ' m o d e l

a g r e e m e n t '  - w a s p r o p o s e d  b y t h e  NUJ a s a  r e a l i s t i c

o b j e c t i v e  a n d w a s n o t  f o r w a r d e d a s  a  s t a t e m e n t  o f  w h a t

m i g h t  b e  a c h i e v e d  i n  a n  i d e a l  w o r l d .  T h i s  i s  c o n f i r m e d  b y  

t h e  f a c t  t h a t  i n  m a n y  i n s t a n c e s ,  t h e  c l a u s e s  o f  t h e  NTAs 

a r e  v e r b a t i m  t r a n s c r i p t s  o f  t h e  m o d e l  a g r e e m e n t .  I n  

a d d i t i o n ,  s u c h  h i g h  s c o r e  v a l u e s  a c h i e v e d  b y  s o m e  n e w s p a p e r  

c h a p e l s  w o u l d  n o t  h a v e  b e e n  p o s s i b l e  i f  t h e  m o d e l  a g r e e m e n t  

w a s  a n y t h i n g  o t h e r  t h a n  a  r e a l i s t i c  s e t  o f  o b j e c t i v e s .
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T h u s ,  t h e  m o d e l  a g r e e m e n t  a n d  t h e  N U J ' s  t e c h n o l o g y  p o l i c y  

c a n n o t  b e  c o n s i d e r e d  a n  a m b i t  c l a i m .

T h i r d l y ,  t h e  c o n t e n t  o f  t h e  m o d e l  a g r e e m e n t ,  a n d  m a n y  

o f  t h e  f i n a l  d o c u m e n t s  s i g n e d ,  c o v e r  a  s u b s t a n t i a l  p a r t  o f  

t h e  TUC g u i d e l i n e s ,  s p e c i f i c a l l y  o v e r  t h e  l i m i t a t i o n  o f  t h e  

n e g a t i v e  e f f e c t s  -  w o r k i n g  p r a c t i c e s ,  e r g o n o m i c s ,  j o b  

l o s s e s ,  a n d  t r a n s f e r  -  a n d  t h e  s h a r i n g  o f  f i n a n c i a l  

b e n e f i t s  t h r o u g h  a  t e c h n o l o g y  p a y m e n t  ( d i s c u s s e d  

e x t e n s i v e l y  i n  t h e  n e x t  s e c t i o n ) .

T h e  s u c c e s s  r a t e  a c h i e v e d  b y  t h e  NUJ w a s  u n d o u b t e d l y  

e n h a n c e d  b y  t h e  c o o r d i n a t i n g  r o l e  o f  t h e  NUJ h e a d  o f f i c e

a c r o s s  t h e i n d u s t r y . I n  p a r t i c u l a r  t h e y e n s u r e d t h a t  a

n a t i o n a l  o r r e g i o n a l o f f i c e r  w a s  p r e s e n t a t  a l l o f t h e

n e g o t i a t i o n s A l t h o u g h t h e  e x t e n t  o f  i n v o l v e m e n t o f t h e

f u l l  t i m e  o f f i c e r  v a r i e d  f r o m  c h a p e l  t o  c h a p e l ,  h i s  o r  h e r  

p r e s e n c e  p r o v i d e d  a  v i t a l  c o m m u n i c a t i o n  l i n k  w i t h  h e a d  

o f f i c e  a t  e v e r y  s t a g e .  T h i s  c o n t r a s t s  w i t h  e v i d e n c e  f o u n d  

b y  t h e  T r a d e  U n i o n  R e s e a r c h  U n i t  ( 1 9 8 1 )  t h a t  o f t e n  

i n f o r m a t i o n  a b o u t  n e w  t e c h n o l o g y  w a s  n o t  t r a n s f e r r e d  

b e t w e e n  h e a d  o f f i c e ,  u n i o n  r e p r e s e n t a t i v e s  a n d  m e m b e r s ,  

l a r g e l y  t h r o u g h  i n e f f e c t i v e  c o m m u n i c a t i o n  l i n k s .  I n  

a d d i t i o n ,  TURU f o u n d  t h a t  t h e  e x c h a n g e  o f  i n f o r m a t i o n  

b e t w e e n  u n i o n s  w a s  a l m o s t  n o n - e x i s t e n t .  T h i s  w a s  n o t  t h e  

c a s e  i n  p r o v i n c i a l  n e w s p a p e r s  b e c a u s e  t h e  j o i n t  a c c o r d  

b e t w e e n  t h e  NUJ a n d  NGA g u a r a n t e e d  c o o p e r a t i o n  a t  h e a d  

o f f i c e  l e v e l ,  w h i l s t  t h e  m o d e l  a g r e e m e n t  a d v o c a t e d  j o i n t  

n e g o t i a t i o n s  w i t h  m a n a g e m e n t ,  o r  w h e r e  t h i s  f a i l e d  t h e  

p r e s e n c e  o f  a n  o b s e r v e r .  A t  s o m e  n e w s p a p e r s  t h e  m e m b e r s  

v o t e d  t o  f o r m  a  j o i n t  o r  f e d e r a t e d  c h a p e l  t o  e n h a n c e  

c o m m u n i c a t i o n  a n d  f o r c e  m a n a g e m e n t  t o  n e g o t i a t e  j o i n t l y
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w i t h  b o t h  u n i o n s .

T h i s  a s p e c t  o f  m u l t i - u n i o n  n e g o t i a t i o n  w a s  a n  i m p o r t a n t  

TUC g u i d e l i n e  w h i c h  W i l l i a m s  a n d  M o s e l e y  f o u n d  t o  h a v e  b e e n  

d i s r e g a r d e d  i n  75% o f  t h e  a g r e e m e n t s  t h e y  s t u d i e d .  I n  a  

m o r e  r e c e n t  s u r v e y ,  W i l l i a m s  a n d  S t e w a r d  ( 1 9 8 5 )  f o u n d  t h a t  

89% o f  t h e  2 4 0  a g r e e m e n t s  t h e y  s a m p l e d  c o v e r e d  o n l y  o n e  

u n i o n  a l t h o u g h  o t h e r  u n i o n s  w o u l d  b e  a f f e c t e d  b y  t h e  c h a n g e  

p r o c e s s .  T h e  u n i o n  w a s  n o t  s u c c e s s f u l  i n  i t s  a t t e m p t s  t o  

i n s i s t  t h a t  a l l  n e g o t i a t i o n s  w e r e  u n d e r t a k e n  j o i n t l y  w i t h  

t h e  NGA, h o w e v e r  t h e  s i n g l e  s i g n a t o r y  f i g u r e  i s  l o w  

c o m p a r e d  w i t h  t h e  s u r v e y s  c i t e d  a b o v e :  35% .  I t  w o u l d  h a v e

b e e n  e v e n  l o w e r  i f  j o i n t  n e g o t i a t i o n s  h a d  n o t  b e e n  b l o c k e d  

b y  s o m e  m a n a g e m e n t s .

U n i t e d  N e w s p a p e r s  a n d  T h o m s o n  R e g i o n a l  N e w s p a p e r s  w e r e  

v e r y  r e l u c t a n t  t o  a l l o w  j o i n t  n e g o t i a t i o n s .  A t  t h e  t h r e e  

U n i t e d  N e w s p a p e r s  t i t l e s  c o v e r e d  i n  t h e  2 0  n e w s p a p e r  s a m p l e  

t h e  m a n a g e m e n t s  a g r e e d  t o  a l l o w  o b s e r v e r s  i n t o  t h e  m e e t i n g s  

w h i l s t  k e e p i n g  t h e  n e g o t i a t i o n s  s e p a r a t e  -  a  c o m p r o m i s e  

f o r m u l a .  T h e r e  w e r e  h o w e v e r  s o m e  j o i n t  t a l k s  o n  i s s u e s  o f  

common i n t e r e s t ,  f o r  e x a m p l e  t h e  t r a n s f e r  o f  p r i n t e r s  t o  

t h e  e d i t o r i a l  f l o o r .  A t  t h e  t w o  TRN t i t l e s  j o i n t  

n e g o t i a t i o n s  w e r e  a l s o  b l o c k e d  b y  m a n a g e m e n t ,  a l t h o u g h  o n e  

o f  t h e m  a d o p t e d  a  s o m e w h a t  t i m e  c o n s u m i n g  s y s t e m  o f  h o l d i n g  

j o i n t  d i s c u s s i o n s  p r i o r  t o  e a c h  s e t  o f  i n d i v i d u a l  

n e g o t i a t i o n s  -  a l l  t h r e e  p a r t i e s  r e v e a l i n g  t h e i r  

n e g o t i a t i n g  p o s i t i o n  b e f o r e  s p l i t t i n g  i n t o  p a r a l l e l  

b a r g a i n i n g  s e s s i o n s .  T h i s  p r o v e d  t o  b e  p r o b l e m a t i c  

a c c o r d i n g  t o  t h e  NUJ F o C :

What  h a p p e n ed  was t h a t  a l t h o u g h  we r e a c h e d  a g r e e m e n t  d u r i n g  
t h e  d i s c u s s i o n s ,  t h e  n e g o t i a t i o n s  w h ic h  f o l l o w e d  w e re  a lw a y s  
l o n g  a n d  d rawn o u t  b e c a u s e  management  wou ld  t r y  t o  i n s e r t  new.  
p r o p o s a l s  -  b e c a u s e  t h e y  w e r e  s p e a k i n g  t o  j u s t  one  u n i o n .
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T h i s  l e d  t o  c o n t i n u a l  c r i e s  o f ,  " T h e y ' v e  moved t h e  g o a l  p o s t s  
a g a i n ! "

T h e  r e s i s t a n c e  t o  j o i n t  n e g o t i a t i o n  s e e m s  t o  b e  f o u n d e d  

u p o n  a  d e s i r e  b y  m a n a g e m e n t  t o  k e e p  t h e  u n i o n s  s e p a r a t e  s o  

a s  t o  r e d u c e  t h e i r  c o l l e c t i v e  b a r g a i n i n g  p o w e r ,  a n d  p r e v e n t  

s u p p o r t i v e  a c t i o n  b e i n g  t a k e n  i n  t h e  e v e n t  o f  a  d i s p u t e .  

C l e a r l y  i f  s e p a r a t e  t e c h n o l o g y  a g r e e m e n t s  w e r e  s i g n e d  

m a n a g e m e n t  w o u l d  h a v e  g r o u n d s  f o r  c l a i m i n g  t h a t  a n y  

s u p p o r t i v e  a c t i o n  t a k e n  b y  e i t h e r  u n i o n  w o u l d  b e  u n l a w f u l ,  

w h e r e a s  i n  t h e  c a s e  o f  a  j o i n t  a g r e e m e n t ,  a  d i s p u t e  w i t h  

o n e  u n i o n  w o u l d  b e  m o r e  l i k e l y  t o  p u t  m a n a g e m e n t  a l s o  i n  

d i s p u t e  w i t h  t h e  o t h e r  u n i o n .  T h u s  a t  a  n u m b e r  o f  

n e w s p a p e r s  s e p a r a t e  NTAs a r e  s i g n e d  b y  t h e  t w o  u n i o n s ,  y e t  

b o t h  d o c u m e n t s  h a v e  i n  p a r t ,  o r  i n  t o t a l ,  i d e n t i c a l  

c l a u s e s .

T h e  NUJ a p p e a r s  t o  h a v e  e n j o y e d  a  g o o d  d e g r e e  o f  

b a r g a i n i n g  s u c c e s s  a n d  i n f l u e n c e  o v e r  t e c h n o l o g y .  A l t h o u g h  

t h e r e  w a s  a  g r e a t  d e a l  o f  e m p h a s i s  o n  e r g o n o m i c s  ( m u c h  o f  

w h i c h  i s  d i s c u s s e d  i n  l a t e r  c h a p t e r s ) ,  t h e  NUJ a l s o  s o u g h t  

t o  e x t e n d  b a r g a i n i n g  t o  a r e a s  t h a t  w e r e  t r a d i t i o n a l l y  t h e  

s o l e  p r e r o g a t i v e  o f  m a n a g e m e n t .  T h r e e  a r e a s  s t a n d  o u t  i n  

p a r t i c u l a r :  c o n t r o l  o v e r  t h e  l a b o u r  s u p p l y ,  p a c i n g  a n d

m o n i t o r i n g  o f  t h e  w o r k f l o w ,  a n d  r i g h t  o f  s e l f - t r a n s f e r .

T h e  NUJ w a n t e d  t o  i n f l u e n c e  t h e  l a b o u r  s u p p l y  i n  a  

n u m b e r  o f  w a y s .  F i r s t ,  i t  a d v o c a t e d  t h a t  t h e r e  s h o u l d  b e  n o  

n e w  i n p u t t i n g  o f  c o p y  b y  j o u r n a l i s t s  a n d  t h a t  a l l  d i r e c t  

i n p u t t i n g  s h o u l d  b e  p e r f o r m e d  e i t h e r  b y  s t a f f  j o u r n a l i s t s  

o r  NGA m e m b e r s  d e p e n d i n g  o n  t h e  o r i g i n  o f  t h e  c o p y .  T h i s  

m e a n t  t h a t  a l l  f r e e l a n c e  m a t e r i a l  w o u l d  h a v e  t o  b e  r e - k e y e d  

i n t o  t h e  s y s t e m  b y  NGA m e m b e r s .  F o r  m o s t  o f  t h e  m a n a g e m e n t s
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t h i s  p r o v e d  u n a c c e p t a b l e ,  t h u s  m o s t  o f  t h e  a g r e e m e n t s  

c o n t a i n  c o m p r o m i s e  c l a u s e s  w h e r e b y  d i r e c t  i n p u t t i n g  i s  

e x t e n d e d  t o  f r e e l a n c e  j o u r n a l i s t s  b u t  w i t h  l i m i t a t i o n s  o v e r  

t h e  n u m b e r s  w h o  a r e  a l l o w e d  t h e  d i r e c t  i n p u t  f a c i l i t y .  I n  

s o m e  c a s e s  m a n a g e m e n t s  a g r e e d  t o  d i s c u s s  t h e  s e l e c t i o n  o f  

t h e s e  f r e e l a n c e r s  ( a l t h o u g h  c u s t o m  a n d  p r a c t i c e  w a s  t h e  

m o s t  f r e q u e n t  s e l e c t i o n  m e t h o d )  w h i l s t  i n  a b o u t  20% o f  t h e  

c a s e s ,  t h e  s e l e c t i o n  o f  f r e e l a n c e r s ,  a n d  c o n s e q u e n t l y  t h e  

c o n t r o l  o f  t h e  l a b o u r  s u p p l y ,  r e m a i n e d  i n  t h e  h a n d s  o f  

m a n a g e m e n t  a n d  w a s  n o t  o p e n  t o  b a r g a i n i n g .  C o n v e r s e l y ,  i n  

t h r e e  c a s e s  t h e  c h a p e l  s u c c e e d e d  i n  r e s t r i c t i n g  a l l  

f r e e l a n c e  d i r e c t  i n p u t t i n g  t o  NUJ m e m b e r s  o n l y .

T h e  s e c o n d  a s p e c t  c o n c e r n e d  w i t h  l a b o u r  s u p p l y  w a s  t h e  

s e l e c t i o n  a n d  t r a i n i n g  o f  t r a n s f e r e e s .  I n  v i r t u a l l y  a l l  

n e w s p a p e r s  t h e  a p p o i n t m e n t  o f  s t a f f  i s  t h e  p r e r o g a t i v e  o f  

t h e  e d i t o r .  U s u a l l y  t h i s  w o u l d  i n v o l v e  c o n s u l t a t i o n  w i t h  

r e l e v a n t  d e p a r t m e n t a l  h e a d s  ( w h o  m a y  b e l o n g  t o  t h e  N U J)  b u t  

t h e  u n i o n  w o u l d  n o t  b e  i n v o l v e d  o f f i c i a l l y .  T h e  NUJ/N GA 

t e c h n o l o g y  p o l i c y  h o w e v e r  w a s  t o  s e e k  i n v o l v e m e n t  o v e r  t h e  

s e l e c t i o n  o f  t r a n s f e r e e s  t o  t h e  e d i t o r i a l  f l o o r  a n d  t o  

p a r t i c i p a t e  i n  t h e  d e v e l o p m e n t  o f  a  t r a i n i n g  p r o g r a m m e  -  

t h e  l a t t e r  a s p e c t  b e i n g  l a r g e l y  a n  i s s u e  o f  j o b  d e s i g n .  F o r  

t h e  m a j o r i t y  o f  n e w s p a p e r s ,  t h i s  o b j e c t i v e  o f  b e i n g  

i n v o l v e d  w i t h  s e l e c t i o n  w a s  a c h i e v e d ,  b u t  17  c o m p a n i e s  

s p e c i f i c a l l y  r e s e r v e d  t h e  E d i t o r ' s  r i g h t  t o  s e l e c t  

t r a n s f e r e e s ,  w h i l s t  1 2  n e w s p a p e r s  a b a n d o n e d  t h e  c l a u s e  

a l t o g e t h e r .

T h e  NUJ h a d  e v e n  m o r e  v a r i e d  s u c c e s s  o v e r  t h e  p a c i n g  

a n d  m o n i t o r i n g  o f  t h e  w o r k f l o w .  T h e  i s s u e  o f  s c r e e n  b r e a k s  

p r o v e d  t o  b e  a  p r o b l e m a t i c  c l a u s e .  T h e  m o d e l  a g r e e m e n t
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a d v o c a t e d  a  b r e a k  o f  10 m i n u t e s  a f t e r  e v e r y  75  m i n u t e s  o f  

c o n t i n u o u s  o n - s c r e e n  w o r k ,  a n d  25 c h a p e l s  a c h i e v e d  t h i s .  

T h e  r e s t  o f  t h e  c h a p e l s  n e g o t i a t e d  b r e a k s  a t  v a r i o u s  

i n t e r v a l s  b e t w e e n  7 5  m i n u t e s  a n d  t h r e e  h o u r s ,  w i t h  a t  

w o r s t ,  n o  s p e c i f i c  r i g h t  t o  c o m e  o f f - s c r e e n ,  b u t  a n  

a c k n o w l e d g e m e n t  t h a t  ' n a t u r a l  b r e a k s "  o c c u r  i n  t h e  w o r k .  I n  

v i r t u a l l y  a l l  t h e  c a s e s  t h e  s c r e e n  b r e a k s  w e r e  c o n d i t i o n a l  

o n  n o t  d i s r u p t i n g  t h e  o f f i c e  d e a d l i n e s .  I t  a p p e a r s  t h a t  

m a n a g e m e n t  w e r e  r e l u c t a n t  t o  p a s s  a  c o n t r a c t u a l  r i g h t  t o  

c o m e  o f f  s c r e e n  t o  t h e  j o u r n a l i s t s ,  t h e r e b y  g i v i n g  t h e m  

i n c r e a s e d  d i s c e r n m e n t  o v e r  t h e  p a c i n g  o f  w o r k .  T h i s  i s  

p a r t i c u l a r l y  r e l e v a n t  f o r  s u b - e d i t o r s  s i n c e  t h e  t e c h n o l o g y  

h a s  i n c r e a s e d  t h e i r  p e r v a s i v e n e s s  a n d  i m m e d i a c y  i n  t h e  

p r o d u c t i o n  p r o c e s s  ( d i s c u s s e d  i n  c h a p t e r  f i v e ) ,  t h u s  

m a n a g e m e n t  s o u g h t  t o  r e s t r i c t  t h e  s u b s "  s e l f - p a c i n g  

p o t e n t i a l  a n d  t h e  c o n s e q u e n t  d i s r u p t i o n  o f  t h e  w o r k f l o w  i f  

t h e y  t o o k  s c r e e n  b r e a k s  a t  r e g u l a r  i n t e r v a l s .  P e r h a p s  t h e  

y i e l d i n g  o f  m a n a g e m e n t  i n  s o m e  c a s e s  a r o s e  e i t h e r  a s  a  

r e s u l t  o f  a  s t r o n g  c h a p e l ,  o r  t h r o u g h  t h e  i n c r e a s i n g  a m o u n t  

o f  s c i e n t i f i c  d a t a  a s s o c i a t i n g  e y e s i g h t  p r o b l e m s  a n d  

m u s c u l a r  s t r a i n  w i t h  l o n g  p e r i o d s  o f  VDU w o r k .

T h e  m o n i t o r i n g  c l a u s e  -  t h e  f a c i l i t y  t o  m e a s u r e  

k e y s t r o k e s  -  p r o v e d  t o  b e  l e s s  o f  a  p r o b l e m  f o r  m o s t

c h a p e l s ,  b u t  4 0 o f  t h e  NTAs c o n t a i n  n o  r e f e r e n c e  t o  t h e

c l a u s e ,  s u g g e s t i n g  e i t h e r  t h a t  i t  w a s  i m p o s s i b l e  t o  r e a c h  

a g r e e m e n t  o r  t h a t  n e i t h e r  s i d e  t h o u g h t  i t  i m p o r t a n t .  

W h a t e v e r  t h e  r e a s o n ,  i n  s u c h  c a s e s  t h e  n e g o t i a t o r s  h a v e

f a i l e d  t o  e x e r t  i n f l u e n c e  o v e r  a n  i s s u e  t h a t  h a s  t h e  

p o t e n t i a l  t o  b e c o m e  a n  i m p o r t a n t  p r o d u c t i v i t y  m e a s u r e  

( a l t h o u g h  i t  i s  d o u b t f u l  i f  k e y s t r o k e  m e a s u r e m e n t  a l o n e
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w o u l d  b e  u s e d  t o  a s s e s s  a  j o u r n a l i s t ' s  p e r f o r m a n c e ) .  O f  t h e  

36  NTAs w h e r e  k e y s t r o k e  i s  m e n t i o n e d ,  e i g h t  h a v e  c l a u s e s  

w h i c h  s p e c i f i c a l l y  a l l o w  m a n a g e m e n t  t o  u s e  t h e  f a c i l i t y .

T h e  t h i r d  a r e a  o v e r  w h i c h  t h e r e  w a s  a  l a r g e  a m o u n t  o f  

m a n a g e m e n t  r e s i s t a n c e  c o n c e r n e d  t h e  r i g h t  o f  s e l f - t r a n s f e r . 

T h i s  i n c l u d e d  p e o p l e  w i t h  a  p e r m a n e n t  h e a l t h  c o n d i t i o n  

p r e v e n t i n g  t h e m  f r o m  u s i n g  t h e  VD Us,  p r e g n a n t  w om e n  o r  

a n y o n e  w ho  a f t e r  t r a i n i n g  c o u l d  n o t  a c h i e v e  t h e  r e q u i r e d  

l e v e l  o f  c o m p e t e n c e  o n  t h e  n e w  e q u i p m e n t .  T h e  m o d e l  

a g r e e m e n t  a r g u e s  f o r  a  r i g h t  o f  t r a n s f e r  w i t h o u t  l o s s  o f  

s t a t u s  a n d  p a y  o r  d a m a g e  t o  c a r e e r  p r o s p e c t s .  I n  s h o r t  i t  

w a s  a d v o c a t i n g  t h a t  t h e  r e d e s i g n  o f  t h e  j o b  ( u s e  o f  d i r e c t  

i n p u t )  s h o u l d  o n l y  b e  p e r m i s s i b l e  i f  i t  w a s  c o m p a t i b l e  w i t h  

t h e  p h y s i c a l  a n d  i n t e l l e c t u a l  a b i l i t i e s  o f  t h e  i n d i v i d u a l  

j o u r n a l i s t .  T h e r e  w a s  h o w e v e r  a  s t r o n g  a m o u n t  o f  m a n a g e m e n t  

r e s i s t a n c e ;  s o m e  r e f u s i n g  t o  i n c l u d e  t h e  c l a u s e ,  o t h e r s  

r e w o r d i n g  i t  t o  g u a r a n t e e  t h e  c o n t i n u e d  e m p l o y m e n t  o f  t h e  

j o u r n a l i s t s  c o n c e r n e d ,  b u t  n o t  t h e i r  s t a t u s  o r  p a y .  

S i g n i f i c a n t l y ,  t h e  s t r o n g e s t  o p p o s i t i o n  w a s  d i r e c t e d  a t  t h e  

p r e g n a n c y  c l a u s e .  T h e  m o d e l  c l a u s e  a r g u e s  f o r  t h e  r i g h t  o f  

t r a n s f e r  n o t  o n l y  f o r  wom en  w h o  a r e  p r e g n a n t ,  b u t  f o r  a n y  

w om a n  w h o  b e l i e v e s  h e r s e l f  t o  b e  p r e g n a n t ;  t h i s  w a s  

u n a c c e p t a b l e  f o r  2 2  n e w s p a p e r  m a n a g e m e n t s  w h o  g a v e  t h e  

r i g h t  o f  t r a n s f e r  o n l y  t o  w o m e n  w h o  h a v e  b e e n  m e d i c a l l y  

t e s t e d  f o r  p r e g n a n c y .  T h r e e  f u r t h e r  NTAs o m i t  t h e  c l a u s e  

c o m p l e t e l y .  S i x  o f  t h e  NTAs i n c l u d e  a  p r e a m b l e  t o  t h e  

c l a u s e  s u g g e s t i n g  t h a t  t h e r e  i s  n o  m e d i c a l  e v i d e n c e  t o  

s u b s t a n t i a t e  a n y  f e a r s  o f  h a r m  t o  u n b o r n  c h i l d r e n ,  t h e  t o n e  

o f  w h i c h  s u g g e s t s  t h a t  a n y  w o m e n  r e q u e s t i n g  t r a n s f e r  i s  

s o m e w h a t  i r r a t i o n a l .  B u t  i n  a n y  c a s e  t h e  p r e g n a n c y  c l a u s e
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e v e n  a s  f r a m e d  i n  t h e  m o d e l  d o e s  r a i s e  i m p o r t a n t  i s s u e s  o f  

p r i v a c y  a n d  c i v i l  l i b e r t i e s ,  n o t  l e a s t  t h a t  t h e  

i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y  m e a n s  t h a t  o n e  o f  t h e  f i r s t  

p e o p l e  t o  k n o w  t h a t  a  w om a n  i s  p r e g n a n t  w i l l  b e  h e r  

e m p l o y e r  -  a n d  o f  c o u r s e  i f  s h e  d o e s  t r a n s f e r ,  t h e  r e s t  o f  

t h e  o f f i c e  w i l l  k n o w .  T h e  d e c i s i o n  t o  i n f o r m  p e o p l e ,  w i l l  

b e  o u t  o f  h e r  c o n t r o l  b e c a u s e  o f  n e w  t e c h n o l o g y .

O b v i o u s l y  t h e r e  a r e  l o c a l  v a r i a t i o n s  i n  m a n y  o f  t h e  

o t h e r  c l a u s e s ,  b u t  t h e  t h r e e  a r e a s  h i g h l i g h t e d  r e p r e s e n t  

t h e  m o s t  c o n s i s t e n t  d i f f e r e n c e s  f r o m  t h e  m o d e l .  T h e s e  

com m on  d i f f e r e n c e  a r e  n o t  a p p a r e n t  w h e n  e x a m i n i n g  t h e  s c o r e  

v a l u e s  s i n c e  t h e y  i n d i c a t e  t h e  e x t e n t  o f  s u c c e s s  a n d  

f a i l u r e ,  b u t  n o t  t h e  s p e c i f i c  a r e a s .  A l l  t h e s e  i s s u e s  a r e  

e x a m i n e d  i n  c l o s e  d e t a i l  i n  t h e  s u b s e q u e n t  c h a p t e r s ,  

c o n c e n t r a t i n g  o n  t h e  20 n e w s p a p e r  s a m p l e .

G e n e r a l l y  m a n a g e m e n t  h a s  a c c e p t e d  t h e  N U J ' s  i n v o l v e m e n t  

a n d  r i g h t  t o  b a r g a i n  o v e r  t h e  i n t r o d u c t i o n  o f  n e w  

t e c h n o l o g y .  T h i s  c o n t r a s t s  s h a r p l y  w i t h  t h e  f i n d i n g s  o f  

D a n i e l  ( 1 9 8 7 )  w h i c h  s u g g e s t  t h e  m o s t  c om m on  f o r m  o f  

i n v o l v e m e n t  o v e r  c h a n g e  f o r  w h i t e  c o l l a r  w o r k e r s  w a s  b y  

i n f o r m a l  c o n s u l t a t i o n ,  a n d  t h a t  w h e r e  u n i o n  n e g o t i a t i o n  

t o o k  p l a c e  i t  w a s  l a r g e l y  a m o n g s t  m a n u a l  w o r k e r s  w i t h  

s t r o n g  t r a d e  u n i o n  t r a d i t i o n s  a n d  w h e r e  a  m u l t i - l e v e l  

c o l l e c t i v e  b a r g a i n i n g  f r a m e w o r k  e x i s t s  ( 1 9 8 7 ;  p l l 3 - 1 5 0 ) .

T h e  NUJ h a s  a c c e p t e d  t h e  m a n a g e r i a l  p r e r o g a t i v e  t o  

i n t r o d u c e  c h a n g e ,  a n d  t h e  t e c h n o l o g y  p o l i c y  c a r r i e s  o n l y  a n  

' a m b i t '  p r o v i s i o n  f o r  u n i o n  i n v o l v e m e n t  a t  t h e  d e s i g n  a n d  

s e l e c t i o n  s t a g e  -  a l t h o u g h  i m p l i c i t l y  m a n y  o f  t h e  c l a u s e s  

n e c e s s i t a t e  i n v o l v e m e n t  a t  a  p r e - i m p l e m e n t a t i o n  s t a g e ,  o r  

t h e  p o t e n t i a l  f o r  t h e  t e c h n o l o g y  t o  b e  f l e x i b l e  a n d
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a d a p t a b l e .  H o w e v e r  t h e  b a r g a i n i n g  w a s  n o t  j u s t  r e s t r i c t e d  

t o  l i m i t i n g  t h e  n e g a t i v e  a s p e c t s  o f  c h a n g e .  T h e  m o s t  

n o t a b l e  a c h i e v e m e n t  f o r  t h e  NUJ h a s  b e e n  i t s  s u c c e s s  i n  

s e c u r i n g  n e w  t e c h n o l o g y  p a y m e n t s .

S u m m a r y

U n l i k e  m a n y  u n i o n s  s u r v e y e d ,  t h e  NUJ h a s  b e e n  s u c c e s s f u l  i n  

a d o p t i n g  n e w  t e c h n o l o g y  a g r e e m e n t s  a s  a  b a r g a i n i n g  t o o l .  

I t s  s u c c e s s  s t e m s  f r o m  a d o p t i n g  a  r e a l i s t i c  m o d e l  NTA t h a t  

c o u l d  b e  e a s i l y  a d a p t e d  t o  m e e t  l o c a l  l e v e l  r e q u i r e m e n t s ,  

s i g n i n g  a  j o i n t  a c c o r d  w i t h  t h e  NGA, a n d  d e v e l o p i n g  a  w e l l  

c o - o r d i n a t e d ,  c e n t r a l l y  a d m i n i s t e r e d  n e g o t i a t i o n  s t r a t e g y .

T h e  NTAs n o t  o n l y  c o v e r  t h e  l i m i t i n g  o f  t h e  n e g a t i v e  

e f f e c t s  o f  t e c h n o l o g y ,  b u t  f o l l o w  t h e  TUC g u i d e l i n e s  i n  

s e e k i n g  t o  e x t e n d  b a r g a i n i n g  t o  c o n t r o l  i s s u e s

p a r t i c u l a r l y  l a b o u r  s u p p l y  a n d  t r a n s f e r  -  a l t h o u g h  i t s  

s u c c e s s  i n  t h e s e  a r e a s  h a s  b e e n  v a r i e d .

New T e c h n o l o g y  P a y m e n t s

T h e  NUJ w e r e  s u c c e s s f u l  i n  n e g o t i a t i n g  t e c h n o l o g y  p a y m e n t s  

i n  a l l  b u t  o n e  n e w s p a p e r .  T h e i r  p o l i c y  w a s  t h a t  p a y m e n t s  

s h o u l d  b e  n e g o t i a t e d  a t  l o c a l  l e v e l ,  a n d  t h a t  t h e r e  s h o u l d  

b e  e q u a l  p a y m e n t s  t o  i n c l u d e  n o t  o n l y  t h o s e  j o u r n a l i s t s  w h o  

w o u l d  u s e  t h e  t e c h n o l o g y  ( r e p o r t e r s  a n d  s u b s )  b u t  a l s o  

t h o s e  w ho  w o u l d  b e  e x p e c t e d  t o  c o o p e r a t e  w i t h  i t s  

i n t r o d u c t i o n ,  n o t a b l y  p h o t o g r a p h e r s .  I n  s o m e  c a s e s  t h e  

p h o t o g r a p h e r s  d o  u s e  t h e  s y s t e m ,  f o r  e x a m p l e ,  t o  w r i t e  

c a p t i o n s ,  o r  w h e r e  t h e  d i a r y  i s  k e p t  o n  s c r e e n .

T a b l e s  4 . 3  a n d  4 . 4  g i v e  a  f u l l  b r e a k  d o w n  o f  t h e  

t e c h n o l o g y  p a y m e n t s  n e g o t i a t e d .  T a b l e  4 . 3  s h o w s  a n
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T a b l e  4 . 3 :  New t e c h n o l o g y p a y m e n t s -  e v e n

WEEKLY PU BLICATIONS
C o . S e n i o r s J u n i o r s

p r o - r a t a
A n d o v e r SN £ 2 0 . 0 0 n o
A r m a g h IND £ 8 . 5 0 n o
A y l e s b u r y BHNG £ 1 0 . 5 0 n o
B a s i n g s t o k e SN £ 1 5 . 0 0 n o
B u r n l e y UN £ 1 0 . 0 0 n o
C h e s t e r TRN £ 1 4 . 0 0 y e s
C h e s t e r f i e l d J N £ 1 8 . 0 0 n o
Down IND £ 8 . 0 0 n o
D u r s l e y BN £ 1 2 . 0 0 n o
H a r r o g a t e UN £ 1 0 . 0 0 n o
H e r t f o r d SAN £ 1 5 . 0 0 n o
H i g h  W ycombe WP £ 1 8 . 0 0 n o
L e e d s UN £ 1 0 . 0 0 n o
L l a n d u d n o NWWN £ 1 7 . 0 0 y e s
L o n d o n YA £ 1 0 . 0 0 n o
L o n d o n  ( K i l b u r n ) CN £ 1 0 . 0 0 n o
L o n d o n  ( H a c k n e y ) CN £ 1 0 . 0 0 n o
L o n d o n  SE WP £ 1 5 . 0 0 n o
M a n s f i e l d IND £ 2 0 . 0 0 n o
M e r t h y r  T y d f i l TRN £ 1 2 . 0 0 n o
M e x b o r o u g h REED £ 1 5 . 0 0 n o
M i l t o n  K e y n e s IND £ 1 5 . 0 0 n o
S i d c u p IND £ 7 . 6 0 n o
S i t t i n g b o u r n e IND £ 1 5 . 0 0 y e s
S o u t h  S h i e l d s NP £ 1 5 . 0 0 n o
S t a f f o r d IND £ 2 0 . 0 0 y e s
T a u n t o n REED £ 1 6 . 0 0 n o
W a t f o r d WP £ 2 0 . 0 0 y e s
W e l l s IND £ 1 5 . 0 0 n o

DAILY PUBLICATIO NS
B e l f a s t IND £ 1 7 . 0 0 n o
B e l f a s t TRN £ 1 7 . 0 0 n o
B l a c k b u r n TRN £ 1 4 . 0 0 n o
B o l t o n REED £ 1 5 . 0 0 n o
B r a d f o r d WP £ 2 5 . 0 0 y e s
B r i g h t o n WP £ 3 0 . 0 0 n o
B u r t o n Y I T £ 2 5 . 0 0 n o
C a m b r i d g e Y I T £ 3 0 . 0 0 n o
C a r d i f f TRN £ 1 7 . 0 0 n o
C a r l i s l e CNG £ 1 4 . 8 0 y e s
C o v e n t r y ING £ 3 0 . 0 0 n o
D a r l i n g t o n WP £ 2 8 . 0 0 n o
H a r t l e p o o l PSN £ 1 1 . 5 0 n o
L e e d s UN £ 2 5 . 0 0 n o
L o n d o n TRN £ 2 3 . 0 0 n o
M i d d l e s b r o u g h TRN £ 1 7 . 0 0 n o
N e w c a s t l e TRN £ 1 7 . 0 0 n o
N e w p o r t UN £ 1 7 . 0 0 y e s
N o r w i c h ECN £ 2 5 . 0 0 n o
P e t e r b o r o u g h EMAP £ 1 7 . 5 0 n o
P o o l e SN £ 2 0 . 0 0 n o
S o u t h a m p t o n SN £ 2 5 . 0 0 n o
S u n d e r l a n d PSN £ 1 4 . 0 0 n o
S w i n d o n WP £ 2 0 . 0 0 n o
W o r c e s t e r REED £ 2 0 . 0 0 n o
Y o r k WP £ 1 5 . 0 0 n o
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Table 4.4: New technology payments - uneven

P l a c e  o f  p u b l i c a t i o n C o . S e n i o r s

WEEKLY PU BLICATIO NS
A s h t o n  u  L y n e UN £ 7 . 5 0
B e d f o r d IND £ 1 2 . 5 0
C h o r l e y UN £ 8 . 2 5
E a s t b o r n e BNL £ 1 8 . 0 0
L o n d o n AP £ 1 0 . 0 0
L u r g a n IND £ 1 3 . 2 5
N e w a r k IND £ 1 4 . 0 0
P e t e r b o r o u g h SHN £ 1 . 4 0
S l o u g h IND £ 1 7 . 5 0
S o u t h p o r t T I £ 8 . 5 0
W i g a n UN £ 8 . 2 5
Y e o v i l BUP £ 5 . 2 9

DAILY PU BLICATIO NS
B a s i l d o n WP £ 1 8 . 0 0
B l a c k p o o l UN £ 1 5 . 0 0
B r i s t o l BUP £ 3 1 . 0 8
C o l c h e s t e r REED £ 1 4 . 0 0
H u d d e r s f i e l d HDN £ 1 9 . 0 0
N o r t h a m p t o n UN £ 1 6 . 3 0
P r e s t o n UN £ 2 5 . 0 0
S h e f f i e l d UN £ 2 2 . 0 0

2 - y e a r s 5 - y e a r s S u b s
e x t r a

P h o t o g s . J u n i o r s
P r o - r a t a

£ 7 . 7 5 £ 8 . 0 0 £ 1 . 5 0 0 y e s
£ 1 2 . 5 0 £ 1 2 . 5 0 £ 5 . 0 0 £ 1 2 . 5 0 n o
£ 8 . 2 5 £ 8 . 2 5 £ 2 . 0 0 0 y e s
£ 1 8 . 0 0 £ 1 8 . 0 0 £ 2 . 0 0 £ 1 5 . 0 0 y e s
£ 1 0 . 0 0 £ 1 0 . 0 0 £ 2 . 5 0 £ 1 0 . 0 0 y e s
£ 1 5 . 0 0 £ 1 8 . 0 0 0 £ 1 3 . 2 5 y e s
£ 1 4 . 0 0 £ 1 4 . 0 0 £ 2 . 0 0 £ 1 0 . 0 0 y e s
£ 1 . 4 0 £ 1 . 4 0 4 0 p £ 1 . 4 0 y e s
£ 1 7 . 5 0 £ 1 7 . 5 0 £ 7 . 5 0 £ 1 0 . 5 0 n o
£ 8 . 5 0 £ 8 . 5 0 £ 3 . 0 0 £ 8 . 5 0 n o
£ 8 . 2 5 £ 8 . 2 5 £ 2 . 0 0 0 y e s
£ 5 . 2 9 £ 5 . 2 9 £ 7 . 1 3 £ 5 . 2 9 y e s

£ 1 8 . 0 0 £ 1 8 . 0 0 £ 5 . 0 0 £ 1 8 . 0 0 n o
£ 1 5 . 0 0 £ 1 5 . 0 0 £ 2 . 0 0 £ 1 5 . 0 0 n o
£ 3 1 . 0 8 £ 3 1 . 0 8 £ 5 . 9 4 £ 3 1 . 0 8 y e s
£ 1 4 . 0 0 £ 1 4 . 0 0 £ 6 . 0 0 £ 1 4 . 0 0 y e s
£ 2 1 . 0 0 £ 2 3 . 0 0 0 £ 1 9 . 0 0 y e s
£ 1 6 . 3 0 £ 1 6 . 3 0 £ 1 . 7 0 £ 1 6 . 3 0 n o
£ 2 5 . 0 0 £ 2 5 . 0 0 £ 3 . 0 0 £ 2 5 . 0 0 n o
£ 2 2 . 0 0 £ 2 2 . 0 0 0 £ 1 4 . 0 0 n o



a l p h a b e t i c a l  l i s t i n g  b y  l o c a t i o n ,  a n d  b y  f r e q u e n c y  o f  

p u b l i c a t i o n ,  o f  p a y m e n t  m a d e  o n  a n  a c r o s s - t h e - b o a r d  b a s i s .  

I n  s u c h  c a s e s  t h e  o n l y  d i s c r i m i n a t i o n  b e t w e e n  j o u r n a l i s t s  

w a s  w h e t h e r  t h e y  h a d  c o m p l e t e d  t h e i r  i n d e n t u r e  p e r i o d  a n d  

t r a i n i n g  s i n c e  i n  s o m e  c a s e s  t h i s  w o u l d  m e a n  a  p r o - r a t a  

t e c h n o l o g y  p a y m e n t .  I n  t h e  m a j o r i t y  o f  c a s e s ,  h o w e v e r ,  

j u n i o r s  r e c e i v e d  t h e  s a m e  t e c h n o l o g y  p a y m e n t  a s  s e n i o r s .

T a b l e  4 . 4  l i s t s  t h o s e  n e w s p a p e r s  w h e r e  t e c h n o l o g y  

p a y m e n t s  w e r e  m a d e  u n e v e n l y .  I n  c a s e s  s u c h  a s  H u d d e r s f i e l d ,  

t h i s  m e a n t  t h a t  t e c h n o l o g y  p a y  w a s  d i s t r i b u t e d  p r o - r a t a  i n  

l i n e  w i t h  t h e  e x i s t i n g  b a n d e d  w a g e  s y s t e m  b a s e d  o n  

s e n i o r i t y ,  a n d  t h u s  t h e  t e c h n o l o g y  p a y m e n t  m a i n t a i n e d  

a l r e a d y  e x i s t i n g  d i f f e r e n t i a l s .  A t  t h e  m a j o r i t y  o f  

n e w s p a p e r s  l i s t e d  i n  t h i s  t a b l e ,  t h e  d i s c r i m i n a t i o n  w a s  

o v e r  t h e  j o b ,  w i t h  p a y m e n t s  b e i n g  m a d e  o n  a n  i n c r e m e n t a l  

s c a l e  a c c o r d i n g  t o  w h e t h e r  t h e  j o u r n a l i s t  w a s  a  

p h o t o g r a p h e r ,  a  r e p o r t e r  o r  a  s u b - e d i t o r .

I n  o r d e r  t o  c o m p a r e  t h e  t e c h n o l o g y  p a y m e n t s  m a d e  t o  

s u b s ,  r e p o r t e r s  a n d  p h o t o g r a p h e r s  i n  w e e k l y  a n d  d a i l y  

p a p e r s ,  t h e  m e a n  v a l u e s  f o r  t h e  r e s p e c t i v e  g r o u p s  w e r e  

c a l c u l a t e d ,  a n d  t h e  r e s u l t s  a r e  p r e s e n t e d  i n  t a b l e  4 . 5 .  I n  

g e n e r a l ,  j o u r n a l i s t s  w o r k i n g  i n  c o m p a n i e s  w h e r e  t h e  

p r i n c i p a l  p u b l i c a t i o n  w a s  a  d a i l y  n e w s p a p e r ,  r e c e i v e d  

h i g h e r  p a y m e n t s  a c r o s s  a l l  j o b  c a t e g o r i e s .  T h i s  m i r r o r s  t h e  

f a c t  t h a t  s a l a r y  l e v e l s  a r e  h i g h e r  f o r  d a i l y  n e w s p a p e r  

j o u r n a l i s t s  t h a n  w e e k l y  j o u r n a l i s t s .  T h i s  d i f f e r e n t i a l  i s  

a c c e p t e d  a c r o s s  t h e  i n d u s t r y  a n d  r e f l e c t s  n o t  o n l y  t h e  

h i g h e r  t u r n o v e r  a n d  p r o f i t a b i l i t y  o f  d a i l y  t i t l e s ,  b u t  a l s o  

t h e  g r e a t e r  i n t e n s i t y  o f  d a i l y  n e w s p a p e r  w o r k .  T h e  NUJ 

p o l i c y  w a s  t o  a c c e p t  t h i s  t w o - t i e r  p a y  s t r u c t u r e  i n
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b a r g a i n i n g  o v e r  t e c h n o l o g y p a y .

T a b l e  4 . 5 :  C o m p a r i s o n  o f  e v e n  a n d  u n e v e n t e c h n o l o g y
p a y m e n t s b y  j o b a n d  f r e q u e n c y o f  p u b l i c a t i o n

S u b S e n . R e p . P h o t o q .

W e e k l y
£ £ £

E v e n 1 3 . 9 4 1 3 . 9 4 1 3 . 9 4

U n e v e n 1 3 . 2 9 1 0 . 3 7 7 . 2 0

d i f f e r e n c e  
( e v e n - u n e v e n )

D a i l y

0 . 6 5 3 . 5 7 6 . 7 4

E v e n 1 9 . 8 3 1 9 . 8 3 1 9 . 8 3

U n e v e n 2 3 . 0 0 2 0 . 0 5 1 9 . 0 5

d i f f e r e n c e  
( e v e n - u n e v e n )

- 3 . 1 7 - 0 . 2 2 0 . 7 8

H o w e v e r ,  a s i d e  f r o m  t h e  d i f f e r e n c e s  i n  t h e  s i z e  o f  a v e r a g e  

p a y m e n t s  m a d e  t o  w e e k l y  a n d  d a i l y  j o u r n a l i s t s ,  t h e r e  

a p p e a r s  t o  b e  t w o  c o n t r a s t i n g  t r e n d s .  I n  w e e k l i e s ,  

j o u r n a l i s t s  r e c e i v e d  h i g h e r  p a y m e n t s  i f  t h e y  w e r e  a w a r d e d  

' e v e n '  t e c h n o l o g y  p a y  -  p a r t i c u l a r l y  t h e  p h o t o g r a p h e r s  -  

b u t  i n  d a i l i e s ,  t h e  o p p o s i t e  w a s  t r u e  f o r  s u b s  a n d  

r e p o r t e r s :  t h e y  w e r e  w o r s e  o f f  i f  t h e y  h a d  r e c e i v e d  e v e n  

p a y m e n t s  -  e s p e c i a l l y  t h e  s u b s .  I f  s u c h  r e s u l t s  w e r e  u s e d  

t o  i n f o r m  f u t u r e  j o u r n a l i s t s  a b o u t  t h e  m o s t  a d v a n t a g e o u s  

t e c h n o l o g y  p a y  s y s t e m ,  t h e n  t h e  a d v i c e  m i g h t  b e :  a l l

p h o t o g r a p h e r s  a n d  w e e k l y  r e p o r t e r s  s h o u l d  s e e k  a n  e v e n  

p a y m e n t  s y s t e m ;  d a i l y  s u b s  s h o u l d  a i m  f o r  a n  u n e v e n  s y s t e m ;  

w h i l s t  w e e k l y  s u b s  a n d  d a i l y  r e p o r t e r s  m i g h t  b e  m a r g i n a l l y  

b e t t e r  o f f  b y  a d v o c a t i n g  a n  e v e n  a n d  u n e v e n  s y s t e m  

r e s p e c t i v e l y .

M a n a g e m e n t s  m a y  h a v e  b e e n  m a k i n g  s t r a t e g i c  c h o i c e s  i n  

t h e  d i s t r i b u t i o n  o f  p a y m e n t  a c r o s s  t h e  w o r k g r o u p .  O f f e r s  o f
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s t r a t i f i e d  p a y  i n  d a i l y  n e w s p a p e r s  c o u l d  b e  u s e d  

s t r a t e g i c a l l y  t o  e n c o u r a g e  a c c e p t a n c e  b y  w i n n i n g  o v e r  t h e  

k e y  p r o d u c t i o n  j o u r n a l i s t s  ( t h e  s u b s )  t h r o u g h  t h e  e l e v a t i o n  

-  f i n a n c i a l l y  a n d  s y m b o l i c a l l y  -  o f  t h e i r  i m p o r t a n c e  w i t h i n  

t h e  w o r k g r o u p .  I n  w e e k l i e s ,  t h e r e  a r e  f e w e r  d e a d l i n e s ,  s o  

t h e  s u b s  a r e  n o t  s u c h  a  k e y  w o r k g r o u p .

T h e  f a c t  t h a t  t h e  j o u r n a l i s t s  r e c e i v e d  t e c h n o l o g y  

p a y m e n t s  d o e s  n o t  n e c e s s a r i l y  d e m o n s t r a t e  a n  i n c r e a s e  i n  

t h e  b a r g a i n i n g  p o w e r  o f  t h e  j o u r n a l i s t s .  I t  m i g h t  b e  a r g u e d  

t h a t  m a n a g e m e n t  a c k n o w l e d g e d  t h a t  a n  u p - g r a d i n g  o f  p a y  w a s  

a n  a p p r o p r i a t e  r e w a r d  f o r  t h e  e x t r a  s k i l l s  t h e  j o u r n a l i s t s  

w o u l d  b e  o b l i g e d  t o  l e a r n .  I n  t h i s  c a s e ,  t h e  i s s u e  i s  

m a g n i t u d e  o f  t h e  t e c h n o l o g y  p a y m e n t ,  r a t h e r  w h e t h e r  o r  n o t  

p a y m e n t  w a s  m a d e .  T a k i n g  t h e  20  n e w s p a p e r  s a m p l e  we c a n  s e e  

how  t h e  o r i g i n a l  o f f e r  b y  m a n a g e m e n t  a n d  t h e  o r i g i n a l  c l a i m  

b y  t h e  c h a p e l  c o m p a r e s  w i t h  t h e  f i n a l  s e t t l e m e n t  a t  e a c h  

n e w s p a p e r  ( s e e  t a b l e  4 . 6 ) .

A t  e a c h  n e w s p a p e r  t h e  m a n a g e m e n t  m a d e  a n  o f f e r  o f  

t e c h n o l o g y  p a y ,  a l t h o u g h  i n  t h e  c a s e  o f  B a s i l d o n  t h e y  

c l a i m e d  t h a t  t h e  £ 8  a l r e a d y  p a i d  t o  j o u r n a l i s t s  f o r  w o r k i n g  

o n  p o r t a b l e  T a n d y  l a p t o p  c o m p u t e r s  a l s o  c o v e r e d  t h e  m o v e  t o  

f u l l  d i r e c t  i n p u t .  A l s o ,  a t  f i v e  n e w s p a p e r s  m a n a g e m e n t  

c l a i m e d  t h a t  t h e  p h o t o g r a p h e r s  w e r e  i n e l i g i b l e  f o r  

t e c h n o l o g y  p a y  s i n c e  t h e y  w o u l d  n o t  b e  u s i n g  t h e  s y s t e m .  A t  

e a c h  o f  t h e  20  n e w s p a p e r s  t h e  c h a p e l s  d i d  h o w e v e r  m a n a g e  t o  

s e c u r e  s o m e  p a y m e n t  f o r  p h o t o g r a p h e r s  i n  l i n e  w i t h  NUJ 

p o l i c y .

So  a s  b e f o r e ,  t h i s  r a i s e s  t h e  q u e s t i o n  o f  h o w  t h e  

d i f f e r e n c e s  i n  t h e  m a g n i t u d e  o f  p a y m e n t  c a n  b e  e x p l a i n e d .  

H i g h  p a y m e n t s  m i g h t  b e  e x p e c t e d  i n  p r o s p e r o u s  a r e a s  o f  t h e
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Table 4-6: Technology Pay - Offers, Claims and Settlements.

MANAGEMENTS NUJ CHAPELS
N ew spaper MEA 1 s t  o f f e r r e s p o n s e

D a te Rep Sub P h t R ep Sub P h t

£ £ £ £ £ £
B a s i ld o n S e p t 87 0 0 0 20 20 20
B a th Feb 88 14 14 0 30 30 30
B la c k p o o l May 87 7 9 5 — -25 -30—
B ra d fo rd A pr 87 25 25 0 25 25 25
B r ig h to n Nov 86 8 8 0 35 35 35
B r i s t o l S e p t 86 — -15-20 1-------- — -30 -40—
B u rto n Feb 87 5 5 5 64 64 64
C am bridge May 86 5 5 5 n o t s p e c i f i e d
C o lc h e s te r May 87 5 5 0 30 30 30
H u d d e r s f ie ld Feb 86 — -10-20 i— 30 30 30
L eed s F eb 87 20 20 20 30 30 30
L iv e rp o o l Nov 85 10 12 10 35 40 35
M id d le sb ro u g h  Dec 86 8 8 8 n o t s p e c i f i e d
N e w c a s tle O c t 86 10 10 10 40 40 40
P e te rb o ro u g h Ju n e 86 8 10 8 30 30 30
S h e f f i e l d Mar 87 19 19 13 30 30 30
S ou tham pton Aug 87 10 10 10 40 40 40
Sw indon S e p t 87 15 15 15 35 35 35
W o rc e s te r Mar 87 12 15 0 25 25 25
Y ork Mar 87 20. 50 t c » a l l a c c e p te d

F i n a l  Pre-N TA  D i f f  . o f f e r / c l a i m
s e t t l e m e n t  e x i s t i n g  ( a v .a c r o s s  jo b s )

Rep Sub P h t T e c h -p a y Man. J o u m .

£ £ £ £ £ £
7 15 7 8 9 .7 0 10 .30

22 22 22 12 .70 8
15 17 15 8 .7 0 1 1 .8 0
25 25 25 8 .3 0 0
25 25 25 5 19 .7 0 10
— 26. 5 0 -3 2 .5 0 — 4 . 5 0 11 6 .5 0
25 25 25 20 39
30 30 30 25 n / a
14 20 14 12 .70 14

— 19 -25—— 7 8
25 25 25 5 5
20 23 20 5 10 .40 16 .5 0
17 17 17 9 n / a
17 .5 0 1 7 .5 0 1 7 .5 0 7 .5 0 22 .5 0
17 .5 0 1 7 .5 0 1 7 .5 0 8 .9 0 12 .5 0
22 22 13 2 11
25 25 25 15 15
20 20 20 5 15
20 20 20 11 5
2 0 .5 0 2 0 .5 0 2 0 .5 0 0 0

N o te : H u d d e r s f i e ld  a n d  B r i s t o l  n e g o t i a t e d  s t r a t i f i e d  paym ents i n  l i n e  w i th  t h e i r  e x i s t i n g  wage g r a d in g  s t r u c t u r e .



c o u n t r y  -  e s p e c i a l l y  w h e r e  p r o p e r t y  p r i c e s  a r e  h i g h  -  s i n c e  

t h e  r e a l  v a l u e  o f  t h e  t e c h n o l o g y  p a y  w o u l d  b e  l o w e r .  I n  

f a c t ,  w h i l s t  B r i s t o l ,  B r i g h t o n ,  C a m b r i d g e  a n d  S o u t h a m p t o n  

d i d  r e c e i v e  h i g h  t e c h n o l o g y  p a y m e n t s ,  s o  d i d  L e e d s  a n d  

B r a d f o r d .  F u r t h e r m o r e ,  i t  w a s  n o t  j u s t  t h e  n e w s p a p e r s  w i t h  

l a r g e  c i r c u l a t i o n s ,  h i g h  s t a f f i n g  l e v e l s  a n d  a  l a r g e  

f i n a n c i a l  t u r n o v e r  t h a t  r e c e i v e d  h i g h  t e c h n o l o g y  p a y ;  

j o u r n a l i s t s  a t  t h e  B u r t o n  D a i l y  M a i l  -  t h e  c o u n t r y ' s  

s m a l l e s t  p r o v i n c i a l  d a i l y  n e w s p a p e r  i n  a l l  t h r e e  r e s p e c t s  -  

r e c e i v e d  t h e  j o i n t  t h i r d  h i g h e s t  p a y m e n t .

T h e  d a t e  o f  n e g o t i a t i n g  t h e  a g r e e m e n t  m i g h t  a f f e c t  t h e  

t e c h n o l o g y  p a y .  T h e r e  c o u l d  b e  t w o  t r e n d s :  e i t h e r  

t e c h n o l o g y  p a y  d e c r e a s i n g  a s  b a r g a i n i n g  s e t t l e s  t o  a  m a r k e t  

l e v e l ,  o r  p a y m e n t  i n c r e a s i n g  a s  c h a p e l s  b e c o m e  m o r e  

c o n f i d e n t .  B u t  n e i t h e r  t r e n d  c a n  b e  p e r c e i v e d  f r o m  t a b l e

4 . 6 .  I f  we u s e  d a t a  f r o m  t h e  f u l l  s a m p l e  a n d  c o m p u t e  t h e  

c o r r e l a t i o n  b e t w e e n  t h e  d a t e  o f  t h e  a g r e e m e n t  a n d  t h e  

a m o u n t  o f  t e c h n o l o g y  p a y  f o r  s e n i o r s ,  w e  f i n d  t h a t  f o r  t h e  

d a i l y  n e w s p a p e r s ,  t h e r e  i s  a  v e r y  s m a l l  i n v e r s e  c o r r e l a t i o n  

( r = - 0 . 0 1 6 7 ) .  F o r  t h e  w e e k l y  s a m p l e  t h i s  i n v e r s e  c o r r e l a t i o n  

i s  s l i g h t l y  l a r g e r ,  b u t  i s  s t i l l  n o t  s t a t i s t i c a l l y  

s i g n i f i c a n t  ( r = - 0 . 2 9 8 2 ) .  T h e  f i g u r e s  r e v e a l  t h a t  t h e r e  m a y  

b e  a  t e n d e n c y  f o r  t e c h n o l o g y  p a y  t o  b e  d e c r e a s i n g  o v e r  

t i m e ,  a n d  f u r t h e r m o r e ,  t h e  m a g n i t u d e  o f  t h i s  i n v e r s e  

c o r r e l a t i o n  m i g h t  i n c r e a s e  i f  i n f l a t i o n  i s  t a k e n  i n t o  

a c c o u n t .  To  t e s t  t h i s ,  t h e  t e c h n o l o g y  p a y  m a d e  t o  w e e k l y  

s e n i o r  r e p o r t e r s  w a s  d i s c o u n t e d  a t  a  r a t e  o f  4% p e r  a n n u m  

( a p p r o x i m a t i n g  i n f l a t i o n  d u r i n g  t h e  p e r i o d )  a n d  t h e  

c o r r e l a t i o n  w a s  r e c a l c u l a t e d .  T h i s  t i m e  t h e  i n v e r s e  

c o r r e l a t i o n  w a s  s i g n i f i c a n t  ( r = - 0 . 3 5 4 7  F l r 40 = 5 . 7 5 9 9

116



R e j e c t  H0 a t  p = 0 . 0 5 ) .  T h i s  s u g g e s t s  t h a t  t e c h n o l o g y  

p a y m e n t s  a r e  d e c r e a s i n g  i n  r e a l  v a l u e  o v e r  t i m e ,  a n d  s o  m a y  

a c c o u n t  f o r  t h e  d i f f e r e n c e s  o b s e r v e d .  T h i s  r e s u l t  i s  n o t  

e n t i r e l y  u n e x p e c t e d  b e c a u s e  a s  t h e  n o n - t e c h n o l o g y  u s i n g  

j o u r n a l i s t s  b e c o m e  t h e  m i n o r i t y  r a t h e r  t h a n  t h e  m a j o r i t y ,  

t h e i r  b a r g a i n i n g  p o w e r  a c r o s s  t h e  i n d u s t r y  w i l l  d e c r e a s e .  

T h e y  w i l l  b e  l e s s  a b l e  t o  b a r g a i n  f o r  e x t r a  m o n e y  f o r  a  

s k i l l  t h a t  i s  i n c r e a s i n g l y  b e c o m i n g  a  n e c e s s i t y  f o r  

j o u r n a l i s t i c  w o r k .

T h e  d i f f e r e n c e s  m i g h t  a l s o  b e  a f f e c t  b y  d e n s i t y  o f  NUJ 

m e m b e r s h i p  a t  t h e  n e w s p a p e r s .  T h e o r e t i c a l l y  a  h i g h  NUJ 

d e n s i t y  w o u l d  e n h a n c e  t h e  b a r g a i n i n g  p o w e r  a n d  l e a d  t o  h i g h  

t e c h n o l o g y  p a y m e n t s .

T a b l e  4 . 7 :  NUJ d e n s i t y  a n d  n e w  t e c h n o l o g y  p a y m e n t s

NUJ New T e c h
C h a p e l D e n s i t y P a y m e n t
B a s i l d o n  E v g .  E c h o 57% £ 1 1 . 0 0 *
B a t h  E v g .  C h r o n . 56% £ 2 2 . 0 0
B l a c k p o o l  G a z e t t e 86% £ 1 6 . 0 0 *
B r a d f o r d  T i g .  & A r g u s 87% £ 2 5 . 0 0
B r i g h t o n  E v g .  A r g u s 72% £ 2 5 . 0 0
B r i s t o l  E v g .  P o s t 97% £ 3 1 . 0 0 *
B u r t o n  M a i l 64% £ 2 5 . 0 0
C a m b r i d g e  E v g .  New s 88% £ 3 0 . 0 0
C o l c h e s t e r  E v g .  G a z e t t e 39% £ 1 7 . 0 0 *
H u d d e r s f i e l d  D ' l y  E x a m . 100% £ 2 3 . 0 0 *
L i v e r p o o l  P o s t  & E c h o 86% £ 2 1 . 5 0 *
M i d d l e s b r o u g h  G a z e t t e 96% £ 1 7 . 0 0
N e w c a s t l e  C h r o n i c l e  & J o u r n a l 96% £ 1 7 . 5 0
P e t e r b o r o u g h  E v g .  T i g . 91% £ 1 7 . 5 0
S h e f f i e l d  S t a r 87% £ 2 2 . 0 0
S o u t h e r n  E v g .  E c h o 69% £ 2 5 . 0 0
W i l t s h i r e  N p r s . ( S w i n d o n ) 66% £ 2 0 . 0 0
W o r c e s t e r  E v g .  New s 69% £ 2 0 . 0 0
Y o r k s h i r e  P o s t  ( am ) 62% £ 2 5 . 0 0
Y o r k s h i r e  E v g .  P r e s s 42% £ 2 0 . 5 0

* d e n o t e s  a d j u s t e d  a v e r a g e

T a b l e  4 . 7  c o m p a r e s  t h e  d e n s i t y  i n  t h e  s a m p l e  w i t h  t h e  

t e c h n o l o g y  p a y ,  b u t  a s  w i t h  t h e  NT A s c o r e s ,  a  c o r r e l a t i o n
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a n a l y s i s  s u g g e s t s  t h a t  t h e  a s s u m p t i o n  o f  d e n s i t y  a f f e c t i n g  

b a r g a i n i n g  i s  f a l s e ,  s i n c e  t h e r e  i s  o n l y  a  s m a l l  p o s i t i v e  

c o r r e l a t i o n ,  w h i c h  i s  n o t  s t a t i s t i c a l l y  s i g n i f i c a n t  

( r = 0 . 2 2 6  F i / i q  = 0 . 9 6 7  A c c e p t  H0 a t  p = 0 . 0 5 ) .

A f u r t h e r  c o n s i d e r a t i o n  i s  t h e  e x t e n t  t o  w h i c h  t h e  

t e c h n o l o g y  p a y m e n t s  h a v e  b e e n  m a d e  i n  l i n e  w i t h  e x i s t i n g  

d i f f e r e n t i a l s  a c r o s s  t h e  i n d u s t r y .  How d o  t h e  w a g e  l e v e l s  

o f  j o u r n a l i s t s  b e f o r e  a n d  a f t e r  t e c h n o l o g y  c o m p a r e ?  T a b l e

4 . 8  i s  a  l e a g u e  o f  t h e  a v e r a g e  r e p o r t e r ' s  w a g e  f o r  t h e  

s a m p l e  -  s h o w i n g  p a y m e n t  e x c l u d i n g  a n d  i n c l u d i n g  t e c h n o l o g y

p a y .

T a b l e  4 . 8  L e a g u e  t a b l e s  o f  w e e k l y  w a g e s  ( r e p o r t e r  a v e r a g e )

E x c l u d i n g  T e c h . P a y  
€

N e w c a s t l e
B l a c k p o o l
L e e d s
L i v e r p o o l
M i d d l e s b r o u g h
C a m b r i d g e
S o u t h a m p t o n
B a t h
B r a d f o r d
B r i g h t o n
B r i s t o l
H u d d e r s f i e l d
P e t e r b o r o u g h
W o r c e s t e r
S h e f f i e l d
Y o r k
B a s i l d o n
B u r t o n
S w i n d o n
C o l c h e s t e r

2 2 2 . 5 0
2 1 5 . 0 0
2 1 0 . 0 0  
2 1 0 . 0 0
2 0 1 . 5 0
1 9 1 . 0 0
1 9 0 . 0 0
1 9 0 . 0 0
1 8 5 . 0 0
1 8 5 . 0 0
1 8 3 . 5 0
1 8 3 . 0 0
1 7 5 . 0 0
1 7 0 . 0 0
1 6 8 . 0 0
1 6 6 . 5 0
1 6 4 . 0 0
1 6 0 . 0 0
1 5 7 . 0 0
1 4 6 . 0 0

I n c l u d i n g

N e w c a s t l e  
L e e d s  
B l a c k p o o l  
L i v e r p o o l  
C a m b r i d g e  
M i d d l e s b r o u g h  
S o u t h a m p t o n  
B a t h  
B r a d f o r d  
B r i g h t o n  
B r i s t o l  
H u d d e r s f i e l d  
P e t e r b o r o u g h  
W o r c e s t e r
S h e f f i e l d
Y o r k
S w i n d o n
B u r t o n
B a s i l d o n
C o l c h e s t e r

T e c h . P a y
£

2 4 0 . 0 0
2 3 5 . 0 0
2 3 0 . 0 0
2 3 0 . 0 0
2 2 1 . 0 0
2 1 8 . 5 0
2 1 5 . 0 0
2 1 2 . 0 0  
2 1 0 . 0 0  
2 1 0 . 0 0  
2 1 0 . 0 0
2 0 4 . 0 0
1 9 2 . 0 0
1 9 0 . 0 0
1 9 0 . 0 0
1 8 7 . 0 0
1 7 7 . 0 0
1 7 5 . 0 0
1 7 1 . 0 0
1 6 0 . 0 0

C h a n g e  o f  
p o s i t i o n  

s a m e  
+ 1 
-1

s a m e  
+ 1 
- 1

s a m e
s a m e
s a m e
s a m e
s a m e
s a m e
s a m e
s a m e
s a m e
s a m e

+2
s a m e

- 2
s a m e

D a t a  b a s e d  o n  f i g u r e s  f r o m  NUJ e a r n i n g s  s u r v e y  ( N o v .  1 9 8 7 ) .

T h e  c o l u m n s  a r e  r e m a r k a b l y  s i m i l a r  s u g g e s t i n g  t h a t  t h e  

n e g o t i a t e d  t e c h n o l o g y  p a y m e n t s  w e r e  a  r e f l e x i o n  o f  b o t h  

m a n a g e m e n t  a n d  t h e  N U J ' s  d e s i r e  t o  m a i n t a i n  e x i s t i n g  

d i f f e r e n t i a l s  b e t w e e n  n e w s p a p e r s ,  a n d  t h e i r  r e l a t i v e  

s u c c e s s  i n  d o i n g  s o .  I t  s e e m s  t h a t  t h e  s i z e  o f  t h e
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t e c h n o l o g y  p a y m e n t s  w a s  v e r y  m u c h  d o m i n a t e d  b y  t h e  m a r k e t  

v a l u e  o f  j o u r n a l i s t i c  l a b o u r ,  b a s e d  o n  e x i s t i n g  w a g e  

l e v e l s .

N e i t h e r  m a n a g e m e n t  n o r  t h e  NUJ c a n  c l a i m  t h e  g r e a t e r  

v i c t o r y ,  w h i c h  s u g g e s t s  t h a t  t h e  b a l a n c e  o f  b a r g a i n i n g  

p o w e r  b e t w e e n  m a n a g e m e n t  a n d  t h e  NUJ d i d  n o t  c h a n g e .  T h i s  

c a n  b e  e x p l o r e d  f u r t h e r  b y  r e t u r n i n g  t o  t h e  f i n a l  t w o  

c o l u m n s  i n  t a b l e  4 . 6 .  T h e y  s h o w  t h e  e x t e n t  t o  w h i c h  t h e  

s e t t l e m e n t  d i f f e r e d  f r o m  m a n a g e m e n t ' s  f i r s t  o f f e r  a n d  t h e  

c h a p e l ' s  f i r s t  r e s p o n s e .  T a k i n g  t h e  m e a n  a v e r a g e  a c r o s s  a l l  

20  n e w s p a p e r s ,  m a n a g e m e n t  p a i d  o u t  £ 1 0 . 4 3  m o r e  t h a n  t h e i r  

o r i g i n a l  o f f e r ,  w h i l s t  t h e  c h a p e l s  a c c e p t e d  £ 1 1 . 6 7  l e s s  

t h a n  t h e i r  o r i g i n a l  c l a i m .  T h e  d i f f e r e n c e  b e t w e e n  t h e s e  t w o  

s u m s  i s  s m a l l  a n d  s u g g e s t s  t h a t  b a r g a i n i n g  f o r  t e c h n o l o g y  

p a y ,  t a k e n  a c r o s s  t h e  w h o l e  s a m p l e ,  r e p r e s e n t e d  a n  e v e n  

a c h i e v e m e n t  f o r  b o t h  s i d e s .  S o ,  m a n a g e m e n t  a n d  t h e  NUJ 

c o u l d  b o t h  c l a i m  v i c t o r y  i n  t e r m s  o f  m e e t i n g  t h e i r  

f i n a n c i a l  o b j e c t i v e s .  I t  c o n f i r m s  t h a t  t h e  b a r g a i n i n g  

p o w e r ,  m e a s u r e d  i n  t e r m s  o f  i n f l u e n c e  o v e r  t e c h n o l o g y  p a y ,  

r e m a i n e d  u n c h a n g e d .

S u m m a ry

T h e  NUJ s u c c e e d e d  i n  n e g o t i a t i n g  t e c h n o l o g y  p a y :  t h e  

m a j o r i t y  o f  p a y m e n t s  w e r e  m a d e  o n  a n  a c r o s s - t h e - b o a r d  b a s i s  

w h i l s t  t h e  r e s t  d i s c r i m i n a t e d  b e t w e e n  j o u r n a l i s t s  a c c o r d i n g  

t o  t h e i r  j o b  a n d  s e n i o r i t y .  T h e  t e c h n o l o g y  p a y  r e f l e c t e d  

t h e  d i f f e r e n c e  b e t w e e n  t h e  s a l a r i e s  o f  w e e k l y  a n d  d a i l y  

j o u r n a l i s t s ,  s i n c e  w e e k l y  t e c h n o l o g y  p a y m e n t s  w e r e ,  o n  

a v e r a g e ,  l o w e r  t h a n  d a i l y  p a y m e n t s .  T h e  m a g n i t u d e  o f  

p a y m e n t  a l s o  d i f f e r e d  a m o n g s t  t h e  w e e k l y  t i t l e s  a n d  a m o n g s t
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d a i l y  t i t l e s ,  a n d  t h e s e  c a n n o t  b e  a c c o u n t e d  f o r  b y  r e g i o n a l  

d i f f e r e n c e s  o r  b y  t h e  NUJ d e n s i t y  a t  t h e  n e w s p a p e r s .  

H o w e v e r ,  t h e r e  i s  a  g e n e r a l  t r e n d  f o r  t h e  r e a l  v a l u e  o f  

t e c h n o l o g y  p a y m e n t s  t o  b e  d e c r e a s i n g  o v e r  t i m e  w h i c h  m ay  

a c c o u n t  f o r  s o m e  o f  t h e  d i f f e r e n c e s .  F u r t h e r m o r e ,  t h e  

p a y m e n t s  s e e m  t o  h a v e  b e e n  m a d e  i n  l i n e  w i t h  e x i s t i n g  

d i f f e r e n t i a l s  b e t w e e n  n e w s p a p e r s ,  w h i c h  s u g g e s t s  t h a t  t h e  

b a l a n c e  o f  b a r g a i n i n g  p o w e r  b e t w e e n  m a n a g e m e n t  a n d  t h e  NUJ 

h a s  n o t  c h a n g e d .

O w n e rsh ip  In f lu e n c e s  i n  T e c h n o lo g y  P a y  B a r g a in in g

T h e  e v i d e n c e  s o  f a r  s u g g e s t s  t h a t  m a n a g e m e n t s  w e r e  w i l l i n g  

t o  p a y ,  b u t  c l e a r l y  w i s h e d  t o  k e e p  p a y m e n t s  t o  a  m i n i m u m .  

T h i s  r a i s e s  t w o  q u e s t i o n s :  w h a t  m e t h o d s  c o u l d  m a n a g e m e n t s  

e m p l o y  t o  r e d u c e  t h e  o v e r a l l  n e w  t e c h n o l o g y  p a y m e n t  m a d e  t o  

t h e i r  e d i t o r i a l  w o r k e r s ,  a n d  w h a t  a f f e c t  w o u l d  g r o u p  

o w n e r s h i p  h a v e  o n  i n f l u e n c i n g  t e c h n o l o g y  p a y m e n t s ?  T o  

a d d r e s s  t h e s e  i s s u e s  we  c a n  r e t u r n  t o  t h e  d a t a  f r o m  t h e  

f u l l  NTA s u r v e y  i n  t a b l e s  4 . 3  a n d  4 . 4 .

I n  e x a m i n i n g  t h e  n e w s p a p e r s  w h e r e  u n e v e n - p a y m e n t s  w e r e  

m a d e  ( t a b l e  4 . 4 ) ,  t h e y  s e e m  t o  b e  f a i r l y  r e p r e s e n t a t i v e  o f  

t h e  s a m p l e  i n  t e r m s  o f  r e g i o n ,  a n d  l e v e l  o f  t e c h n o l o g y  p a y  

( t h e y  i n c l u d e  h i g h  t e c h n o l o g y  p a y e r s  l i k e  B r i s t o l  a n d  

P r e s t o n ,  a n d  t h o s e  a t  t h e  l o w e r  e n d  o f  t h e  s c a l e ,  s u c h  a s  

P e t e r b o r o u g h  a n d  A s h t o n  u n d e r  L y n e )  b u t  n o t  i n  t e r m s  o f  

o w n e r s h i p .  Two a n o m a l i e s  e x i s t :  f i r s t ,  U n i t e d  N e w s p a p e r s  

a r e  c l e a r l y  o v e r  r e p r e s e n t e d ,  a n d  s e c o n d l y ,  T h o m s o n  

R e g i o n a l  N e w s p a p e r s  d o  n o t  f e a t u r e  i n  t h e  l i s t .

U n i t e d  N e w s p a p e r s  t i t l e s  c o n s t i t u t e  33% o f  t h e  

n e w s p a p e r s  i n  t h e  t a b l e  (58% o f  a l l  U n i t e d ' s  t e c h n o l o g y
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u s i n g  n e w s p a p e r s ) .  By  c o m p a r i s o n ,  o n l y  o n e  W e s t m i n s t e r  

P r e s s  a g r e e m e n t  ( B a s i l d o n )  a n d  o n e  R e e d  P u b l i s h i n g  

a g r e e m e n t  ( C o l c h e s t e r )  h a s  u n e v e n  p a y m e n t s ,  w i t h  t h e  s u b s  

r e c e i v i n g  m o r e  m o n e y  t h a n  r e p o r t e r s  a n d  p h o t o g r a p h e r s .  A l l  

t h e  T h o m s o n  a g r e e m e n t s  h a v e  a c r o s s - t h e - b o a r d  t e c h n o l o g y  

p a y m e n t s .  I t  i s  h o w e v e r  m i s l e a d i n g  t o  s u g g e s t  t h a t  s u c h  

s t r a t i f i e d  p a y m e n t s  w e r e  i m p o s e d  a g a i n s t  t h e  c h a p e l ' s  

w i s h e s .  I n  t h e  c a s e s  o f  B a s i l d o n  a n d  C o l c h e s t e r  t h e  c h a p e l s  

v o t e d  t o  a c c e p t  t h e  p r i n c i p l e  t h a t  s u b s  s h o u l d  b e  p a i d  m o r e  

m o n e y  b e c a u s e  t e c h n o l o g y  w o u l d  b e  m o r e  d i s r u p t i v e  t o  t h e i r  

w o r k i n g  p r a c t i c e s  -  a  r e s o l u t i o n  w h i c h  w a s  o u t  o f  l i n e  w i t h  

NUJ p o l i c y .  C o n v e r s e l y ,  a t  N e w c a s t l e  (TRN) t h e  c h a p e l  

o p p o s e d  t h e  c o m p a n y ' s  a t t e m p t s  t o  i n t r o d u c e  s t r a t i f i e d  

p a y m e n t s  a n d  s u c c e e d e d  i n  g e t t i n g  a c r o s s - t h e - b o a r d  

p a y m e n t s .

T h e s e  t w o  o p p o s i t e  NUJ s t r a t e g i e s  w e r e  j u s t i f i e d  b y  t h e  

F o C s  a s  f o l l o w s :

The c h a p e l  f e l t  t h e r e  w ou ld  c a n e  a  t im e  w hen, b e c a u s e  o f  t h e  
n a tu r e  o f  t h e  s u b s '  j o b s  an d  e x t r a  s k i l l s  a n d  t r a i n i n g  
n e e d e d , t h a t  t h e  m a rk e t r a t e  f o r  t h e  jo b  w ou ld  h a v e  t o  go  u p  
t o  a t t r a c t  p e o p le ,  w h e re a s  f o r  r e p o r t e r s  an d  p h o to g ra p h e r s  
t h i s  w ould  n o t  o c c u r .  I t  w as v i t a l  f o r  u s  t o  g e t  t h e  b e s t  
d e a l  f o r  them  a s  t h i s  w o u ld  b e  t h e  o n ly  r e a l  o p p o r tu n i ty .

[FoC N e w c a s tle ]

M anagem ent w a n te d  s a n e  s o r t  o f  d i f f e r e n t i a t i o n  a n d  we 
r e a l i s e d  t h a t  i t  w ould  n o t  b e  su c h  a  b ad  t h i n g  f o r  s u b s  t o  
g e t  m ore money b e c a u s e  t h e y  w ou ld  b e  m o st in v o lv e d  w i th  t h e  
c h a n g e . I n  h i n d s i g h t  we s h o u ld  h a v e  h e ld  o u t  a n d  p u sh e d  f o r  
m ore money f o r  s u b s .  A t t h e  t im e  we d id  n o t  r e a l i s e  w h a t t h e y  
w ould  b e  th ro w n  i n t o .

[FoC C o lc h e s te r ]

A t  e a c h  o f  t h e  U n i t e d  N e w s p a p e r s  p u b l i s h i n g  c e n t r e s ,  t h e  

o r i g i n a l  o f f e r ,  a l t h o u g h  n o t  a l l  t h e  f i n a l  a g r e e m e n t s ,  

a l w a y s  i n v o l v e d  s o m e  f o r m  o f  s t r a t i f i c a t i o n ;  t h i s  s u g g e s t s  

t h a t  a  g r o u p  s t r a t e g y  w a s  b e i n g  a d o p t e d .  F r o m  t h e  t a b l e s  i t  

i s  i m p o s s i b l e  t o  s a y  w h e t h e r  t h i s  w a s  a n  a t t e m p t  t o  b a r g a i n
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d o w n  t h e  o v e r a l l  p a y m e n t s ,  o r  i f  i t  r e f l e c t e d  a  d e s i r e  t o  

d i s t r i b u t e  t h e  r e w a r d s  f o r  c o o p e r a t i o n  w i t h  t e c h n o l o g y  o n  a  

u s a g e  b a s i s :  t h o s e  w h o  u s e  t h e  t e c h n o l o g y  t h e  m o s t  ( t h e  

s u b s )  s h o u l d  g e t  t h e  m o s t  m o n e y .  A l t e r n a t i v e l y  t h e  " p a y m e n t  

a c c o r d i n g  t o  j o b "  s y s t e m  m i g h t  h a v e  b e e n  a  r e c o g n i t i o n  b y  

m a n a g e m e n t  o f  t h e  p r o d u c t i o n  s i g n i f i c a n c e  o f  t h e  

j o u r n a l i s t i c  t a s k s :  t h e  s u b s ,  w h o s e  c o o p e r a t i o n  i s  m o s t  

i m p o r t a n t  t o  t h e  p r o d u c t i o n  p r o c e s s  u n d e r  n e w  t e c h n o l o g y  

r e c e i v i n g  t h e  h i g h e s t  r e w a r d s ,  a n d  t h e  p h o t o g r a p h e r s ,  

b e c a u s e  o f  t h e i r  h i g h e r  s u b s t i t u t a b i l i t y ,  g e t t i n g  t h e  l e a s t  

m o n e y .

To  a s s e s s  w h e t h e r  o w n e r s h i p  h a s  h a d  a  s i m i l a r  i m p a c t  o n  

b a r g a i n i n g  o v e r  t e c h n o l o g y  p a y m e n t s  a s  i t  a p p e a r e d  t o  h a v e  

o n  t h e  o v e r a l l  NTA we c a n  t r y  t o  a s c e r t a i n  t h e  e x t e n t  t o  

w h i c h  t h e  g r o u p s  d i f f e r  i n  t h e i r  t e c h n o l o g y  p a y m e n t s .  T a b l e

4 . 9  c o m p a r e s  t h e  p a y m e n t s  m a d e  t o  d a i l y  n e w s p a p e r  s e n i o r  

r e p o r t e r s .  S i m i l a r  r e s u l t s  w e r e  o b t a i n e d  b y  c o m p a r i n g  

t e c h n o l o g y  p a y m e n t s  m a d e  t o  s u b s  a n d  t o  p h o t o g r a p h e r s ,  t h u s  

t h e  c a l c u l a t i o n s  a r e  n o t  i n c l u d e d .

T a b l e  4 . 9 :  C o m p a r i s o n  o f  t e c h n o l o g y  p a y m e n t s  m a d e  t o  d a i l y  
n e w s p a p e r  s e n i o r  r e p o r t e r s

S a m p le s i z e m e a n s t d . d e v
UN 6 £ 2 0 . 0 5 4 . 5 1
TRN 6 £ 1 7 . 5 0 2 . 9 5
WP 6 £ 2 2 . 6 7 5 . 9 2
OTHERS 16 £ 2 0 . 2 4 6 . 5 0

[ N o t e :  REED d a i l y  s a m p l e  w a s  t o o  s m a l l  t o  b e  i n c l u d e d :  N=3 ]

S t a t i s t i c a l l y  t h e r e  i s  n o  s i g n i f i c a n t  d i f f e r e n c e  b e t w e e n  

t h e  s a m p l e s ,  h o w e v e r  t w o  f e a t u r e s  o f  t a b l e  4 . 9  s u g g e s t  t h a t  

g r o u p  f a c t o r s  w e r e  o p e r a t i n g .  F i r s t ,  a s  w i t h  t h e  NTA 

s c o r e s ,  TRN c h a p e l s  w e r e  t h e  l e a s t  s u c c e s s f u l ,  a n d  t h e
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standard deviation from the mean is once again very small. 
This supports the earlier suggestion that TRN had an 
influential group strategy. The second feature is the 
success of the WP chapels in securing the highest average 
payments, particularly since they had not been any more 
successful than chapels at other groups in securing high 
scoring NTAs.

I f  t h i s  a n a l y s i s  o f  p a y m e n t  i s  c o m b i n e d  w i t h  t h e  

c o n c l u s i o n s  f r o m  t h e  e a r l i e r  s e c t i o n  c o n c e r n i n g  t h e  

e f f e c t i v e n e s s  o f  t h e  n e g o t i a t o r s  o v e r  t h e  r a n g e  o f  NTA 

c l a u s e s ,  a  p i c t u r e  o f  t h e  i m p o r t a n c e  o f  g r o u p  f a c t o r s  

b e g i n s  t o  e m e r g e .  T h e  R e e d  g r o u p  h a s  b e e n  t h e  l e a s t  

s u c c e s s f u l  i n  n e g o t i a t i n g  t h e  r a n g e  o f  t e c h n o l o g y  c l a u s e s  

( t h e  a v e r a g e  NUJ n e g o t i a t i o n  s c o r e  i s  h i g h e r ) ,  b u t  i n  t e r m s  

o f  p a y m e n t  h a s  m a i n t a i n e d  c o n s i s t e n c y  w i t h  t h e  o t h e r  

g r o u p s .  T h e  W e s t m i n s t e r  P r e s s  g r o u p  h a s  s u c c e e d e d  i n  

n e g o t i a t i n g  dow n  t h e  NTAs a s  a  w h o l e ,  b u t  t h e  p r i c e  t h e y  

h a v e  p a i d  s e e m s  t o  b e  t h e  a w a r d i n g  o f  a  h i g h e r  t h a n  a v e r a g e  

t e c h n o l o g y  m o n e y .  T h e  T h o m s o n  g r o u p  s e e m s  t o  h a v e  

c o n c e n t r a t e d  o n  n e g o t i a t i n g  d o w n  t h e  t e c h n o l o g y  a g r e e m e n t s ,  

w h i l s t  m a i n t a i n i n g  t e c h n o l o g y  p a y m e n t s  w h i c h  g i v e  a  g r o u p  

a v e r a g e  c o n s i s t e n t  w i t h  o t h e r  n e w s p a p e r s :  p a r i t y  a m o n g s t  

t h e  g r o u p .  U n i t e d  N e w s p a p e r s "  s t r a t e g y  a p p e a r s  t o  h a v e  b e e n  

a n  a t t e m p t  t o  n e g o t i a t e  d o w n  t h e  NTA c l a u s e s  ( r e s e m b l i n g  

TRN and WP) and to offer stratified payments, w i t h  a view 
t o  m i n i m i s i n g  t h e  o v e r a l l  t o t a l  t e c h n o l o g y  p a y m e n t .  W h i l s t  

t h i s  h a s  b e e n  t o  t h e  a d v a n t a g e  o f  t h e  s u b s ,  a n d  t o  a  l e s s e r  

e x t e n t  t h e  r e p o r t e r s ,  i t  h a s  b e e n  t o  t h e  d e t r i m e n t  o f  t h e  

p h o t o g r a p h e r s ,  a s  t a b l e  4 . 1 0  c l e a r l y  s h o w s .

123



Table 4.10: Technology payments made by United Newspapers

Mean Average Technology Payments

UNITED NPRS. NON-UNITED NPRS
e v e n  u n e v e n e v e n  u n e v e n

S u b  £ 1 4 . 4  £ 1 6 . 3 6  
R e p  £ 1 4 . 4  £ 1 4 . 6 1  
P h o t o g  £ 1 4 . 4  £ 1 0 . 0 4

£ 1 7 . 1 8  £ 1 7 . 8 9  
£ 1 7 . 1 8  £ 1 3 . 6 6  
£ 1 7 . 1 8  £ 1 2 . 3 9

T o t a l  £ 4 3 . 2  £ 4 1 . 0 1 £ 5 1 . 5 4  £ 4 3 . 9 4

E s s e n t i a l l y  t h e  s t a t i s t i c s  h a v e  d e m o n s t r a t e d  t h a t  

d i f f e r e n c e s  i n  t e c h n o l o g y  p a y  m a y  b e  a  r e s u l t  o f  o w n e r s h i p  

i n f l u e n c e s .  T h e  p a y m e n t  a n a l y s i s  h a s  r e v e a l e d  c o n s i s t e n c i e s  

w i t h i n  a n d  b e t w e e n  t h e  g r o u p s  t h a t  s u g g e s t  t h e  s i g n i f i c a n c e  

o f  g r o u p  m e m b e r s h i p  w h e n  e x a m i n i n g  u n i o n  b a r g a i n i n g  p o w e r .  

T h e  i m p o r t a n c e  o f  t h i s  i s  t h a t  t h e  n e g o t i a t i n g  p r o c e s s  a t  

n e w s p a p e r s  b e l o n g i n g  t o  o n e  o f  t h e  m a j o r  g r o u p s  m a y  

t h e r e f o r e  h a v e  b e e n  s u b j e c t  t o  c o r p o r a t e  c o n s t r a i n t s  w h i c h  

m ay  h a v e  i n f l u e n c e d  t h e  b a r g a i n i n g  a n d  t h e  e v e n t u a l  

s e t t l e m e n t .

T h e  o v e r a l l  s i g n i f i c a n c e  o f  t h e  n e w  t e c h n o l o g y  p a y  

b a r g a i n i n g  f o r  t h e  NUJ i s  n o t  s o  m u c h  t h e  t e c h n o l o g y  

p a y m e n t s  t h e m s e l v e s  a s  t h e  m a g n i t u d e  a n d  d i s t r i b u t i o n  o f  

t e c h n o l o g y  p a y .  T h u s ,  t h e  f i n a l  s e c t i o n  o f  t h i s  c h a p t e r  

e x a m i n e s  w h e t h e r  t e c h n o l o g y  p a y  a d v a n t a g e s  h a v e  b e e n  

p r e s e r v e d  o r  e r o d e d  b y  a n n u a l  w a g e  n e g o t i a t i o n s .

C la w -b a c k  a n d  th e  1 9 8 7 /8 8  P a y  R o u n d

By e x a m i n i n g  t h e  b a r g a i n i n g  f o l l o w i n g  t h e  i n t r o d u c t i o n  o f  

d i r e c t  i n p u t ,  we  c a n  a t t e m p t  t o  a n s w e r  a  q u e s t i o n  c e n t r a l  

t o  t h e  a n a l y s i s  o f  t h e  N U J ' s  b a r g a i n i n g  p o w e r :  h a v e  t h e  

m a n a g e m e n t s  s o u g h t  t o  c l a w  b a c k  s o m e  o f  t h e  t e c h n o l o g y  p a y  

t h r o u g h  a w a r d i n g  l o w e r  a n n u a l  p a y  a w a r d s  o r  h a v e  t h e  NUJ

124



c a p i t a l i s e d  o n  a  s t r o n g e r  b a r g a i n i n g  p o s i t i o n  a n d  p u s h e d  

f o r  h i g h e r  a w a r d s ?

A l t h o u g h  a l l  m a n a g e m e n t s  s e e m e d  t o  a c c e p t  t h e  p r i n c i p l e  

o f  p a y m e n t  f o r  n e w  t e c h n o l o g y ,  t h e r e  w a s  l e s s  c o n s e n s u s  

a b o u t  t h e  r e l a t i o n s h i p  o f  t h e  t e c h n o l o g y  p a y  t o  t h e  b a s i c  

p a y .  F o u r  s y s t e m s  e m e r g e d .  F i r s t ,  i n  t h e  m a j o r i t y  o f  c a s e s ,  

t h e  t e c h n o l o g y  p a y  w a s  i n c l u d e d  i n t o  t h e  b a s i c  w a g e  l e v e l s ,  

r e p r e s e n t i n g  a  s t e p  i n c r e a s e  i n  p a y ,  w i t h  b a r g a i n i n g  t o  

c o n t i n u e  a s  n o r m a l .  C l e a r l y  t h i s  w a s  f a v o u r e d  b y  t h e  NUJ a s  

i t  r e p r e s e n t e d  a n  u p - g r a d i n g  o f  t h e  v a l u e  o f  t h e  j o b ,  

r a t h e r  t h a n  a  s e p a r a t e  s k i l l  a w a r d ,  a n d  s i m p l i f i e d  

b a r g a i n i n g .

T h e  s e c o n d  m e t h o d  a d o p t e d  w a s  t o  c o n s o l i d a t e  t h e

t e c h n o l o g y  p a y  a n d  t h e  b a s i c  p a y ,  a s  a b o v e ,  b u t  t o  s e t  a

f i x e d  p e r c e n t a g e  i n c r e a s e  f o r  t h e  n e x t  o n e  o r  t w o

b a r g a i n i n g  r o u n d s .  T h i s  r e d u c e d  u n c e r t a i n t y  a b o u t  p a y  f o r

t h e  j o u r n a l i s t s ,  a l t h o u g h  c o n f i n e d  t h e m  t o  t h e  a g r e e d

i n c r e a s e  w h i l s t  p r o v i d i n g  m a n a g e m e n t  w i t h  a  f i x e d

l a b o u r - c o s t  b u d g e t ,  t h e r e b y  e n a b l i n g  m o r e  a c c u r a t e  s h o r t  t o

m e d i u m  t e r m  f i n a n c i a l  p l a n n i n g .  T h e  c h a p e l s  t h a t  a c c e p t e d

t h i s  s y s t e m  a r e  n o t  s o  c o n v i n c e d  o f  i t s  v a l u e  i n  h i n d s i g h t .

T h e  MoC a t  C a m b r i d g e  e x p r e s s e d  c l e a r  r e g r e t s :

I t  was a  m is ta k e  t o  f o r g o  tw o a n n u a l  l o c a l  p a y  r o u n d s .  The 
m anagem ent g av e  u s  b e tw e en  £ 4 . 5 0  a n d  £5 a t  e a c h .  T h is  m ean t 
t h a t  some o f  t h e  te c h n o lo g y  p a y  w as a b s o rb e d  b a c k . We l o s t  
a b o u t  £5 a  y e a r  s o  t h e  r e a l  v a lu e  o f  t h e  te c h n o lo g y  p a y  was 
n o t  £30 b u t  £2 0 .

A t h i r d  s y s t e m  a d o p t e d  w a s  t o  k e e p  t h e  b a s i c  p a y  a n d  t h e  

t e c h n o l o g y  p a y  s e p a r a t e ,  b u t  f o r  b o t h  t o  b e  n e g o t i a b l e  i n  

t h e  f u t u r e .  C l e a r l y  t h i s  w o r k s  t h e  s a m e  a s  t h e  f i r s t  

s y s t e m ,  a l t h o u g h  i t  m e a n s  t w o  s e t s  o f  n e g o t i a t i o n s  h a v e  t o  

t a k e  p l a c e .  I t  w a s  t h i s  m e t h o d  t h e  L e e d s  c h a p e l  t h o u g h t
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t h e y  h a d  a g r e e d  t o ,  b u t  w h e n  i t  c a m e  t o  t h e  n e x t  r o u n d  o f  

b a r g a i n i n g  t h e y  w e r e  t o l d  b y  m a n a g e m e n t  t h a t  t e c h n o l o g y  p a y  

w a s  f i x e d .  T h e  FoC a c k n o w l e d g e s  t h i s  w a s  a n  o v e r s i g h t  i n  

t h e  n e g o t i a t i o n s ,  a n d  o n e  t h a t  c o u l d  p r o v e  t o  b e  c o s t l y .

L e e d s ,  a s  w i t h  o t h e r  n e w s p a p e r s ,  t h e r e f o r e  o p e r a t e  t h e  

f o u r t h  t y p e  o f  s y s t e m  w h e r e b y  t e c h n o l o g y  p a y  i s  k e p t  

s e p a r a t e  f r o m  o t h e r  p a y  a n d  i s  f r o z e n .  I n  e f f e c t ,  a f t e r  a  

n u m b e r  o f  y e a r s  i t  w i l l  h a v e  b e c o m e  d e v a l u e d ,  s o  c h a p e l s  

a r e  f a c e d  w i t h  t h e  t a s k  o f  s e c u r i n g  h i g h e r  i n c r e a s e s  o n  

t h e i r  b a s i c  r a t e  t o  c o m p e n s a t e  f o r  t h e  d e v a l u i n g  o f  t h e  

t e c h n o l o g y  p a y .

T a b l e  4 . 1 1  s h o w s  t h e  d i f f e r e n t  s y s t e m s  o p e r a t e d  i n  t h e  

20 n e w s p a p e r  s a m p l e .

T a b l e  4 . 1 1 :  S y s t e m  o f  t e c h n o l o g y  p a y m e n t

In c re a se  b a s ic  In c re a se  b a s ic  Separate
fo rg o  b a rg a in in g  bo th  n e g o tia b le

B a th  C am bridge B la c k p o o l
B a s i ld o n  H u d d e r s f ie ld
B ra d fo rd
B r ig h to n
B r i s t o l
B u r to n
C o lc h e s te r
L iv e rp o o l
S h e f f i e l d
S ou tham pton
Sw indon
W o rc e s te r

T h e  1 9 8 7 / 8 8  p a y  r o u n d  w a s  s e t  a g a i n s t  a  r a d i c a l l y  a l t e r e d  

b a r g a i n i n g  b a c k - d r o p .  N o t  o n l y  w a s  t e c h n o l o g y  p a y  t o  b e  

a c c o u n t e d  f o r ,  b u t  a l s o  b a r g a i n i n g  w a s  t o  b e  c o n d u c t e d  

e n t i r e l y  a t  l o c a l  l e v e l .  T r a d i t i o n a l l y  t h e  NUJ h e a d  o f f i c e  

a n d  t h e  N e w s p a p e r  S o c i e t y  h a d  n e g o t i a t e d  a  n a t i o n a l  

i n c r e a s e  f o r  a l l  t h e  p r o v i n c i a l  n e w s p a p e r s .  I n  t h e o r y  e a c h  

c h a p e l  c o u l d  i m p r o v e  o n  t h i s  b y  n e g o t i a t i n g  a t  l o c a l  l e v e l ,

Se p ara te  
n o t n e g o t ia b le

L eed s
M id d le sb ro u g h
N e w c a s tle
P e te rb o ro u g h
Y ork
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g e t t i n g  a  h o u s e  i n c r e a s e  o n  t o p  o f  t h e  n a t i o n a l  i n c r e a s e .  

G e n e r a l l y  t h i s  w o r k e d  t o  t h e  a d v a n t a g e  o f  t h e  l a r g e r  

p r o v i n c i a l  n e w s p a p e r s ,  e s p e c i a l l y  w h e r e  t h e  NUJ c h a p e l  w a s  

s t r o n g ,  o r  m i l i t a n t .  H o w e v e r  t h i s  s y s t e m  w a s  a b a n d o n e d  i n  

1 9 8 6 / 8 7  w h e n  t h e  n a t i o n a l  n e g o t i a t i o n s  b r o k e  d o w n ,  l e a v i n g  

a l l  b a r g a i n i n g  t o  i n d i v i d u a l  c h a p e l s .

T h e  1 9 8 7 / 8 8  p a y  r o u n d  h a s  b e e n  s u r v e y e d  b y  t h e  NUJ h e a d  

o f f i c e  ( M a r c h  1 9 8 8 )  r e v e a l i n g  t h a t  s e t t l e m e n t s  w e r e  

g e n e r a l l y  a b o v e  t h e  N e w s p a p e r  S o c i e t y ' s  r e c o m m e n d e d  

i n c r e a s e  o f  £ 5 . 2 5  t o  £ 5 . 7 5  ( 3 . 5 %  t o  3 . 9 % )  f o r  w e e k l i e s  a n d  

£ 5 . 7 5  t o  £ 6 . 2 5  ( 2 . 8 %  t o  3 . 1 % )  f o r  d a i l i e s .  M a n a g e m e n t s  h a v e  

b e e n  w i l l i n g  t o  p a y  a b o v e  t h e  NS r e c o m m e n d a t i o n s ,  a l t h o u g h  

t h e y  w e r e  n o t  a l l  w i l l i n g  t o  n e g o t i a t e .  T h e  e x c e p t i o n  t o  

t h i s  h a s  b e e n  T h o m s o n  R e g i o n a l  N e w s p a p e r s  w h o  h a v e ,  a c r o s s  

e i g h t  o f  t h e i r  t i t l e s ,  t i e d  p a y  i n c r e a s e s  t o  t h e  s i g n i n g  o f  

i n d i v i d u a l  c o n t r a c t s .  T h i s  s e e m s  t o  b e  a  p o l i c y  o f  

e n c o u r a g i n g  i n d i v i d u a l i s m  -  a n  i s s u e  w h i c h  i s  d i s c u s s e d  i n  

l a t e r  c h a p t e r s ,  a n d  s p e c i f i c a l l y  i n  t h e  c o n c l u s i o n  ( c h a p t e r  

e i g h t ) .

T a b l e  4 . 1 2  s h o w s  h o w  t h e  20 n e w s p a p e r  s a m p l e  c o m p a r e s  

w i t h  t h e  a v e r a g e  i n c r e a s e s .  I f  m a n a g e m e n t s  w e r e  a t t e m p t i n g  

t o  c l a w  b a c k  t e c h n o l o g y  p a y ,  t h e  p a y  r o u n d  i n c r e a s e s  w o u l d  

m o s t  l i k e l y  b e  l o w .  T h e r e  i s  e v i d e n c e  o f  t h i s  a t  t h e  TRN 

t i t l e s  ( N e w c a s t l e  a n d  M i d d l e s b r o u g h ) ,  b u t  t h i s  i s  d u e  t o  

t h e  i n d i v i d u a l  c o n t r a c t  p o l i c y .  C a m b r i d g e  a l s o  s h o w s  a  p o o r  

a n n u a l  i n c r e a s e  b u t  t h i s  i s  b e c a u s e  t h e i r  t e c h n o l o g y  d e a l  

o f  £ 3 0  w a s  d e p e n d e n t  o n  f o r e g o i n g  t w o  y e a r s  o f  h o u s e  

n e g o t i a t i o n s .
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Table 4.12: 1987/88 pay round increase (sen. rep's average)

N e w s p a p e r G r o u p P a y  I n c r e a s e  
£  %

A b o v e  o r  b e l o w  
NS r e c o m m e n d e d

B a s i l d o n WP 1 2 . 0 0 7 . 0 a b o v e
B a t h WP 1 0 . 5 0 5 . 0 a b o v e
B l a c k p o o l UN 8 . 0 0 3 . 5 a b o v e
B r a d f o r d WP 1 0 . 0 0 4 . 8 a b o v e
B r i g h t o n WP 1 0 . 5 0 5 . 0 a b o v e
B r i s t o l BUP 1 2 . 0 0 5 . 7 a b o v e
B u r t o n Y I T 8 . 0 0 4 . 6 a b o v e
C a m b r i d g e Y IT 5 . 0 0 2 . 6 b e l o w
C o l c h e s t e r REED 1 2 . 5 0 8 . 0 a b o v e
H u d d e r s f i e l d HDN 1 3 . 0 0 5 . 3 a b o v e
L e e d s UN 9 . 5 0 4 . 5 a b o v e
L i v e r p o o l T I 1 3 . 0 0 5 . 7 a b o v e
M i d d l e s b r o u g h TRN 0 . 0 0 0 . 0 b e l o w
N e w c a s t l e TRN 5 . 0 0 2 . 2 b e l o w
P e t e r b o r o u g h EMAP 7 . 5 0 3 . 7 a b o v e
S h e f f i e l d UN 1 2 . 5 0 6 . 6 a b o v e
S o u t h a m p t o n SN 1 0 . 5 0 4 . 9 a b o v e
S w i n d o n WP 1 5 . 0 0 8 . 5 a b o v e
W o r c e s t e r REED 9 . 5 0 5 . 0 a b o v e
Y o r k WP 8 . 5 0 5 . 0 a b o v e

T a b l e  4 . 1 3 :  1 9 8 7 / 8 8  p a y  r o u n d  a v e r a g e s  ( s e n i o r  r e p o r t e r )

P a y  r i s e W e e k ly  w a g e P e r c e n t a g e

M ean £ 9 . 6 2 5 £ 2 0 3 . 1 3 4 . 7  %

M e d ia n £ 1 0 . 2 5 £ 2 1 0 . 0 0 4 . 9  %

T h e  a v e r a g e p a y  i n c r e a s e  a c r o s s  t h e 2 0  n e w s p a p e r s

i l l u s t r a t e d  i n  t a b l e  4 . 1 3 .  C o m p a r i n g  t h i s  w i t h  a  s u r v e y  b y  

t h e  I n d u s t r i a l  R e l a t i o n s  R e p o r t  a n d  R e v i e w  ( S e p t e m b e r  2 0 ,  

1 9 8 8 )  r e v e a l s  t h a t  t h e  j o u r n a l i s t s '  a w a r d s  w e r e  b e l o w  t h e  

n a t i o n a l  a v e r a g e .  T h e  IRRR s t u d y  s h o w s  t h a t  b e t w e e n  O c t o b e r  

1 9 8 7  a n d  M a r c h  1 9 8 8  m e d i a n  p a y  i n c r e a s e s ,  b a s e d  o n  

s e t t l e m e n t s  a c r o s s  a  r a n g e  o f  i n d u s t r i e s ,  l a y  b e t w e e n  5 . 5 %  

a n d  5 . 6 % ,  w h e r e a s  t h e  2 0  n e w s p a p e r  s a m p l e  i s  l e s s  t h a n  5%. 

S o  a l t h o u g h  t h e  NUJ c h a p e l s  h a v e  s u c c e e d e d  i n  n e g o t i a t i n g  

p a y  d e a l s  h i g h e r  t h a n  t h e  NS r e c o m m e n d a t i o n s ,  t h e  

s e t t l e m e n t s  a r e  o n  a v e r a g e  b e l o w  n a t i o n a l  p a y  s e t t l e m e n t s .

A l t h o u g h  t h e r e  s e e m s  t o  h a v e  b e e n  n o  c o n c e r t e d  a t t e m p t
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b y  m a n a g e m e n t  t o  c l a w  b a c k  t e c h n o l o g y  p a y ,  t h e  a b s e n c e  o f  

n a t i o n a l  l e v e l  b a r g a i n i n g  m a y  a c c o u n t  f o r  t h e  r e l a t i v e l y  

l o w  p e r f o r m a n c e .  I t  w i l l  t a k e  s e v e r a l  m o r e  y e a r s  o f  l o c a l  

b a r g a i n i n g  b e f o r e  a n y  a n a l y s i s  c a n  b e  u n d e r t a k e n  a s  t o  

w h e t h e r  m a n a g e m e n t  s t r a t e g y  h a s  b e e n  t o  s u p p r e s s  

j o u r n a l i s t s '  w a g e s  t h e r e b y  e r o d i n g  t h e  a d v a n c e s  m a d e  

t h r o u g h  t e c h n o l o g y  p a y m e n t s .

C o n c lu s io n s

M c L o u g h l i n  & C l a r k  ( 1 9 8 8 )  a r g u e  t h a t  t h e  s u r v e y s  o f  NTAs 

s u g g e s t  t h a t  ' b y  t h e  m i d  1 9 8 0 s  t h e  n e w  t e c h n o l o g y  a g r e e m e n t  

i n i t i a t i v e  h a d  l o s t  i t s  i m p e t u s ,  a t  b o t h  a  n a t i o n a l  p o l i c y  

l e v e l  a n d  i n  t h e  n e g o t i a t i n g  p r a c t i c e  o f  i n d i v i d u a l  u n i o n s '  

( 1 9 8 8 ;  p 8 3 ) .  W h i l s t  t h i s  m a y  b e  t r u e  a s  a  g e n e r a l  c a s e ,  i t  

i s  n o t  a c c u r a t e  w h e n  e x a m i n i n g  t h e  N U J .  T h i s  c h a p t e r  h a s  

s h o w n  t h a t  t h e  u n i o n  h a s  r e a d i l y  a c c e p t e d  t h e  NTA a s  a n  

a p p r o p r i a t e  w a y  o f  s e c u r i n g  i n v o l v e m e n t  i n  t e c h n o l o g i c a l  

c h a n g e ,  a n d  a t  t h e  t i m e  o f  w r i t i n g ,  NTAs a r e  s t i l l  b e i n g  

s i g n e d .  M o r e o v e r ,  w h i l s t  o t h e r  u n i o n s  h a v e  h a d  l i m i t e d  

s u c c e s s  w i t h  N T A s ,  t h e  NUJ s e e m s  a b l e  t o  b o a s t  c o n s i d e r a b l e  

b e n e f i t s .

T h e  NUJ h a s  a c h i e v e d  a n  a d m i r a b l e  r e c o r d  o f  s u c c e s s  i n  

n e g o t i a t i n g  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t .  T h e y  h a v e  m e t  

t h e  T U C ' s  o b j e c t i v e s  o f  s e c u r i n g  n e w  t e c h n o l o g y  a g r e e m e n t s  

t h a t  c o v e r  n o t  o n l y  m i n i m i s a t i o n  a n d  c o n t r o l  o f  t h e  

n e g a t i v e  a s p e c t s  o f  t e c h n o l o g y ,  b u t  a l s o  t h e  s h a r i n g  i n  t h e  

b e n e f i t s  b r o u g h t  b y  n e w  p r o d u c t i o n  m e t h o d s .  T h e  m o s t  

o b v i o u s  e x a m p l e  o f  g a i n s  m a d e  b e i n g  t h e  t e c h n o l o g y  p a y m e n t s  

w h i c h  i n  g e n e r a l  h a v e  r a i s e d  t h e  j o u r n a l i s t s '  b a s i c  w a g e s .  

So  w h y  h a v e  t h e  NUJ h a v e  b e e n  s o  s u c c e s s f u l ?
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T h e  s u c c e s s  c a n  b e  a t t r i b u t e d  t o  t w o  f a c t o r s :  t h e  t y p e  

o f  t e c h n o l o g i c a l  c h a n g e ,  a n d  t h e  c o o r d i n a t i n g  r o l e  o f  t h e  

NUJ h e a d  o f f i c e .  I n  t h e  p r o v i n c i a l  n e w s p a p e r  i n d u s t r y ,  t h e  

d i r e c t  i n p u t  s y s t e m  w a s  i n t r o d u c e d  t o  r e d u c e  o p e r a t i n g  

c o s t s  a n d  f o r  g r e a t e r  f l e x i b i l i t y ,  w i t h  t h e  g r e a t e s t  c o s t  

s a v i n g  b e i n g  i n  t h e  p r o d u c t i o n  d e p a r t m e n t ,  a s  c h a p t e r  t h r e e  

h a s  o u t l i n e d .  I n  a d o p t i n g  d i r e c t  i n p u t  m a n a g e r s  w e r e  

r e q u i r e d  t o  e l i c i t  t h e  s u p p o r t  o f  t h e  j o u r n a l i s t s  s i n c e  

t h e y  w o u l d  b e  t h e  o p e r a t o r s  o f  t h e  n e w  e q u i p m e n t .  I t  w o u l d  

h a v e  b e e n  d i f f i c u l t  t o  i m p l e m e n t  t h e  c h a n g e  w i t h o u t  t h e  

c o - o p e r a t i o n  o f  a  s i g n i f i c a n t  n u m b e r  o f  j o u r n a l i s t s ,  

e s p e c i a l l y  s i n c e  t h e r e  w a s  t h e  p e r m a n e n t  p o s s i b i l i t y  o f  

c o n f l i c t  w i t h  t h e  p r i n t e r s .  T h e  s i g n i n g  o f  t h e  j o i n t  a c c o r d  

b e t w e e n  t h e  NUJ a n d  NGA f o r c e d  m a n a g e m e n t  t o  r e c o n s i d e r  t h e  

s t r a t e g y  f o r  i n t r o d u c t i o n  s i n c e  t h e  t w o  u n i o n s  c o u l d  n o t  b e  

p l a y e d  o f f  a g a i n s t  e a c h  o t h e r  a s  t h e y  h a d  b e e n  a t  

n e w s p a p e r s  s u c h  a s  t h e  W o l v e r h a m p t o n  E x p r e s s  a n d  S t a r ,  a n d  

t h e  P o r t s m o u t h  N e w s .  T h e  j o i n t  a c c o r d  m a y  i n  p r a c t i c e  h a v e  

f a i l e d  t o  p r o d u c e  j o i n t  n e g o t i a t i o n s  a n d  j o i n t  a g r e e m e n t s  

a c r o s s  t h e  w h o l e  i n d u s t r y ,  b u t  u n d o u b t e d l y  i t  w o r k e d  i n  t h e  

N U J ' s  f a v o u r  b y  p r e v e n t i n g  i n t e r - u n i o n  c o n f l i c t .

I n  a d d i t i o n ,  t h e  n e e d  f o r  j o u r n a l i s t s  n o t  o n l y  t o  

o p e r a t e  t h e  n e w  e q u i p m e n t ,  b u t  t o  t r a i n  t o  u s e  i t ,  p r o v i d e d  

t h e  NUJ w i t h  a  p o w e r f u l  b a r g a i n i n g  p o s i t i o n :  u n t i l  s e r i o u s  

n e g o t i a t i o n s  h a v e  t a k e n  p l a c e  a n d  a n  NTA h a s  b e e n  s i g n e d ,  

t h e  NUJ w o u l d  i n s t r u c t  c h a p e l  m e m b e r s  n o t  t o  t r a i n .  T h e  

b l a n k e t  p o l i c y  w a s  f o r  NUJ m e m b e r s  n o t  t o  t o u c h  a n y  n e w  

t e c h n o l o g y  u n l e s s  t h e  c h a p e l  h a d  a  s i g n e d  a g r e e m e n t  w i t h  

m a n a g e m e n t .

T h e  s e c o n d  f a c t o r  w h i c h  a c c o u n t s  f o r  t h e  N U J ' s  s u c c e s s
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i s  t h e  i m p o r t a n t  c o o r d i n a t i n g  r o l e  o f  h e a d  o f f i c e .  T h e y  

e m p l o y e d  a  f u l l  t i m e  New T e c h n o l o g y  O f f i c e r  a n d  d e v e l o p e d  a  

n e w  t e c h n o l o g y  p o l i c y  b y  d r a w i n g  o n  t h e  e x p e r i e n c e s  o f  

j o u r n a l i s t s  i n  o t h e r  c o u n t r i e s  w h e r e  d i r e c t  i n p u t  h a d  b e e n  

i n t r o d u c e d  -  t h u s  , i n  t h i s  p a r t i c u l a r  c a s e ,  i t  w a s  a n  

a d v a n t a g e  f o r  t h e  e d i t o r i a l  w o r k e r s  t h a t  t h e  i n d u s t r y  w a s  

n o t  a  t e c h n o l o g y  l e a d e r .  H a v i n g  d e v e l o p e d  a  p o l i c y ,  a n d  

s e t t l e d  t h e  d i f f e r e n c e s  w i t h  t h e  NGA b y  s i g n i n g  t h e  J o i n t  

A c c o r d ,  a  m o d e l  NTA w a s  f o r m u l a t e d  w h i c h  c o u l d  b e  h a n d e d  

d o w n  t o  c h a p e l s  a t  l o c a l  l e v e l  f o r  t h e m  t o  a d a p t  t o  t h e i r  

p a r t i c u l a r  c i r c u m s t a n c e s .  H o w e v e r ,  a s  t h e  a n a l y s i s  h a s  

s h o w n  t h e  m o d e l  NTA w a s  a p p l i c a b l e  t o  a  l a r g e  n u m b e r  o f  

n e w s p a p e r s ,  a n d  w a s  a  r e a l i s t i c  b a r g a i n i n g  d o c u m e n t ,  r a t h e r  

t h a n  r e p r e s e n t i n g  a n  i n i t i a l  b a r g a i n i n g  p o s i t i o n  f r o m  w h i c h  

t h e  c h a p e l s  w o u l d  b e  e x p e c t e d  t o  m o v e  c o n s i d e r a b l y .  Y e t ,  i n  

s p i t e  o f  t h e  c l a r i t y  a n d  s i m p l i c i t y  o f  t h e  m o d e l  NTA, h e a d  

o f f i c e  a l s o  a r r a n g e d  s p e c i a l  c o n f e r e n c e s  a n d  t r a i n i n g  

s e s s i o n s  f o r  c h a p e l  o f f i c e r s ,  a n d  e n s u r e d  t h a t  a  f u l l t i m e  

NUJ o f f i c e r  s p o k e  t o  c h a p e l  m e m b e r s  b e f o r e  n e g o t i a t i o n s  a n d  

l e d ,  o r  a t t e n d e d ,  t h e  n e g o t i a t i o n s  w i t h  l o c a l  m a n a g e m e n t .

T h i s  h i g h  p r o f i l e  a d o p t e d  b y  h e a d  o f f i c e  i s  e x a m i n e d  

f u r t h e r  i n  c h a p t e r  s e v e n ;  i t  u n d o u b t e d l y  p r o v i d e d  t h e  

c h a p e l s  w i t h  a  c l e a r  f o c u s  f o r  c o o r d i n a t i n g  t h e i r  a p p r o a c h  

t o  n e g o t i a t i o n s .  T h e  p o t e n t i a l  f o r  t a k i n g  t h i s  l e a d i n g  r o l e  

w a s  a l m o s t  c e r t a i n l y  h e l p e d  b y  t h e  f a c t  t h a t  d i r e c t  i n p u t  

t e c h n o l o g y ,  a l t h o u g h  s u p p l i e d  b y  d i f f e r e n t  m a n u f a c t u r e r s ,  

h a s  b a s i c a l l y  t h e  s a m e  i m p a c t  o n  t h e  r e s t r u c t u r i n g  o f  w o r k  

o n  t h e  e d i t o r i a l  f l o o r  -  a n  i s s u e  c l o s e l y  e x a m i n e d  i n  t h e  

n e x t  c h a p t e r .

M a n a g e m e n t s  c a n  a l s o  c l a i m  s u c c e s s  o v e r  t h e  c h a n g e
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p r o c e s s  s i n c e  t h e y  h a v e  i n t r o d u c e d  a  l e s s  l a b o u r  i n t e n s i v e ,  

m o r e  f l e x i b l e  p r o d u c t i o n  p r o c e s s  w i t h  t h e  c o o p e r a t i o n  o f  

t h e i r  w o r k f o r c e s ,  e v e n  t h o u g h  h a r d  b a r g a i n i n g  t o o k  p l a c e  a t  

m a n y  o f  t h e  c e n t r e s .  S a v i n g s  o n  c o s t s  i n  t h e  s h o r t  a n d

m e d i u m  t e r m a r e  l i k e l y  t o  c o m p e n s a t e  f o r t h e e x t r a m o n e y

a w a r d e d  i n t e c h n o l o g y  p a y , a l t h o u g h i n v e s t m e n t  i n

a l t e r a t i o n s i n  t h e  w o r k i n g e n v i r o n m e n t m a y h a v e b e e n

e x c l u d e d  f r o m  t h e  o r i g i n a l b u d g e t ,  a n d i n s o m e c a s e s

m a n a g e m e n t s m a y  c h o o s e  n o t t o  c o m p l y  w i t h t h e s e e x t r a

c o s t l y  c h a n g e s  -  a  t h e m e  p u r s u e d  i n  l a t e r  c h a p t e r s .

T h e  l e v e l  o f  t e c h n o l o g y  p a y  a l l o w s  b o t h  t h e  NUJ a n d

management to claim success. It is unlikely that
managements thought they could introduce direct input
without payment of some sort to journalists, so their
o b j e c t i v e  s e e m s  t o  h a v e  b e e n  t o  k e e p  p a y m e n t  t o  a  m i n i m u m .  

E q u a l l y  t h e  NUJ c a n  h a r d l y  c l a i m  t h a t  a n y  p a y m e n t ,  n o  

m a t t e r  h ow  m e a g r e ,  i s  a  s u c c e s s  b e c a u s e  t h e i r  r e a l  

o b j e c t i v e s  w e r e  t o  s e c u r e  h i g h  p a y m e n t s  f o r  a l l  t h e i r  

m e m b e r s ,  i n c l u d i n g  p h o t o g r a p h e r s .  I t  m i g h t  a l s o  b e  a r g u e d  

t h a t  e v e n  w i t h o u t  t h e  NUJ n e w  t e c h n o l o g y  p a y m e n t s  w o u l d  

h a v e  b e e n  a w a r d e d .  D a n i e l  ( 1 9 8 7 )  f o u n d  t h a t  ' t r a d e  u n i o n  

r e p r e s e n t a t i o n  d i d  l i t t l e  t o  i n c r e a s e  t h e  c h a n c e s  t h a t  

o f f i c e  w o r k e r s  h a d  o f  i n c r e a s i n g  t h e i r  e a r n i n g s  a s  a  r e s u l t  

o f  t e c h n o l o g i c a l  c h a n g e '  ( 1 9 8 7 ;  p 2 5 0 )  w h i l s t  t h e  a b o v e  

a n a l y s i s  o f  NUJ d e n s i t y  s h o w e d  i t  t o  h a v e  h a d  n o  i m p a c t  o n  

t h e  a c h i e v e m e n t  o f  NTAs o r  t h e  m a g n i t u d e  o f  t h e  t e c h n o l o g y  

p a y .  H o w e v e r ,  t h e  d i f f e r e n c e  b e t w e e n  t h e  t e c h n o l o g y  p a y  

f i r s t  o f f e r e d  b y  m a n a g e m e n t  a n d  t h e  s e t t l e m e n t s  f i n a l l y  

a c h i e v e d  t h r o u g h  b a r g a i n i n g  s u g g e s t  t h a t  w i t h o u t  t h e  N U J ,  

t e c h n o l o g y  p a y m e n t s  w o u l d  h a v e  b e e n  c o n s i d e r a b l y  l o w e r .
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T h e  NUJ c a n  b e  p r o u d  o f  i t s  a c h i e v e m e n t  i n  s e c u r i n g  

N T A s , b u t  t h e  a n a l y s i s  r e v e a l e d  c o n s i d e r a b l e  d i f f e r e n c e s  i n  

t h e  c o n t e n t  o f  t h e  N T A s ,  e v i d e n t  f r o m  t h e  d i f f e r i n g  s c o r e s  

t h e y  w e r e  a w a r d e d  w h e n  m e a s u r e d  a g a i n s t  t h e  m o d e l  

a g r e e m e n t .  Some o f  t h e s e  d i f f e r e n c e s  w e r e  u n d o u b t e d l y  d u e  

t o  g r o u p  i n f l u e n c e s ,  a n d  t h e  c h a p t e r  r e v e a l e d  t h a t  g r o u p  

m e m b e r s h i p  s e e m s  t o  h a v e  p l a y e d  a  p a r t  i n  t h e  a t t i t u d e  t o  

j o i n t  n e g o t i a t i o n s ,  t h e  r a n g e  o f  i s s u e s  n e g o t i a t e d  i n  t h e  

N T A s ,  a n d  t h e  d i s t r i b u t i o n  o f  t e c h n o l o g y  p a y  a c r o s s  t h e  

j o u r n a l i s t i c  t a s k s .  H o w e v e r ,  t h e  NTAs a n d  t h e  t e c h n o l o g y  

p a y m e n t s  d o  n o t  s e e m  t o  h a v e  b e e n  a f f e c t e d  b y  s t r e n g t h  o f  

c h a p e l  m e m b e r s h i p ,  b y  f r e q u e n c y  o f  p u b l i c a t i o n  ( w e e k l y  o r  

d a i l y )  o r  t h e  d a t e  o f  n e g o t i a t i n g  t h e  ne w  t e c h n o l o g y .

O v e r a l l ,  t h e  NUJ h a s  e n j o y e d  a n  i n c r e a s e d  r o l e  i n  

b a r g a i n i n g  a n d  h a s  m e t  v i r t u a l l y  a l l  i t s  o b j e c t i v e s .  I n  

t h i s  s e n s e  i t s  b a r g a i n i n g  p o w e r  s e e m s  t o  h a v e  b e e n  

e n h a n c e d .  H o w e v e r ,  t h i s  f i n d i n g  i s  n o t  p a r t i c u l a r l y  

s u r p r i s i n g  b e c a u s e  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t  

i n v o l v e d  a  r e a l i g n m e n t  o f  w o r k i n g  p r a c t i c e s ,  c h a n g e s  i n  t h e  

w o r k i n g  e n v i r o n m e n t  a n d  t h e  l e a r n i n g  o f  n e w  s k i l l s .  I n  

s h o r t ,  i f  t h e  NUJ h a d  n o t  b e e n  a b l e  t o  e x e r t  i n f l u e n c e  o v e r  

t h i s  c h a n g e  i n  w h i c h  i t s  m e m b e r s  a r e  k e y  a c t o r s ,  a n d  w h o s e  

c o o p e r a t i o n  w a s  v i t a l  t o  m a n a g e m e n t ,  t h e n  t h e  NUJ c o u l d  

h a v e  b e e n  d i s m i s s e d  a s  a n  i n d u s t r i a l l y  i m p o t e n t  

o r g a n i s a t i o n .  T h u s ,  we  n e e d  t o  l o o k  a t  t h e  j o u r n a l i s t s '  

a b i l i t y  t o  r e t a i n  t h e i r  e n h a n c e d  b a r g a i n i n g  p o s i t i o n  a n d  

h o l d  b a c k  t h e  p o t e n t i a l l y  e n c r o a c h i n g  f r o n t i e r  o f  c o n t r o l .  

T o  d o  s o  we  t u r n  t o  t h e  t h r e e  d i m e n s i o n s  o f  t h e  m o d e l  

d e v e l o p e d  f o r  t h e  a n a l y s i s  o f  w o r k p l a c e  c o n t r o l :  p r o d u c t i o n  

c o n t r o l ,  w o r k g r o u p  c o n s c i o u s n e s s  a n d  c o n t r o l  a c t u a l i s a t i o n .
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CHAPTER FIV E

P r o d u c t i o n  C o n t r o l

T h i s  c h a p t e r  d e a l s  w i t h  t h e  f i r s t  o f  t h e  t h r e e  d i m e n s i o n s  

t h a t  c o n s t i t u t e  t h e  f r a m e w o r k  f o r  a n a l y s i s  o f  w o r k p l a c e  

c o n t r o l :  p r o d u c t i o n  c o n t r o l .  I t  s e e k s  t o  e x a m i n e  t h e  e x t e n t  

t o  w h i c h  t e c h n o l o g y  h a s  a l t e r e d  t h e  j o u r n a l i s t s '  i n f l u e n c e  

o v e r  c o n t i g e n c i e s  i n  t h e  w o r k p l a c e ,  i d e n t i f i e d  i n  t h e  m o d e l  

a s  b e i n g  o f  s t r a t e g i c  s i g n i f i c a n c e  f o r  a  w o r k g r o u p  i n  i t s  

i n f l u e n c e  o v e r  m a n a g e m e n t  p l a n n i n g  a n d  d e c i s i o n  m a k i n g .

T h e  a n a l y s i s  i s  d i v i d e d  i n t o  t w o  b r o a d  s e c t i o n s :  t h e  

f i r s t  d e a l s  w i t h  p r o d u c t i o n  i s s u e s  a n d  t h e  s e c o n d  w i t h  t h e  

l a b o u r  m a r k e t .  W i t h i n  e a c h  s e c t i o n  a  n u m b e r  o f  h y p o t h e s e s  

w i l l  b e  e x a m i n e d  a s  i n d i c a t o r s  o f  t h e  m o v e m e n t  o f  t h e  

' s t r a t e g i c '  e l e m e n t s  i n  t h e  f r o n t i e r  o f  c o n t r o l .  T h e  

a n a l y s i s  w i l l  a s s e s s  t h e  e x t e n t  t o  w h i c h  t h e  j o u r n a l i s t s  

h a v e  g r e a t e r  p o t e n t i a l  i n f l u e n c e  o v e r  t h e s e  s t r a t e g i c  

c o n t i n g e n c i e s  a n d  w h e t h e r  t h e  t e c h n o l o g y  h a s  b e e n  t h e  s o l e  

c o n t r i b u t i n g  f a c t o r .

TH E PRO D U CT IO N  P R O C E SS

S e l e c t i o n  o f  New T e c h n o lo g y

S e l e c t i o n  o f  t e c h n o l o g y  i s  t r a d i t i o n a l l y  t h e  p r e r o g a t i v e  o f  

m a n a g e m e n t ,  t h u s  a n  e x a m i n a t i o n  o f  t h e  i n v o l v e m e n t  o f  

j o u r n a l i s t s  i n  t h e  p r o c e s s  o f  s e l e c t i n g  t h e  d i r e c t  i n p u t  

s y s t e m s  m a y  i n d i c a t e  w h e t h e r  t h e y  h a v e  e n h a n c e d  t h e i r  

i n f l u e n c e  o v e r  p r o d u c t i o n  c a p i t a l .  Two f u n d a m e n t a l  

q u e s t i o n s  m u s t  b e  a d d r e s s e d :  f i r s t ,  i s  ' s e l e c t i o n '  a

c o n t r o l  i s s u e  i n  t h e  n e w s p a p e r  i n d u s t r y ,  a n d  s e c o n d ,  t o
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w h a t  e x t e n t  d i d  j o u r n a l i s t s  s e e k  i n v o l v e m e n t  i n  t h e  

s e l e c t i o n  p r o c e s s ?

C o m m e n t a t o r s  s u c h  a s  N o b l e  ( 1 9 7 9 ) ,  W i l k i n s o n  ( 1 9 8 3 ) ,  

a n d  C h i l d  ( 1 9 8 5 )  h a v e  a r g u e d  t h a t  i n  s e l e c t i n g  t e c h n o l o g y ,  

m a n a g e r s  m a k e  " p o l i t i c a l "  d e c i s i o n s ,  a n d  t h a t  t h e  p o t e n t i a l  

o f  n e w  t e c h n o l o g y  " t o  i n c r e a s e  m a n a g e r i a l  c o n t r o l " m a y  b e  

a n  i m p o r t a n t  f a c t o r  i n  t h e  s e l e c t i o n  o f  a  p a r t i c u l a r  

s y s t e m .  T h u s ,  c o n s i d e r a t i o n s  o f  c o s t ,  e f f i c i e n c y  a n d  " s t a t e  

o f  t h e  a r t "  t e c h n o l o g y  a r e  c o u p l e d  w i t h  t h e  e x t e n t  t o  w h i c h  

t h e  t e c h n o l o g y  c a n  b e  u s e d  t o  e n h a n c e  m a n a g e r i a l  p o w e r .  

L a b o u r  p r o c e s s  t h e o r i s t s  f o l l o w i n g  t h e  B r a v e r m a n i a n  l i n e  

w o u l d  g o  o n  t o  s u g g e s t  t h a t  t h i s  m a n i f e s t s  i t s e l f  i n  t h e  

f o r m  o f  d e s k i l l i n g .

I n  t h e  n e w s p a p e r  i n d u s t r y  t h e r e  i s  n o  e v i d e n c e  t h a t  

c o n t r o l  i s s u e s  p l a y e d  a  p a r t  i n  t h e  s e l e c t i o n  s t a g e .  T h e  

2 0 - n e w s p a p e r  s a m p l e  r e v e a l s  a  w i d e  v a r i e t y  o f  d i r e c t  i n p u t  

s y s t e m s  b e i n g  u s e d ,  s e e  t a b l e  5 . 1 ,  b u t  m a s k s  t h e  s i m i l a r i t y  

o f  t h e  s y s t e m s :  t h e y  a l l  r e n d e r  t h e  s a m e  t y p e  o f  j o b s  

o b s o l e t e ;  t h e y  a l l  i n t e n s i f y  j o u r n a l i s t i c  w o r k  i n  t h e  s a m e  

w a y ;  a n d  t h e y  e a c h  r e q u i r e  s i m i l a r  r e s k i l l i n g  a n d  

u p s k i l l i n g .  I n  s h o r t ,  t h e  u s e  o f  t h e  s y s t e m  a t  e a c h  

n e w s p a p e r  i s  s u b s t a n t i v e l y  t h e  s a m e .  H o w e v e r ,  t h e  s y s t e m s  

d i f f e r  i n  c o s t ,  c u s t o m i s a t i o n  p o t e n t i a l ,  u p g r a d i n g  

p o t e n t i a l ,  s p e e d ,  s i z e ,  u s e r  f r i e n d l i n e s s  a n d  s o  f o r t h ,  a n d  

t h e s e  f a c t o r s  p r o v i d e d  t h e  b a s i s  f o r  s e l e c t i o n .  W h e r e  

e n h a n c e d  c o n t r o l  w a s  a  m a n a g e r i a l  c o n s i d e r a t i o n ,  i t  w a s  

d e b a t e d  a t  a n  e a r l i e r  s t a g e  w h e n  t h e  c o m p a n y  w a s  d e c i d i n g  

w h e t h e r  o r  n o t  t o  i n n o v a t e ,  a s  h a s  b e e n  d i s c u s s e d  i n  

p r e v i o u s  c h a p t e r s .  T h e  s p e c i f i c  n a t u r e  o f  d i r e c t  i n p u t  

o f f e r s  n o  r e a l  o p p o r t u n i t y  f o r  m a n a g e r i a l  c o n t r o l  t o  b e
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e n h a n c e d  f u r t h e r  a t  t h e  s e l e c t i o n  s t a g e  b y  a  ' s t r a t e g i c  

c h o i c e '  o f  s y s t e m .  G i v e n  t h i s  s i t u a t i o n ,  s o m e  m a n a g e m e n t s  

d i d  a l l o w  j o u r n a l i s t i c  i n p u t  i n t o  t h e  s e l e c t i o n  p r o c e s s  

( d i s c u s s e d  b e l o w )  b u t  o f  t h e  n e w s p a p e r s  s u r v e y e d ,  t h e  f i n a l  

s e l e c t i o n  w a s  s o l e l y  a  m a n a g e m e n t  d e c i s i o n .

T a b l e  5 - 1 :  D i r e c t  i n p u t  s y s t e m s  o f  t h e  s a m p l e  n e w s p a p e r s

N ew spaper S ystem

C o lc h e s te r N orsk  D a ta
N e w c a s tle N orsk  D a ta
P e te rb o ro u g h N orsk  D a ta
Sw indon N orsk  D a ta
B la c k p o o l A tex
S h e f f i e ld A tex
S outham pton A tex
B a th H a s te c
H u d d e r s f ie ld H a s te c
L iv e rp o o l H a s te c
B r i s t o l P r e s s  C om puter System
C am bridge P r e s s  C om puter System
M id d le sb ro u g h P r e s s  C om puter System
B ra d fo rd GB T e c h n iq u e s  -  M en to r
W o rc e s te r GB T e c h n iq u e s  -  M en to r
B r ig h to n S ystem s I n t e g a t e d  I n t e r n a t i o n a l
B u rto n S ystem s I n te g a t e d  I n t e r n a t i o n a l
York C o m p iag rap h ic
L eeds C o m p o s itio n  S ystem s I n c o r p o r a te d
B a s i ld o n GMR

C o u p l e d  t o  t h i s  i s  t h e  s e c o n d  q u e s t i o n  o f  w h e t h e r  t h e

j o u r n a l i s t s  s o u g h t  i n v o l v e m e n t  i n  t h e  s e l e c t i o n  p r o c e s s .  

T h e  TUC a d v o c a t e d  ' f u l l  t r a d e  u n i o n  i n v o l v e m e n t  f r o m  t h e  

e a r l i e s t  s t a g e ,  i n  t h e  p r o c e s s  o f  a d a p t i n g  t o  n e w

t e c h n o l o g y '  (TUC, 1 9 7 9 ) .  T h e  N U J ,  t h e  f i r s t  u n i o n  t o  e m p l o y  

a  f u l l - t i m e  T e c h n o l o g y  O f f i c e r ,  p r o d u c e d  b o o k l e t s  o n  

t e c h n o l o g y  f o r  i t s  m e m b e r s h i p ,  d e v i s e d  n e g o t i a t i n g  c o u r s e s  

a n d  g u i d e l i n e s  f o r  s h o p  s t e w a r d s ,  a n d  e s t a b l i s h e d  a  

d e t a i l e d  p o l i c y  o n  h o w  c h a p e l s  s h o u l d  n e g o t i a t e .  B u t

m i s s i n g  f r o m  t h e  p o l i c y  w a s  a  c o m m i t m e n t  f o r  i n c l u s i o n  a t  

t h e  s e l e c t i o n  s t a g e .  T h e  f o c u s  o f  t h e  NUJ w a s  o n  t h e  

i n t r o d u c t i o n  a n d  i m p l e m e n t a t i o n  s t a g e s ,  a n d  a l t h o u g h  t h i s
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h a s  n o t  b e e n  w i t h o u t  i t s  b e n e f i t s  ( a s  c h a p t e r  f o u r  h a s  

i l l u s t r a t e d )  t h e  q u e s t i o n  o f  w h y  i n v o l v e m e n t  a t  t h e  

s e l e c t i o n  s t a g e  w a s  n o t  p u r s u e d  n e e d s  t o  b e  c o n s i d e r e d .  

C o m m e n t a t o r s  h a v e  s u g g e s t e d  t h a t  a  u n i o n  ' s  c o n c e n t r a t i o n  o n  

i m p l e m e n t a t i o n  o f  t e c h n o l o g y  r e f l e c t s  i t s  l a c k  o f  

c o n f i d e n c e  a n d  e x p e r i e n c e  i n  n o n - t r a d i t i o n a l  n e g o t i a t i n g  

a r e a s  -  a  r e s u l t  o f  t h e  ' a n t i - i n t e l l e c t u a l i s m '  o f  u n i o n s  

( H u l l ,  1 9 7 8 )  o r  c o n v e r s e l y ,  t h e  ' a n t i - u n i o n i s m '  o f  t h e  

e x p e r t  ( T i p t o n ,  1 9 8 2 ) .

T h e  NUJ T e c h n o l o g y  O f f i c e r  d e s c r i b e d  t h e  p a r t i c u l a r  

d i l e m m a  t h e  U n i o n  f a c e d :

The d i f f i c u l t y  f o r  t h e  u n io n  i s  t h a t  i t  i s  n o t  t r a d i t i o n a l  t o  
b e  in v o lv e d  i n  m anagem ent f u n c t i o n s  su c h  a s  c h o ic e  an d  
s e l e c t i o n .  I t  i s  h a rd  f o r  m anagem ent t o  a c c e p t  an d  a l s o  p u t s  
u s  i n  a  d i f f i c u l t  p o s i t i o n  b e c a u s e  on  t h e  o n e  hand  we a r e  
s a y in g  t o  o u r  members 'd o n ' t  h av e  a n y th in g  t o  do  w i th  
te c h n o lo g y  u n t i l  you  g e t  a  h o u s e  a g re e m e n t ' an d  on  t h e  o t h e r  
h an d  we a r e  s a y in g  'g e t  i n  an d  b e  p a r t  o f  t h e  p la n n in g  
p r o c e s s ' .

T h i s  u n c e r t a i n t y  o v e r  t h e  l e g i t i m a c y  o f  U n i o n  i n v o l v e m e n t  

i s  r e f l e c t e d  a t  t h e  s t e w a r d  l e v e l .  A t h i r d  o f  t h e  F /M o C s 

i n t e r v i e w e d  c o n s i d e r e d  ' s e l e c t i o n '  t o  b e  a  m a n a g e m e n t  t a s k ,  

b u t  a l l  t h o u g h t  t h a t  t h e r e  s h o u l d  h a v e  b e e n  s o m e  

o p p o r t u n i t y  f o r  j o u r n a l i s t  i n v o l v e m e n t  i n  t h e  a s s e s s m e n t  o f  

d i r e c t  i n p u t  s y s t e m s .

E x c l u s i o n  f r o m  t h e  f i n a l  s e l e c t i o n ,  h o w e v e r ,  d i d  n o t  

p r e c l u d e  t h e  c h a p e l s  f r o m  i n v o l v e m e n t  i n  r e s e a r c h  a b o u t  t h e  

v a r i o u s  s y s t e m s  a v a i l a b l e .  T h e  s a m p l e  s h o w s  a  v a r i e d  

p i c t u r e  o f  j o u r n a l i s t i c  i n p u t  r a n g i n g  f r o m  n o n - i n v o l v e m e n t  

a n d  n o n - i n t e r e s t  t o  f u l l - i n v o l v e m e n t  ( t a b l e  5 . 2 ) .
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T a b le  5 . 2 :  Journalist involvement in system research

INVOLVEMENT

R e s e a r c h  u n i t  
i n v o l v i n g  NUJ

R e s e a r c h  u n i t  
w i t h  j o u r n a l i s t s

C o n s u l t a t i o n
C o m m it te e

B r a d f o r d
H u d d e r s f i e l d

C o l c h e s t e r

P e t e r b o r o u g h
S h e f f i e l d

B a t h
C a m b r i d g e

NON-INVOLVEMENT

NU J c h a p e l  
p a r a l l e l  
r e s e a r c h

NUJ c h a p e l  
i n t e r e s t e d  
i n d i v i d u a l

N U J c h a p e l  
n o n - i n t e r e s t

B l a c k p o o l
B r i s t o l

L e e d s
N e w c a s t l e

S o u t h a m p t o n

M i d d l e s b r o u g h

B a s i l d o n
L i v e r p o o l

B r i g h t o n
B u r t o n
S w i n d o n

W o r c e s t e r
Y o r k

M o s t  o f  t h e  c o m p a n i e s  w e r e  u n w i l l i n g  t o  i n v o l v e  t h e  N U J .  T o  

h a v e  d o n e  s o  w o u l d  h a v e  m e a n t  a n  e x t e n s i o n  o f  b a r g a i n i n g  t o  

c a p i t a l  i n v e s t m e n t  -  t r a d i t i o n a l l y  t h e  p r e r o g a t i v e  o f  

m a n a g e m e n t  -  a n d  w o u l d  h a v e  g i v e n  t h e  U n i o n  g r e a t e r  a c c e s s  

t o  c o m p a n y  i n f o r m a t i o n  s u c h  a s  a c c o u n t s ,  f i n a n c i a l  p l a n s ,  

i n v e s t m e n t  s c h e m e s ,  p a y - b a c k  l e v e l s  a n d  p r o f i t  m a r g i n s .

An a t t e m p t  t o  q u a n t i f y  t h e  m e r i t s  o f  t h e  s y s t e m s  o f  

i n v o l v e m e n t  o r  n o n - i n v o l v e m e n t  m u s t  b e  t r e a t e d  w i t h  

c a u t i o n ,  h o w e v e r  i t  i s  p o s s i b l e  t o  o f f e r  a  c o m p a r a t i v e  

a n a l y s i s  u s i n g  t h e  s c o r e  s y s t e m  d e v e l o p e d  i n  c h a p t e r  f o u r  

s i n c e  t h i s  c o v e r e d  a l l  c l a u s e s  o f  t h e  N T A s . T a b l e  5 . 3  s h o w s  

t h e  m e a n  a c h i e v e m e n t  s c o r e  f o r  e a c h  o f  t h e  s i x  

' i n v o l v e m e n t '  s y s t e m s ,  a n d  r e v e a l s  t h a t  t h e  t y p e  o f  

i n v o l v e m e n t  h a d  v e r y  l i t t l e  i m p a c t  o n  t h e  o v e r a l l  NTA. T h i s  

i s  t o  b e  e x p e c t e d  s i n c e  t h e  NUJ h e a d  o f f i c e  t o o k  a  k e y  r o l e  

i n  i n f o r m i n g  t h e  F / M o C s  a b o u t  t h e  t e c h n o l o g y  a n d  h a d  a  

f u l l t i m e  o f f i c e r  p r e s e n t  d u r i n g  n e g o t i a t i o n s .  E v e n  w h e n  t h e
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c h a p e l  w e r e  u n i n t e r e s t e d  i n  t h e  r e s e a r c h  s t a g e ,  i t  w a s  n o t  

d e t r i m e n t a l  t o  t h e i r  NTA s u c c e s s .

T a b l e  5 . 3 :  T y p e  o f  i n v o l v e m e n t  i n  s y s t e m  r e s e a r c h

T yp e  o f  " in v o lv e m e n t S c o r e  (% )

C o n s u l t a t i o n  c o m m i t t e e  
R e s e a r c h  u n i t  w i t h  j o u r n a l i s t s ‘ 
NUJ C h a p e l  p a r a l l e l  r e s e a r c h  
NUJ C h a p e l  n o n - i n t e r e s t  
R e s e a r c h  u n i t  i n v o l v i n g  NUJ 
NUJ C h a p e l  i n t e r e s t e d  i n d i v i d u a l

7 7 . 5
7 4 . 5
7 3 . 5
7 1 . 6  
6 6 . 4  
5 9 . 9

T h e  s e e m i n g  l a c k  o f  i m p o r t a n c e  i n  i n v o l v e m e n t  o v e r  r e s e a r c h  

c a n  l a r g e l y  b e  e x p l a i n e d  b y  t h e  h o m o g e n e o u s  u s a g e  o f  d i r e c t  

i n p u t  t e c h n o l o g y :  i t  h a s  t h e  s a m e  e f f e c t  o n  p r o d u c t i o n ,  

i r r e s p e c t i v e  o f  t h e  s y s t e m  c h o s e n ,  a s  o u t l i n e d  a b o v e .  

R e s e a r c h  i n v o l v e m e n t  w a s  t h e r e f o r e  l e s s  i m p o r t a n t  f o r  

j o u r n a l i s t s  t h a n  f o r  w o r k e r s  i n  o t h e r  i n d u s t r i e s ,  

e s p e c i a l l y  s i n c e  m o s t  o f  t h e  p r e l i m i n a r y  r e s e a r c h  h a d  

a l r e a d y  b e e n  d o n e  b y  t h e  NUJ h e a d  o f f i c e .  I n  s h o r t ,  b e i n g  

i n v o l v e d  i n  r e s e a r c h  w a s  n o t  p a r t i c u l a r l y  e d u c a t i v e  f o r  t h e  

c h a p e l  o f f i c e r s ,  a n d  d i d  n o t  i m p r o v e  t h e i r  b a r g a i n i n g  

p o s i t i o n .  I n  f a c t ,  i t  m a y  h a v e  h a d  t h e  o p p o s i t e  e f f e c t :  

m a n a g e m e n t  m ay  h a v e  b e e n  a b l e  t o  a v o i d  b a r g a i n i n g  o v e r  

c e r t a i n  i m p l e m e n t a t i o n  i s s u e s  b e c a u s e  t h e  c h a p e l  w e r e  

i n v o l v e d  i n  t h e  r e s e a r c h  a n d  w e r e  p a r t y  t o  t h e  s e l e c t i o n .  

T h i s  m a y  e x p l a i n  w h y  t a b l e  5 . 3  s u g g e s t s  t h e r e  w a s  n o  

a d v a n t a g e ,  i n  t e r m s  o f  t h e  NTA, f o r  r e s e a r c h  u n i t s  w i t h  

c h a p e l  r e p r e s e n t a t i o n .

T h e  d i v e r s i t y  o f  a p p r o a c h  f r o m  c o m p a n y  t o  c o m p a n y  may  

h a v e  a r i s e n  f r o m  t w o  s e t s  o f  u n c e r t a i n t y :  t h e  u n c e r t a i n t y  

o f  i n d i v i d u a l  c h a p e l s  a s  t o  a n  a p p r o p r i a t e  r o l e  g i v e n  t h e  

" d i l e m m a "  o f  t h e  NUJ p o l i c y ,  a n d  t h e  u n c e r t a i n t y  o f
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m a n a g e m e n t s  w h e t h e r  o r  n o t  t o  i n v o l v e  t h e  j o u r n a l i s t s ,  a n d  

h o w  t o  i n v o l v e  t h e m .  T h u s ,  t h e  m a n a g e r i a l  s t a n c e  o f  

u n i l a t e r a l  s e l e c t i o n  o f  t e c h n o l o g y  m a y  h a v e  b e e n  i n f l u e n c e d  

i n  s o m e  c a s e s  b y  j o u r n a l i s t i c  i n p u t  i n t o  t h e  r e s e a r c h .  

E q u a l l y ,  t h e  e d u c a t i v e  p r o c e s s  o f  i n v o l v e m e n t  i n  r e s e a r c h  

( e i t h e r  f o r m a l l y ,  o r  t h r o u g h  p a r a l l e l  r e s e a r c h )  m a y  h a v e  

a s s i s t e d  t h e  c h a p e l  i n  i t s  l a t e r  n e g o t i a t i o n s .  S o  w h i l s t  

s e l e c t i o n  r e m a i n e d  i n  t h e  h a n d s  o f  m a n a g e m e n t ,  t h e  p r o c e s s  

o f  s e l e c t i o n  e n c o u r a g e d  t h e  c h a p e l s  i n t o  p r e v i o u s l y  

u n c h a r t e d  t e r r i t o r y :  a s s e s s m e n t  a n d  a p p r a i s a l  o f  c a p i t a l  

i n v e s t m e n t .  T h i s  i s  p a r t i c u l a r l y  i m p o r t a n t  w h e n ,  a s  a r g u e d  

a b o v e ,  t h e  n a t u r e  o f  d i r e c t  i n p u t  t e c h n o l o g y  r e n d e r s  t h e  

' s e l e c t i o n  d e c i s i o n '  o f  l e s s  c o n t r o l  s i g n i f i c a n c e  t h a n  i n  

o t h e r  i n d u s t r i e s .

Sum m ary

T h e  d i r e c t  i n p u t  s y s t e m s ,  a l t h o u g h  d i v e r s e  i n  t h e i r  c o s t ,  

c u s t o m i s a t i o n ,  a n d  s i z e ,  a l l  c h a n g e  t h e  n e w s p a p e r  e d i t o r i a l  

p r o c e s s  i n  t h e  s a m e  w a y ,  t h e r e f o r e  t h e  p a r t i c u l a r  t y p e  o f  

s y s t e m  s e l e c t e d  o f f e r s  m a n a g e r s  n o  e x t r a  c o n t r o l  

a d v a n t a g e s .  A ny  s u c h  a d v a n t a g e s  a r e  a c h i e v e d  a t  t h e  e a r l i e r  

s t a g e  o f  d e c i d i n g  w h e t h e r  o r  n o t  t o  i n t r o d u c e  t e c h n o l o g y  -  

a  s t a g e  f r o m  w h i c h  t h e  NUJ w e r e  t o t a l l y  e x c l u d e d .  

M a n a g e m e n t  c o u l d  t h e r e f o r e  t a k e  a  f l e x i b l e  a p p r o a c h  t o  

i n v o l v i n g  t h e  NUJ i n  s e l e c t i o n ,  a n d  t h i s  i s  r e f l e c t e d  i n  

t h e  v a r y i n g  d e g r e e s  o f  i n v o l v e m e n t  i n  t h e  s a m p l e .  G e n e r a l l y  

t h e  NUJ w a s  l e s s  c o n c e r n e d  w i t h  s e l e c t i o n  t h a n  w i t h  

i m p l e m e n t a t i o n  a n d  t h e r e  s e e m e d  t o  b e  n o  p a r t i c u l a r  

a d v a n t a g e  i n  t h e  c h a p e l  b e i n g  i n v o l v e d  a t  t h e  s e l e c t i o n  

s t a g e .  W hen  a n  NUJ C h a p e l  w a s  i n v o l v e d ,  i t  p a r t i c i p a t e d  i n
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t h e  r e s e a r c h  o f  t h e  s y s t e m ;  t h e  f i n a l  d e c i s i o n  w a s  l e f t  

e n t i r e l y  t o  m a n a g e m e n t .

W o r k in g  E n v ir o n m e n t  a n d  W o r k in g  P r a c t i c e s

T e c h n o l o g y  i n  t h e  o f f i c e  i n e v i t a b l y  m e a n s  a  t r a n s f o r m a t i o n  

o f  t h e  w o r k i n g  e n v i r o n m e n t  a n d  a s s o c i a t e d  c h a n g e s  i n  

w o r k i n g  p r a c t i c e s ,  s o  t h e  a b i l i t y  o f  a  w o r k g r o u p  t o  e x e r t  

i n f l u e n c e  o v e r  t h e s e  f a c t o r s  w o u l d  g i v e  s o m e  i n d i c a t i o n  a s  

t o  t h e  p o w e r  r e l a t i o n s h i p  b e t w e e n  m a n a g e r s  ( c h a n g e  

i n i t i a t o r s )  a n d  w o r k e r s  ( c h a n g e  r e s p o n d e n t s ) .  F o r

j o u r n a l i s t s ,  d i r e c t  i n p u t  p r o v i d e d  a n  o p p o r t u n i t y  t o  

i n f l u e n c e  t h e  d e s i g n  o f  t h e  o f f i c e  a n d  w o r k s t a t i o n s ;  t o  

i m p r o v e  h e a l t h  a n d  s a f e t y  p r o v i s i o n ;  a n d  t o  l i m i t  t h e  

n e g a t i v e  o r  u n k n o w n  e f f e c t s  o f  t h e  c h a n g e s  i n  w o r k i n g  

p r a c t i c e s  a s s o c i a t e d  w i t h  t h e  o p e r a t i o n  o f  t h e  d i r e c t  i n p u t  

s y s t e m .  I f  j o u r n a l i s t s  h a v e  a c h i e v e d  t h e s e  p o t e n t i a l  

o b j e c t i v e s  t h e n  i t  i s  p o s s i b l e  t o  c o n c l u d e  t h a t  a s  a  

w o r k g r o u p  t h e y  h a v e  e n h a n c e d ,  o r  a t  l e a s t  m a i n t a i n e d ,  t h e i r  

c o n t r o l  p o s i t i o n  a s  r e s p o n d e n t s .

C o n t r o l  o f  t h e  w o r k i n g  e n v i r o n m e n t  w a s  a p p r o a c h e d  b y  

t h e  NUJ t h r o u g h  t h e  d e v e l o p m e n t  o f  e r g o n o m i c  c l a u s e s  i n  t h e  

NTA. T h e  U n i o n  h a d  a t  t h e i r  d i s p o s a l  s u r v e y  m a t e r i a l  f r o m  

r e s e a r c h  i n  t h e  U n i t e d  S t a t e s ,  A u s t r a l i a  a n d  E u r o p e ,  w h e r e  

d i r e c t  i n p u t  s y s t e m s  h a d  b e e n  i n  o p e r a t i o n  f o r  s o m e  t i m e .  

T h e y  a l s o  h a d  a  q u a l i f i e d  e r g o n o m i s t  w o r k i n g  f u l l - t i m e  f o r  

t h e  U n i o n ,  s o  p e r h a p s  n o t  s u r p r i s i n g l y  t h e y  f e l t  c o n f i d e n t  

a b o u t  b a r g a i n i n g  o v e r  t h e s e  i s s u e s .  F r o m  t h e  d a t a  c o l l e c t e d  

i n  t h e  7 6 - n e w s p a p e r  a n a l y s i s ,  70 NTAs h a d  v i r t u a l l y  f u l l  

p r o v i s i o n  a s  s p e c i f i e d  b y  t h e  N U J ,  w i t h  t h e  r e m a i n i n g  s i x  

n e w s p a p e r s  i n c o r p o r a t i n g  a  c o n s u l t a t i o n  c l a u s e  e s t a b l i s h i n g
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a  w o r k i n g  g r o u p  t o  d e v i s e  t h e  e r g o n o m i c  g u i d e l i n e s .  T h e r e  

i s  h o w e v e r  a  g u l f  b e t w e e n  w h a t  h a s  b e e n  a g r e e d  t o  a n d  w h a t  

i s  p r a c t i s e d .  A l l  o f  t h e  c h a p e l  o f f i c e r s  i n t e r v i e w e d  i n  t h e  

2 0 - n e w s p a p e r  s a m p l e  e x p r e s s e d  d i s s a t i s f a c t i o n  o v e r  a t  l e a s t  

o n e  a s p e c t  o f  t h e  e r g o n o m i c  p r o v i s i o n ;  s e v e n  c h a p e l s  h a d  

p r e s e n t e d  f o r m a l  c o m p l a i n t s  t o  m a n a g e m e n t ,  t w o  h a d  b r o u g h t  

i n  t h e  u n i o n  e r g o n o m i s t  a n d  s u b m i t t e d  a  r e p o r t  t o  

m a n a g e m e n t ,  a n d  o n e  c h a p e l  w a s  o n  t h e  v e r g e  o f  a  d i s p u t e .

A l t h o u g h  e r g o n o m i c  p r o v i s i o n  h a s  g e n e r a l l y  b e e n

a c c e p t e d  b y  m a n a g e m e n t ,  e n f o r c e m e n t  d e p e n d s  o n  u n i o n

p r e s s u r e  a t  c h a p e l  l e v e l .  T h e  p r o b l e m  i s  t y p i f i e d  b y  t h i s

c o m m e n t  f r o m  a  c h a p e l  t e c h n o l o g y  o f f i c e r :

We d o n ' t  h av e  much pow er o v e r  t h e s e  s o r t s  o f  i s s u e s  b e c a u s e  
t h e r e  i s  d i f f i c u l t y  c o n v in c in g  a  c h a p e l  t h a t  e rg o n o m ics  a r e  
w o r th  f i g h t i n g  f o r .

T h e  NUJ h a s  t h e r e f o r e  a c h i e v e d  t h e  p r o c e d u r e s  f o r  c o n t r o l  

o f  t h e  w o r k i n g  e n v i r o n m e n t  ( t h e  n e g o t i a t e d  NTA) b u t  n o t ,  i n  

m a n y  c a s e s ,  t h e  p r a c t i c e .  T h i s  a r g u m e n t  w i l l  o c c u r  

r e p e a t e d l y  i n  t h e  s u b s e q u e n t  a n a l y s i s ,  a n d  i t s  r o o t  c a u s e s  

w i l l  b e  e x a m i n e d  w h e n  l o o k i n g  a t  t h e  i n t e r n a l  o r g a n i s a t i o n  

a n d  d i s c i p l i n e  o f  t h e  NUJ i n  c h a p t e r  s e v e n .

An a l t e r n a t i v e  e x p l a n a t i o n  i s  t h a t  m a n a g e m e n t s  d i d  n o t  

a n t i c i p a t e  t h e  l e v e l  o f  t e c h n o l o g y  p a y  t h e y  w o u l d  b e  

o b l i g e d  t o  p a y  o u t ,  a n d  t h a t  i n  o r d e r  t o  s t a y  w i t h i n  b u d g e t  

l i m i t s ,  t h e y  d i v e r t e d  s o m e  o f  t h e  m o n e y  o r i g i n a l l y  

a l l o c a t e d  t o  t h e  w o r k i n g  e n v i r o n m e n t  i n t o  t h e  t e c h n o l o g y  

p a y .  T h i s ,  h o w e v e r ,  h a s  t o  r e m a i n  p u r e  s p e c u l a t i o n  s i n c e  

o n l y  i n d i v i d u a l  m a n a g e m e n t s  c a n  c o n f i r m  t h i s  a n d  a r e  

u n l i k e l y  t o  d o  s o  b e c a u s e  i t  w o u l d  d e m o n s t r a t e  t h a t  t h e  

u n i o n s  o u t - b a r g a i n e d  t h e m .

L i n k e d  d i r e c t l y  t o  e r g o n o m i c s  a r e  t h e  h e a l t h  a n d  s a f e t y
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o b j e c t i v e s ,  s o u g h t  b y  t h e  NUJ i n  o r d e r  t o  e x e r t  so m e  

c o n t r o l  o v e r  t h e  c h a n g e s  i n  w o r k i n g  p r a c t i c e s .  T h e  U n i o n  

a r g u e d  t h a t  e v e n  i f  t h e  e r g o n o m i c  c l a u s e s  w e r e  c o m p l i e d  

w i t h ,  t h e r e  w e r e  t h r e e  f u r t h e r  p o t e n t i a l  p r o b l e m  a r e a s  f o r  

j o u r n a l i s t s :  v i s u a l  a d a p t i o n ,  j o b  s e c u r i t y ,  a n d  s t r e s s  a n d  

i l l - h e a l t h .

E y e  s i g h t  p r o b l e m s  a r e  t h o u g h t  t o  b e  c a u s e d  b y  a  VDU 

o p e r a t o r  w o r k i n g  a t  d i f f e r e n t  f o c a l  l e n g t h s  u n d e r  c h a n g i n g  

l i g h t  c o n d i t i o n s .  T h e  NUJ w a n t e d  t h e  n e w s p a p e r  c o m p a n i e s  t o  

p a y  f o r  e y e - t e s t s  a n d ,  i f  n e e d e d ,  e i t h e r  t h e  NHS c o s t  o f  a  

p a i r  o f  g l a s s e s ,  o r  t h e  c o s t  o f  a  c h a n g e  o f  p r e s c r i p t i o n .  

T h e y  w e r e  a r g u i n g  t h a t  j o u r n a l i s t s  s h o u l d  n o t  b e  o u t  o f  

p o c k e t  a s  a  r e s u l t  o f  t h e  c h a n g i n g  w o r k i n g  p r a c t i c e s ,  a n d  

s h o u l d  n o t  b e  t e m p t e d  t o  ' m a n a g e  a s  b e f o r e '  r a t h e r  t h a n  

p a y i n g  f o r  e y e - t e s t s  a n d  s p e c t a c l e s .  A l l  76 o f  t h e  NTAs 

s u r v e y e d  c o n t a i n  c l a u s e s  c o n f o r m i n g  w i t h  t h e  N U J ' s  w i s h e s ,  

a n d  a t  a l l  20  n e w s p a p e r s  s e v e r a l  j o u r n a l i s t s  h a v e  e i t h e r  

h a d  t h e i r  s p e c t a c l e  p r e s c r i p t i o n s  c h a n g e d ,  o r  h a v e  h a d  t o  

s t a r t  w e a r i n g  g l a s s e s  f o r  VDU w o r k .  T h e  VDU m i g h t  n o t  b e  

t h e  c a u s e  o f  e y e s i g h t  p r o b l e m s  -  i t  m a y  m e r e l y  h a v e  

h i g h l i g h t e d  t o  j o u r n a l i s t s  a n  a l r e a d y  e x i s t i n g  e y e  p r o b l e m

-  b u t  e v e n  s o ,  i t  d o e s  n o t  d e t r a c t  f r o m  t h e  f a c t  t h a t  t h e  

NUJ h a s  a c h i e v e d  t h e  l i m i t a t i o n  o f  o n e  s e t  o f  ' n e g a t i v e  

e f f e c t s '  o f  d i r e c t  i n p u t .

T h e  j o b  s e c u r i t y  i s s u e s  c o n c e r n e d  t h e  r i g h t  n o t  t o  w o r k  

o n  s c r e e n ,  b u t  t o  p e r f o r m  a  c o m p a r a b l e  t a s k  o f  e q u a l  s t a t u s  

a n d  r e s p o n s i b i l i t y ,  w i t h  t h e  s a m e  p a y ,  i f  j o u r n a l i s t s  f o u n d  

t h e m s e l v e s  u n a b l e  t o  u s e  t h e  t e c h n o l o g y  f o r  h e a l t h  r e a s o n s

-  f o r  e x a m p l e ,  e p i l e p s y  o r  m i g r a i n e .  I n  a d d i t i o n  t o  p e o p l e  

w i t h  t h i s  ' p e r m a n e n t '  h e a l t h  c o n d i t i o n ,  t h e  NUJ w a n t e d
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s i m i l a r  r i g h t s  f o r  w om en w h o  b e l i e v e d  t h e m s e l v e s  t o  b e  

p r e g n a n t  a n d  w e r e  w o r r i e d  a b o u t  t h e  n o n - i o n i s i n g  r a d i a t i o n  

a f f e c t i n g  t h e  f o e t u s .  T h e  o b j e c t i o n s  r a i s e d  b y  m a n a g e m e n t  

h a v e  b e e n  e x a m i n e d  i n  c h a p t e r  f o u r  a n d  s h o w  t h a t  i n  

g e n e r a l ,  m a n a g e m e n t  f e l t  t h a t  ' w h o  d o e s  w h a t ,  a n d  w h e r e '  i s  

n o t  a  d e c i s i o n  o v e r  w h i c h  t h e  U n i o n  s h o u l d  h a v e  i n f l u e n c e .  

T h e i r  r e s i s t a n c e  u n d o u b t e d l y  w a s  i n t e n s i f i e d  b y  e x p e r i e n c e s  

w i t h  t h e  c l o s e d  s h o p  NGA i n  t h e  7 0 s  w h e n  t h e  s t e w a r d  w o u l d  

o r g a n i s e  t h e  o v e r t i m e ,  t i m e - o f f ,  s i c k  l e a v e  a n d  i n  m a n y  

c a s e s  r e c r u i t m e n t  o f  r e p l a c e m e n t s .  A l l o w i n g  t h e  NUJ t o  

c l a i m  r i g h t  o f  t r a n s f e r  f o r  i n d i v i d u a l s  w a s  o f  c o u r s e  f a r  

r e m o v e d  f r o m  t h e  i n f l u e n c e  o n c e  e x e r t e d  b y  t h e  NGA, b u t  d i d  

r e p r e s e n t  t h e  s a m e  p r i n c i p l e :  t h a t  c o n t r o l  o v e r  t h e  

p l a c e m e n t  o f  s t a f f  a n d  t h e  d e s i g n  o f  t h e  j o b  w a s  a  

l e g i t i m a t e  p a r t  o f  u n i o n  a c t i v i t y .  T h i s  w a s  a  p r i n c i p l e  t h e  

m a n a g e m e n t s  w a n t e d  t o  a b a n d o n .

T h e  s t r o n g  m a n a g e r i a l  o p p o s i t i o n  t o  t h e s e  i s s u e s  i s  

e v i d e n t  f r o m  t h e  s a m p l e  i n t e r v i e w s :  t h e r e  w e r e  m o r e  

o b j e c t i o n s  a n d  h a r d  b a r g a i n i n g  o v e r  t h i s  ' c o n t r o l  

p r i n c i p l e '  c l a u s e  t h a n  o v e r  a n y  o f  t h e  e r g o n o m i c  h e a l t h  a n d  

s a f e t y  c l a u s e s .  T h e  l a t t e r  w e r e  c o n c e r n e d  w i t h  i n f l u e n c i n g  

c o n t r o l  o v e r  t h e  w o r k i n g  e n v i r o n m e n t  w h e r e a s  t h e  f o r m e r  

s o u g h t  t o  i n f l u e n c e  c o n t r o l  o v e r  p r o d u c t i o n  -  f a r  m o r e  

i m p o r t a n t  f o r  u n i o n  p o w e r .  T h i s  t h e m e  c a n  b e  s e e n  r e p e a t e d  

w i t h  r e f e r e n c e  t o  t h e  ' s c r e e n - b r e a k s '  c l a u s e ,  d e t a i l e d  

b e l o w .

I n  l o o k i n g  a t  t h e  t h i r d  a r e a  o f  p o t e n t i a l  p r o b l e m s ,  

i l l - h e a l t h  a n d  s t r e s s ,  t h e  NUJ w e r e  c o n c e r n e d  w i t h  

p r e v e n t a t i v e  m e a s u r e s .  T h e y  w a n t e d  p r o v i s i o n  i n  t h e  

a g r e e m e n t  t o  l i m i t  t h e  p o s s i b l e  ' u n q u a n t i f i a b l e '  d a n g e r  t o
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t h e  i n d i v i d u a l  t h a t  c h a n g i n g  w o r k i n g  p r a c t i c e s  c o u l d  b r i n g  

a b o u t .  R e l y i n g  o n  s c i e n t i f i c  a n d  s u r v e y  d a t a ,  t h e y  

h i g h l i g h t e d  f i v e  p o t e n t i a l  h a z a r d s :  e y e - s t r a i n  a n d  v i s u a l  

f a t i g u e ;  r e p e t i t i v e  s t r a i n  i n j u r y  ( R S I )  -  a  g e n e r i c  t e r m  

f o r  a  v a r i e t y  o f  i n d u s t r i a l  i n j u r i e s  a f f e c t i n g  t h e  t e n d o n s  

a n d  m u s c l e s  o f  t h e  w r i s t  a n d  a r m s ;  b a c k - a c h e ;  h e a d a c h e s ;  

a n d  s t r e s s .  T h e  U n i o n  a r g u e d  t h a t  e v e n  i n  a n  i d e a l  w o r k i n g  

e n v i r o n m e n t  a l l  t h e s e  h a z a r d s  c o u l d  o c c u r  i f  j o u r n a l i s t s  

w e r e  o b l i g e d  t o  w o r k  o n - s c r e e n  f o r  l o n g  p e r i o d s .  T h e  s u b s  

w e r e  c o n s i d e r e d  t o  b e  p a r t i c u l a r l y  v u l n e r a b l e  b e c a u s e  

d i r e c t  i n p u t  m e a n t  t h e y  w o u l d  s p e n d  v i r t u a l l y  t h e  w h o l e  o f  

t h e i r  w o r k i n g  d a y  s t a r i n g  i n t o  t h e  VDU. T h e  s o l u t i o n ,  

a d v o c a t e d  b y  t h e  U n i o n ,  w a s  a  s t a t u t o r y  b r e a k  f r o m  s c r e e n  

o f  t e n  m i n u t e s  a f t e r  e v e r y  75  m i n u t e s  o f  c o n t i n u o u s  s c r e e n  

w o r k .

T h e  s c r e e n - b r e a k  p r i n c i p l e  w a s  o n e  t h a t  m o s t  

m a n a g e m e n t s  d i s a g r e e d  w i t h .  T h e i r  o b j e c t i o n s  l a y  n o t  w i t h  

t h e  h e a l t h  a n d  s a f e t y  a r g u m e n t ,  b u t  w i t h  t h e  p o t e n t i a l  

d i s r u p t i o n  t o  t h e  p r o d u c t i o n  f l o w  t h a t  s u c h  b r e a k s  m i g h t  

c a u s e .  T h e y  c l a i m e d  t h a t  " n a t u r a l  b r e a k s "  o c c u r  i n  

j o u r n a l i s t i c  w o r k ,  a n d  t h a t  s t a t u t o r y  b r e a k s  w e r e  

u n n e c e s s a r y .  T h e  N U J ,  o n  t h e  o t h e r  h a n d ,  s u g g e s t e d  t h a t  

" n a t u r a l  b r e a k s "  w e r e  l e s s  l i k e l y  t o  o c c u r  u n d e r  d i r e c t  

i n p u t  s i n c e  m o r e  f u n c t i o n s  c o u l d  b e  p e r f o r m e d  a t  t h e  d e s k ,  

p h y s i c a l  m o v e m e n t s  a t  t h e  w o r k s t a t i o n  w e r e  m o r e  r e s t r i c t e d ,  

a n d  j o u r n a l i s t s  w o u l d  b e  f a r  m o r e  i s o l a t e d  a n d  l e s s  a b l e  t o  

t a k e  b r e a k s  t o  c h a t  t o  c o l l e a g u e s .  T h e  s c r e e n  b r e a k  i s s u e  

i n v o l v e d  h a r d  b a r g a i n i n g  a t  v i r t u a l l y  a l l  t h e  n e w s p a p e r s ,  

p e r h a p s  b e c a u s e  s t a t u t o r y  b r e a k s  w e r e  r e m i n i s c e n t  o f  t h e  

t o o l s - d o w n  t e a - b r e a k  o f  t h e  NGA w o r k e r s ;  a  d i s r u p t i o n  t o
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p r o d u c t i o n  t h a t  m a n a g e m e n t  w e r e  k e e n  t o  w a t c h  d i s a p p e a r  

w i t h  t h e  d e m i s e  o f  t h e  p r i n t w o r k e r s . C o n s e q u e n t l y ,  t h e  

v a r i o u s  NTAs h a v e  a  w i d e  r a n g e  o f  s c r e e n - b r e a k  c l a u s e s  -  

f r o m  t h e  f u l l  t e n  m i n u t e s  a f t e r  75  m i n u t e s  o f  c o n t i n u o u s  

w o r k ,  t o  t e n  m i n u t e s  a f t e r  t h r e e  h o u r s  w o r k .  I n  s o m e  c a s e s  

n o  s t a t u t o r y  b r e a k s  a r e  e s t a b l i s h e d ;  i n  o t h e r  c a s e s  t h e  

c l a u s e s  i n s i s t  t h a t  b r e a k s  d o  n o t  o c c u r  a t  d e a d l i n e  t i m e ,  

w h i c h ,  f o r  m u l t i - e d i t i o n  n e w s p a p e r s ,  r e n d e r s  t h e  

s c r e e n - b r e a k  p r o v i s i o n  v i r t u a l l y  i n e f f e c t i v e .

A f u r t h e r  p r o b l e m ,  a n d  f o r  t h e  NUJ a  m u c h  d e e p e r  o n e ,

i s  t h a t  e v e n  w h e r e  t h e r e  i s  p r o v i s i o n  f o r  s c r e e n - b r e a k s ,

j o u r n a l i s t s  a r e  n o t  e x e r c i s i n g  t h e i r  r i g h t  t o  t a k e  t h e m .  I t

p o s e s  t w o  t h r e a t s  t o  t h e  U n i o n :  f i r s t ,  m a n a g e m e n t s  m ay

c l a i m ,  o n  a  c u s t o m  a n d  p r a c t i c e  a r g u m e n t ,  t h a t  t h e  b r e a k s

a r e  u n n e c e s s a r y  s i n c e  t h e y  a r e  n o t  t a k e n ,  a n d  s e c o n d ,

j o u r n a l i s t s  m a y  b e  h e l d  r e s p o n s i b l e  f o r  c a u s i n g  t h e i r  own

h e a l t h  p r o b l e m s  b y  n o t  o b s e r v i n g  t h e  b r e a k s .  I n  t h e

2 0 - n e w s p a p e r  s a m p l e ,  a l l  t h e  F / M o C s  s a i d  t h a t  b r e a k s  w e r e

n o t  o b s e r v e d .  A s e l e c t i o n  o f  c o m m e n t s  i l l u s t r a t e s  t h i s :

E a r ly  on  we d i d  g e t  a l l  t h e  new s s u b s  t o  t a k e  b r e a k s  a t  t h e  
same t im e  i n  t h e  m o rn in g  an d  a l l  go  down t o  t h e  c a n te e n ,  b u t  
t h i s  d w in d le d , an d  now one  p e r s o n  g o e s  down, b u y s  a l l  t h e  
c o f f e e s  an d  b r in g s  them  b a c k .

M ost p e o p le  j u s t  ig n o r e  s c r e e n  b r e a k s  -  e s p e c i a l l y  t h e  su b s  
b e c a u s e  i t  i s  u n r e a l i s t i c  f o r  th em  t o  work a n  h o u r  a n d  b r e a k  
f o r  t e n  m in u te s  when a p p ro a c h in g  d e a d l i n e s .

T h e re  i s  no  p r e s s u r e  frcm  m anagem ent f o r  u s  n o t  t o  t a k e  
s c r e e n  b r e a k s  -  i f  th e y  a r e  n o t  ta k e n  i t  i s  b e c a u s e  
j o u r n a l i s t s  f o r g e t ,  o r  d o n ' t  b o t h e r  and  t h e  c h a p e l  o f f i c e r s  
d o n ' t  rem in d  th em .

The p ro b le m  i s  im p le m e n tin g  s c r e e n  b r e a k s .  P e o p le  w o n 't  t a k e  
th em , w h ich  i s  c r a z y  b e c a u s e  i f  we d o n ' t  t a k e  w h a t we c a n  g e t  
frc m  th e  a g re e m e n t , m anagem ent a r e n ' t  g o in g  t o  k e e p  t o  i t  
e i t h e r .

P e o p le  d o n ' t  t a k e  s c r e e n  b r e a k s  b e c a u s e  w o rk in g  p r a c t i c e s  a r e  
d i c t a t e d  by  t h e  c u l t u r e  o f  t h e  o f f i c e ,  n o t  t h e  NTA.

146



Some p e o p le  a c t u a l l y  b o a s t  a b o u t  how lo n g  t h e y 'v e  s p e n t  on 
s c r e e n .  You c a n  k e e p  t e l l i n g  them  b u t  th e y  t a k e  no n o t i c e ,  
an d  th e n  t h e y ' l l  moan a b o u t  a c h e s  a n d  p a i n s .

N ot t a k i n g  s c r e e n  b r e a k s  s te m s  fro m  a  p r o f e s s i o n a l  a t t i t u d e .  
You r e a l i s e  a s  a  s u b  t h a t  t h e r e  a r e  t im e s  t h a t  t a k i n g  a  b r e a k  
w ould  d e la y  t h e  n e w sp a p e r, s o  you  k e e p  g o in g . The p ro b le m  i s  
r e a l l y  u n d e r s t a f f i n g .

T h i s  l a s t  c o m m e n t  h i g h l i g h t s  a n  i s s u e  r e l e v a n t  t o  a  n u m b e r  

o f  n e w s p a p e r s  i n  t h e  s a m p l e :  t h a t  s c r e e n  b r e a k s  a r e  

i n e f f e c t i v e  f o r  s u b s  b e c a u s e  o f  a  s t a f f  s h o r t a g e  i n  t h e  

s u b b i n g  a r e a .  I f  c h a p e l s  p u s h e d  f o r  i n c r e a s e s  i n  t h e  n u m b e r  

o f  s u b s  b e c a u s e  o f  d i r e c t  i n p u t ,  t h e  n e c e s s i t y  t o  s t a y  o n  

s c r e e n  m i g h t  d i s a p p e a r .  I n  f a c t  s o m e  c h a p e l s  h a v e  f o u g h t  

f o r ,  a n d  s o m e  m a n a g e m e n t s  h a v e  a c c e p t e d ,  a n  e x p a n s i o n  o f  

t h e  s u b b i n g  d e p a r t m e n t s  -  u s u a l l y  o n e  o r  t w o  e x t r a ,  s u b s .  

T h i s  s u g g e s t s  t h a t  t h e  s u b b i n g  d e p a r t m e n t  i s  i n c r e a s i n g  i t s  

i m p o r t a n c e  i n  t h e  p r o d u c t i o n  p r o c e s s ;  a n  i s s u e  t h a t  w i l l  b e  

e x a m i n e d  b e l o w .

T h e r e  a l s o  s e e m s  t o  b e  a  d i s a g r e e m e n t  o v e r  t h e  

p r a c t i c a l  p u r p o s e  o f  s c r e e n  b r e a k s .  Some s t e w a r d s  a r g u e d  

t h a t  s c r e e n  b r e a k s  c o u l d  b e  u s e d  a s  a  n e w  f o r m  o f  

i n d u s t r i a l  a c t i o n :

S ubs te n d  t o  t a k e  t h e i r  s c r e e n  b r e a k s  f a i r l y  r e l i g i o u s l y ,  
p r i n c i p a l l y  b e c a u s e  t h e y  h a v e  a  num ber o f  g r ie v a n c e s  w i th  t h e  
com pany, an d  t a k i n g  b r e a k s  i s  a  m eans o f  d ra w in g  t h e i r  
p r o t e s t  t o  t h e  co m p an y 's  a t t e n t i o n .

The i s s u e  o f  s c r e e n  b r e a k s  came up  d u r in g  t h e  pay  
n e g o t i a t i o n s .  Some p e o p le  s u g g e s te d  t h a t  t h e y  c o u ld  b e  u s e d  
a s  a  f o m  o f  d i s r u p t i v e  a c t i o n  -  a  w ork  t o  r u l e .

O t h e r  s t e w a r d s  v e h e m e n t l y  d i s a g r e e d :

I t ' s  w rong t o  p r e t e n d  t h a t  s c r e e n  b r e a k s  c o u ld  b e  a  s a n c t i o n .  
T hose who c la im  t h a t  a r e  j u s t  m ak ing  e x c u s e s  f o r  n o t  t a k i n g  
b r e a k s .  You s h o u ld  b e  t a k i n g  th em , an d  you s h o u ld  b e  s e e n  t o  
b e  t a k i n g  th em .

Subs a r e  n o t  t a k i n g  s c r e e n  b r e a k s .  Some o f  them  saw  b r e a k s  a s  
a n  i n d u s t r i a l  s a n c t i o n ,  b u t  I  h a v e  a rg u e d  t h a t  s c r e e n  b r e a k s ,  
a r e  n o t  a  s a n c t i o n  b u t  a  r i g h t .
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T h e  U n i o n  ' s  p o l i c y  i s  t h a t  s c r e e n  b r e a k s  s h o u l d  n e v e r  b e

u s e d  a s  a n  i n d u s t r i a l  s a n c t i o n  b e c a u s e  t o  d o  s o  w o u l d  d e n y

t h e  l e g i t i m a c y  o f  t h e  b r e a k s  a s  p a r t  o f  t h e  n o r m a l  w o r k i n g

a r r a n g e m e n t s .  T h e  U n i o n  m u s t  t h e r e f o r e  e n s u r e  t h a t  s c r e e n

b r e a k s  a r e  t a k e n  r e g u l a r l y ,  b u t  t h i s  i n v o l v e s  p o l i c i n g

m e m b e r s  t o  g e t  t h e i r  c o m p l i a n c e .  T h e  d i l e m m a  i s  i l l u s t r a t e d

b y  t h e  C h a i r  o f  t h e  NUJ T e c h n o l o g y  C o m m i t t e e .

We a r e  p u b l i s h in g  p o s t e r s  and  s t i c k e r s  re m in d in g  p e o p le  a b o u t  
t h e  im p o r ta n c e  o f  s c r e e n  b r e a k s .  I f  p e o p le  j u s t  w o n 't  t a k e  
b r e a k s ,  I  d o n ' t  know w h a t you  c a n  d o .

Sum m ary

T h e  NUJ w e r e  m o r e  s u c c e s s f u l  i n  i n f l u e n c i n g  t h e  w o r k i n g  

e n v i r o n m e n t  t h a n  i n  i n f l u e n c i n g  t h e  n e w  w o r k i n g  p r a c t i c e s .  

T h i s  s e e m s  l i k e l y  t o  s t e m  f r o m  t h e  h i g h e r  v a l u e  t h a t  

m a n a g e m e n t s  p u t  o n  c o n t r o l  o v e r  w o r k i n g  p r a c t i c e s ,  s i n c e  

t h e s e  r e p r e s e n t  c o n t r o l  o v e r  t h e  p r o d u c t i o n  p r o c e s s .  T h e  

w i l l i n g n e s s  o f  m a n a g e m e n t s  t o  y i e l d  o v e r  t h e  e n v i r o n m e n t a l  

c l a u s e s  m a y  h a v e  b e e n  a  b a r g a i n i n g  t a c t i c  a l l o w i n g  t h e m  t o  

t a k e  a  h a r d e r  l i n e  o n  t h e  w o r k i n g  p r a c t i c e  i s s u e s ,  o r  t o  

s p e e d  u p  t h e  n e g o t i a t i o n s .  W h e t h e r  o r  n o t  m a n a g e m e n t s  h a d  

a n y  r e a l  i n t e n t i o n  o f  c o n f o r m i n g  w i t h  t h e  w o r k i n g  

e n v i r o n m e n t  c l a u s e s  t h e y  a g r e e d  t o ,  i s  l e s s  i m p o r t a n t  t o  

t h e  NUJ t h a n  t h e  c o n t r o l  i m p l i c a t i o n s .  T h e  U n i o n  h a s  

s u c c e e d e d  i n  e s t a b l i s h i n g  t h e  p r i n c i p l e  o f  i n f l u e n c e  o v e r  

t h e  w o r k i n g  e n v i r o n m e n t ,  b u t  h a s  h a d  l e s s  s u c c e s s  i n  

o p e r a t i o n a l i s i n g  i t .  T h e  NUJ h a s  f o r c e d  m a n a g e m e n t s  t o  

a c c e p t  t h e  U n i o n ' s  e n v i r o n m e n t a l  a r r a n g e m e n t s  i n  

c o n t r a c t u a l  f o r m ,  b u t  h a s  h a d  o n l y  l i m i t e d  s u c c e s s  i n  

e n s u r i n g  t h a t  m a n a g e m e n t s  c o m p l y  w i t h  s u c h  a r r a n g e m e n t s .
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P e r v a s i v e n e s s  a n d  I m m e d ia c y

C r u c i a l  t o  a n  a n a l y s i s  o f  a  w o r k g r o u p ' s  i n f l u e n c e  o v e r  

p r o d u c t i o n  a r e  t h e  i s s u e s  o f  p e r v a s i v e n e s s  a n d  i m m e d i a c y :  

t h e  e x t e n t  o f  i n f l u e n c e  o v e r  t h e  p r o d u c t i o n  p r o c e s s ,  t h e  

a b i l i t y  t o  h a l t  o r  d i s r u p t  p r o d u c t i o n ,  a n d  t h e  s p e e d  w i t h  

w h i c h  d i s r u p t i o n  o c c u r s .  T h e o r e t i c a l l y ,  a  h i g h l y  p e r v a s i v e  

w o r k g r o u p ,  w i t h  r a p i d  i m m e d i a c y  p o t e n t i a l ,  h a s  g r e a t e r  

i n f l u e n c e  t h a n  a  s e g m e n t e d ,  c o m p a r t m e n t a l i s e d  w o r k g r o u p ,  

t i m e - i s o l a t e d  f r o m  t h e  p r o d u c t i o n  w o r k f l o w .  F o r  t h e  

a n a l y s i s  o f  j o u r n a l i s t s ,  t h e  q u e s t i o n  i s  w h e t h e r  d i r e c t  

i n p u t  h a s  b r o u g h t  a b o u t  c h a n g e s  i n  t h e  f u n c t i o n a l  

r e l a t i o n s h i p  o f  e d i t o r i a l  w o r k e r s  t o  t h e  p r o d u c t i o n  

p r o c e s s :  h o w  h a s  e d i t o r i a l  p r o d u c t i o n  c h a n g e d ,  a n d  t o  w h a t  

e x t e n t  a r e  j o u r n a l i s t s  m o r e  o r  l e s s  a b l e  t o  i n f l u e n c e  t h e  

p r o d u c t i o n  w o r k f l o w ?

T h e  c e n t r a l  c h a n g e  b r o u g h t  a b o u t  b y  d i r e c t  i n p u t  i s  

p o l y v a l e n c e ,  o r  ' f u n c t i o n a l  f l e x i b i l i t y '  a s  t h e  f l e x i b l e  

f i r m  t h e o r i s t s  p r e f e r  t o  c a l l  i t .  W o rk  p r e v i o u s l y  p e r f o r m e d  

b y  p r i n t e r s  i s  n o w  d o n e  b y  j o u r n a l i s t s  i n  t h e  e d i t o r i a l  

r o o m .  H o w e v e r ,  t h e  t e r m  ' p o l y v a l e n t  j o u r n a l i s t '  w o u l d  b e  a  

m i s n o m e r  b e c a u s e  w h a t  h a s  o c c u r r e d  i s  t h e  a c q u i s i t i o n  o f  

e x t r a  t a s k s  ( a n d  s k i l l s )  b y  j o u r n a l i s t s  d e p e n d i n g  o n  t h e i r  

f u n c t i o n  i n  t h e  e d i t o r i a l  p r o c e s s .  T h e  l e a s t  p o l y v a l e n t  a r e  

t h e  p h o t o g r a p h e r s  f o r  whom t h e  t e c h n o l o g y  h a s  m e a n t ,  a t  

m o s t ,  w r i t i n g  c a p t i o n s  o n  s c r e e n  a n d  a c c e s s i n g  a n  o n - s c r e e n  

d i a r y .  I n  t h e  o v e r w h e l m i n g  m a j o r i t y  o f  n e w s p a p e r s  i n  t h e  

s a m p l e ,  p h o t o g r a p h e r s  d o  n o t  e v e n  t o u c h  t h e  s y s t e m ,  

a l t h o u g h  t h e y  m a y  b e  a f f e c t e d  b y  c h a n g e s  i n  w o r k i n g  

p r a c t i c e s  a s s o c i a t e d  w i t h  d i r e c t  i n p u t .  T h e  p o t e n t i a l  

e x i s t s  f o r  f l e x i b l e  p h o t o g r a p h e r s ,  a n d  t w o  n e w s p a p e r
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m a n a g e m e n t s  i n  t h e  s a m p l e  h a d  m a d e  t e n t a t i v e  s u g g e s t i o n s  t o  

t h e  NUJ c h a p e l  a b o u t  t h e  p o s s i b i l i t y  o f  r e p o r t e r s  c a r r y i n g  

a u t o m a t i c  c a m e r a s  f o r  s i m p l e  h e a d - a n d - s h o u l d e r  t y p e  s h o t s ,  

b u t  w e r e  s h a r p l y  r e b u f f e d .  M o r e  r e c e n t l y ,  a  n e w  d a i l y  

p r o v i n c i a l  n e w s p a p e r  i n  C h e s t e r  i n t r o d u c e d

p h o t o - j o u r n a l i s t s , a l t h o u g h  i t  h a s  s i n c e  r e t r e a t e d  f r o m  t h e  

i d e a ,  a c k n o w l e d g i n g  t h a t  d i f f e r e n t  s k i l l s  a n d  d i f f e r e n t  

t e m p e r a m e n t s  a r e  r e q u i r e d  f o r  t h e  t w o  t a s k s  ( UKPG May 8 

1 9 8 9  ) .

O n e  NUJ c h a p e l ' s  NTA o b l i g e s  p h o t o g r a p h e r s  t o  t e s t  a n d  

a s s e s s  n e w  p h o t o g r a p h i c  t e c h n i q u e s  a n d  e q u i p m e n t ,  a n d  t h i s  

m ay  b e  s i g n i f i c a n t  f o r  t h e  f u t u r e  a s  e l e c t r o n i c  f i l m l e s s  

c a m e r a s  a r e  u s e d  i n c r e a s i n g l y .  An e d i t o r  f r o m  o n e  o f  t h e  

s a m p l e  n e w s p a p e r s  e n v i s a g e d  a  n e w  t y p e  o f  p h o t o g r a p h e r  i n  

t h e  n e a r  f u t u r e :

[ F i lm le s s  cam eras  w i l l  m ean] some o f  t h e  a r t  o f  p h o to g ra p h y  
w i l l  b e  t r a n s f e r r e d  t o  t h e  p i c t u r e  e d i t o r  who w i l l  f r e e z e  
f ra m e , c r o p ,  h i g h l i g h t  a n d  w h a te v e r ,  on  s c r e e n .  The 
p h o to g ra p h e r  w i l l  b e  s im p ly  p o i n t i n g  t h e  c a m e r a . . . s o  we may 
e x p e c t  t h e  p h o to g ra p h e r  t o  h a v e  o t h e r  s k i l l s .  I t  may b e  t h a t  
p h o to g ra p h ic  t r a i n e e s  w ould  b e  e n c o u ra g e d  t o  t a k e  on o t h e r  
s k i l l s .

T h i s  i s  s i g n i f i c a n t  s i n c e  t h e  c o m p a n y  i n  q u e s t i o n ,  l i k e  t h e  

C h e s t e r  e x a m p l e  a b o v e ,  b o t h  b e l o n g  t o  g r o u p s  t h a t  h a v e  

o p t e d  o u t  o f  t h e  i n d u s t r y - w i d e  t r a i n i n g  s c h e m e  w h i c h  d o e s  

n o t  p r o v i d e  f o r  a  c r o s s - o v e r  o f  p h o t o g r a p h i c  a n d  w r i t i n g  

s k i  1 1 s .

S e c o n d  o n  t h e  a s c e n d i n g  s c a l e  o f  ' f l e x i b i l i t y '  a r e  t h e  

r e p o r t e r s .  T h e y  u s e  w o r d  p r o c e s s o r s  i n s t e a d  o f  t y p e w r i t e r s  

a n d  a r e  e x p e c t e d  t o  p r o o f  r e a d  a n d  c o r r e c t  t h e i r  own 

m a t e r i a l ,  t h u s  ' c l e a n  c o p y '  i s  s e n t  v i a  t h e  s y s t e m  t o  t h e  

n e w s d e s k .  T h e  e x t e n t  t o  w h i c h  t h i s  c a n  b e  d e s c r i b e d  a s  

' f l e x i b l e  w o r k i n g '  i s  q u e s t i o n a b l e .  T h e  r e p o r t e r s  h a v e  b e e n
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f l e x i b l e  i n  t h e  c h a n g e  t o  n e w  w o r k  f o r m s ,  a n d  t h e  n e w  

w o r k i n g  p r a c t i c e s  a s s o c i a t e d  w i t h  t h e m ,  b u t  o n  a  d a y - t o - d a y  

b a s i s  t h e  m a j o r i t y  o f  t h e i r  w o r k  -  n e w s  g a t h e r i n g  -  h a s  n o t  

c h a n g e d .  T h e  s a m e  i s  t r u e  o f  s p e c i a l i s t  r e p o r t e r s ,  f o r  

e x a m p l e  m u n i c i p a l  c o r r e s p o n d e n t s ,  a n d  c o u r t  r e p o r t e r s .

S p o r t  a n d  f e a t u r e  w r i t e r s ,  t h e  t h i r d  g r o u p  o f  e d i t o r i a l  

w o r k e r s ,  s p e n d  a  g r e a t e r  p r o p o r t i o n  o f  t h e i r  t i m e  i n  t h e  

o f f i c e ,  w o r k i n g  o n  t h e  s c r e e n ,  a n d  i n  m a n y  i n s t a n c e s  d o  

t h e i r  own s u b b i n g .  I n  m o s t  n e w s p a p e r s  t h e y  f o r m  s e p a r a t e ,  

s m a l l ,  s e l f - s u f f i c i e n t  d e p a r t m e n t s  a n d  t h e r e f o r e  a r e  l i k e l y  

t o  c o n t a i n  p e o p l e  w i t h  a  g r e a t e r  v a r i e t y  o f  e d i t o r i a l  

s k i l l s .  T h i s  h a s  b e e n  t h e  t r a d i t i o n a l  w a y  o f  w o r k i n g  a n d  i s  

u n a f f e c t e d  b y  t e c h n o l o g y  e x c e p t  t h a t  t h e  m u l t i - s k i l l s  a r e  

n o w  t e c h n o l o g y  o r i e n t a t e d .

T h e  n e w s  d e s k  i s  t h e  f o r t h  d i s t i n c t  e d i t o r i a l  w o r k  

a r e a .  I t  i s  h e r e  t h a t  c o p y - t a s t i n g ,  t a s k  a l l o c a t i o n  a n d  

n e w s  c o o r d i n a t i o n  t a k e s  p l a c e .  T h e  m o n i t o r i n g  o f  i n c o m i n g  

c o p y  f r o m  r e p o r t e r s ,  PA ,  c o r r e s p o n d e n t s ,  f r e e l a n c e r s ,  p r e s s  

o f f i c e r s ,  p u b l i c i t y  d e p a r t m e n t s  a n d  o t h e r  s o u r c e s  m e a n s  

t h a t  a  m i x t u r e  o f  o n - s c r e e n  a n d  h a r d  c o p y  m a t e r i a l  h a s  t o  

b e  h a n d l e d .  F l e x i b i l i t y  h a s  m e a n t  a d a p t i n g  t o  t h e  n e w  

e d i t o r i a l  p r o c e s s  w h i l s t  r e t a i n i n g  m a n y  o f  t h e  t r a d i t i o n a l  

p r a c t i c e s  f o r  h a n d l i n g  n o n  i n - h o u s e  o r i g i n a t e d  c o p y .

F i n a l l y ,  t h e  s u b  e d i t o r s  c a n  b e  c h a r a c t e r i s e d  a s  t h e  

m o s t  p o l y v a l e n t  o f  a l l  j o u r n a l i s t s .  T h e y  h a v e  h a d  t o  a d a p t  

t o  s u b b i n g  o n  s c r e e n ,  a n d  i n c o r p o r a t e  t a s k s  t h a t  w e r e  

p r e v i o u s l y  p e r f o r m e d  b y  p r i n t e r s .  S o ,  i n s t e a d  o f  r e a d i n g  

h a r d  c o p y  a n d  a d d i n g  l a y o u t  i n s t r u c t i o n s  f o r  c o m p o s i t o r s  t o  

s e t ,  s u b s  h a v e  t o  i n p u t  c o d i n g  i n s t r u c t i o n s  i n t o  t h e  

s t o r i e s  o n  s c r e e n .  T h e y  w r i t e  h e a d l i n e s  a n d  c r o s s - h e a d s  o n
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s c r e e n ,  a d d i n g  t y p e f a c e ,  s i z e  a n d  s e t t i n g ,  a n d  m a y  d o  

m u l t i - l e g g i n g ,  b o x e s ,  r u l e d  e d g e s  a n d  s o  f o r t h  w h i c h  w e r e

f o r m e r l y  t h e  t a s k s  o f NGA c o m p o s i t o r s . S u b b i n g h a s

i n t e n s i f i e d b e c a u s e  t h e r e a r e m o r e  t a s k s f o r  t h e  s u b  t o

p e r f o r m  i n c o m p l e t i n g  a p a g e ; s u b s  a r e i n  e f f e c t a l s o

w o r k i n g  a s  p s e u d o - c o m p o s i t o r s .

T h e  d i s c r i m i n a t i o n  b e t w e e n  d i f f e r e n t  g r o u p s  o f  

e d i t o r i a l  w o r k e r s  i s  i m p o r t a n t  i n  a d d r e s s i n g  t h e  q u e s t i o n  

o f  p e r v a s i v e n e s s .  T h e  s u b s  u n d o u b t e d l y  h a v e  m o r e  i n f l u e n c e  

s i n c e  t h e y  h a v e  g r e a t e r  c o n t r o l  o v e r  a  l a r g e r  a m o u n t  o f  t h e  

p r e - p a s t e - u p  p r o c e s s .  B e f o r e  d i r e c t  i n p u t  w a s  i n t r o d u c e d ,  

t h e  t i m e  f r o m  h a r d  c o p y  l e a v i n g  t h e  s u b b i n g  r o o m  t o  i t  

r e a c h i n g  t h e  p h o t o c o m p o s i n g  m a c h i n e  w a s  o u t  o f  t h e  s u b s "  

h a n d s  s i n c e  i t  d e p e n d e d  o n  t h e  s e c o n d  k e y i n g  o f  t h e  c o p y ,  

t h e  a d d i t i o n  o f  t y p e s e t t i n g  i n s t r u c t i o n s ,  t h e  f i r s t  

p r i n t o u t ,  r e a d i n g ,  c o r r e c t i o n  a n d  t h e  r e - i n p u t t i n g  o f  

c o r r e c t e d  c o p y .  U n d e r  d i r e c t  i n p u t ,  t h e  c o p y  a r r i v e s  a t  t h e  

p h o t o c o m p o s i t i o n  m a c h i n e  t h e  m o m e n t  t h e  s u b  d o w n l o a d s  i t  

f r o m  h i s  o r  h e r  t e r m i n a l .

I n t e r e s t i n g l y ,  t e c h n o l o g y  s e e m s  a l s o  t o  h a v e  i n c r e a s e d  

t h e  s u b s "  p e r v a s i v e n e s s  w i t h i n  t h e  e d i t o r i a l  p r o c e s s .  T h i s  

h a s  o c c u r r e d  i n  t w o  w a y s .  F i r s t ,  m a n y  n e w s p a p e r s  h a v e  

s h i f t e d  t h e  r e p o r t e r s "  d e a d l i n e  -  n o t  b y  p u s h i n g  i t  

b a c k w a r d s ,  b u t  b y  b r i n g i n g  i t  f o r w a r d s .  T h e  F /M o C s a r g u e  

t h a t  t h i s  d e m o n s t r a t e s  t h a t  t h e  s u b b i n g  p r o c e s s  h a s  b e e n  

g r e a t l y  e x t e n d e d ,  a n d  m o r e  t i m e  i s  r e q u i r e d  t o  h a n d l e  t h e  

c o p y .  T h e y  a r g u e  t h a t  e a r l i e r  d e a d l i n e s  m a y  r e d u c e  t h e  

q u a l i t y  a n d  t h o r o u g h n e s s  o f  t h e  n e w s  t h a t  m a k e s  t h e  f i r s t  

e d i t i o n .  M a n a g e m e n t  a r g u e  t h a t  u n d e r  a n y  s y s t e m  t h e r e  h a s  

t o  b e  a  b a l a n c e  s t r u c k  b e t w e e n  t h e  " q u a l i t y "  o f  e a r l y  n e w s
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a n d  t h e  p r i n t i n g  o f  t h e  n e w s p a p e r ,  t h u s  o n e  E d i t o r  s a i d :

We c a n  u s e  t h e  te c h n o lo g y  t o  b r in g  t h e  n ew sp a p e r o u t  a n  h o u r  
e a r l i e r .  An e v e n in g  n e w sp a p e r h a s  a  s h e l f - l i f e  o f  a b o u t  tw o 
and  a  h a l f  h o u r s ,  s o  i f  you  c a n  e x te n d  t h a t ,  you  h a v e  a  
g r e a t e r  s e l l i n g  o p p o r tu n i ty .  We c o u ld  a b s o rb  t h a t  h o u r  b y  
i n c o r p o r a t in g  l a t e r  news -  b u t  we h a v e  t o  s t r i k e  a  
com prom ise . I f  r e a d e r s  w ou ld  w a i t  u n t i l  9 o " c lo c k  a t  n i g h t  I  
c o u ld  p ro d u c e  a  f a r  b e t t e r  n e w sp a p e r. We h a v e  an  e d i t i o n  
s y s te m , s o  we a r e  g e t t i n g  l a t e r  news i n t o  t h e  p a p e r  
th ro u g h o u t  t h e  d a y , an d  a r e  m ore a b l e  t o  c h a n g e  p a g e s  a t  
s h o r t  n o t i c e .  Our d i r e c t  i n p u t  g iv e s  g r e a t e r  f l e x i b i l i t y  and  
p u t s  g r e a t e r  c o n t r o l  o v e r  i n p u t  i n t o  t h e  h a n d s  o f  e d i t o r i a l  
p e o p le .

T h e  i s s u e  o f  e d i t i o n a l i s i n g  i s  t h e  s e c o n d  w a y  s u b s  h a v e  

i n c r e a s e d  t h e i r  p e r v a s i v e n e s s .  An e d i t i o n ,  " t o  g e t  t h e  

n e w s p a p e r  o n  t h e  s t r e e t s  e a r l i e r '  i s  l a r g e l y ,  a s  o n e  

s t e w a r d  p u t  i t ,  " a  w a y  o f  g e t t i n g  t h e  l u n c h t i m e  h o u s e  

h u n t e r s  t o  b u y  t w o  c o p i e s  o f  t h e  p a p e r " .  I t  a l s o  i n c r e a s e s  

' s m a l l  a d '  s p a c e  a n d  s i t u a t i o n s  v a c a n t  -  t w o  v a l u a b l e  

s o u r c e s  o f  i n c o m e  f o r  a  n e w s p a p e r .  An e a r l i e r  e d i t i o n  m e a n s  

e a r l i e r  d e a d l i n e s ,  a g a i n  l e d  b y  t h e  t i m e  r e q u i r e d  f o r  t h e  

e x t e n d e d  s u b b i n g  p r o c e s s .  L i k e w i s e ,  r e g i o n a l  e d i t i o n a l i s i n g  

( a s  o p p o s e d  t o  t i m e  e d i t i o n s )  m e a n s  n e w s d e s k  may  h a v e  t o  

r e - p r i o r i t i s e  i t s  c o p y  s c h e d u l e  a c c o r d i n g  t o  t h e  s u b s '  

r e q u i r e m e n t s .

T h e  i n c r e a s e d  i m p o r t a n c e  o f  t h e  s u b b i n g  p r o c e s s e s  i n  

t h e  p r o d u c t i o n  o f  t h e  n e w s p a p e r  w a s  c i t e d  b y  a l l  t h e  

s t e w a r d s  i n t e r v i e w e d  -  i r r e s p e c t i v e  o f  t h e i r  own r o l e  i n  

t h e  e d i t o r i a l  r o o m .  T h e y  a l l  e n v i s a g e d  a  f u r t h e r  e x p a n s i o n  

o f  t h i s  i n  t h e  n e a r  f u t u r e  a s  p a g e  m a k e - u p  o n  s c r e e n  

r e p l a c e s  p a s t e - u p .

F u r t h e r  e d i t i o n a l i s i n g  m i g h t  a l s o  i n t e n s i f y  t h e  w o r k  o f  

t h e  r e p o r t e r s  a n d  p h o t o g r a p h e r s .  An e x p a n s i o n  o f  t h e  n u m b e r  

o f  p a g e s  t o  f i l l  w i l l  n e c e s s i t a t e  t h e  w r i t i n g  o f  m o r e  c o p y ,  

w h i l s t  t h e  e x t e n s i o n  o f  t h e  g e o g r a p h i c a l  a r e a  o f  c o v e r a g e
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m i g h t  m e a n  s o m e  r e p o r t e r s  h a v e  t o  t r a n s f e r  t o  d i s t r i c t  

o f f i c e s ,  o r  i n c r e a s e  t h e i r  ' p a t c h ' .  F o r  e x a m p l e ,  a t  o n e  

n e w s p a p e r  i n  t h e  s a m p l e ,  t w o  n e w  d i s t r i c t  o f f i c e s  w e r e  

o p e n e d  a n d  t h r e e  r e p o r t e r s  w e r e  t r a n s f e r r e d  f r o m  t h e  c i t y  

c e n t r e  h e a d  o f f i c e .  O f  t h e s e  t h r e e  j o u r n a l i s t s  o n e  w a s  a  

v o l u n t e e r ,  a n o t h e r  w a s  o b l i g e d  t o  t r a n s f e r  a s  p a r t  o f  h i s  

t r a i n i n g ,  a n d  t h e  t h i r d  w a s  t o l d  t h a t  h i s  j o b  h a d  m o v e d ,  s o  

h e  w o u l d  h a v e  t o  f o l l o w  i t ,  o r  l e a v e  t h e  c o m p a n y .

I m m e d i a c y ,  t h e  s e c o n d  c o n t r o l  i s s u e ,  h a s  a l w a y s  b e e n  a n

i m p o r t a n t  c o n t i n g e n c y  i n  n e w s p a p e r  p r o d u c t i o n .  O n e

n e w s p a p e r  m a n a g e r  e x p l a i n e d :

Tim e i s  o u r  m o st v a lu a b l e  com m odity . A l o s t  h a l f  h o u r  u p s e t s  
t h e  w h o le  p r o d u c t io n  p r o c e s s  an d  h a s  t h e  p o t e n t i a l  t o  s t o p  u s  
g e t t i n g  t h e  p a p e r  o u t  on  t im e .

I n  f a c t  h e  w a s  j u s t i f y i n g  w h y  i t  w o u l d  b e  i m p o s s i b l e  f o r  me 

t o  i n t e r v i e w  a l l  o f  t h e  s u b s ,  h o w e v e r  i t  d o e s  i l l u s t r a t e  a n  

a c k n o w l e d g e m e n t  t h a t  a  ' t o o l s  d o w n '  b y  s u b s  h a s  t h e  

p o t e n t i a l  t o  c r e a t e  a  s e v e r e  p r o b l e m .  T h i s  i s  p a r t i c u l a r l y  

i m p o r t a n t  s i n c e  a  n e w s p a p e r  i s  a  h i g h l y  p e r i s h a b l e  p r o d u c t .  

I n d u s t r i a l  a c t i o n  o f  t h e  NGA h a s  t r a d i t i o n a l l y  h a l t e d  

p r o d u c t i o n ,  w h e r e a s  a c t i o n  b y  t h e  NUJ h a s  r a r e l y  h a d  t h e  

s a m e  e f f e c t ,  b u t  u n d e r  d i r e c t  i n p u t  t h i s  m i g h t  c h a n g e .  T h e  

c r u c i a l  t i m i n g  o f  t h e  s u b b i n g  p r o c e s s ,  c o u p l e d  w i t h  t h e  n e w  

t a s k - s p e c i f i c  s k i l l s  o f  t h e  s u b s ,  h a s  i n c r e a s e d  t h e i r  

i m m e d i a c y ,  a n d  b y  i m p l i c a t i o n ,  t h e i r  d i s r u p t i v e  p o t e n t i a l .

Sum m ary

I t  i s  p o s s i b l e  t o  a r g u e  t h a t ,  i n  t h e o r y ,  s u b s  h a v e  b e c o m e  

t h e  c r u c i a l  w o r k g r o u p .  T h e y  h a v e  a c q u i r e d  s k i l l s  t o  p e r f o r m  

m o r e  t a s k s ,  t h e  s u b b i n g  p r o c e s s  h a s  b e e n  e x t e n d e d  a n d  h a s  a  

g r e a t e r  i n f l u e n c e  o v e r  t h e  p o s t - s u b b i n g  a n d  p r e - s u b b i n g
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s t a g e s  o f  p r o d u c t i o n ,  a n d  t h e  r e l a t i o n s h i p  o f  t h e  s u b b i n g  

d e p a r t m e n t  t o  t h e  f i n a l  p r o d u c t  h a s  b e c o m e  t i m e - c r i t i c a l .  

I f  p e r v a s i v e n e s s  a n d  i m m e d i a c y  a r e  v i t a l  c o n t i n g e n c i e s  i n  

t h e  c o n t r o l  o f  t h e  p r o d u c t i o n  p r o c e s s ,  l o g i c a l l y ,  u n d e r  

d i r e c t  i n p u t ,  s u b s  a r e  t h e  w o r k g r o u p  p o t e n t i a l l y  m o s t  a b l e  

t o  i n f l u e n c e  p r o d u c t i o n ,  a n d  m o r e  a b l e  t o  d o  s o  t h a n  u n d e r  

t h e  t r a d i t i o n a l  p r o d u c t i o n  p r o c e s s .

T h i s ,  c o u p l e d  w i t h  t h e  o t h e r  p r o d u c t i o n  i s s u e s ,  r a i s e s  

a  m u l t i t u d e  o f  q u e s t i o n s  a b o u t  t h e  c h a n g i n g  r o l e  o f  s u b s  

w h i c h  w i l l  b e  a d d r e s s e d  i n  t h e  c o n c l u s i o n  o f  t h i s  c h a p t e r .  

I t  i s  i m p o r t a n t  f i r s t  o f  a l l  t o  e x a m i n e  t h e  s e c o n d  a s p e c t  

o f  s t r a t e g i c  c o n t r o l :  t h e  l a b o u r  m a r k e t .

LABOUR M ARKET

E n t r y  t o  t h e  W o r k g ro u p

A k e y  c o n t i n g e n c y  o v e r  w h i c h  t h e  w o r k g r o u p  c a n  s e e k  t o  g a i n  

i n f l u e n c e  i s  a c c e s s  t o  w o r k .  T r a d i t i o n a l l y  s t r o n g  u n i o n s  

h a v e  s o u g h t  c o n t r o l  o f  t h e  i n t e r n a l  a n d  e x t e r n a l  l a b o u r  

m a r k e t  t h r o u g h  t h e  p r e - e n t r y  c l o s e d  s h o p ,  a p p r e n t i c e s h i p ,  

o v e r t i m e  a r r a n g e d  b y  t h e  s h o p  s t e w a r d  a n d  c l e a r

d i s c i p l i n a r y  a n d  d i s m i s s a l  p r o c e d u r e s ;  n o w h e r e  m o r e  

p r e v a l e n t  t h a n  i n  t h e  F l e e t  S t r e e t  NGA c h a p e l s  ( M a r t i n ,  

1 9 8 1 ) .  T h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t  t e c h n o l o g y  d u r i n g  

t h e  1 9 8 0 s  h a s  t r a n s f e r r e d  s k i l l s ,  m a d e  c e r t a i n  t a s k s  

r e d u n d a n t  a n d  r e d u c e d  t h e  w o r k f o r c e ,  o b l i g a t i n g  t h e  NGA t o  

r e t r e a t  f r o m  i t s  p o s i t i o n  o f  u n i o n  ■ ' c o m p l e t e n e s s "  ( G e n n a r d  

& D u n n ,  1 9 8 3 ) .  C o u p l e d  t o  t h i s  t h e  c o n f r o n t a t i o n s  a t  t h e  

S t o c k p o r t  M e s s e n g e r  a n d  New s  I n t e r n a t i o n a l  a t  W a p p i n g  h a v e  

d e m o r a l i s e d  NGA m e m b e r s  a n d  t h e  u n i o n  h a s  a c c e p t e d  t h a t  i t s
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f u t u r e  p r e s e n c e  i n  p r o v i n c i a l  n e w s p a p e r s  w i l l  b e  m i n i m a l ,  

i f  n o t  n o n - e x i s t e n t .  T h i s  r a i s e s  t h e  q u e s t i o n  o f  w h e t h e r  

t h e  NUJ c h a p e l s  c a n  t a k e  o v e r  f r o m  t h e  NGA i n  e x e r t i n g

i n f l u e n c e  o v e r  t h e  l a b o u r  m a r k e t ,  g i v e n  t h e  g r e a t e r

d e p e n d e n c y  o n  t h e  j o u r n a l i s t s  b r o u g h t  a b o u t  b y  t h e  n e w  

t e c h n o l o g y .

T h e  NUJ h a s  a  p o l i c y  o f  s e e k i n g  a  p o s t - e n t r y  c l o s e d

s h o p .  T h e  p o l i c y  h a n d b o o k  s t a t e s :

Our u l t i m a t e  g o a l i s  f o r  a l l  w o rk in g  j o u r n a l i s t s  t o  be  
members o f  t h e  NUJ. A l l  c h a p e l s  a r e ,  t h e r e f o r e ,  e n c o u ra g e d  t o  
o p e r a t e  a  p o s t - e n t r y  c lo s e d  s h o p .

I n  t h e  l i g h t  o f  t h e  1 9 8 8  E m p l o y m e n t  A c t ,  t h i s  p o l i c y  i s

s o m e w h a t  r e d u n d a n t  s i n c e  t h e  u n i o n  w o u l d  b e  u n a b l e  t o  t a k e  

a n y  a c t i o n  t o  f o r c e  e m p l o y e r s  t o  c o m p l y  w i t h  t h e  p o l i c y  

( M a c k i e ,  1 9 8 8 ) .  O n l y  o n e  n e w s p a p e r  i n  t h e  s a m p l e  h a d ,  i n  

t h e  F o C ' s  w o r d s ,  " a n  u n o f f i c i a l  c l o s e d  s h o p "  w i t h  t h e  

m a n a g e m e n t  i n f o r m i n g  n e w  e m p l o y e e s  t h a t  t h e  NUJ w a s  t h e  

a p p r o p r i a t e  u n i o n  t o  j o i n .  T h i s  w a s  c o n f i r m e d  b y  

m a n a g e m e n t :

We do  n o t  i n t e r f e r e  w i th  u n io n  o r g a n i s a t i o n  -  i t  i s  up  t o  t h e  
j o u r n a l i s t s .  O b v io u s ly  when new em p lo y ees  a r r i v e  t h e y  w i l l  b e  
i n f lu e n c e d  b y  j o u r n a l i s t s .  As y e t  we h av e  n o t  h a d  a n  em ployee  
who h a s  e x p re s s e d  a  w is h  n o t  t o  j o i n  t h e  NUJ, so  t h e  
'u n o f f i c i a l  c lo s e d  s h o p ' h a s  d e v e lo p e d  th ro u g h  cu s to m  and  
p r a c t i c e .

T h e  o t h e r  c h a p e l s  h a d  v a r y i n g  d e g r e e s  o f  m e m b e r s h i p ,  f r o m  

42% a t  w o r s t  t o  97% a t  b e s t .  M e a n  a v e r a g e  m e m b e r s h i p  f o r  

t h e  s a m p l e  w a s  7 5 . 5 %  o f  j o u r n a l i s t i c  s t a f f ,  c o m p a r e d  w i t h  

t h e  n a t i o n a l  a v e r a g e  f o r  p r o v i n c i a l  d a i l i e s  o f  7 4 . 4 %  ( N U J ,  

N o v . 1 9 8 7 ) .

N o n e  o f  t h e  F / M o C s  i n t e r v i e w e d  c o n s i d e r e d  t h e  c h a p e l  t o  

h a v e  a n y  i n f l u e n c e  o v e r  t h e  c o m p a n y ' s  r e c r u i t m e n t  o f  

j o u r n a l i s t s ,  a l t h o u g h  s o m e  s u g g e s t e d  t h a t  w h e r e  h e a d s  o f
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d e p a r t m e n t  a r e  i n v o l v e d  i n  s e l e c t i o n ,  i f  t h e y  a r e  NUJ 

m e m b e r s ,  t h e  u n i o n  h a s  ' i n f o r m a l '  i n f l u e n c e .  Som e  s t e w a r d s  

s u g g e s t e d  t h a t  t h e  m o s t  i m p o r t a n t  f a c t o r  w a s  p e r s o n a l  

i n f l u e n c e ,  a n d  t h a t  ' s u g g e s t i o n s ' ,  w i t h  r e g a r d  t o  p o a c h i n g  

j o u r n a l i s t s ,  w a s  t h e  a p p r o p r i a t e  w a y  f o r  F /M o C s  t o  

i n f l u e n c e  r e c r u i t m e n t  o f  n e w  e m p l o y e e s .  G i v e n  t h i s  

' i n f o r m a l '  s t r u c t u r e ,  t h e  e x t e n t  o f  NUJ i n f l u e n c e  d e p e n d s  

o n  t h e  u n i o n a t e n e s s  o f  t h e  c h a p e l  c o n c e r n e d ,  a n d  c o n t r a s t s  

s h a r p l y  w i t h  t h e  N G A 's  o n c e  t i g h t  c o n t r o l  o v e r  e n t r y  t o  t h e  

w o r k p l a c e .

T h e  NUJ h a s  n e v e r  b e e n  a b l e  t o  e x e r t  a s  m u c h  i n f l u e n c e  

a s  t h e  NGA o v e r  t h e  t r a i n i n g  o f  n e w  e n t r a n t s  t o  t h e  

n e w s p a p e r .  T h e  c r a f t  a p p r e n t i c e  s t r u c t u r e  o f  t h e  NGA, i s  

e c h o e d  b y  t h e  i n d e n t u r e  s t r u c t u r e  o f  t h e  N U J ,  b u t  t h i s  h a s  

l a r g e l y  d e v e l o p e d  a s  a  p a y  a n d  c o n d i t i o n s  a g r e e m e n t  w i t h  

t h e  e m p l o y e r s .  T r a i n i n g  i s  n o t  o r g a n i s e d  b y  t h e  N U J ,  n o r  i s  

i t  u n i f o r m  a c r o s s  t h e  i n d u s t r y .  A t  b e s t  i t  w i l l  c o n s t i t u t e  

a  f u l l - t i m e  b l o c k  r e l e a s e  c o u r s e  a t  a  t r a i n i n g  c o l l e g e  

a p p r o v e d  b y  t h e  N a t i o n a l  C o u n c i l  f o r  t h e  T r a i n i n g  o f  

J o u r n a l i s t s  ( N C T J ) ,  e x a m i n a t i o n s ,  o n - t h e - j o b  i n s t r u c t i o n  

w i t h  s e n i o r  j o u r n a l i s t s ,  a n d  a  p r o f i c i e n c y  t e s t  a f t e r  t w o  

y e a r s .  A t  w o r s t  i t  w i l l  b e  n o n - e x i s t e n t .  Som e c o m p a n i e s  r u n  

t h e i r  own t r a i n i n g  c o u r s e s ,  w i t h  t h e i r  ow n  e x a m i n a t i o n s ,  

a l l o w i n g  t h e  NUJ n o  i n p u t ;  o t h e r  c o m p a n i e s  t a k e  o n  p e o p l e  

w h o  h a v e  c o m p l e t e d  a  p r e - e n t r y  j o u r n a l i s m  c o u r s e ,  t h e r e b y  

a v o i d i n g  p a y i n g  f o r  t r a i n i n g .  T h e  o n l y  r e a l  c o n s i s t e n c y  

t h r o u g h o u t  t h e  i n d u s t r y  i s  t h e  a c c e p t a n c e  o f  t h e  

P r o f i c i e n c y  T e s t  a s  a  p r o f e s s i o n a l  j o u r n a l i s m  q u a l i f i c a t i o n  

-  b u t  i t  i s  n o t  l i k e  a  u n i o n  c a r d  i n  a  c l o s e d  s h o p ;  y o u  d o  

n o t  n e e d  t h e  p r o f i c i e n c y  c e r t i f i c a t e  t o  g e t  a  j o b  i n
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j o u r n a l i s m .

T h i s  l o o s e  t r a i n i n g  s t r u c t u r e  s u g g e s t s  t h a t  t h e  NUJ 

c h a p e l s  h a v e  l i t t l e  i n f l u e n c e  o v e r  m a i n t a i n i n g  t h e

c o n s i s t e n c y  o f  w o r k  s t a n d a r d s .  T h e  NGA, p r o u d  o f  t h e i r  

r o o t s  i n  t h e  l a b o u r  a r i s t o c r a c y ,  m a i n t a i n e d  t h e i r  c r a f t  

s t a n d a r d s  a n d  t h e  c o n t r o l  o f  l a b o u r  f l o w ,  t h r o u g h  t h e  

s e l f - r e g u l a t i n g  a p p r e n t i c e s h i p  s y s t e m ,  b u t  t h e  

' p r o f e s s i o n a l  s t a n d a r d s '  o f  j o u r n a l i s m  a r e  c o n t r o l l e d  b y  

t h e  e m p l o y e r s  t h r o u g h  t h e i r  t r a i n i n g  p r o v i s i o n  a n d

r e c r u i t m e n t  p o l i c y .

T h e  d e m i s e  o f  t h e  p r i n t e r s  h a s  l e d  t o  t h e  b r e a k d o w n  o f

t h e i r  c o n t r o l  o v e r  e n t r y .  O ne  FoC e x p l a i n e d :

Many c o m p o s i to r s  to o k  t h e  re d u n d a n c y  on  o f f e r ,  and  t h e  
company h a s  r e p l a c e d  th o u  w i th  s c h o o l  l e a v e r s  i n  t h e  i n t e r i m  
b e f o r e  g o in g  o v e r  t o  p a g e  m ake-up  on  s c r e e n  i n  a  c o u p le  o f  
y e a r s .  They [ th e  s c h o o l  l e a v e r s ]  d o n ' t  know w h a t t h e y ' r e  
d o in g .  They a r e  d o in g  t h e  jo b s  o f  p e o p le  who w en t th ro u g h  
lo n g  a p p r e n t i c e s h ip s  t o  g e t  t h e  s k i l l s .  P a s te - u p  i s  becom ing  
a  jo k e  -  i t ' s  d e s k i l l e d  a n d  d e u n io n is e d .

I t  i s  d i f f i c u l t  t o  f o r e s e e  t h e  d e v e l o p m e n t  o f  a n  NUJ 

c o n t r o l l e d  e n t r y  a n d  t r a i n i n g  s t r u c t u r e ,  s i n c e  i n  s o m e  

n e w s p a p e r s  NUJ m e m b e r s  a l r e a d y  w o r k  a l o n g s i d e  u n s u p e r v i s e d ,  

u n q u a l i f i e d  j u n i o r s  w h o  a r e  p e r f o r m i n g  t h e  s a m e  j o b s  a s  

f u l l y  t r a i n e d  s e n i o r  j o u r n a l i s t s ,  b u t  f o r  60% o f  t h e  b a s i c  

p a y .

T h e  g e n e r a l l y  w e a k  i n f l u e n c e  o v e r  t h e  i n t e r n a l  l a b o u r  

m a r k e t  i s  f u r t h e r  r e f l e c t e d  i n  s t a f f i n g  l e v e l s .  A c o n s t a n t  

c o m p l a i n t  f r o m  t h e  F /M o C s w a s  t h a t  t h e  n e w s p a p e r s  w e r e  

u n d e r s t a f f e d ,  a n d  t h a t  m a n a g e m e n t s  h a d  n o t  b e e n  d i l i g e n t  i n  

r e p l a c i n g  p e o p l e  a s  t h e y  l e f t .  H o w e v e r ,  d i r e c t  i n p u t  h a d  

c r e a t e d  g r e a t e r  p r e s s u r e  i n  t h e  s u b b i n g  a r e a ,  a n d  m o s t  o f  

t h e  n e w s p a p e r s  t o o k  o n  o n e  o r  t w o  e x t r a  s u b s  a s  a  r e s u l t  o f  

d i r e c t  i n p u t .  T h e  F / M o C s  c l a i m e d  t h a t  t h e s e  e x t r a  s u b s
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s h o u l d  n o t  b e  s e e n  a s  s t a f f  i n c r e a s e s ,  b u t  w e r e ,  i n  m o s t  

c a s e s  b r i n g i n g  t h e  s u b b i n g  d e p a r t m e n t  u p  t o  i t s  p r e v i o u s  

s t a f f i n g  l e v e l s .  A f u r t h e r  e f f e c t  i n  s e v e r a l  n e w s p a p e r s ,  

s u b s e q u e n t  t o  t h e  e x p a n s i o n  o f  e d i t i o n s ,  h a s  b e e n  a n  

i n c r e a s e d  n u m b e r  o f  r e p o r t e r s  -  a s s o c i a t e d  w i t h  t h e  

o p e n i n g ,  o r  r e - o p e n i n g  o f  a  d i s t r i c t  o f f i c e .  A g a i n  t h e  

s t e w a r d s  a r g u e  t h a t  t h e s e  i n c r e a s e s  a r e  a  r e - e s t a b l i s h m e n t  

o f  f o r m e r  s t a f f i n g  l e v e l s  r a t h e r  t h a n  a n  o v e r a l l  i n c r e a s e .

C h a p e l s  h a v e  b e e n  u n s u c c e s s f u l  i n  b a r g a i n i n g  f o r  s t a f f  

i n c r e a s e s ,  a l t h o u g h  t h e  t e c h n o l o g y  h a s  p u t  p r e s s u r e  o n  

m a n a g e m e n t s  t o  r e - e s t a b l i s h  f o r m e r  s t a f f i n g  l e v e l s .  T h i s  

s u g g e s t s  t h a t  d i r e c t  i n p u t  t e c h n o l o g y  h a s  i m p o r t a n t  

i m p l i c a t i o n s  f o r  t h e  e d i t o r i a l  l a b o u r  m a r k e t .  I t  h a s  t h e  

p o t e n t i a l  t o  i n c r e a s e  t h e  d e m a n d  f o r  l a b o u r  i n  t w o  w a y s :  

f i r s t  b y  i n t e n s i f y i n g  t h e  s u b b i n g  p r o c e s s  m e a n i n g  m o r e  s u b s  

a r e  n e e d e d  t o  p r o d u c e  t h e  s a m e  n u m b e r  o f  p a g e s ;  a n d  s e c o n d  

t h r o u g h  t h e  p o t e n t i a l  e x p a n s i o n  f r o m  e d i t i o n a l i s i n g , 

c r e a t i n g  a  n e e d  f o r  m o r e  c o p y  t o  b e  g e n e r a t e d  b y  r e p o r t e r s . 

T h e s e  e d i t o r i a l  s t a f f  ' ' g a i n s "  h o w e v e r  c a n  b e  m o r e  t h a n  

o f f s e t  b y  t h e  p r i n t i n g  s t a f f  l o s s e s ,  a n d  a t  e a c h  o f  t h e  

s a m p l e  c o m p a n i e s ,  t h e r e  h a s  b e e n  a  n e t  l o s s  o f  l a b o u r ,  

m e a n i n g  t h e  p r o d u c t i o n  p r o c e s s  i s  f a r  m o r e  c a p i t a l  

i n t e n s i v e  u n d e r  d i r e c t  i n p u t .

T h e  C h a i r  o f  t h e  NUJ t e c h n o l o g y  c o m m i t t e e  a r g u e s  t h a t

t h e  i n d u s t r y  i s  s e e i n g  t h e  b e g i n n i n g  o f  a  l a b o u r  s u p p l y

s h o r t a g e  i n  t h e  s u b b i n g  a r e a ,  w h i c h  i s  l i k e l y  t o  p u s h

s u b b i n g  w a g e s  u p w a r d s ,  a n d  w i l l  e n h a n c e  a n y  NUJ c h a p e l ' s

b a r g a i n i n g  p o s i t i o n  w h e r e  t e c h n o l o g y  h a s  b e e n  i n t r o d u c e d :

I  am c o n v in c e d  t h a t  we h a v e  a  s u b b in g  s k i l l  s h o r ta g e  i n  
p r o v i n c i a l  n e w s p a p e rs . F i r s t l y  b e c a u s e  you  n e e d  m ore s u b s  t o  
p ro d u c e  t h e  p a p e r ,  s e c o n d ly  b e c a u s e  t h e r e  a r e  fe w e r  su b s  
a v a i l a b l e  f o r  m anagem ent t o  d raw  f r a n  th a n  b e f o r e ,  u n l e s s
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t h e y  t r a i n  th em , an d  t h i r d l y  b e c a u s e  t h e  jo b  i s  m ore 
d i f f i c u l t  and  t e d i o u s ,  s o  fe w e r  p e o p le  a r e  i n t e r e s t e d  i n  
s u b b in g . I  am c o n v in c e d  we h a v e  so m e th in g  l i k e  a  10-20% 
s h o r ta g e  n a t i o n a l l y  -  you  o n ly  h a v e  t o  lo o k  a t  t h e  num ber o f  
s u b b in g  jo b s  b e in g  a d v e r t i s e d .

T h i s  s k i l l s  s h o r t a g e  h a s  a l s o  b e e n  n o t e d  b y  m a n a g e r s ,  f o r  

e x a m p l e  t h e  E d i t o r  o f  t h e  N o r t h e r n  E c h o ,  A l a n  P r o s s e r ,  

r e c e n t l y  w r o t e :

The c o n se q u e n c e s  o f  t h e  s h r i n k i n g  l a b o u r  m a rk e t  a r e  
i n t e r e s t i n g ,  t o  s a y  t h e  l e a s t ,  f o r  p r o v in c i a l  n e w s p a p e rs . 
T h a t s tr e a m  o f  b r ig h t - e y e d  an d  b u s h y - t a i l e d  young  p e o p le  
e n d l e s s l y  p a s s in g  th ro u g h  i s  n o  lo n g e r  g u a ra n te e d .  N ew spapers 
w i l l  hav e  t o  com pete  f o r  human r e s o u r c e s  on  a  s c a l e  h i t h e r t o  
u n im a g in e d . . .  The b e s t  j o u r n a l i s t s . . .  w i l l  b e  m ore d i s c e r n i n g  
a b o u t  t h e  c o m p an ies  th e y  w ork  f o r .  They w i l l  e x p e c t ,  a n d  b e  
a b l e  t o  dem and, m ore f o r  t h e i r  s k i l l s ,  and  f o r  t h e  r e s u l t s  
t h e y  a c h ie v e .  ( UKPG D ec. 1 9 8 8 . )

W h i l s t  t h e  i m m i n e n t  s k i l l s  s h o r t a g e  a p p e a r s  t o  b e  a n  a r e a  

o f  a g r e e m e n t  b e t w e e n  t h e  NUJ a n d  m a n a g e r s ,  t h e  t w o  g r o u p s  

d i f f e r  c o n s i d e r a b l y  i n  t h e i r  s o l u t i o n s  t o  t h e  p r o b l e m .  T h e  

NUJ s e e s  i t  a s  a n  o p p o r t u n i t y  t o  b a r g a i n  f o r  h i g h e r  b a s i c  

p a y ,  w h i l s t  m a n a g e r s  s u c h  a s  P r o s s e r ,  s u g g e s t  i n d i v i d u a l  

p a y  b a r g a i n i n g  a n d  m e r i t  p a y m e n t s  m a d e  a c c o r d i n g  t o  

e x p e r t i s e  i s  t h e  w a y  f o r w a r d .  Som e c o m p a n i e s  a r e  a l r e a d y  

t a k i n g  t h e  u n p r e c e d e n t e d  m o v e  o f  t r a i n i n g  r a w  r e c r u i t s  o n  

c o m p a n y - s p e c i f i c  c o u r s e s ,  a s  o p p o s e d  t o  u p s k i l l i n g  

r e p o r t e r s  ( UKPG May 15  1 9 8 9 ) .

T h e  p o s s i b i l i t y  o f  a  s k i l l s  s h o r t a g e  r a i s e s  i m p o r t a n t  

i s s u e s  i n  a s s e s s i n g  t h e  NUJ c h a p e l s '  b a r g a i n i n g  p o w e r .  

H i g h l y  s k i l l e d  w o r k g r o u p s ,  s u c h  a s  s u b s ,  m i g h t  r e c o g n i s e  

t h e i r  s t r o n g  c o l l e c t i v e  b a r g a i n i n g  p o w e r  a n d  n e g o t i a t e  

w i t h i n  t h e  NUJ s t r u c t u r e .  T h e  b a r g a i n i n g  p o w e r  o f  t h e  

c h a p e l s  w o u l d  t h e r e f o r e  b e  e n h a n c e d .  A l t e r n a t i v e l y ,  

j o u r n a l i s t s  w i t h  s k i l l s  t h a t  a r e  i n  d e m a n d  m i g h t  p u l l  a w a y  

f r o m  c o l l e c t i v e  b a r g a i n i n g  i n  f a v o u r  o f  i n d i v i d u a l  p a y
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i n c r e a s e s  b e i n g  o f f e r e d  b y  m a n a g e m e n t .  T h i s  c o u l d  e l i m i n a t e  

c h a p e l  b a r g a i n i n g  a l t o g e t h e r ,  b y  s e r i o u s l y  u n d e r m i n i n g  o n e  

o f  t h e  c e n t r a l  f u n c t i o n s  o f  t h e  N U J ,  a n d  w e a k e n i n g  i t s  

s t r e n g t h  i n  t e r m s  o f  e d i t o r i a l  d e n s i t y ,  a n d  m e m b e r s h i p  i n  

k e y  p r o d u c t i o n  a r e a s .

I t  w o u l d  s e e m  t h a t  a n  i n c r e a s i n g  d i f f e r e n t i a l  b e t w e e n  

p a y  l e v e l s  o f  s u b s  a n d  t h o s e  o f  o t h e r  j o u r n a l i s t s  i s  a l m o s t  

i n e v i t a b l e .  T h i s  com m and  o f  h i g h e r  w a g e s  c o u l d  t r a n s f o r m  

t h e  s u b s  i n t o  a n  e l i t e  w i t h i n  t h e  e d i t o r i a l  p r o c e s s ,  

e s p e c i a l l y  w h e n  l i n k e d  t o  t h e i r  g r e a t e r  c o n t r o l  o v e r  t h e  

p r o d u c t i o n  p r o c e s s  -  a n  i s s u e  t h a t  w i l l  b e  f u r t h e r  e x p l o r e d  

i n  l a t e r  c h a p t e r s .

Sum m ary

T h e  NUJ h a s  i n f l u e n c e d ,  b u t  h a s  n o t  c o n t r o l l e d ,  e n t r y  t o  

t h e  l a b o u r  m a r k e t .  I t s  l a c k  o f  a  c l o s e d  s h o p ,  a n d  a  d i v e r s e  

a n d  l o o s e  t r a i n i n g  s t r u c t u r e  m e a n s  e n t r y  t o  j o u r n a l i s m  i s  

d o m i n a t e d  b y  t h e  e m p l o y e r s .  S t a f f i n g  l e v e l s  h a v e  b e e n  

d e p l e t e d ,  b u t  c h a n g e s  i n  t e c h n o l o g y  a r e  h i g h l i g h t i n g  t h e  

g r e a t e r  d e m a n d  f o r  e d i t o r i a l  l a b o u r ,  e s p e c i a l l y  i n  t h e  

s u b b i n g  a r e a .  T h e  i m p e n d i n g  s k i l l s  s h o r t a g e  m i g h t  e n h a n c e  

t h e  b a r g a i n i n g  p o s i t i o n  f o r  t h e  NUJ i n  g e n e r a l ,  a n d  t h e  

s u b - e d i t o r s  i n  p a r t i c u l a r ,  o r  m i g h t  e n c o u r a g e  i n d i v i d u a l  

p a y  b a r g a i n i n g .

S u b s t i t u t a b i l i t y  a n d  T r a i n i n g

T h e  i s s u e  o f  s u b s t i t u t a b i l i t y  i s  a  c r u c i a l  f a c t o r  i n  

e x a m i n i n g  t h e  l a b o u r  m a r k e t  i n f l u e n c e  o f  a  w o r k g r o u p  

b e c a u s e  i t  i n d i c a t e s  t h e  l e v e l  o f  d e p e n d e n c y  t h a t  a n  

i n d u s t r y  h a s  o n  a  p a r t i c u l a r  w o r k f o r c e .  T h e  l e s s
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s u b s t i t u t a b l e  t h e  w o r k f o r c e ,  t h e  m o r e  d e p e n d e n t  t h e  

i n d u s t r y  i s  u p o n  t h e m ,  a n d  t h e  g r e a t e r  t h e i r  p o t e n t i a l  

i n f l u e n c e ,  e s p e c i a l l y  i f  a l t e r n a t i v e  e m p l o y m e n t  i s  

a v a i l a b l e .  T h i s  s e c t i o n  w i l l  e x a m i n e  s u b s t i t u t a b i l i t y  w i t h  

r e f e r e n c e  t o  e n t e r p r i s e  s p e c i f i c  s k i l l  t r a i n i n g ,  w h i l s t  t h e  

n e x t  s e c t i o n  w i l l  a n a l y s e  i t  i n  t h e  l i g h t  o f  t h e  

f l e x i b i l i t y  d e b a t e .

S u b s t i t u t i o n  d e p e n d s  o n  t w o  f a c t o r s  -  t h e  a v a i l a b i l i t y  

o f  l a b o u r ,  a n d  t h e  t r a i n i n g  r e q u i r e m e n t .  I n  a n  e c o n o m i c  

e n v i r o n m e n t  o f  h i g h  u n e m p l o y m e n t ,  l a b o u r  a v a i l a b i l i t y  i s  n o  

p r o b l e m  -  e s p e c i a l l y  i f  r e c r u i t m e n t  i s  n o t  s u b j e c t  t o  

r e s t r i c t i o n s  f r o m  t h e  e x i s t i n g  w o r k f o r c e .  T r a i n i n g ,  h o w e v e r  

p r e s e n t s  m o r e  o f  a  p r o b l e m ,  a n d  i t  i s  a c k n o w l e d g e d  b y  

e m p l o y e r s  t h a t  j o u r n a l i s m  r e q u i r e s  c o m p e t e n c e  n e c e s s i t a t i n g  

a  l e v e l  o f  e d u c a t i o n  t h a t  p r e c l u d e s  a  p e r c e n t a g e  o f  

a v a i l a b l e  l a b o u r .  T h i s  i s  r e f l e c t e d  i n  t h e  f a c t  t h a t  

j o u r n a l i s m  h a s  a l w a y s  b e e n  a b l e  t o  a t t r a c t  g r a d u a t e s .

G i v e n  t h i s  t r a i n i n g  r e s t r i c t i o n ,  s u b s t i t u t i o n  d e p e n d s  

u p o n  t h e  a v a i l a b i l i t y  o f  r e a d y - t r a i n e d  l a b o u r .  T h i s  r a i s e s  

t w o  q u e s t i o n s :  a r e  t h e r e  m o r e  u n e m p l o y e d  t r a i n e d  

j o u r n a l i s t s  b e c a u s e  o f  t e c h n o l o g y ?  D o e s  d i r e c t  i n p u t  m a k e  

j o u r n a l i s t s  a n y  m o r e  o r  l e s s  s u b s t i t u t a b l e ?

T h e r e  i s  n o  e v i d e n c e  t o  s u g g e s t  t h a t  d i r e c t  i n p u t  h a s  

d e c r e a s e d  t h e  n u m b e r  o f  j o u r n a l i s t s  e m p l o y e d  -  i n  f a c t ,  

e v i d e n c e  f r o m  t h e  s a m p l e  s e e m s  t o  s u g g e s t  t h a t  i t  h a s  

p r o v i d e d  m o r e  j o u r n a l i s t i c  j o b s .  T h e  p r e v i o u s  s e c t i o n  

a r g u e d  t h a t  i n s t e a d  o f  e m p l o y e r s  r e d u c i n g  t h e  e d i t o r i a l  

s t a f f  t h r o u g h  n o n - r e p l a c e m e n t ,  t h e y  h a v e  r e p l e n i s h e d  t h e  

n u m b e r s  t h r o u g h  g r e a t e r  d e m a n d  d u e  t o  t h e  n e w  p r o d u c t i o n  

p r o c e s s  a n d  t h e  l a b o u r  s a v i n g s  i n  t h e  p r i n t i n g  d e p a r t m e n t s .
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H o w e v e r ,  i t  i s  p o s s i b l e  t o  a r g u e  t h a t  t h e  e a r l y  s t a g e s  o f  

n e w  t e c h n o l o g y  ( w e b - o f f s e t  a n d  p h o t o c o m p o s i t i o n )  w e r e  

r e s p o n s i b l e  f o r  e d i t o r i a l  j o b  l o s s e s  s i n c e  t h e  l o w e r  

b a r r i e r s  t o  e n t r y  i n t o  n e w s p a p e r  p r o d u c t i o n  o p e n e d  u p  t h e  

m a r k e t  t o  f r e e  n e w s p a p e r s  w i t h  t i n y  e d i t o r i a l  s t a f f s ,  a n d  

t h a t  t h e y  f o r c e d  t h e  c l o s u r e  o r  s t r i p p i n g  d o w n  o f  p a i d - f o r  

n e w s p a p e r s  ( s e e  c h a p t e r  o n e ) .

D i r e c t  i n p u t  i s  l i k e l y  t o  r e s t o r e  t h e  b a l a n c e  i n  f a v o u r  

o f  p a i d - f o r  n e w s p a p e r s  b e c a u s e  o f  t h e  h u g e  l a b o u r  s a v i n g s  

i n  p r o d u c t i o n  c o s t s .  F o r  f r e e  n e w s p a p e r s ,  w h i c h  a r e  

s u b s t a n t i a l l y  l e s s  d e p e n d e n t  o n  e d i t o r i a l ,  t h e  i n t r o d u c t i o n  

o f  d i r e c t  i n p u t  e d i t o r i a l  m a y  n o t  b e  c o s t  e f f e c t i v e ,  t h u s  

p a i d - f o r  n e w s p a p e r  g r o u p s  m a y  b u y  u p  o r  b u y  o u t  f r e e  

n e w s p a p e r s  i n  i n c r e a s i n g  n u m b e r s  a s  t h e y  w i l l  b e  a b l e  t o  

t a k e  a d v a n t a g e  o f  t h e i r  e x i s t i n g  d i r e c t  i n p u t  s y s t e m .  

A n o t h e r  d e v e l o p m e n t  m a y  b e  t h e  i n c r e a s i n g  u s e  o f  d e s k t o p  

p u b l i s h i n g  b y  f r e e  n e w s p a p e r s .  I f  a n y  o f  t h e s e  s c e n a r i o s  

d e v e l o p  t h e r e  i s  n o t h i n g  t o  s u g g e s t  a  s u b s t a n t i a l  d e c r e a s e  

i n  t h e  e m p l o y m e n t  o p p o r t u n i t i e s  f o r  j o u r n a l i s t s  a s  a  r e s u l t  

o f  d i r e c t  i n p u t .

I n  a d d r e s s i n g  t h e  q u e s t i o n  o f  w h e t h e r  d i r e c t  i n p u t  

m a k e s  j o u r n a l i s t s  m o r e  o r  l e s s  s u b s t i t u t a b l e ,  i t  i s  

n e c e s s a r y  t o  l o o k  a t  t h e  s p e c i f i c  t r a i n i n g  n e e d e d  t o  

o p e r a t e  t h e  t e c h n o l o g y .  E a r l i e r  i n  t h i s  c h a p t e r  a n  

e d i t o r i a l  u p s k i l l i n g  s c a l e  w a s  s u g g e s t e d .  I t  w a s  

c o n s t r u c t e d ,  i n  a s c e n d i n g  o r d e r  a s  f o l l o w s :  p h o t o g r a p h e r s ,  

r e p o r t e r s ,  s p o r t  a n d  f e a t u r e s ,  n e w s d e s k ,  a n d  s u b - e d i t o r s .  

I t  w a s  a r g u e d  t h a t  u p s k i l l i n g  w a s  d i r e c t l y  l i n k e d  t o  

f l e x i b i l i t y  b e c a u s e  e a c h  n e w  s k i l l  i n v o l v e d  t a k i n g  o v e r  a n  

a s p e c t  o f  p r o d u c t i o n  w o r k  p r e v i o u s l y  p e r f o r m e d  b y  p r i n t
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w o r k e r s .  T h i s  s c a l e  m ay  a l s o  b e  v i e w e d  a s  o n e  o f  i n c r e a s i n g  

c o m p l e x i t y  o f  w o r k ,  w h i c h  i s  i n v e r s e l y  p r o p o r t i o n a l  t o  

s u b s t i t u t a b i l i t y .  T h e  e m p l o y e r s  a r e  t h e r e f o r e  l e a s t  a b l e  t o  

s u b s t i t u t e  t h e  s u b s  a n d  m o s t  a b l e  t o  s u b s t i t u t e  t h e  

p h o t o g r a p h e r s .  H o w e v e r ,  t h e  f u n d a m e n t a l  q u e s t i o n  i s ,  h a s  

t h i s  s u b s t i t u t a b l e  p o t e n t i a l  b e e n  a f f e c t e d  b y  t h e  

i n t r o d u c t i o n  o f  d i r e c t  i n p u t ?

I f  c o m p l e x i t y  h a s  i n c r e a s e d ,  t h e n  o n e  m i g h t  a n s w e r  i n  

t h e  a f f i r m a t i v e ,  b u t  t h i s  i s  d e p e n d e n t  u p o n  t h e  e x t e n t  t o  

w h i c h  a  s u b - e d i t o r  c a n  b e  s u b s t i t u t e d  e i t h e r  f r o m  t h e  

i n t e r n a l  w o r k f o r c e  ( e s p e c i a l l y  f r o m  r e p o r t e r s )  o r  f r o m  t h e  

e x t e r n a l  w o r k f o r c e  ( f o r  e x a m p l e ,  a n o t h e r  n e w s p a p e r ) .  

T r a n s f e r r i n g  a  r e p o r t e r ,  w o u l d  m e a n  t r a i n i n g  h i m  o r  h e r  n o t  

o n l y  t o  p e r f o r m  a  v e r y  d i f f e r e n t  t y p e  o f  j o b  -  s u b b i n g  u s e s  

c o n s i d e r a b l y  d i f f e r e n t  s k i l l s  t o  r e p o r t i n g  -  b u t  w o u l d  a l s o  

i n v o l v e  e x t e n s i v e  t e c h n o l o g y  t r a i n i n g .  I n  t h e  s a m p l e ,  

t r a i n i n g  f o r  s u b b i n g  r a n g e d  f r o m  a n  a f t e r n o o n  t o  a  w e e k ,  

a n d  a l l  o f  t h e  F / M o C s  e x p r e s s e d  c o n c e r n  t h a t  n o t  e n o u g h  

t r a i n i n g  w a s  g i v e n  t o  s u b s .  R e p o r t e r s ,  o n  t h e  o t h e r  h a n d  

w e r e  g i v e n  o n  a v e r a g e  t w o  h o u r s ,  a n d  i n  c o n t r a s t  t h e  F /M o C s 

c o n s i d e r e d  t h i s  t o  b e  s u f f i c i e n t .  So  t h e  s u b s  a r e  n o t  

e a s i l y  s u b s t i t u t a b l e  f r o m  t h e  i n t e r n a l  w o r k f o r c e .

S u b s t i t u t i o n  f r o m  t h e  e x t e r n a l  w o r k f o r c e  p o s e s  s i m i l a r  

p r o b l e m s .  T h e  l e a s t  p r o b l e m a t i c  g r o u p  w o u l d  b e  t r a i n e d  s u b s  

( e i t h e r  u n e m p l o y e d  o r  f r o m  o t h e r  n e w s p a p e r s )  w h o  a r e  

f a m i l i a r  w i t h  o n - s c r e e n  s u b b i n g .  T h e  q u e s t i o n  t h e n  b e c o m e s ,  

t o  w h a t  e x t e n t  i s  d i r e c t  i n p u t  t e c h n o l o g y  

e n t e r p r i s e - s p e c i f i c ?  A t  t h e  b e g i n n i n g  o f  t h e  c h a p t e r  i t  w a s  

a r g u e d  t h a t  t h e  s y s t e m s  p e r f o r m  l a r g e l y  t h e  s a m e  f u n c t i o n s ,  

a n d  t r a n s f o r m  t h e  p r o d u c t i o n  p r o c e s s  i n  s i m i l a r  w a y s .
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H o w e v e r ,  t h e  o p e r a t i o n  o f  i n d i v i d u a l  t e r m i n a l s  c a n  d i f f e r  

c o n s i d e r a b l y ,  d e p e n d i n g  o n  t h e  m a n u f a c t u r e r ,  t h e r e f o r e  a  

s u b  f a m i l i a r i s i n g  h i m s e l f  o r  h e r s e l f  w i t h  a  n e w  s y s t e m ,  m a y  

t a k e  a s  l o n g  t o  a d a p t  a s  a  s u b  u s i n g  d i r e c t  i n p u t  f o r  t h e  

f i r s t  t i m e .  A n d  t h e  a d a p t a t i o n  t i m e  i t s e l f  w i l l  b e  v e r y  

m u c h  a n  u n k n o w n  q u a n t i t y  c o n t i n g e n t  o n  u n c o n t r o l l a b l e  

v a r i a b l e s  s u c h  a s  t h e  i n d i v i d u a l ' s  a t t i t u d e ,  l e a r n i n g  

c a p a b i l i t i e s ,  a n d  t e c h n o l o g i c a l  o r i e n t a t i o n ,  c o u p l e d  w i t h  

t h e  t r a i n i n g  p r o v i s i o n  p r o v i d e d  b y  t h e  c o m p a n y ,  w h i c h  

j u d g i n g  b y  t h e  s a m p l e  e v i d e n c e ,  m a n a g e m e n t  s e e m  t o  

u n d e r - p r o v i d e .

A t  t h e  p r e s e n t ,  s u b s t i t u t i o n  i n  s u b s  s e e m s  t o  

n e c e s s i t a t e  g r e a t e r  t r a i n i n g  p r o v i s i o n  t h a n  u n d e r  t h e  o l d  

e d i t o r i a l  s y s t e m .  T h i s  may  b e  t h e  r e s u l t  o f  a n  a d j u s t m e n t  

p e r i o d ,  a n d  m i g h t  c h a n g e  w h e n  d i r e c t  i n p u t  i s  i n  o p e r a t i o n  

a t  a l l  p r o v i n c i a l  n e w s p a p e r s  -  a l t h o u g h  t h e  r e s t r i c t i o n  o n  

e a s y  s u b s t i t u t i o n  m a y  r e p e a t  i t s e l f  w h e n  n e w s p a p e r s  

t r a n s f e r  t o  p a g e  m a k e - u p  a t  d i f f e r e n t  s p e e d s ,  a n d  a s  s e e m  

l i k e l y ,  t o  d i f f e r i n g  e x t e n t s .  T h e r e f o r e ,  t h e  

e n t e r p r i s e - s p e c i f i c  t r a i n i n g  o f  n e w  t e c h n o l o g y  l i m i t s  

f u r t h e r  a n  e m p l o y e r ' s  a b i l i t y  t o  s u b s t i t u t e  a  s u b ,  a n d  

i n c r e a s e s  t h e  e n t e r p r i s e ' s  d e p e n d e n c y  o n  t h e  e x i s t i n g  s u b s .  

T h e  o t h e r  s i d e  o f  t h i s  a r g u m e n t ,  h o w e v e r ,  i s  t h a t  l o w  

s u b s t i t u t a b i l i t y  a s s o c i a t e d  w i t h  e n t e r p r i s e  s p e c i f i c  

t e c h n o l o g y  t r a i n i n g  a l s o  t i e s  t h e  s u b  t o  t h e  e n t e r p r i s e ,  

m a k i n g  i t  l e s s  e a s y  f o r  h i m  o r  h e r  t o  g e t  a  j o b  e l s e w h e r e .  

W h e r e a s ,  i n  t h e  c a s e  o f  o t h e r  e d i t o r i a l  w o r k e r s ,  t h e i r  

l o w e r  e n t e r p r i s e  s p e c i f i c  t r a i n i n g  r e q u i r e m e n t ,  i n  t e r m s  o f  

t e c h n o l o g y ,  a l l o w s  t h e m  g r e a t e r  m o b i l i t y .

Low s u b s t i t u t a b i l i t y  a s s o c i a t e d  w i t h  e n t e r p r i s e
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s p e c i f i c  t r a i n i n g  c r e a t e s  a  m u t u a l  d e p e n d e n c e  b e t w e e n  

e m p l o y e r  a n d  e m p l o y e e  t h a t ,  p a r a d o x i c a l l y ,  b o t h  e n h a n c e s  

a n d  r e s t r i c t s  t h e  i n f l u e n c e  o f  e i t h e r  s i d e ,  t h u s

s o l i d i f y i n g  e x i s t i n g  p o w e r  r e l a t i o n s h i p s .  H o w e v e r ,  M a r x i s t  

c r i t i c s  m i g h t  a r g u e  t h a t  s i n c e  c a p i t a l  i s  a l w a y s  m o r e  

m o b i l e  t h a n  l a b o u r ,  i n c r e a s e d  i n t e r d e p e n d e n c e  r e d u c e s  t h e  

p o w e r  o f  t h e  w o r k f o r c e  i n  g e n e r a l .  W h i c h e v e r  i n t e r p r e t a t i o n  

i s  f a v o u r e d ,  e v i d e n c e  f r o m  c h a p t e r  f o u r  s u g g e s t s  t h a t  t h e  

NUJ s e c u r e d  n o t a b l e  g a i n s  f o r  i t s  m e m b e r s  i n  t h e  b a r g a i n i n g  

o v e r  t h e  i n t r o d u c t i o n  o f  t e c h n o l o g y ,  a n d  s o  i n  t h e  s h o r t  

t e r m  a t  l e a s t ,  i t  c a n  b e  s u g g e s t e d  t h a t  t h e  s u b s '  i n f l u e n c e  

i s  p e t r i f y i n g ,  r a t h e r  t h a n  c r u m b l i n g .

S u m m a r y

J o u r n a l i s t s  e n j o y  l o w  s u b s t i t u t a b i l i t y  d u e  t o  t h e  n a t u r e  o f  

t h e  j o b  a n d  t h e  t r a i n i n g  r e q u i r e m e n t .  New t e c h n o l o g y  i s  

l i k e l y  t o  l o w e r  s u b s t i t u t a b i l i t y  f u r t h e r  b y  u p s k i l l i n g  j o b s  

a n d  c r e a t i n g  m o r e  j o b  o p p o r t u n i t i e s .  U p s k i l l i n g  w i l l  d i f f e r  

a c c o r d i n g  t o  t h e  j o u r n a l i s t i c  t a s k ,  a n d  s u b s  a r e  l i k e l y  t o  

b e c o m e  t h e  l e a s t  e a s i l y  s u b s t i t u t e d  u n d e r  d i r e c t  i n p u t .  

H o w e v e r ,  e n t e r p r i s e  s p e c i f i c  t e c h n o l o g y  a n d  t r a i n i n g  w i l l  

h a v e  t h e  e f f e c t  o f  r e d u c i n g  a  w o r k e r ' s  m o b i l i t y  i n  t h e  

l a b o u r  m a r k e t  -  t h e  e m p l o y e r  a n d  e m p l o y e e  w i l l  b e c o m e  t i e d  

t o g e t h e r  m o r e  c l o s e l y .

F l e x i b l e  W o r k e r s

As  h a s  b e e n  h i g h l i g h t e d  i n  c h a p t e r  o n e ,  t h e  f l e x i b l e  f i r m  

m o d e l  ( A t k i n s o n  & M e a g e r ,  1 9 8 6 ;  A t k i n s o n  & G r e g o r y ,  1 9 8 6 )  

i s  a s  i n a p p r o p r i a t e  f o r  n e w s p a p e r s  a s  i t  i s  f o r  o t h e r  

i n d u s t r i e s  ( P o l l e r t ,  1 9 8 7 ;  M a c l n n e s ,  1 9 8 8 )  b u t  f l e x i b i l i t y
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d o e s  m e r i t  d i s c u s s i o n .  Two q u e s t i o n s  m u s t  b e  a d d r e s s e d :  

w h a t  f o r m s  o f  f l e x i b i l i t y  a r e  p o s s i b l e  i n  t h e  p r o v i n c i a l  

n e w s p a p e r  i n d u s t r y ?  How m i g h t  f l e x i b i l i t y  a f f e c t  c o n t r o l  

i s s u e s ,  p a r t i c u l a r l y  t h e  s u b s t i t u t a b i l i t y  o f  j o u r n a l i s t s ?

T h e  f l e x i b l e  f i r m  t h e o r i s t s  s u g g e s t  t w o  t y p e s  o f  

f l e x i b i l i t y  -  f u n c t i o n a l  a n d  n u m e r i c a l .  T h e s e  d e f i n i t i o n s  

a r e  a l s o  u s e d  b y  ACAS ( 1 9 8 7 ) .  F o r  t h e  p u r p o s e  o f  t h i s  

a n a l y s i s ,  t h e s e  f u n c t i o n a l  a n d  n u m e r i c a l  d e f i n i t i o n s  w i l l  

b e  u s e d ,  a n d  s o m e  c o n s i d e r a t i o n  w i l l  b e  g i v e n  t o  t h e  

d i s t a n c i n g  o f  w o r k e r s .

F u n c t i o n a l  F l e x i b i l i t y

F u n c t i o n a l  f l e x i b i l i t y  -  t h e  d e v e l o p m e n t  o f  m u l t i - s k i l l e d  

w o r k e r s  c a p a b l e  o f  p e r f o r m i n g  a  v a r i e t y  o f  p r o d u c t i o n  t a s k s  

-  i s  a p p l i c a b l e  t o  j o u r n a l i s t s  i n  t h e  s e n s e  t h a t  t a s k s  

f o r m e r l y  p e r f o r m e d  b y  p r i n t e r s  a r e  n o w  b e i n g  d o n e  b y  

j o u r n a l i s t s ,  i n  t h e  e d i t o r i a l  r o o m .  B u t  f l e x i b i l i t y  h a s  

l a r g e l y  b e e n  o n e - s i d e d  b e c a u s e  t h e  ' o p p o r t u n i t y "  o f

a c q u i r i n g  n e w  s k i l l s  w a s  o f f e r e d  t o  j o u r n a l i s t s ,  w a s  n o t  

e x t e n d e d  t o  p r i n t e r s .  F u n c t i o n a l  f l e x i b i l i t y ,  i n  t h e  s e n s e  

o f  m u l t i - s k i l l i n g ,  h a s  n o t  t a k e n  t h e  s a m e  f o r m  a s ,  f o r  

e x a m p l e ,  t h e  f l e x i b i l i t y  o f  t h e  o n c e  h i g h l y  d e m a r c a t e d  

c r a f t w o r k e r s  i n  t h e  o i l  i n d u s t r y  ( C r o s s ,  1 9 8 5 ;  Y o u n g ,  

1 9 8 6 ) .  P r i n t e r s  l a r g e l y  h a v e  b e e n  e x c l u d e d  f r o m  

' f l e x i b i l i t y '  b e c a u s e  t h e r e  h a v e  b e e n  o n l y  m o d e s t  t r a n s f e r  

o p p o r t u n i t i e s .  T a b l e  5 . 4  g i v e s  a  b r e a k d o w n  o f  t h e  e x t e n t  o f  

t r a n s f e r ;  t h e  n e w s p a p e r s  a r e  n u m b e r e d  t o  p r e s e r v e  t h e  

a n o n y m i t y  o f  t h e  F / M o C s .

M u l t i - s k i l l i n g  h a s  b r o k e n  d o w n  d e m a r c a t i o n ,  b y  

u p s k i l l i n g  j o u r n a l i s t s  a n d  m a k i n g  p r i n t e r s  r e d u n d a n t .
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T a b l e  5 - 4 :  T r a n s f e r  o f  NGA p r i n t e r s  t o  e d i t o r i a l

N e w s p a p e r P o t e n t i a l A c t u a l M e t h o d  o f
T r a n s f e r e e s T r a n s f e r e e s S e l e c t i o n

1 3 0 N e g o t i a t e d
2 u n s p e c i f i e d 1 E d s . d e c i s i o n

3 2 2 E d s . d e c i s i o n

4 u n s p e c i f i e d 0 E d s . d e c i s i o n
5 6 0 E d s . d e c i s i o n
6 u n s p e c i f i e d 1 E d s . d e c i s i o n
7 4 1 T e s t  s e t  b y  

t r a i n i n g  c e n t r e
8 u n s p e c i f i e d 2 E d s . d e c i s i o n
9 4 1 A p t i t u d e  t e s t  

s e t  b y  E d i t o r
10 0 0 —

11 u n s p e c i f i e d 2 E d s . d e c i s i o n
12 u n s p e c i f i e d 0 E d s . d e c i s i o n

13 u n s p e c i f i e d 2 E d s . d e c i s i o n

14 8 4 A g r e e d
p r o c e d u r e

15 u n s p e c i f i e d 2 E d s . d e c i s i o n
16 0 0 —

17 u n s p e c i f i e d 1 E d s . d e c i s i o n

18 6 4 E d s . d e c i s i o n

19 u n s p e c i f i e d 0 E d s . d e c i s i o n
20 u n s p e c i f i e d 4 E d s . d e c i s i o n

F / M o C s  c o m m e n t s  
( p a r a p h r a s e d )

No o n e  a p p l i e d
C h a p e l  d i d n ' t  c o n s i d e r  i t  i m p o r t a n t ,  NUJ 
h e a d  o f f i c e  w a s  a n n o y e d  w i t h  C h a p e l .  
T r a n s f e r e e s  h a v e  n o t  b e e n  g i v e n  t h e  
a g r e e d  p r o p e r  t r a i n i n g .
No o n e  a l l o w e d  t o  t r a n s f e r .
No o n e  h a s  a p p l i e d .
NGA p e o p l e  p r e f e r r e d  t o  t a k e  r e d u n d a n c y .

O n l y  o n e  p e r s o n  p a s s e d  t h e  t e s t .
S e v e r a l  o t h e r s  t r a n s f e r r e d  b u t  g a v e  u p .
O n l y  o n e  p e r s o n  p a s s e d  -  t h e  E d .  o r i g i n a l l y  
o n l y  w a n t e d  o n e  t r a n s f e r e e .
M a n a g e m e n t  w o u l d  n o t  n e g o t i a t e  t h i s .
B o t h  a r e  now  n o n - t r a d e  u n i o n i s t s .
NGA p e o p l e  a r e  c o n s i d e r e d  f o r  v a c a n c i e s  b u t  
a r e  c o m p e t i n g  w i t h  t r a i n e d  j o u r n a l i t s t s . 
B o t h  h a d  t o  w a i t  12  m o n t h s  b e f o r e  a  
d e c i s i o n  o n  t h e i r  t r a n s f e r  w a s  m a d e .

M a n a g e m e n t  h a v e  a s k e d  f o r  m o r e  a p p l i c a n t s .  
C h a p e l  i s  w o r r i e d  a b o u t  i n a d e q u a t e  t r a i n i n g  
N o t  a n  i s s u e .
O t h e r s  h a v e  b e e n  t u r n e d  d o w n  d e s p i t e  t h e  
e d i t o r i a l  r o o m  b e i n g  u n d e r s t a f f e d .
P o o r  q u a l i t y  a p p l i c a n t s ,  b u t  m a n a g e m e n t  
o r i g i n a l l y  o n l y  w a n t e d  4 t r a n s f e r e e s .
E d .  s a i d  a p p l i c a n t s  w e r e  n o t  u p  t o  s t a n d a r d  
No c o m p l a i n t s .  NCTJ  f u l l  t r a i n i n g .  O t h e r s  
a r e  c u r r e n t l y  b e i n g  c o n s i d e r e d .



H o w e v e r ,  e m p l o y e r s  h a v e  m a d e  v e r y  l i t t l e  a t t e m p t  t o  b r e a k  

d o w n  t h e  c o m p a r t m e n t a l i s a t i o n  o f  t a s k s  w i t h i n  t h e  e d i t o r i a l  

r o o m .  I t  w o u l d ,  f o r  e x a m p l e ,  b e  i m p o s s i b l e  t o  s u g g e s t  t h a t  

d i r e c t  i n p u t  h a s  l e d  t o  t h e  ' ' f l e x i b l e  j o u r n a l i s t " ,  t h e  w a y  

C r o s s  ( 1 9 8 5 )  d e s c r i b e s  t h e  f l e x i b l e  c r a f t w o r k e r .  A f l e x i b l e  

j o u r n a l i s t  w o u l d  b e  a  p e r s o n  w h o  c o u l d  b e  m o v e d  a r o u n d  t h e  

o f f i c e  a c c o r d i n g  t o  d e m a n d ,  t h u s  h i s  o r  h e r  w e e k  m i g h t  b e  

s p e n t  r e p o r t i n g ,  w o r k i n g  o n  n e w s d e s k ,  d o w n - t a b l e  s u b b i n g ,  

f e a t u r e  w r i t i n g ,  a n d  s o  f o r t h .  T h i s  w o u l d  n e c e s s i t a t e  t w o  

d e v e l o p m e n t s  -  m u l t i - s k i l l  t r a i n i n g  a n d  c o m p r e h e n s i v e  

t e c h n o l o g y  t r a i n i n g ,  a n d  a n  a c c e p t a n c e  o f  t h e  f l e x i b i l i t y  

p r i n c i p l e  b y  t h e  j o u r n a l i s t s .

F r o m  t h e  s a m p l e ,  t w o  n e w s p a p e r  m a n a g e m e n t s  t r i e d  t o  

i n t r o d u c e  a n  e l e m e n t  o f  e d i t o r i a l  f l e x i b i l i t y .  T h e  f i r s t  

s u g g e s t e d  t h a t  t h e r e  s h o u l d  b e  r e p o r t e r - s u b s  w h o  w o u l d  

t r a n s f e r  t o  t h e  s u b b i n g  t a b l e  a t  t h e  b e h e s t  o f  t h e  e d i t o r ,  

w i t h  a  m i n i m u m  o f  24 h o u r s  n o t i c e .  T h e  m a n a g e m e n t  t i e d  t h i s  

t o  t h e  1 9 8 8  p a y  r o u n d ,  a r g u i n g  t h a t  a n y  p a y  i n c r e a s e  w a s  

d e p e n d e n t  o n  t h e  a c c e p t a n c e  o f  t h i s  f l e x i b i l i t y  p r i n c i p l e .  

T h e  c h a p e l  a r g u e d  t h a t  t h e  n e e d  f o r  f l e x i b i l i t y  r e a l l y  

r e f l e c t e d  a  s h o r t a g e  o f  p e o p l e  i n  t h e  s u b b i n g  d e p a r t m e n t ,  

a n d  a f t e r  c o n s i d e r a b l e  n e g o t i a t i o n ,  t h e  m a n a g e m e n t  n o t  o n l y  

d r o p p e d  t h e  f l e x i b i l i t y  i s s u e  b u t  a l s o  a g r e e d  t o  e m p l o y  t w o  

m o r e  f u l l - t i m e  s u b s .

A t  t h e  s e c o n d  n e w s p a p e r ,  t h e  m a n a g e m e n t  w e r e  f a r  m o r e

s u c c e s s f u l ,  a n d  t h e  w e a k  m i n o r i t y  NUJ r a i s e d  n o  f o r m a l

o b j e c t i o n s .  T h e  FoC e x p l a i n e d :

We h a v e  on e  j o u r n a l i s t  who i s  c a l l e d  o v e r  f rc m  t h e  n ew sdesk  
t o  t h e  s u b b in g  d e sk  a t  t h e  r e q u e s t  o f  t h e  C h ie f  Sub . She 
s t a y s  o n  t h e  sam e p ay  a s  s h e  w o u ld  g e t  i n  t h e  new sroom , y e t  
i s  se c o n d e d  t o  do a  h ig h e r  p a i d  jo b .  She i s  a  u n io n  member 
b u t  t h e  c h a p e l  i s  w eak a n d  a p a t h e t i c .
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T h e  s t e w a r d s  i n  t h e  s a m p l e  w e r e  n o t  o p p o s e d  t o  t h e

p r i n c i p l e  o f  e d i t o r i a l  f l e x i b i l i t y ,  a n d  a r g u e d  t h a t  i t

a l r e a d y  e x i s t e d  i n  t h e  f e a t u r e s  d e p a r t m e n t  a n d  s p o r t s  -

w h e r e  r e p o r t i n g ,  s u b b i n g  a n d  l a y o u t  w e r e  n o t  a l w a y s

d e m a r c a t e d  t a s k s .  T h e y  o b j e c t e d  t o  f l e x i b i l i t y  b e i n g  a  w a y

o f  g e t t i n g  " c h e a p  s u b - e d i t o r s " .  O ne  FoC c o m m e n t e d :

We d o n " t  w an t a  s i t u a t i o n  w h e re  a  r e p o r t e r  h a s  b e e n  
t r a n s f e r r e d  t o  w ork  i n  t h e  s u b b in g  a r e a ,  b u t  i s  n o t  g e t t i n g  a  
s u b " s  l e v e l  o f  p a y  [ th e  v e r y  s i t u a t i o n  a t  t h e  ab o v e  
n e w sp a p e r, o f  w h ich  h e  w as u n a w a re ] . I f  we h av e  
r e p o r t e r - s u b s ,  t h e n  we m u st n e g o t i a t e  a  new minimum r a t e  o f  
p a y  a p p r o p r i a t e  f o r  a  j o u r n a l i s t  w i th  th o s e  s k i l l s .

T h i s  l a c k  o f  i n t e r n a l  f l e x i b i l i t y  t h e r e f o r e  m i n i m i s e s  

s u b s t i t u t a b i l i t y  f r o m  w i t h i n  t h e  e x i s t i n g  w o r k f o r c e ,  

w h i l s t ,  a s  t h e  p r e v i o u s  s e c t i o n  h a s  s h o w n ,  t h e  t e c h n o l o g y  

t r a i n i n g  l i m i t s  s u b s t i t u t i o n  f r o m  t h e  e x t e r n a l  l a b o u r  

m a r k e t ,  d e p e n d i n g  o n  t h e  p a r t i c u l a r  j o b  o f  t h e  e d i t o r i a l  

w o r k e r .  So  f u n c t i o n a l  f l e x i b i l i t y  h a s  n o t  i n c r e a s e d  t h e  

s u b s t i t u t a b i l i t y  o f  t h e  j o u r n a l i s t s .  T h e y  r e m a i n  c o r e  

w o r k e r s  a n d  a r e  p e r h a p s  m o r e  c o m p a r t m e n t a l i s e d  b y  t h e  

t e c h n o l o g y  -  t h e y  a r e  c e r t a i n l y  n o  l e s s  c o m p a r t m e n t a l i s e d  

b y  d i r e c t  i n p u t .

N u m e r i c a l  F l e x i b i l i t y

N u m e r i c a l  f l e x i b i l i t y  c o n s t i t u t e s  a n  a t t e m p t  b y  t h e  

e m p l o y e r  t o  a d j u s t  t h e  s i z e  o f  t h e  w o r k f o r c e  t o  m a t c h  t h e  

c h a n g i n g  p a t t e r n  o f  d e m a n d .  T h i s  c a n  b e  a c h i e v e d  e i t h e r  

t h r o u g h  t h e  u s e  o f  p a r t - t i m e  a n d  t e m p o r a r y  e m p l o y m e n t  

c o n t r a c t s ,  o r  b y  r e p l a c i n g  t h e  e m p l o y m e n t  c o n t r a c t  w i t h  a  

c o m m e r c i a l  c o n t r a c t .  T h i s  n u m e r i c a l  f l e x i b i l i t y  c a n

t h e r e f o r e  b y  u s e d  i r r e s p e c t i v e  o f  t h e  s u b s t i t u t a b i l i t y  o f  

t h e  w o r k e r ,  a n d  c o u l d  b e  a d o p t e d  f o r  c o r e  w o r k e r s
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( e s p e c i a l l y  i n  t h e  a b s e n c e  o f  f u n c t i o n a l  f l e x i b i l i t y )  

b e c a u s e  i t  r e f l e c t s  c h a n g e s  i n  d e m a n d  f o r  t h e  l a b o u r ,  n o t  

t h e  q u a l i t y  o r  t y p e  o f  l a b o u r  i t s e l f .  W o r k e r s  w i t h  l o w  

s u b s t i t u t a b i l i t y  a r e  h o w e v e r  a b l e  t o  c o m m a n d  a  h i g h e r  f e e  

f o r  t h e i r  p a r t - t i m e  o r  s u b - c o n t r a c t e d  l a b o u r  t h a n  h i g h l y  

s u b s t i t u t a b l e  w o r k e r s .  T h u s ,  f o r  e x a m p l e ,  a n  e y e - s u r g e o n  

w o r k i n g  p a r t - t i m e ,  a n d  a  f r e e l a n c e  m a n a g e m e n t  c o n s u l t a n t  

b r o u g h t  i n  b y  C o m p a n y  X,  a r e ,  i n  t h e  n u m e r i c a l l y  f l e x i b l e  

s e n s e ,  n o  d i f f e r e n t  f r o m  t h e  p a r t - t i m e  h o s p i t a l  c l e a n e r ,  o r  

C o m p a n y  X ' s  w e e k l y  w i n d o w  c l e a n e r ,  a l t h o u g h  t h e  f o r m e r  w i l l  

c o m m a n d  h i g h e r  p a y m e n t  b e c a u s e  t h e y  a r e  i n  a  s m a l l e r ,  m o r e  

s p e c i a l i s e d  l a b o u r  s u p p l y  m a r k e t .

I n  n e w s p a p e r s  t h e  n u m e r i c a l l y  f l e x i b l e  e d i t o r i a l  

w o r k e r s  a r e  p a r t - t i m e  j o u r n a l i s t s ,  a n d  f r e e l a n c e r s .  T h e  

d i s c u s s i o n  a b o v e  a r g u e d  t h a t  j o u r n a l i s t s  e n j o y  l o w  

s u b s t i t u t a b i l i t y  -  i n c r e a s i n g l y  s o  w i t h  d i r e c t  i n p u t  

t e c h n o l o g y  -  s o  i t  s e e m s  l i k e l y  t h a t  n e w s p a p e r  m a n a g e r s  

w o u l d  a d o p t  t h i s  n u m e r i c a l  f l e x i b i l i t y  a s  t h e  m o s t  

a p p r o p r i a t e  m e t h o d ,  i f  t h e y  w e r e  c o n c e r n e d  w i t h  i n c r e a s i n g  

f l e x i b i l i t y  a t  w o r k .  T h e  s a m p l e  d a t a ,  h o w e v e r ,  s u g g e s t s  

t h a t  n u m e r i c a l  f l e x i b i l i t y  h a s  n o t  i n c r e a s e d  i n  t h e  

e d i t o r i a l  d e p a r t m e n t .

O n l y  o n e  o f  t h e  F /M o C s s a i d  t h a t  t h e r e  h a d  b e e n  a n  

i n c r e a s e  i n  p a r t - t i m e r s  f o l l o w i n g  t h e  i n t r o d u c t i o n  o f  n e w  

t e c h n o l o g y ,  w h i l s t  t h r e e  o f  t h e  F /M o C s r e m a r k e d  t h a t  t h e r e  

h a d  b e e n  c h a n g e s  b u t  t h e s e  w e r e  d u e  t o  r e q u e s t s  f r o m  w om en 

t o  m o v e  t o  p a r t - t i m e  w o r k  d u r i n g  p r e g n a n c y .  Two o f  t h e  

n e w s p a p e r s  e m p l o y e d  n o  p a r t - t i m e  j o u r n a l i s t s  a t  a l l ,  a n d  

o n e  n e w s p a p e r  i n t r o d u c e d  a  j o b - s h a r e  s c h e m e  a t  t h e  r e q u e s t  

o f  t h e  c h a p e l .

171



I n  t e r m s  o f  f r e e l a n c e  w o r k ,  f i v e  F /M o C s s a i d  t h a t  m o r e

f r e e l a n c e r s  w e r e  b e i n g  u s e d  f o l l o w i n g  t h e  i n t r o d u c t i o n  o f

d i r e c t  i n p u t .  T h i s  s e e m s  t o  h a v e  t a k e n  t w o  f o r m s :  f r e e l a n c e

s u b - e d i t o r s  a n d  f r e e l a n c e  c o n t r i b u t i o n s .  A t  t h r e e  o f  t h e

n e w s p a p e r s  f r e e l a n c e  s u b s  w e r e  e m p l o y e d  t o  c o p e  w i t h  t h e

i n c r e a s e d  d e m a n d  i n  t h e  s u b b i n g  d e p a r t m e n t .  T h e y  w e r e  u s e d

p a r t i c u l a r l y  t o  c o v e r  f o r  p e r m a n e n t  s u b s  w h o  w e r e  o n

h o l i d a y  o r  s i c k  l e a v e  -  b u t  s u c h  c o v e r ,  a c c o r d i n g  t o  t h e

F / M o C s ,  d i d  n o t  o c c u r  u n d e r  t h e  o l d  e d i t o r i a l  s y s t e m ,  w h i c h

f u r t h e r  s u g g e s t s  t h e  i n c r e a s e d  i m p o r t a n c e  o f  s u b s .  A t  t h e

t w o  o t h e r  n e w s p a p e r s ,  t h e  F /M o C s  a r g u e d  t h a t  t h e  a m o u n t  o f

c o n t r i b u t e d  c o p y  h a d  i n c r e a s e d .  I n  o n e  c a s e  t h e  r e l a t i v e l y

w e a k  c h a p e l  h a s  m a d e  n o  a p p r o a c h  t o  m a n a g e m e n t  i n  s p i t e  o f

f r e e l a n c e  c o n t r i b u t i o n s  c o m i n g  f r o m  n o n - N U J  p e o p l e .  T h e  FoC

a t  t h e  s e c o n d  n e w s p a p e r  i s  c o n s i d e r i n g  w h a t  a c t i o n  t o  t a k e :

We h a v e  a  l o t  o f  c o n t r i b u t o r s  t o  t h e  p a p e r  who w r i t e  s p o r t  
and  s p e c i a l i s t  c o lu m n s, an d  d u r in g  th e  te c h n o lo g y  t a l k s  we 
a g re e d  on a  f i x e d  l i s t  o f  p e o p le  who w ould  b e  a llo w e d  t o  
w r i t e  copy  on  Tandy p o r t a b l e s . I n  p r a c t i c e  t h i s  h a s  b e e n  
h o r r e n d o u s ly  a b u s e d . A l l  s o r t s  o f  p e o p le  a r e  b e in g  g iv e n  
t h e s e  r a n o t e  t e r m in a l s  -  e v e n  s c h o o l  c h i l d r e n  c o n t r i b u t i n g  t o  
a  f e a t u r e  we h a v e  c a l l e d  S c h o o l s ' C o rn e r!  We [ th e  c h a p e l ]  a r e  
d e c id in g  w h a t t o  do  a b o u t  t h i s .

To a r r i v e  a t  t h e  c o n c l u s i o n  t h a t  t h e r e  h a s  b e e n  n o  n o t a b l e  

i n c r e a s e  i n  p a r t - t i m e  w o r k e r s  a n d  f r e e l a n c e r s  i s  s o m e w h a t  

t e n u o u s  s i n c e  t h e  s a m p l e  o n l y  c o v e r s  20  n e w s p a p e r s .  A m u c h  

l a r g e r  s u r v e y  m a y  r e v e a l  a  d i f f e r e n t  t r e n d ,  b u t  i s  b e y o n d  

t h e  s c o p e  o f  t h i s  t h e s i s .  I t  i s  p o s s i b l e  t o  s u g g e s t ,  g i v e n  

t h e  r e p r e s e n t a t i v e  n a t u r e  o f  t h e  s a m p l e ,  t h a t  i f  n u m e r i c a l  

f l e x i b i l i t y  r e a l l y  i s  a  s i g n i f i c a n t  t r e n d ,  t h e r e  w o u l d  h a v e  

b e e n  m o r e  e v i d e n c e  o f  i t  i n  t h e  20 n e w s p a p e r s .

I t  i s  n o t  s u r p r i s i n g  t h a t  n u m e r i c a l  f l e x i b i l i t y  h a s  n o t  

b e e n  a d o p t e d  b y  n e w s p a p e r s  b e c a u s e  t h i s  t y p e  o f  f l e x i b i l i t y
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m ay  b e  a s s o c i a t e d  w i t h  e m p l o y e r  u n c e r t a i n t y  o v e r  t h e  

c o s t - e f f e c t i v e n e s s  o f  p a r t - t i m e  a n d  f r e e l a n c e  l a b o u r .  T h i s  

c a n  b e  i l l u s t r a t e d  b y  e x a m i n i n g  t h e  w o r k  g r o u p s  m o s t  l i k e l y  

t o  b e  n u m e r i c a l l y  f l e x i b l e .  T h e y  f a l l  i n t o  t w o  c a t e g o r i e s :  

h i g h l y  s p e c i a l i s e d ,  w i t h  l o w  s u b s t i t u t a b i l i t y ;  a n d  l o w  

s k i l l e d ,  w i t h  h i g h  s u b s t i t u t a b i l i t y .  F o r  t h e  f o r m e r  g r o u p ,  

e m p l o y e r s  c a n  m o r e  e a s i l y  s e e  i t  a s  c o s t - i n e f f i c i e n t  t o  

e m p l o y ,  f o r  e x a m p l e ,  a  f u l l - t i m e  m a n a g e m e n t  c o n s u l t a n t  

r a t h e r  t h a n  h i r i n g  o n e  a s  a  f r e e l a n c e  t r o u b l e - s h o o t e r .  T h e  

h i g h l y  s p e c i a l i s e d  g r o u p  b e n e f i t s  f r o m  l o w  c o m p e t i t i v e n e s s  

i n  a  s m a l l  l a b o u r  m a r k e t  a n d  c o m m a n d s  h i g h  w a g e s .  T h e  

s e c o n d  g r o u p  o f  w o r k e r s ,  a t  t h e  o t h e r  e n d  o f  t h e  s c a l e ,  a r e  

f o r c e d  i n t o  a  c o m p e t i t i v e  l a b o u r  m a r k e t  b y  e m p l o y e r s  

b e c a u s e  o f  t h e  l o w  s k i l l  l e v e l s  a n d  h i g h  s u b s t i t u t a b i l i t y  

o f  t h e i r  w o r k .  T h e  l a r g e  l a b o u r  m a r k e t  c o m p e t i t i o n ,  

e s p e c i a l l y  d u r i n g  r e c e s s i o n ,  f o r c e s  l a b o u r  c o s t s  d o w n  a n d  

s o  e m p l o y e r s  a r e  m o r e  l i k e l y  t o  v i e w  i t  a s  c o s t - e f f e c t i v e  

t o  m a i n t a i n  t h i s  n u m e r i c a l  f l e x i b i l i t y .

T h e  t w o  e n d s  o f  t h e  s c a l e  r e p r e s e n t  o v e r - p r i c i n g  a n d  

u n d e r - p r i c i n g  o f  l a b o u r ,  h o w e v e r ,  i n b e t w e e n  i s  a  v a s t  

r a n g e ,  a n d  c o s t - e f f e c t i v e  d e c i s i o n - m a k i n g  i n  e m p l o y i n g  

l a b o u r  m u s t  b e c o m e  f a r  m o r e  b l u r r e d  t h e  c l o s e r  o n e  m o v e s  t o  

t h e  m i d - r a n g e .  T h i s  m ay  b e  p a r t i c u l a r l y  t r u e  w h e n ,  a s  i n  

t h e  c a s e  o f  j o u r n a l i s m ,  d e m a n d  f l u c t u a t e s  o n  a  d a i l y  b a s i s ,  

a n d  r a p i d  r e s p o n s e  i s  n e c e s s a r y .  I n  s h o r t ,  n u m e r i c a l  

f l e x i b i l i t y  m i g h t  n o t  b e  s e e n  a s  h a v i n g  a n y  c o s t  s a v i n g  

a d v a n t a g e s  f o r  w o r k e r s  w i t h  m i d - r a n g e  s k i l l  l e v e l s  i n  a n  

u n p r e d i c t a b l e ,  h i g h l y  p e r i s h a b l e  p r o d u c t  m a r k e t .

A f u r t h e r  i s s u e  c o n n e c t e d  w i t h  n u m e r i c a l  f l e x i b i l i t y  i s

"removed" workers: employees on permanent employment
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c o n t r a c t s  b u t  n o t  b a s e d  a t  t h e  w o r k p l a c e .  T h e  a d v a n t a g e  f o r  

e m p l o y e r s  i s  t h a t  t h e y  d o  n o t  i n c u r  t h e  o v e r h e a d s  o f  a n  

o f f i c e  o r  w o r k s h o p ,  y e t  r e t a i n  t h e  s a m e  v a l u e  o f  l a b o u r  

f r o m  t h e  e m p l o y e e .  T h e r e  h a v e  a l w a y s  b e e n  ' r e m o v e d '  w o r k e r s

-  f o r  e x a m p l e , c o m m e r c i a l t r a v e l l e r s  -  b u t i t  i s i m p o r t a n t

t o  m a k e  t h e d i s t i n c t i o n b e t w e e n  p e o p l e o n p e r m a n e n t

c o n t r a c t s ,  a n d t h o s e  o n p i e c e w o r k  p a y , f o r e x a m p l e ,

h o m e w o r k i n g  i n  e l e c t r o n i c  a s s e m b l y , o r c l o t h i n g

m a n u f a c t u r e .  T h e  ' r e m o v e d '  w o r k e r  i s  m o r e  a s s o c i a t e d  w i t h  

w h i t e  c o l l a r  w o r k ,  a n d  m o r e  l i k e l y  t o  b e  c o n n e c t e d  w i t h  

j o b s  i n v o l v i n g  s e l f - m o t i v a t i o n .  P r i m e  e x a m p l e s  o f  t h i s  a r e  

t h e  R a n k  X e r o x  n e t w o r k i n g  s y s t e m ,  t h e  h o m e - b a s e d  c o n t r a c t  

p r o g r a m m i n g  s e r v i c e  o f  I C L ,  a n d  t h e  f i e l d w o r k e r s  o f  T e x a c o ,  

UK ( B a i l y n ,  1 9 8 8 ) .  R e p o r t e r s  a r e  p r i m e  c a n d i d a t e s  f o r  

' r e m o v a l ' ,  b u t  t h i s  w i l l  d e p e n d  o n  t h e  t e c h n o l o g i c a l  

p r a c t i c a l i t y ,  a n d  t h e  s o c i a l  i m p l i c a t i o n s .

J o u r n a l i s t s  a r e  a l r e a d y  u s i n g  p o r t a b l e  d a t a

t r a n s m i s s i o n  u n i t s  t o  s e n d  c o p y  v i a  t h e  t e l e p h o n e ,  a n d  m a n y  

d i s t r i c t  o f f i c e s  t r a n s m i t  a l l  t h e i r  c o p y  t o  t h e  c e n t r a l  

c o m p u t e r  i n  t h i s  m a n n e r ,  o n  a  d a i l y  ( o f t e n  h o u r l y )  b a s i s .  

I t  i s  p o s s i b l e  f o r  r e p o r t e r s  t o  w o r k  e n t i r e l y  f r o m  h o m e ,  

a n d  i n d e e d  t h i s  i s s u e  b r o u g h t  t h e  NUJ c h a p e l  a t  o n e

n e w s p a p e r  i n t o  d i r e c t  c o n f l i c t  w i t h  m a n a g e m e n t .  T h e  f o r m e r  

FoC  e x p l a i n e d :

A r e p o r t e r  i n  one  o f  o u r  d i s t r i c t  o f f i c e s  w as o f f e r e d  an  
e x t r a  £5 t o  w ork  fro m  hom e. T h e re  m ig h t b e  an  a rg u m e n t t o  s a y  
t h a t  i n  seme v e ry  s m a ll  p l a c e s  t h e r e  i s  n o  n e e d  f o r  a  
d i s t r i c t  o f f i c e ,  b u t  we [ t h e  C h a p e l]  f e l t  t h a t  i n  t h i s  c a s e  
t h e r e  w as a  n e e d  f o r  a n  o f f i c e  t o  i d e n t i f y  t h e  p a p e r  t o  t h e  
ccm m unity . We th e n  l e a r n e d  t h a t  m anagem ent w a n te d  t o  c l o s e  
o t h e r  d i s t r i c t  o f f i c e s  b e c a u s e  o f  t h e  te c h n o lo g y .  We s t a r t e d  
n e g o t i a t i o n s  w i th  t h e  m anagem ent an d  e v e n tu a l l y  h a d  a  w a lk o u t 
w i th  90% s u p p o r t .  T h is  h a d  g r e a t  e f f e c t  b e c a u s e  we p la n n e d  i t  
f o r  3pn on  b u d g e t  d a y . The d i s t r i c t  o f f i c e  h a s  s t a y e d  o p e n .
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R e d u c i n g  c o s t s  m ay  b e  f e a s i b l e  b e c a u s e  o f  t h e  t e c h n o l o g y ,  

a s  i n  t h i s  e x a m p l e  a b o v e ,  h o w e v e r  o t h e r  p r e s s u r e s  m a y  l e a d  

t o  t h e  t e c h n o l o g y  b e i n g  u s e d  i n  a  r a d i c a l l y  d i f f e r e n t  

m a n n e r .  A t  a n o t h e r  n e w s p a p e r ,  f o r  e x a m p l e ,  t h e  m a n a g e m e n t  

w a n t e d  t o  i n c r e a s e  t h e  c o m m u n i t y ' s  a w a r e n e s s  o f  t h e  

n e w s p a p e r ,  i n  t h e  h o p e  o f  i n c r e a s i n g  s a l e s ,  a n d  s o  t h e y  

o p e n e d  u p  t w o  n e w  d i s t r i c t  o f f i c e s  a n d  p r o d u c e d  a n  e x t r a  

e d i t i o n  o f  t h e  n e w s p a p e r .  T h e y  a r g u e d  t h a t  t h e  t e c h n o l o g y  

b r o u g h t  t h i s  a b o u t  b e c a u s e  o f  t h e  q u i c k  t r a n s m i s s i o n  o f  

c o p y ,  a n d  t h e  g r e a t e r  o p p o r t u n i t y  t o  e d i t i o n a l i s e .

T h e r e  s e e m s  t o  b e  n o t h i n g  t e c h n o l o g i c a l l y  d e t e r m i n e d  

a b o u t  ' r e m o v a l '  o f  w o r k e r s  a s  t h e s e  t w o  e x a m p l e s  

d e m o n s t r a t e .  L o c a t i o n  o f  j o u r n a l i s t s  i s  m o s t  l i k e l y  t o  

r e f l e c t  m a n a g e r i a l  s t r a t e g i e s  t o  m a k e  t h e  n e w s p a p e r  m o r e  

c o m p e t i t i v e .  F u r t h e r m o r e ,  m a n a g e r s  m a y  b e  d e t e r r e d  f r o m  

r e m o v i n g  w o r k e r s  i f  t h e y  f e e l  i t  w o u l d  r e d u c e  s u p e r v i s i o n  

a n d  c o n t r o l ,  o r  m i g h t  d e p r i v e  j o u r n a l i s t s  o f  s o c i a l  c o n t a c t  

a t  w o r k  a n d  l e a d  t o  d e m o t i v a t i o n  a n d  p o o r  q u a l i t y  w o r k .

Sum m ary

F u n c t i o n a l  f l e x i b i l i t y  i n  t h e  e d i t o r i a l  r o o m  h a s  m e a n t  t h a t  

j o u r n a l i s t s  n o w  d o  m a n y  j o b s  p r e v i o u s l y  p e r f o r m e d  b y  

p r i n t e r s .  T h e r e  h a s  n o t  b e e n  t h e  d e v e l o p m e n t  o f  t h e  

' f l e x i b l e  j o u r n a l i s t '  w h o  c a n  p e r f o r m  a  v a r i e t y  o f  t a s k s  

w i t h i n  t h e  e d i t o r i a l  a r e a .  J o u r n a l i s t s  a r e  t h e r e f o r e  n o t  

e a s i l y  s u b s t i t u t a b l e  f r o m  i n t e r n a l  l a b o u r  m a r k e t .  N u m e r i c a l  

f l e x i b i l i t y ,  a s s o c i a t e d  w i t h  a n  i n c r e a s e  i n  p a r t - t i m e  a n d  

f r e e l a n c e  w o r k  h a s  n o t  i n c r e a s e d  i n  t h e  n e w s p a p e r s  s t u d i e d .  

T h i s  m i g h t  b e  b e c a u s e  o f  u n c e r t a i n t y  a s  t o  t h e  

c o s t - e f f e c t i v e n e s s  o f  n o n - p e r m a n e n t  e m p l o y e e s  i n  t h e
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p r o d u c t i o n  o f  a  h i g h l y  p e r i s h a b l e  p r o d u c t  w i t h  n o  w o r k  

s t o c k p i l e  p o t e n t i a l .  New t e c h n o l o g y  m a k e s  i t  e a s i e r  t o  

' r e m o v e '  w o r k e r s  f r o m  t h e  o f f i c e ,  a n d  t h i s  h a s  o c c u r r e d ,  

b u t  s u c h  d e v e l o p m e n t s  s e e m  t o  b e  l e d  b y  c o n s i d e r a t i o n s  

o t h e r  t h a n  t h e  t e c h n o l o g i c a l  a b i l i t y  t o  d o  s o .  T h e r e  i s  

n o t h i n g  t o  s u g g e s t  t h a t  f u t u r e  j o u r n a l i s t s  w i l l  a l l  w o r k  

f r o m  h o m e ,  a l t h o u g h  t h e r e  m ay  b e  a n  i n c r e a s i n g  n u m b e r  o f  

s a t e l l i t e  o f f i c e s .

C o n c lu s i o n s

T h i s  c h a p t e r  h a s  e x a m i n e d  t h e  c h a n g i n g  i n f l u e n c e  o f  t h e  

j o u r n a l i s t s  o v e r  v a r i o u s  s t r a t e g i c  c o n t i n g e n c i e s  i n  t h e  

p r o d u c t i o n  p r o c e s s .  I t  h a s  a t t e m p t e d  t o  i s o l a t e  t h e  f a c t o r s  

t h a t  s t e m  d i r e c t l y  f r o m  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t  

e d i t o r i a l  s y s t e m s  b y  a n a l y s i n g  t h e  r e l a t i o n s h i p  o f  t h e  

e d i t o r i a l  w o r k e r s  t o  t h e  p r o d u c t i o n  p r o c e s s  a n d  t h e  l a b o u r  

m a r k e t .  F r o m  t h e  a n a l y s i s ,  t w o  c e n t r a l  t h e m e s  h a v e  e m e r g e d .

T h e  f i r s t  t h e m e  i s  t h a t  t h e  r o l e  o f  t h e  s u b - e d i t o r  

s e e m s  t o  b e  g o i n g  t h r o u g h  a  t r a n s f o r m a t i o n  i n  a  n u m b e r  o f  

w a y s .  T h e  s u b  h a s  a  f a r  m o r e  c e n t r a l  r o l e  i n  t h e  p r o d u c t i o n  

p r o c e s s  u n d e r  d i r e c t  i n p u t .  N o t  o n l y  h a v e  s k i l l s  b e e n  

t r a n s f e r r e d  f r o m  t h e  p r i n t w o r k e r s  t o  t h e  s u b s ,  t o  a  m u c h  

g r e a t e r  e x t e n t  t h a n  t o  a n y  o t h e r  e d i t o r i a l  w o r k e r ,  b u t  a l s o  

t h i s  t r a n s f e r  h a s  i n t e g r a t e d  t h e  s u b - e d i t o r s  f u r t h e r  i n t o  

t h e  p r o d u c t i o n  p r o c e s s .  T h e y  a r e  e x p e r i e n c i n g  i n c r e a s e d  

p e r v a s i v e n e s s  t h r o u g h  a n  e x t e n s i o n  o f  c o n t r o l  o v e r  m a n y  o f  

t h e  t r a d i t i o n a l  p o s t - s u b b i n g  t a s k s ,  w h i l s t  s i m u l t a n e o u s l y  

e n j o y i n g  p r e - s u b b i n g  i n c r e a s e d  i n f l u e n c e  b e c a u s e  a  g r e a t e r  

n u m b e r  o f  e d i t o r i a l  w o r k e r s  a r e  o r i e n t a t e d  a r o u n d  t h e  

c h a n g i n g  s u b b i n g  p r o c e s s ,  i n  p a r t i c u l a r  n e w  d e a d l i n e s .  I n
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a d d i t i o n ,  t h e  i m m e d i a c y  o f  t h e  s u b - e d i t o r  h a s  i n c r e a s e d ,  

n o t  b e c a u s e  t h e  p e r i s h a b i l i t y  o f  t h e  p r o d u c t  h a s  a l t e r e d ,  

b u t  b e c a u s e  t e c h n o l o g y  h a s  e x t e n d e d  t h e  s u b b i n g  

d e p a r t m e n t ' s  i n f l u e n c e  o v e r  p r o d u c t i o n  -  i n  s h o r t ,  i t  h a s  

b r o u g h t  s u b s  c l o s e r  t o  t h e  p r e s s  r o o m  b y  t r a n s f e r r i n g  p r i n t  

s k i l l s  t o  t h e  e d i t o r i a l  f l o o r .

I n c r e a s e d  i n f l u e n c e  o v e r  p r o d u c t i o n  i s  a l s o  c o u p l e d  

w i t h  u p s k i l l i n g ,  a n  i n t e n s i f i c a t i o n  o f  w o r k  a n d  t h e  n e e d  

f o r  m o r e  t r a i n i n g .  T h i s  m a y  h a v e  t h e  e f f e c t  o f  i n c r e a s i n g  

t h e  e m p l o y e r ' s  d e p e n d e n c y  o n  t h e  s u b - e d i t o r  a n d  m a y  c r e a t e  

a  s k i l l  s h o r t a g e .  I n  s u c h  c i r c u m s t a n c e s  a  s u b  i s  l i k e l y  t o  

b e  a b l e  t o  c o m m a n d  h i g h e r  w a g e s ;  t h e  p r e v i o u s  c h a p t e r  h a s  

a l r e a d y  d e m o n s t r a t e d  t h a t  n e w  t e c h n o l o g y  h a s  b r o u g h t  a b o u t  

a n  i n c r e a s e  i n  j o u r n a l i s t i c  w a g e s .  T h e r e f o r e ,  t h e  t r e n d  

m i g h t  b e  t o w a r d s  l o w e r  s u b s t i t u t a b i l i t y  f o r  j o u r n a l i s t s  i n  

g e n e r a l  a n d  s u b s  i n  p a r t i c u l a r .  T h e  a n a l y s i s  s u g g e s t s  t h a t  

t h e  p o t e n t i a l  u s e  o f  f l e x i b i l i t y  t o  i n c r e a s e  

s u b s t i t u t a b i l i t y  h a s  n o t  o c c u r r e d ;  e m p l o y e r s  a r e  n o t  u s i n g  

t e c h n o l o g y  t o  u p s k i l l  p r i n t e r s ,  d e v e l o p  t h e  ' f l e x i b l e  

j o u r n a l i s t ' ,  o r  p e r i p h e r a l i s e  t h e  j o u r n a l i s t s  t h r o u g h  

p a r t - t i m e  o r  f r e e l a n c e  w o r k .

T h e  s u b  i s  t h e r e f o r e  s o l i d i f y i n g  h i s  o r  h e r  p o s i t i o n  a s  

a  k e y  e m p l o y e e .  T h e  o t h e r  j o u r n a l i s t s  a r e ,  t h e o r e t i c a l l y ,  

i n  a  w e a k e r  p o s i t i o n ,  s i n c e  n e w  t e c h n o l o g y  h a s  n o t  p r o v i d e d  

t h e m  w i t h  t h e  s a m e  p r o d u c t i o n  c o n t r o l  a s  s u b s .  I n  p r a c t i c e  

t h e  f o r t u n e s  o f  b o t h  g r o u p s  a r e  l i k e l y  t o  b e  i n t e r m i n g l e d  

u n l e s s  t h e  n e w  t e c h n o l o g i c a l  p r o d u c t i o n  e x p e r i e n c e s  o f  t h e  

s u b s  c a u s e  t h e m  t o  r e a p p r a i s e  t h e i r  v a l u e  t o  p r o d u c t i o n ,  

a n d  t h e i r  r e l a t i o n s h i p  t o  e d i t o r i a l  c o l l e a g u e s .  I n  s h o r t ,  

i t  i s  p o s s i b l e  t o  s p e c u l a t e  t h a t  t h e  c h a n g e  i n  c o n t r o l  o v e r
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s t r a t e g i c  w o r k p l a c e  c o n t i n g e n c i e s  e x p e r i e n c e d  b y  s u b s  m i g h t  

t u r n  t h e m  i n t o  a  p r o f e s s i o n a l  e l i t e ,  o r  a  m i l i t a n t  c o r e ,  o r  

b o t h .  T h i s  w i l l  b e  e x p l o r e d  f u r t h e r  i n  t h e  n e x t  c h a p t e r .

T h e  s e c o n d  t h e m e  i s  t h e  a b i l i t y  o f  j o u r n a l i s t s  u s i n g  

n e w  t e c h n o l o g y  t o  e x e r t  i n f l u e n c e  o v e r  t h e  p r o d u c t i o n  

c o n t i n g e n c i e s  a n d  l a b o u r  m a r k e t  i n  p r i n c i p l e ,  b u t  n o t  i n  

p r a c t i c e .  T h u s ,  t h e y  w e r e  a b l e ,  t h r o u g h  t h e  N U J ,  t o  

e s t a b l i s h  New T e c h n o l o g y  A g r e e m e n t s  w i t h  c l a u s e s  a n d  

p r o c e d u r e s  f o r  c o n t r o l  o f  t h e  w o r k i n g  e n v i r o n m e n t  a n d  

o p e r a t i o n  o f  t e c h n o l o g y ,  y e t  h a v e  h a d  l e s s  s u c c e s s  i n  

a c h i e v i n g  m a n a g e r i a l  c o m p l i a n c e .  T h e  NUJ s e e m s  u n a b l e  e v e n  

t o  c o n v i n c e  i t s  own  m e m b e r s  o f  t h e  v a l u e  o f  m a n y  o f  c l a u s e s  

s u c h  a s  s c r e e n  b r e a k s .

T h i s  i s  a l s o  t r u e  o f  e n t r y  t o  t h e  l a b o u r  m a r k e t .  T h e  

NUJ i s  k e e n  t o  s u p p o r t  t h e  p r o f e s s i o n a l  t r a i n i n g  s c h e m e  y e t  

i s  u n a b l e  t o  e n s u r e  i t s  u n i f o r m  a d o p t i o n  i n  p r o v i n c i a l  

n e w s p a p e r s ,  t h u s  t h e  p r o f e s s i o n a l  j o u r n a l i s t i c  

q u a l i f i c a t i o n  c a n n o t  b e  u s e d  a s  a  l a b o u r  m a r k e t  c o n t r o l ,  

u n l i k e  o t h e r  " p r o f e s s i o n s " .  New t e c h n o l o g y  m i g h t  e x a c e r b a t e  

t h e  s i t u a t i o n  f u r t h e r  b e c a u s e  m o r e  e n t e r p r i s e  s p e c i f i c  

t r a i n i n g  s e e m s  l i k e l y  a s  e m p l o y e r s  a t t e m p t  t o  m a t c h  

j o u r n a l i s t s  t o  t h e i r  ow n  c o m p a n y ' s  t e c h n o l o g y .  T h i s  p u l l  t o  

t h e  e n t e r p r i s e  m i g h t  l e a d  t o  f u r t h e r  i n - h o u s e  j o u r n a l i s t i c  

t r a i n i n g  a n d  d i v e r s i f i c a t i o n ,  r a t h e r  t h a n  s t a n d a r d i s a t i o n .

I n  t h e o r y ,  p r o d u c t i o n  c o n t r o l  h a s  m o v e d  l a r g e l y  i n  t h e  

j o u r n a l i s t s "  d i r e c t i o n .  T h e y  h a v e  a  g r e a t e r  i n f l u e n c e  o v e r  

t h e  p r o d u c t i o n  p r o c e s s ;  t h e y  a r e  l e s s  s u b s t i t u t a b l e ,  h a v e  

b e e n  u p s k i l l e d  a n d  a r e  m o r e  s o l i d l y  c o r e  w o r k e r s .  

J o u r n a l i s t s  h a v e  t h e  p o t e n t i a l  a b i l i t y  -  t h e  l a t e n t  p o w e r  -  

t o  c o n t r o l  s t r a t e g i c  c o n t i n g e n c i e s ,  y e t  i n  p r a c t i c e  l a c k ^ d o
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n o t  e x e r c i s e  t h i s  c o n t r o l . To  u n d e r s t a n d  w h y  t h i s  s h o u l d  b e  

s o ,  i t  i s  i m p o r t a n t  t o  e x a m i n e  t h e  w o r k g r o u p  c o n s c i o u s n e s s  

o f  t h e  j o u r n a l i s t s  -  t h e  s e c o n d  c o n t r o l  d i m e n s i o n .
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C H A PTER  S I X

W o r k g ro u p  C o n s c io u s n e s s

T h i s  c h a p t e r  a i m s  t o  e x p l a i n  w o r k g r o u p  c o n s c i o u s n e s s .  A s  

d e s c r i b e d  i n  c h a p t e r  t w o ,  we c a n n o t  a s s e s s  t h e  i m p a c t  o f  

n e w  t e c h n o l o g y  o n  b a r g a i n i n g  p o w e r  w i t h o u t  e x a m i n i n g  t h e  

a t t i t u d e s  o f  t h e  w o r k g r o u p  a n d  t h e i r  c o n s c i o u s n e s s  o f  a  

c h a n g e d  r o l e  o r  p o s i t i o n  w i t h i n  t h e  p r o d u c t i o n  p r o c e s s .  

T h u s  t h e  f u n d a m e n t a l  q u e s t i o n  i s ,  how h a s  n e w  t e c h n o l o g y  

a f f e c t e d  t h e  j o u r n a l i s t s ' "  c o l l e c t i v e  c o n s c i o u s n e s s  a n d  

p r o p e n s i t y  t o  a d o p t  a  t r a d e  u n i o n  w o r k g r o u p  b a r g a i n i n g  

p o s t u r e ?

T h e  c h a p t e r  b e g i n s  w i t h  a n  e x a m i n a t i o n  o f  t h e  a t t i t u d e s  

o f  t h e  j o u r n a l i s t s  t o  t h e  e x i s t i n g  w o r k g r o u p  o r g a n i s a t i o n ,  

b y  a n a l y s i n g  t h e  e x t e n t  a n d  n a t u r e  o f  c o l l e c t i v e  

c o n s c i o u s n e s s .  I t  t h e n  a s s e s s e s  w h e t h e r  t h e  a d o p t i o n  a n d  

i m p l e m e n t a t i o n  o f  d i r e c t  i n p u t  t e c h n o l o g y  e n c o u r a g e s  e i t h e r  

c o l l e c t i v i s m  o r  i n d i v i d u a l i s m .  T h i s  i s  d o n e  b y  f i r s t  

a s s e s s i n g  t h e  o p e r a t i o n a l  i m p a c t  o f  n e w  t e c h n o l o g y ,  a n d  

t h e n  e x a m i n i n g  p o s t - i n t r o d u c t i o n  a t t i t u d e s  o f  j o u r n a l i s t s  

t o  t h e  u s e  o f  t h e  d i r e c t  i n p u t  s y s t e m  a n d  t o  t h e  c h a n g e s  i n  

t h e  w o r k  p r o c e s s .  W i l l  t h e  e x p e r i e n c e  o f  u s i n g  n e w  

t e c h n o l o g y  s u p p o r t  o r  u n d e r m i n e  t h e  d e v e l o p m e n t  o f  a  

c o l l e c t i v e  c o n s c i o u s n e s s ?  How m i g h t  t h i s  o c c u r ,  a n d  w h a t  

c u r r e n t  e v i d e n c e  o f  s u c h  a  d e v e l o p m e n t  c a n  b e  f o u n d  f r o m  

t h e  n e w s p a p e r s  s t u d i e d ?  T h e  a n a l y s i s  d r a w s  o n  d a t a  f r o m  t h e  

F /M oC  i n t e r v i e w s  a n d  t h e  q u e s t i o n n a i r e  s u r v e y ,  f o c u s i n g  o n  

t w o  a r e a s :  n e w  w o r k i n g  c o n d i t i o n s  a n d  p r a c t i c e s ,  a n d  j o b  

q u a l i t y .

T h e  c o n c l u s i o n ,  i n  a s s e s s i n g  t h e  o v e r a l l  i m p a c t  o f  n e w
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t e c h n o l o g y  o n  w o r k g r o u p  c o n s c i o u s n e s s ,  e x a m i n e s  i n t e r n a l  

c o n f l i c t s  t h a t  m i g h t  a r i s e  b e t w e e n  t h e  d i s p o s i t i o n  o f  

j o u r n a l i s t s  t o w a r d s  t h e i r  w o r k  a n d  t o  w o r k g r o u p  s o l i d a r i t y ,  

a n d  a s s e s s e s  t h e  f u t u r e  r o l e  o f  t r a d e  u n i o n  c o l l e c t i v i s m  

a m o n g s t  j o u r n a l i s t s .

W o r k g r o u p  O r g a n i s a t i o n

J o u r n a l i s t s  a r e  r e p r e s e n t e d  b y  t w o  o r g a n i s a t i o n s :  t h e  

N a t i o n a l  U n i o n  o f  J o u r n a l i s t s  a n d  t h e  m u c h  s m a l l e r  

I n s t i t u t e  o f  J o u r n a l i s t s .  H i s t o r i c a l l y  b o t h  o r g a n i s a t i o n s  

s h a r e  t h e  s a m e  r o o t s ,  b u t  t h e y  s p l i t  e a r l y  i n  t h e  2 0 t h  

c e n t u r y  o v e r  how  t h e y  s h o u l d  r e p r e s e n t  j o u r n a l i s t s .  T h e  NUJ 

a d v o c a t e d  t h e  a d o p t i o n  o f  t r a d e  u n i o n  s t r a t e g i e s  i n c l u d i n g  

t h e  u s e  o f  i n d u s t r i a l  a c t i o n  w h e n  d e e m e d  a p p r o p r i a t e .  T h e  

I o J  r e j e c t e d  t h e  l e g i t i m a c y  o f  i n d u s t r i a l  a c t i o n  a n d  

a d o p t e d  a  p r i n c i p l e  o f  c o l l e c t i v e  p e r s u a s i o n  w i t h o u t  

r e l y i n g  o n  t h e  u l t i m a t e  s a n c t i o n  o f  a  w i t h d r a w a l  o f  l a b o u r ,  

t h u s ,  l i k e  t h e  N U J ,  t h e  I o J  h a s  e s t a b l i s h e d  a n  

i n s t i t u t i o n a l  f r a m e w o r k  a t  n a t i o n a l  a n d  l o c a l  l e v e l  f o r  

b a r g a i n i n g  o v e r  w a g e s  a n d  c o n d i t i o n s .

T h e  d i f f e r e n c e  b e t w e e n  t h e  t w o  o r g a n i s a t i o n s  a r i s e s  

f r o m  a  d i s a g r e e m e n t  n o t  o v e r  t h e  n e e d  f o r  c o l l e c t i v e  

r e p r e s e n t a t i o n ,  b u t  o v e r  t h e  t y p e  o f  c o l l e c t i v i s m .  

J o u r n a l i s t s  w ho  r e j e c t  c o l l e c t i v i s m  a n d  p r e f e r  a n  

i n d i v i d u a l i s t i c  a p p r o a c h  a r e  t h o s e  w h o  a r e  n e i t h e r  m e m b e r s  

o f  t h e  NUJ n o r  t h e  I o J .  E v e n  t h e y  f a l l  i n t o  t w o  c a t e g o r i e s :  

t h o s e  f o r  whom n o n - m e m b e r s h i p  i s  a  p o s i t i v e  c h o i c e ,  a n d  

t h o s e  w ho  a r e  n o n - m e m b e r s  b y  d e f a u l t  ( u s u a l l y  a p a t h y ) .  I n  

d a i l y  p r o v i n c i a l  n e w s p a p e r s ,  t h e  i n c i d e n c e  o f  i n d i v i d u a l i s m  

i s  v e r y  l o w ;  i n  t h e  s a m p l e ,  l e s s  t h a n  5% o f  t h e  j o u r n a l i s t s
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w e r e  n o n - N U J  a n d  n o n - I o J .  M o r e o v e r ,  t h e  NUJ h a s  a  d o m i n a n t  

p r e s e n c e  a c r o s s  t h e  p a i d - f o r  s e c t o r  o f  p r o v i n c i a l  

n e w s p a p e r s .  A s u r v e y  b y  t h e  NUJ ( 1 9 8 7 ,  N o v . )  r e v e a l e d  t h a t  

i n  d a i l y  p r o v i n c i a l  t i t l e s  w i t h  a  c i r c u l a t i o n  b e t w e e n  

3 0 , 0 0 0  a n d  1 5 0 , 0 0 0  a v e r a g e  NUJ d e n s i t y  w a s  o v e r  80% , w h i l s t  

d a i l i e s  w i t h  a  c i r c u l a t i o n  o f  l e s s  t h a n  3 0 , 0 0 0  a v e r a g e d  69% 

NUJ m e m b e r s h i p .  W e e k l y  n e w s p a p e r s  -  i n c l u d i n g  s o m e  f r e e  

n e w s p a p e r  g r o u p s  -  a v e r a g e d  65% NUJ m e m b e r s h i p ,  a l t h o u g h  a  

t h o r o u g h  s u r v e y  i n c l u d i n g  a l l  f r e e  t i t l e s  i s  l i k e l y  t o  

r e v e a l  a  l o w e r  f i g u r e .

T h e  w i l l i n g n e s s  o f  j o u r n a l i s t s  t o  o r g a n i s e  c o l l e c t i v e l y  

i s  a  d o m i n a n t  f e a t u r e  o f  t h e  p r o v i n c i a l  n e w s p a p e r  i n d u s t r y ,  

b u t  h o w  c a n  we c h a r a c t e r i s e  t h i s  c o l l e c t i v i s m ?  I s  i t  

p r o f e s s i o n a l  o r i e n t a t e d  o r  t r a d e  u n i o n  o r i e n t a t e d ?  T o  

a n s w e r  t h i s  we  c a n  e x a m i n e  c o l l e c t i v i s m  w i t h  r e f e r e n c e  t o  

t h e  r e s p o n s e s  t o  t h e  q u e s t i o n n a i r e .

P r o f e s s i o n a l  C o l l e c t i v i s m

P r o f e s s i o n a l i s m  i s  a  n o t o r i o u s l y  d i f f i c u l t  c o n c e p t  t o  

a n a l y s e ,  n o t  l e a s t ,  a s  L e g g e  ( 1 9 7 8 ;  p 7 5 )  p o i n t s  o u t ,  

b e c a u s e  o f  t h e  c o n f u s e d  u s e  o f  t h e  t e r m  ' p r o f e s s i o n a l ' :  " i s  

t h e  t e r m  m e a n t  t o  i n d i c a t e  t h a t  a n  o c c u p a t i o n  p o s s e s s e s  

c e r t a i n  c h a r a c t e r i s t i c s  o r  t h a t  t h e  i n d i v i d u a l s  e m p l o y e d  

p e r f o r m  t h e i r  j o b s  i n  a  c e r t a i n  m a n n e r ? . . .  o n  t h e  o n e  h a n d ,  

we t a l k  o f  t h e  ' m e d i c a l  p r o f e s s i o n ' ,  y e t  e q u a l l y  t a l k  o f  a  

' p r o f e s s i o n a l '  e n t e r t a i n e r  o r  f o o t b a l l e r . "  T h e  q u e s t i o n  o f  

w h e t h e r  j o u r n a l i s m  c a n  b e  c h a r a c t e r i s e d  a s  a  ' p r o f e s s i o n '  

i s  a n  i n t e r e s t i n g  i s s u e  -  T u n s t a l l  ( 1 9 7 1 )  f o r  e x a m p l e ,  

s u g g e s t s  t h a t  j o u r n a l i s m  i s ,  l i k e  t e a c h i n g ,  a  

s e m i - p r o f e s s i o n  -  a n d  p e r h a p s  i t  m e r i t s  a  t h e s i s  o f  i t s
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o w n ,  b u t  i t  i s  b e y o n d  t h e  s c o p e  o f  t h i s  r e s e a r c h .  H o w e v e r ,  

t h e  a s p e c t s  o f  p r o f e s s i o n a l i s m  c o n c e r n e d  w i t h  

s e l f - m a n a g e m e n t  b y  t h e  w o r k g r o u p  c a n  b e  a n a l y s e d  i n  t h e  

j o u r n a l i s t i c  c o n t e x t  a s  a n  i n d i c a t o r  o f  c o l l e c t i v i s m .  T h e s e  

p r o f e s s i o n a l - c o l l e c t i v i s t  a t t i t u d e s  a r e  p r i m a r i l y  c o n c e r n e d  

w i t h  t h e  a u t o n o m y  o f  t h e  j o u r n a l i s t s  o v e r  t h e i r  w o r k g r o u p  

o r g a n i s a t i o n :  t h e i r  a b i l i t y  t o  c o n t r o l  t h e  t r a i n i n g ,  

c o n d u c t  a n d  d i s c i p l i n e  o f  j o u r n a l i s t s ,  t h r o u g h  w h i c h  t h e  

w o r k g r o u p  w i l l  i n f l u e n c e  e n t r y  t o  a n d  e x i t  f r o m  t h e  

e m p l o y m e n t  m a r k e t .  I n  s h o r t ,  t h e  e l e m e n t s  o f  

p r o f e s s i o n a l i s m  w h i c h ,  i n  t h e  c o n t e x t  o f  a  c r a f t  

o r g a n i s a t i o n  w o u l d  c o n s t i t u t e  a  c l o s e d  s h o p .

R e s p o n d e n t s  i n  t h e  q u e s t i o n n a i r e  s u r v e y  w e r e  a s k e d  t o  

i d e n t i f y  t h e i r  j o b  a s  e i t h e r  a  t r a d e ,  c r a f t ,  o r  p r o f e s s i o n ,  

o r  t o  i n d i c a t e  t h e i r  own d e s c r i p t i o n .  T h i s  w a s  t o  d i s c o v e r  

t h e  p r o p o r t i o n  o f  NUJ j o u r n a l i s t s  w ho  c o n s i d e r e d  t h e m s e l v e s  

t o  b e l o n g  t o  a  p r o f e s s i o n  i n  s p i t e  o f  t h e i r  m e m b e r s h i p  o f  a  

t r a d e  u n i o n ;  a n  o r g a n i s a t i o n  m o r e  u s u a l l y  a s s o c i a t e d  w i t h  a  

' t r a d e '  o r  ' c r a f t ' .  T h e  r e s u l t s  a r e  l i s t e d  i n  t a b l e  6 . 1 .

T a b l e  6 . 1 :  R e s p o n d e n t s '  c l a s s i f i c a t i o n  o f  ' j o u r n a l i s m '

C r a f t
T r a d e
P r o f e s s i o n  
J u s t  a  j o b  
A r t  f o r m  
D o n ' t  k n o w

(N = 1 5 2 )

9 . 2 1 %
1 0 . 5 3 %
7 1 . 7 1 %

3 . 2 9 %
0 . 6 6 %
4 . 6 1 %

T h e  o v e r w h e l m i n g  m a j o r i t y  o p t e d  f o r  t h e  ' p r o f e s s i o n '  

c a t e g o r y .  T h e  r e s p o n d e n t s  w e r e  a l s o  i n v i t e d  t o  e x p l a i n  

t h e i r  c h o s e n  c a t e g o r i s a t i o n ;  65% o f  t h e  ' p r o f e s s i o n '
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r e s p o n d e n t s  a n s w e r e d  t h e  q u e s t i o n .  T h e  e x p l a n a t i o n s  f e l l  

i n t o  t h r e e  b r o a d  c a t e g o r i e s :  t h o s e  w h o  s t r e s s e d  s p e c i a l i s t  

t r a i n i n g  a n d  t h e  c a r e e r  s t r u c t u r e ;  t h o s e  w h o  s t a t e d  t h a t  

t h e  j o b  w a s  v o c a t i o n a l ;  a n d  t h o s e  w h o  e m p h a s i s e d  t h e  

r e s p o n s i b i l i t y  a n d  i n t e g r i t y  o f  t h e  t a s k .

A m o n g s t  t h e  m o r e  e s o t e r i c  r e s p o n s e s  w e r e  t h o s e  w h o  

c l a s s e d  j o u r n a l i s m  a s  a  p r o f e s s i o n  b y  d e f a u l t  -  f o r  

e x a m p l e ,  " a l l  w r i t e r s  a r e  a c a d e m i c s ,  a n d  a l l  a c a d e m i c s  a r e  

p r o f e s s i o n a l s " ,  o r  " i t  i s  o n  a  p a r  w i t h  o t h e r  p r o f e s s i o n s "  

o r  "we d o  n o t  m a k e  t h i n g s  s o  i t  i s  n o t  a  c r a f t ,  a n d  we  d o  

n o t  b u y  o r  s e l l  s o  i t  i s  n o t  a  t r a d e " .  O t h e r s  a s s o c i a t e d  

p r o f e s s i o n a l i s m  w i t h  w h i t e - c o l l a r  w o r k ,  f o r  e x a m p l e ,  " a n  

o f f i c e  b a s e d  j o b  c a n " t  b e  d e s c r i b e d  a s  a  c r a f t  o r  t r a d e " .  

T h e  v a r i e t y  o f  r e s p o n s e s ,  a n d  o f t e n  t h e  u n c e r t a i n t y  o f  t h e  

w o r d i n g  u s e d  b y  t h e  r e s p o n d e n t s  s u g g e s t s  t h a t  t h e r e  i s  n o  

c o n s e n s u s  a m o n g s t  j o u r n a l i s t s  a s  t o  w hy  j o u r n a l i s m  s h o u l d  

b e  l a b e l l e d  a  " p r o f e s s i o n "  -  m o r e o v e r  i t  r e f l e c t e d  t h e  

a m b i g u i t y  o f  t h e  t e r m .

F u r t h e r  q u e s t i o n s  ( n u m b e r s  8 ,  11 & 1 2 )  a t t e m p t e d  t o  

a s s e s s  a t t i t u d e s  t o  t h e  " s e l f - r e g u l a t i o n "  o f  t h e  

" p r o f e s s i o n " :  t r a i n i n g ,  a  c o d e  o f  c o n d u c t ,  a n d  a  

d i s c i p l i n a r y  b o d y  f o r  m i s c o n d u c t .  T h e  a s s u m p t i o n  b e i n g  m a d e  

i s  t h a t  i f  j o u r n a l i s t s  a d v o c a t e  s e l f - m a n a g e m e n t  t h r o u g h  

e x e r t i n g  s o l e  i n f l u e n c e  o v e r  t h e s e  a s p e c t s ,  t h e y  c a n  b e  

s a i d  t o  d e m o n s t r a t e  p r o f e s s i o n a l - c o l l e c t i v i s m .  T a b l e  6 . 2  

g i v e s  a  f u l l  b r e a k d o w n  o f  t h e  r e s p o n s e s  t o  e a c h  o f  t h e s e  

q u e s t i o n s  b y  t h e  j o u r n a l i s t s  w h o  i d e n t i f i e d  t h e i r  j o b  a s  a  

" p r o f e s s i o n " .
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T r a i n i n g  c o u r s e s  s h o u l d  b e  r u n  b y :

T a b le  6 . 2 :  Attitudes of respondents who identified their
job as a "profession".

I n d e p e n d e n t  b o d y  ( a d v i s e d  b y  j o u r n a l i s t s  & e m p l o y e r s )  55% 
O r g a n i s a t i o n  r u n  t o t a l l y  b y  j o u r n a l i s t s  34% 
N e w s p a p e r  w h e r e  t h e  t r a i n e e  i s  e m p l o y e d  8% 
E i t h e r  i n d e p e n d e n t  b o d y  o r  t h e  t r a i n e e ' s  n e w s p a p e r  3%

[N = 1 0 8 ]

A c o d e  o f  e t h i c a l  c o n d u c t  s h o u l d  b e  d e v i s e d  b y :

N e w s p a p e r  o w n e r s  & m a n a g e r s  1% 
T h e  g o v e r n m e n t  2% 
T h e  p u b l i c  2% 
J o u r n a l i s t s  43% 
B o d y  o f  a l l  t h e  a b o v e  g r o u p s  49% 
J o u r n a l i s t s  & o w n e r s / m a n a g e r s  2% 
J o u r n a l i s t s  & t h e  p u b l i c  1% 
No n e e d  f o r  a  c o d e  o f  c o n d u c t  1%

[N = 1 0 9 ]

A d i s c i p l i n a r y  o r g a n i s a t i o n  s h o u l d  c o n s i s t  o f :

O n l y  j o u r n a l i s t s  34%
P u b l i c  a p p o i n t e d  r e p s .  8%
J o u r n a l i s t s  & p u b l i c  r e p s .  15%
J o u r n a l i s t s  & l a w y e r s  4%
J o u r n s . , l a w y e r s  & p u b l i c  r e p s .  5%
J o u r n s . , o w n e r s / m a n a g e r s  & p u b l i c  4% 
J o u r n s . , o w n e r s / m a n a g e r s  & l a w y e r s  5% 
A l l  g r o u p s  ( i e .  j o u r n s . , p u b l i c  

r e p s ,  o w n e r s / m a n a g e r s  & l a w y e r s )  13% 
No n e e d  f o r  d i s c i p l i n a r y  b o d y  13%

[N = 1 0 9 ]

T h e  t a b l e  r e v e a l s  t h a t  a t  l e a s t  o n e  t h i r d  o f  t h e  

r e s p o n d e n t s  i n  e a c h  c a s e  a d v o c a t e d  s e l f - m a n a g e m e n t  a s  

d e f i n e d  a b o v e ,  h o w e v e r  a  m a j o r i t y  o f  r e s p o n d e n t s  f e l t  t h a t  

e m p l o y e r s  o u g h t  a l s o  t o  b e  i n v o l v e d  i n  t h e  t r a i n i n g  o f  

j o u r n a l i s t s ,  a n d  a l m o s t  h a l f  t h e  r e s p o n d e n t s  b e l i e v e d  t h a t  

a  c o d e  o f  c o n d u c t  s h o u l d  b e  d e v i s e d  n o t  o n l y  b y  j o u r n a l i s t s  

b u t  a l s o  b y  n e w s p a p e r  o w n e r s ,  m a n a g e r s ,  t h e  g o v e r n m e n t  a n d  

t h e  p u b l i c .  T h i s  m u l t i - i n t e r e s t  i n v o l v e m e n t  ( e s p e c i a l l y  

p u b l i c  i n v o l v e m e n t )  i s  a l s o  r e f l e c t e d  i n  t h e  " b e s t
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c o m p o s i t i o n  o f  t h e  d i s c i p l i n a r y  o r g a n i s a t i o n ' :  54% s t a t i n g  

t h a t  n o n - j o u r n a l i s t  i n t e r e s t  g r o u p s  s h o u l d  h a v e  

r e p r e s e n t a t i o n  o n  a  d i s c i p l i n a r y  b o d y ,  c o m p a r e d  w i t h  34% 

w ho  b e l i e v e  t h a t  j o u r n a l i s t s  s h o u l d  b e  t h e  s o l e  

r e p r e s e n t a t i v e s .

F r o m  t h e  t a b l e  i t  i s  i m p o s s i b l e  t o  a s s e s s  t h e  o v e r a l l  

o r i e n t a t i o n  o f  t h e  j o u r n a l i s t s ,  h o w e v e r  we  c a n  d e v e l o p  a  

' p r o f e s s i o n a l - c o l l e c t i v i s m  i n d e x '  f r o m  t h e  r e s p o n s e s  t o  t h e  

t h r e e  q u e s t i o n s ,  a n d  u s e  i t  t o  c o m p a r e  t h e  r e p l i e s  o f  t h e  

r e s p o n d e n t s  w h o  d e s c r i b e d  t h e i r  j o b  a s  a  p r o f e s s i o n  w i t h  

t h o s e  w ho  c o n s i d e r e d  j o u r n a l i s m  n o t  t o  b e  a  p r o f e s s i o n .  T h e  

i n d e x  i s  f o r m u l a t e d  b y  e x a m i n i n g  t h e  r e p l i e s  o f  e a c h  

r e s p o n d e n t  a c r o s s  t h e  t h r e e  q u e s t i o n s ,  a n d  a l l o c a t i n g  

v a l u e s  a s  f o l l o w s :

R e s p o n s e  V a l u e

T r a i n i n g  -  j o u r n a l i s t s  o n l y  = 1
-  i n d e p e n d e n t  b o d y  = 0 . 5
-  r e s t  = 0

C o d e  -  j o u r n a l i s t s  o n l y  = 1
-  j o u r n s .  & p u b l i c  = 0 . 5
-  r e s t  = 0

D i s c i p l i n e  -  j o u r n a l i s t s  o n l y  = 1
-  j o u r n s  & p u b l i c  = 0 . 5
-  j o u r n s  & l a w y e r s  = 0 . 5
-  j o u r n s / p u b / l a w .  = 0 . 5
-  r e s t  = 0

T h u s ,  a n  i n d e x  r a t i n g  o f  t h r e e  w o u l d  d e m o n s t r a t e  a  s t r o n g  

o r i e n t a t i o n  t o  p r o f e s s i o n a l - c o l l e c t i v i s m ,  w h i l s t  a  r a t i n g  

o f  z e r o  w o u l d  s h o w  t h e  r e s p o n d e n t  t o  h a v e  n o  i n c l i n a t i o n  

t o w a r d s  t h e s e  a s p e c t s  o f  p r o f e s s i o n a l i s m .  T h e  r e s u l t s  a r e  

p r e s e n t e d  i n  T a b l e  6 . 3 .
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T a b le  6.3: Orientations to professionalism

R e s p o n d e n t s  w h o  d e s c r i b e d  j o u r n a l i s m  a s :

P r o f . 
i n d e x

P r o f e s s i o n N o n - P r o f e s s i o n D o n ' t  k n o w

3
2 . 5  
2
1 . 5  
1
0 . 5
0

8
18
20
15
20
24

4

1
3
1
6
6

14
5

0
0
0
1
1
3
2

N = 1 0 9 N=3 6 N=7

T h e  t a b l e  s h o w s  t h a t  f o r  e a c h  c a t e g o r y  t h e  m a j o r i t y  o f  

r e s p o n d e n t s  d i s p l a y  a  l o w  o r i e n t a t i o n  t o  p r o f e s s i o n a l i s m  

o v e r  t h e s e  t h r e e  q u e s t i o n s .  W h i l s t  t h i s  i s  t o  b e  e x p e c t e d  

f o r  t h e  ' n o n - p r o f e s s i o n '  s a m p l e ,  i t  i s  a  s u r p r i s i n g  r e s u l t  

f o r  t h e  ' p r o f e s s i o n '  s a m p l e .  I n  t h i s  l a t t e r  g r o u p  o n l y  8 

r e s p o n d e n t s  (7% o f  t h e  s a m p l e )  d i s p l a y  a  f u l l

p r o f e s s i o n a l - c o l l e c t i v i s t  a t t i t u d e ,  b u t  o n  t h e  o t h e r  h a n d ,  

o n l y  4 r e s p o n d e n t s  a c h i e v e d  a  z e r o  r a t i n g .  T a k i n g  t h e  v a l u e  

o f  1 . 5  a s  t h e  h a l f w a y  m a r k ,  42% o f  t h e  ' p r o f e s s i o n '  g r o u p  

f e l l  a b o v e  a n d  44% f e l l  b e l o w  t h i s  v a l u e ,  c o m p a r e d  w i t h  14% 

a b o v e  a n d  69% b e l o w  f o r  t h e  ' n o n - p r o f e s s i o n '  g r o u p .  T h e  

m e a n  v a l u e s  a r e  1 . 3  ( s d = 0 . 8 8 )  f o r  t h e  ' p r o f e s s i o n '  g r o u p  

a n d  0 . 9 6  ( s d = 0 . 7 8 )  f o r  t h e  ' n o n - p r o f e s s i o n '  g r o u p ,  w h i c h  

a r e  n o t  s i g n i f i c a n t l y  d i f f e r e n t  ( p > 1 % ) .  O v e r a l l  t h e  

t e n d e n c y  i s  t o  b e  s e m i - p r o f e s s i o n a l  i n  a t t i t u d e .  T h i s  

c o n f o r m s  w i t h  t h e  e v i d e n c e  f r o m  t h e  w r i t t e n  r e s p o n s e s  t o  

j o b  c l a s s i f i c a t i o n ,  o u t l i n e d  a b o v e ,  w h i c h  s u g g e s t e d  t h a t  

t h e r e  w a s  u n c e r t a i n t y  a s  t o  w h y  j o u r n a l i s m  s h o u l d  b e  

d e s c r i b e d  a s  a  p r o f e s s i o n .

I n  s h o r t ,  t h e  j o u r n a l i s t s  i n  t h e  s a m p l e  a r e  d i v e r s e  i n  

t h e i r  a t t i t u d e s .  C o n s e n s u s  i s  n o t  r e f l e c t e d  i n  t h e  t h r e e
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c e n t r a l  e l e m e n t s  o f  p r o f e s s i o n a l  s e l f - m a n a g e m e n t . T h e  

j o u r n a l i s t s  m a y  a g r e e  t h a t  t h e y  a r e  p a r t  o f  a  p r o f e s s i o n ,  

a n d  m ay  c h o o s e  t o  l a b e l  t h e i r  j o b  a s  s u c h ,  b u t  t h e y  a r e  i n  

d i s a r r a y  o v e r  w h a t  c o n s t i t u t e s  a  p r o f e s s i o n  a n d  o v e r  w h a t  

e l e m e n t s  t h e y  s h o u l d  s e e k  s e l f - m a n a g e m e n t .  T h e  s a m p l e  

o f f e r s  n o  e v i d e n c e  t o  s u g g e s t  t h a t  u n i t y  a r i s e s ,  o r  m i g h t  

a r i s e ,  t h r o u g h  c o l l e c t i v e  p r o f e s s i o n a l  i d e n t i t y .

T ra d e  U n io n  C o l l e c t i v i s m

A s e c o n d  f o r m  o f  c o l l e c t i v i s m  i s  a s s o c i a t e d  w i t h  t h e  t r a d e  

u n i o n  o r i e n t a t i o n  o f  w o r k e r s .  I n  t h e  c o n t e x t  o f  n o n - m a n u a l  

w o r k ,  a n a l y s i s  h a s  l a r g e l y  c o n c e r n e d  t h e  q u e s t i o n  o f  

w h e t h e r  w h i t e  c o l l a r  w o r k e r s  j o i n  u n i o n s  f o r  d i f f e r e n t  

r e a s o n s  t h a n  b l u e  c o l l a r  e m p l o y e e s :  d o  t h e y  e x p r e s s  t h e

s a m e  t y p e  o f  c o l l e c t i v i s m ?  B l a c k b u r n  ( 1 9 6 7 )  s u g g e s t s  t h a t  

m e a s u r e s  o f  u n i o n a t e n e s s  c a n  b e  u s e d  t o  u n d e r s t a n d  t h e  

c h a r a c t e r  o f  t r a d e  u n i o n i s m  -  l a t e r  r e f i n e d  t o  e n t e r p r i s e  

u n i o n a t e n e s s  a n d  s o c i e t y  u n i o n a t e n e s s ,  w h i c h  h a s  a n  

i d e o l o g i c a l  e l e m e n t  ( B l a c k b u r n  e t  a l ,  1 9 7 4 ) .  A l t h o u g h  t h e s e  

m e a s u r e s  o f  u n i o n a t e n e s s  h a v e  b e e n  c r i t i c i s e d ,  i t  h a s  b e e n  

l a r g e l y  o v e r  c l a i m s  t h a t  u n i o n a t e n e s s  a l s o  d e m o n s t r a t e s  t h e  

d e g r e e  o f  c l a s s  c o n s c i o u s n e s s  p o s s e s s e d  b y  t h e  w o r k g r o u p  

( e s p e c i a l l y  B a i n  e t  a l ,  1 9 7 3 ) ,  s o  f o r  t h e  p u r p o s e s  o f  t h i s  

r e s e a r c h ,  t h e  m e a s u r e s  w i l l  b e  u s e d  s o l e l y  t o  a n a l y s e  t h e  

t r a d e  u n i o n  c o l l e c t i v i s m  o f  j o u r n a l i s t s .  I n  a d d i t i o n ,  t h e  

a n a l y s i s  w i l l  d r a w  o n  s o m e  o f  t h e  m e t h o d o l o g y  a d o p t e d  b y  

M e r c e r  a n d  W e i r  ( 1 9 7 2 )  i n  t h e i r  s t u d y  o f  w h i t e - c o l l a r  

a t t i t u d e s  t o  t r a d e  u n i o n i s m .

B l a c k b u r n ' s  s e v e n  m e a s u r e s  o f  u n i o n a t e n e s s  a r e :

1 /  D e c l a r a t i o n  a s  a  t r a d e  u n i o n .
2 /  R e g i s t r a t i o n  a s  a  t r a d e  u n i o n .
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3 /  A f f i l i a t i o n  t o  t h e  TUC.
4 /  A f f i l i a t e d  t o  t h e  L a b o u r  P a r t y .
5 /  I n d e p e n d e n c e  o f  e m p l o y e r s  f o r  p u r p o s e s  o f  n e g o t i a t i o n  

( i e .  n o t  a  s i n g l e  c o m p a n y  u n i o n ) .
6 /  A c c e p t a n c e  o f  c o l l e c t i v e  b a r g a i n i n g  a n d  p r o t e c t i o n  o f  

m e m b e r s '  i n t e r e s t s  a s  t h e  m a j o r  f u n c t i o n .
7 /  W i l l i n g n e s s  t o  t a k e  i n d u s t r i a l  a c t i o n .

W i t h  t h e  e x c e p t i o n  o f  n u m b e r  f o u r ,  t h e  NUJ m e e t s  a l l  o f  

t h e s e  c r i t e r i a ,  h o w e v e r  t h i s  s h o w s  u s  n o t h i n g  a b o u t  t h e  

c o l l e c t i v i s m  o f  t h e  m e m b e r s h i p  -  t h e  u n i o n a t e n e s s  m a y  s t e m  

f r o m  h i s t o r i c a l  t r a d i t i o n  a n d  n o t  r e f l e c t  t h e  c u r r e n t  

m e m b e r s h i p .  To  E x a m i n e  u n i o n a t e  a t t i t u d e s  a m o n g s t

j o u r n a l i s t s  i n  t h e  s a m p l e ,  r e s p o n d e n t s  w e r e  a s k e d  q u e s t i o n s  

a b o u t  t h e  w o r k g r o u p  o r g a n i s a t i o n  ( n u m b e r s  27  t o  3 2 )  w h i c h  

c o r r e s p o n d  t o  t h e  m e a s u r e s  o f  u n i o n a t e n e s s .

To  e s t a b l i s h  t h e  a t t i t u d e  t o  c o l l e c t i v e  b a r g a i n i n g ,  

r e s p o n d e n t s  w e r e  a s k e d  t o  i n d i c a t e  w h i c h  o f  t h e  f o l l o w i n g  

s t a t e m e n t s  t h e y  m o s t  a g r e e d  w i t h :

1 /  J o u r n a l i s t s  s h o u l d  h a v e  a n  o r g a n i s a t i o n  t h r o u g h  w h i c h  
t h e y  b a r g a i n  w i t h  m a n a g e m e n t  o v e r  p a y ,  c o n d i t i o n s ,  
t e c h n o l o g y ,  e t c .

2 /  J o u r n a l i s t s  s h o u l d  h a v e  a n  o r g a n i s a t i o n  t o  r e p r e s e n t  
t h e m  f o r  i n d i v i d u a l  g r i e v a n c e s ,  b u t  d e c i s i o n - m a k i n g  o v e r  
p a y ,  c o n d i t i o n s ,  t e c h n o l o g y ,  e t c .  s h o u l d  b e  l e f t  t o  
m a n a g e m e n t .

3 /  T h e r e  i s  n o  n e e d  f o r  a n y  s u c h  o r g a n i s a t i o n  f o r  
j o u r n a l i s t s .

P e r h a p s  n o t  s u r p r i s i n g l y ,  n o b o d y  a g r e e d  w i t h  s t a t e m e n t  

t h r e e ,  h o w e v e r  a  m a s s i v e  97% t i c k e d  t h e  f i r s t  s t a t e m e n t .  

T h i s  s u g g e s t s  t h a t  t h e  r e s p o n d e n t s  h a v e  a  c o l l e c t i v i s t  

a t t i t u d e  i n  t h e i r  p e r c e p t i o n s  o f  a  n e e d  f o r  a n  o r g a n i s a t i o n  

t o  b a r g a i n  w i t h  m a n a g e m e n t .  Of  c o u r s e  t h i s  o r g a n i s a t i o n  

n e e d  n o t  n e c e s s a r i l y  b e  t h e  NUJ -  a n  I o J  s a m p l e  o f  

r e s p o n d e n t s  m i g h t  h a v e  a n s w e r e d  s i m i l a r l y  -  b u t  b y  

i m p l i c a t i o n  we  c a n  a s s u m e  t h a t  t h e  r e s p o n d e n t s ,  a s  m e m b e r s  

o f  t h e  N U J ,  s e e  i t  a s  a n  a p p r o p r i a t e  o r g a n i s a t i o n  i n  t h i s  

r e s p e c t .
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There were two questions concerning affiliation to the
TUC, a n d  t h e  r e s p o n s e s  a r e  s h o w n  i n  t a b l e  6 . 4

T a b l e  6 . 4 :  A t t i t u d e s  t o  TUC a f f i l i a t i o n

I s  t h e  NU J  a f f i l i a t e d  t o  t h e  TUC?

Y e s No Don  ' t  k n o w T o t a l s

S h o u l d  i t  b e  
a f f i l i a t e d ?

Y e s 6 3 .3 % 1 .3 % 5 . 3 % 6 9 . 9 %

No 7 . 3 % 6 .0 % 2 . 7 % 1 6 . 0 %

D on ' t  k n o w  ' 1 0 . 0 % 1 .3 % 2 . 7 % 1 4 . 0 %

T o t a l s 8 0 . 6 % 8 .6 % 1 0 . 7 % 9 9 . 9 %

O v e r  80% o f  t h e  r e s p o n d e n t s  w e r e  a w a r e  t h a t  t h e  NUJ w a s  

a l r e a d y  a f f i l i a t e d  t o  t h e  TUC, a n d  t h e  m a j o r i t y  o f  t h e s e  

(63% o f  t h e  t o t a l )  f e l t  t h a t  i t  o u g h t  t o  b e  a  TUC m e m b e r .  

F u r t h e r m o r e ,  70% o f  t h e  t o t a l  a d v o c a t e d  m e m b e r s h i p  o f  t h e  

TUC i r r e s p e c t i v e  o f  w h e t h e r  t h e y  k n e w  i f  t h e  NUJ w a s  a

c u r r e n t  m e m b e r .  I n  c o n t r a s t ,  16% o f  t h e  r e s p o n d e n t s  t h o u g h t  

t h a t  t h e  NUJ s h o u l d  n o t  b e  a f f i l i a t e d ,  a n d  o n l y  7% w e r e  

a w a r e  o f  t h e  u n i o n ' s  e x i s t i n g  m e m b e r s h i p  a n d  t h o u g h t  i t  

s h o u l d  l e a v e .  Of  t h e  8 . 6 %  w ho  w e r e  w r o n g  a b o u t  t h e

a f f i l i a t i o n  a b o u t  t w o  t h i r d s  (6% o f  t h e  t o t a l )  a r e  l i k e l y

t o  w a n t  t h e  u n i o n  t o  p u l l  o u t ,  a n d  t h e  r e s t  w i l l  e i t h e r  b e  

p l e a s a n t l y  s u r p r i s e d  o r  i n d i f f e r e n t .  T a k e n  o v e r a l l  t h e  

r e s u l t s  s u g g e s t  t h a t  t h e  r e s p o n d e n t s  a r e  f a i r l y  w e l l  

i n f o r m e d  a b o u t  t h e  TUC a f f i l i a t i o n  a n d  d i s p l a y  a  u n i o n a t e  

a t t i t u d e .

T h e  i s s u e  o f  t h e  l e g i t i m a c y  o f  i n d u s t r i a l  a c t i o n  w a s  

a d d r e s s e d  b y  a s k i n g  r e s p o n d e n t s  w h e t h e r  t h e y  t h o u g h t  

j o u r n a l i s t s  a r e  e v e r  j u s t i f i e d  i n  s t r i k i n g ,  w o r k i n g  t o  

r u l e ,  u n d e r t a k i n g  g o  s l o w s ,  a n d  s o  f o r t h  ( q u e s t i o n  3 0 ) .
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A g a i n  t h e r e  i s  a  u n i f o r m i t y ,  w i t h  9 7 . 4 %  o f  t h e  r e s p o n d e n t s  

a g r e e i n g  w i t h  t h e  l e g i t i m a c y  o f  s t r i k e  a c t i o n ,  1 . 3 %  

d i s a g r e e i n g ,  a n d  1 .3 %  w h o  d i d  n o t  k n o w .  I t  m i g h t  b e  a r g u e d  

t h a t  t h i s  i s  n o t  s u r p r i s i n g  b e c a u s e  a  j o u r n a l i s t  w h o  

d i s a g r e e s  w i t h  i n d u s t r i a l  a c t i o n  i s  m o r e  l i k e l y  t o  b e  i n  

t h e  I o J  o r  n o t  p a r t  o f  a n y  c o l l e c t i v e  b o d y .  H o w e v e r ,  a  

p e r s o n  m a y  j o i n  a  u n i o n  f o r  n u m e r o u s  r e a s o n s ,  n o t  l e a s t  f o r  

t h e  b e n e f i t s  o f  c o l l e c t i v e  n e g o t i a t i o n ,  e s p e c i a l l y  i n  t h e  

a b s e n c e  o f  a n  a l t e r n a t i v e  r e p r e s e n t a t i v e  b o d y ,  a n d  

c o n s e q u e n t l y  m a y  c o m p r o m i s e  h i s  o r  h e r  v i e w  a b o u t

i n d u s t r i a l a c t i v i t y . F u r t h e r m o r e ,  b y b e i n g  i n t h e

j o u r n a l i s t s c a n  u s e t h e i r  i n f l u e n c e a n d  v o t e s t o

i n d u s t r i a l  a c t i o n  w i t h  t h e  s a m e  v i g o u r  a s  t h o s e  who  s e e k  t o  

p r o m o t e  i n d u s t r i a l  a c t i o n .

Two q u e s t i o n s  w e r e  a s k e d  a b o u t  p o l i c i e s  t h e  NUJ s h o u l d  

p u r s u e :  t h e  f i r s t  ( n u m b e r  3 1 )  -  i n s p i r e d  b y  M e r c e r  & W e i r ' s  

s t u d y  ( 1 9 7 2 )  -  i n v i t e d  r e s p o n d e n t s  t o  r a n k  a  s e r i e s  o f  

s e v e n  p o l i c i e s  i n  o r d e r  o f  i m p o r t a n c e ;  t h e  s e c o n d  ( n u m b e r  

3 2 )  a s k e d  t h e m  t o  s t a t e  w h y  t h e y  w e r e  a  m e m b e r  o f  t h e  N U J .  

F r o m  t h e s e  q u e s t i o n s  i t  w a s  h o p e d  t h a t  a n  i m p r e s s i o n  c o u l d  

b e  g a i n e d  a b o u t  t h e  j o u r n a l i s t s '  a t t i t u d e s  t o  t h e  r o l e  o f  

t h e  u n i o n ,  b e a r i n g  i n  m i n d  t h a t  u n i o n a t e n e s s  i s  l i k e l y  t o  

b e  r e f l e c t e d  i n  t h e  a d v o c a c y  o f  ' c o l l e c t i v e  b a r g a i n i n g '  a n d  

' p r o t e c t i o n  o f  i n t e r e s t s '  a s  t h e  t w o  m a j o r  f u n c t i o n s  o f  t h e  

N U J .

E a c h  o f  t h e  s e v e n  p o l i c i e s  i n  q u e s t i o n  31 w a s  g i v e n  a  

s c o r e  o f  s i x  t o  z e r o  a c c o r d i n g  t o  t h e  r a n k  o r d e r i n g  o f  t h e  

r e s p o n d e n t  ( f i r s t  p l a c e  r e c e i v e d  s i x  p o i n t s ,  s e c o n d  p l a c e  

f i v e ,  a n d  s o  o n ) .  T h e  s c o r e s  f o r  t h e  w h o l e  s a m p l e  w e r e  t h e n  

a d d e d  t o  g i v e  a n  o v e r a l l  p o l i c y  l e a g u e  -  t a b l e  6 . 5 .
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Table 6.5: Attitudes to NUJ policy

R a n k As % o f
s c o r e m a x i m u m P o l i c y  o b j e c t i v e

8 6 7 94% N e g o t i a t e  f o r  b e t t e r  w a g e s  a n d  c o n d i t i o n s
7 4 3 81% P r o t e c t i o n  a g a i n s t  r e d u n d a n c y  o r d i s m i s s a l
5 2 0 57% P r o b l e m s  o f  i n d i v i d u a l  m e m b e r s
3 9 4 43% F o r u m  f o r  d e b a t e  o f  j o u r n a l i s t i c m a t t e r s
3 7 2 41% A c h i e v e  p r o f e s s i o n a l  r e c o g n i t i o n
2 0 6 22% A c h i e v e  100% m e m b e r s h i p
1 0 8 12% O r g a n i s e  s o c i a l  e v e n t s

[N = 1 5 3 M a x . p o s s i b l e  s c o r e  = 9 1 8 .  M i n .  = 0 ]

T h e  t a b l e  r e v e a l s  t h a t  t h e  b a r g a i n i n g  a n d  p r o t e c t i o n  r o l e s  

o f  t h e  NUJ a r e  c o n s i d e r e d  t o  b e  v e r y  i m p o r t a n t  p o l i c i e s  b y  

t h e  r e s p o n d e n t s ,  a n d  i n d i c a t e s  u n i o n a t e  a t t i t u d e s .  T h e  

u n i o n ' s  r o l e  a s  a n  a d v o c a t e  f o r  t h e  i n d i v i d u a l  i s  

c o n s i d e r a b l y  l o w e r  t h a n  t h e  f i r s t  t w o  p o l i c i e s ,  w h i l s t  t h e  

p o l i c i e s  m o r e  a s s o c i a t e d  w i t h  ' p r o f e s s i o n a l '  i s s u e s  l i e  

f o u r t h  a n d  f i f t h ,  a l t h o u g h  t h e s e  s c o r e  h i g h e r  t h a n  t h e  

c l o s e d  s h o p  p o l i c y .  T h e  r e s p o n s e s  r e v e a l  a  u n i o n a t e  

a t t i t u d e  o v e r  t h e  p o l i c y  r o l e  o f  t h e  N U J ,  p a r t i c u l a r l y  

s i n c e  t h e  b a r g a i n i n g  a n d  j o b  p r o t e c t i o n  p o l i c i e s  s c o r e d  

c o n s i d e r a b l y  h i g h e r  t h a n  t h e  o t h e r s ;  m o s t  r e s p o n d e n t s  

r a n k e d  t h e m  f i r s t  o r  s e c o n d ,  t h e  d i f f e r e n c e  p r o b a b l y  

r e f l e c t i n g  t h e  j o u r n a l i s t ' s  p e r s o n a l  p r i o r i t i e s  w i t h  

r e s p e c t  t o  t h e  p r o t e c t i o n a l  o r  p r o m o t i o n a l  r o l e  o f  t h e  N U J .

To  s u p p o r t  t h i s  q u e s t i o n ,  r e s p o n d e n t s  w e r e  a s k e d  w h y  

t h e y  w e r e  m e m b e r s  o f  t h e  N U J .  T h i s  o p e n  q u e s t i o n  b r o u g h t  

a b o u t  a  f a i r  d e g r e e  o f  c o n s i s t e n c y  i n  t h e  r e s p o n s e s ,  t h u s  

i t  w a s  p o s s i b l e  t o  d e f i n e  t h e  r e s p o n s e  c a t e g o r i e s  a s  l i s t e d  

i n  t a b l e  6 . 6 .
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T a b le  6 . 6 :  Reasons for NUJ membership

PROTECTION
-  o f  j o b
-  o f  c o n d i t i o n s

2 4 }
43 *

31 2 2 . 6 %

TO IMPROVE -  p a y  & c o n d i t i o n s  
-  c o n d i t i o n s 8 5 . 8 %

TO PROTECT & IMPROVE CONDITIONS 11 8 . 0 %

FOR BARGAINING
FOR INFLUENCE/REPRESENTATION x 9o> 19 1 3 . 9 %

WORKPLACE SOLIDARITY/STREN GTH 
INDUSTRIAL SOLIDARITY

I S }
2 ; 20 1 4 . 6 %

P O L IT IC A L  B E L IE F S 16 1 1 . 7 %

PEER PRESSURE 13 9 .5 %

NO ALTERNATIVE ORGANISATION 
BETTER THAN THE I O J 5 )3 ; 8 5 . 8 %

HABIT 7 5 .1 %

OTHER REASONS 4 2 . 9 %

[ N = 1 3 7 ] [ 1 0 0 % ]

T h e  m o s t  com m on r e a s o n  f o r  m e m b e r s h i p  w a s  p r o t e c t i o n  

a g a i n s t  t h e  e r o s i o n  o f  w o r k i n g  c o n d i t i o n s  o r  j o b  l o s s .  T h e  

r e s p o n s e s  d i d  n o t  g i v e  t h e  i m p r e s s i o n  t h a t  t h e  NUJ c o u l d  

a c h i e v e  i m p r o v e m e n t s  -  t h e r e  w a s  a  d i s t i n c t  f e e l i n g  o f  t h e  

d e f e n s i v e n e s s .  F o r  e x a m p l e ,  o f  t h e  20  r e s p o n d e n t s  w h o  s a i d  

t h e y  j o i n e d  f o r  r e a s o n s  o f  s o l i d a r i t y ,  t h e  m a j o r i t y  f e l t  

t h a t  c o l l e c t i v e  s t r e n g t h  w a s  t h e  m e a n s  b y  w h i c h  j o u r n a l i s t s  

c o u l d  h o l d  b a c k  m a n a g e r i a l  e x c e s s e s  r a t h e r  t h a n  p u s h  f o r  

i m p r o v e m e n t s .  A l m o s t  14% o f  t h e  r e s p o n d e n t s  s a i d  t h e y  

j o i n e d  b e c a u s e  o f  t h e  N U J ' s  b a r g a i n i n g  r o l e ,  m o s t

s u g g e s t i n g  t h a t  m e m b e r s h i p  w a s  t h e  o n l y  w a y  o f  s e c u r i n g  

s o m e  f o r m  o f  r e p r e s e n t a t i o n  a t  w o r k .  A b o u t  12% o f  t h e  

r e s p o n d e n t s  w e r e  i n  t h e  NUJ b e c a u s e  o f  t h e i r  p o l i t i c a l  

b e l i e f s ,  w h i l s t  6% h a d  j o i n e d  b e c a u s e  t h e r e  w a s  n o  

a l t e r n a t i v e  e f f e c t i v e  o r g a n i s a t i o n ,  a n d  9 .5 %  w e r e  m e m b e r s
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a s  a  r e s u l t  o f  p r e s s u r e  f r o m  t h e i r  w o r k  c o l l e a g u e s .

T h e  i m p r e s s i o n  g i v e n  i s  t h a t  m o s t  r e s p o n d e n t s  j o i n e d  

t h e  NUJ b e c a u s e  i t  o f f e r e d  " i n s u r a n c e ' '  w h i l s t  a l l o w i n g  t h e  

p o s s i b i l i t y  o f  i m p r o v e m e n t s .  T h e  w i d e r  i d e o l o g i c a l  

c o m m i t m e n t  t o  t r a d e  u n i o n i s m  w a s  e x p r e s s e d  b y  12% ,  b u t  t h e  

r e s t  w e r e  u n i o n  m e m b e r s  f o r  p r a g m a t i c  r e a s o n s ,  l a r g e l y  

b a s e d  o n  s e l f - i n t e r e s t  -  a n d  i n  t h i s  s e n s e  t h e y  m i g h t  b e  

s a i d  t o  b e  d i s p l a y i n g  i n d i v i d u a l i s m .  T h i s  v e r y  m u c h  

r e f l e c t s  t h e  f i n d i n g s  o f  M e r c e r  & W e i r  ( 1 9 7 2 )  w h o  s u g g e s t  

t h a t  w h i t e  c o l l a r  w o r k e r s  h a v e  a  t e n d e n c y  t o  d i s p l a y  "a 

" c o n d i t i o n a l  a s s e n t "  n o t  t o  t h e  v a l u e s  n e c e s s a r i l y ,  b u t  t o  

t h e  p o s s i b l e  e f f i c a c y  o f  t r a d e  u n i o n s  i n  o b t a i n i n g  t a n g i b l e  

b e n e f i t s  f o r  t h e i r  m e m b e r s "  ( 1 9 7 2 ;  p 5 7 ) .

I n  e x a m i n i n g  t h e  r e s p o n s e s  a c r o s s  a l l  t h e  q u e s t i o n s ,  

t h e r e  i s  c o n s i d e r a b l e  e v i d e n c e  t h a t  t h e  r e s p o n d e n t s  d i s p l a y  

e n t e r p r i s e  u n i o n a t e n e s s : t h e y  h a v e  o p t e d  i n t o  m e m b e r s h i p ,

s u p p o r t  a f f i l i a t i o n  t o  t h e  TUC, e m p h a s i s e  t h e  p r o t e c t i o n  

a n d  b a r g a i n i n g  r o l e  o f  t h e  N U J ,  a n d  a r e  w i l l i n g  t o  t a k e  

i n d u s t r i a l  a c t i o n .  To  t h i s  e x t e n t ,  t h e  r e s p o n d e n t s  a r e  

t r a d e  u n i o n  o r i e n t a t e d  i n  t h e i r  c o l l e c t i v i s m .

Sum m ary a n d  som e p r e l i m i n a r y  c o n c l u s i o n s

O v e r a l l  t h e r e  a p p e a r s  t o  b e  s t r o n g  e v i d e n c e  o f  c o l l e c t i v i s m  

a m o n g s t  t h e  r e s p o n d e n t s .  A l a r g e  p r o p o r t i o n  o f  t h e  

j o u r n a l i s t s  i n  p r o v i n c i a l  n e w s p a p e r s  a r e  m e m b e r s  o f  t h e  NUJ 

p a r t i c u l a r l y  i n  t h e  d a i l y  p a i d - f o r  s e c t o r .  T h e r e  i s  

l i t t l e  e v i d e n c e  o f  p r o f e s s i o n a l - c o l l e c t i v i s m  b e c a u s e  

a l t h o u g h  t h e  r e s p o n d e n t s  c h a r a c t e r i s e d  t h e i r  j o b  a s  a  

p r o f e s s i o n  t h e r e  w a s  l o w  p r o f e s s i o n a l  o r i e n t a t i o n  o v e r  

s e l f - m a n a g e m e n t  o f  t h e  " p r o f e s s i o n " .  On t h e  o t h e r  h a n d ,  t h e
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r e s p o n d e n t s  d i s p l a y e d  a  h i g h  d e g r e e  o f  u n i o n a t e n e s s  a n d  

s e e m e d  t h e r e f o r e  m o r e  f a v o u r a b l y  d i s p o s e d  t o  t r a d e  u n i o n  

c o l l e c t i v i s m .

T h i s  t r a d e  u n i o n  c o l l e c t i v i s m ,  h o w e v e r ,  m i g h t  b e  s e e n  

b y  i n d i v i d u a l  j o u r n a l i s t s  a s  t h e  b e s t  w a y  o f  e n h a n c i n g  

t h e i r  own i n t e r e s t s  -  c o l l e c t i v i s m  may  b e  t h e  m e a n s  t o  a n  

e n d ,  r a t h e r  t h a n  a  p o l i t i c a l  e n d  i n  i t s e l f .  T h i s  p o i n t  h a s  

b e e n  m a d e  b y  R o b e r t s  e t  a l  ( 1 9 7 7 )  w h o  a r g u e  t h a t  w h i t e  a n d  

b l u e  c o l l a r  w o r k e r s  a r e  e q u a l l y  ' w i l l i n g  t o  s u p p o r t  e i t h e r  

i n d i v i d u a l i s t i c  o r  c o l l e c t i v e  a c t i o n ,  o r  a  c o m b i n a t i o n  o f  

b o t h ,  d e p e n d i n g  o n  t h e  s t r a t e g y  t h a t  b e s t  f i t s  t h e i r

s i t u a t i o n s '  ( q u o t e d  i n  H ym an  & P r i c e ,  1 9 8 3 ;  p l 7 2 ) .  T h e

o r i e n t a t i o n  t o w a r d s  t r a d e  u n i o n  c o l l e c t i v i s m  m ay  b e  a

r e s u l t  o f  t h e  c h a n g i n g  w o r k  e n v i r o n m e n t  o f  p r o v i n c i a l  

n e w s p a p e r s .  S i m p s o n  ( 1 9 8 1 )  h a s  a r g u e d  t h a t  t h e  

c o m m e r c i a l i s a t i o n  o f  t h e  p r o v i n c i a l  p r e s s  i n  t h e  1 9 6 0 s  a n d  

1 9 7 0 s  h a s  h a d  t h e  e f f e c t  o f  e x t r a c t i n g  g r e a t e r  l e v e l s  o f  

p r o d u c t i v i t y  f r o m  j o u r n a l i s t s  a n d  ' r o u t i n i s i n g '  t h e  w o r k ,  

t h e r e b y  c r e a t i n g  a n  u p s u r g e  i n  t h e  t r a d e  u n i o n  o r i e n t a t i o n  

o f  j o u r n a l i s t s .  He a r g u e s  t h a t  t h e y  s o u g h t  p r o t e c t i o n

t h r o u g h  t h e  NUJ a n d  i d e n t i f i e d  i t  a s  t h e  m o s t  a p p r o p r i a t e  

p r o m o t i o n a l  b o d y .  T h e  s a m p l e  e v i d e n c e  s u p p o r t s  t h i s  v i e w  

a n d  r a i s e s  t h e  w i d e r  i s s u e  o f  w h e t h e r  c u r r e n t  d e v e l o p m e n t s  

i n  t e c h n o l o g y  w i l l  h a v e  a n  i m p a c t  o n  t h i s  t r a d e  u n i o n  

c o l l e c t i v i s t  o r i e n t a t i o n .  I n  w h a t  w a y s  m i g h t  d i r e c t  i n p u t  

e n c o u r a g e  g r e a t e r  c o l l e c t i v i s m  o r  i n d i v i d u a l i s m  a m o n g s t  

j o u r n a l i s t s ?

New T e c h n o lo g y ,  C o l l e c t i v i s m  a n d  I n d i v i d u a l i s m

To i d e n t i f y  t h e  e f f e c t  t h a t  d i r e c t  i n p u t  h a s  o n  w o r k g r o u p
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o r g a n i s a t i o n  we c a n  p u t  f o r w a r d  t w o  a l t e r n a t i v e  h y p o t h e s e s :  

t e c h n o l o g y  b r i n g s  i n c r e a s e d  s h a r e d  w o r k  e x p e r i e n c e s  t h r o u g h  

c l o s e r  i n t e g r a t i o n  o f  j o u r n a l i s t i c  w o r k ,  o r  t e c h n o l o g y  

s e g m e n t s  t a s k s  a n d  i s o l a t e s  j o u r n a l i s t s  i n  t h e  e d i t o r i a l  

p r o c e s s .  T h e  f o r m e r  s u g g e s t s  i n c r e a s e d  c o l l e c t i v i s m ,  t h e  

l a t t e r  i n c r e a s e d  i n d i v i d u a l i s m .  B u t  i s  t h e r e  a n y  e v i d e n c e  

f r o m  t h e  c a s e  s t u d i e s  t o  s u p p o r t  e i t h e r  o f  t h e s e  

h y p o t h e s e s ?

I n c r e a s e d  c o l l e c t i v i s m  m i g h t  a r i s e  i n  t w o  f o r m s  i n  

r e l a t i o n  t o  n e w  t e c h n o l o g y .  F i r s t ,  m o r e  j o u r n a l i s t s  m a y  s e e  

t h e  n e e d  t o  c o m b i n e  c o l l e c t i v e l y  p r i o r  t o  t h e  i n t r o d u c t i o n  

o f  t e c h n o l o g y ,  i n  o r d e r  t o  e n s u r e  t h e y  a r e  c o v e r e d  b y  t h e  

b a r g a i n i n g  p r o c e s s .  I f  t h i s  w e r e  s o  t h e n  i t  m i g h t  b e  

p o s s i b l e  t o  m e a s u r e  t h e  m o v e  t o  c o l l e c t i v i s m  b y  e x a m i n i n g  

u n i o n  d e n s i t y  b e f o r e  a n d  a f t e r  t e c h n o l o g y ;  a n  i n c r e a s e  

m i g h t  s u g g e s t  a  m o v e  t o  c o l l e c t i v i s m .  S u c h  a n  a n a l y s i s  i s  

m e t h o d o l o g i c a l l y  i m p o s s i b l e  n o t  o n l y  b e c a u s e  o f  t h e  

i n a c c u r a t e  r e c o r d s  o f  i n d i v i d u a l  c h a p e l  m e m b e r s h i p ,  b u t  

m o r e  i m p o r t a n t l y  b e c a u s e  a n y  c h a n g e s  a r e  m e a n i n g l e s s  

w i t h o u t  f u l l  d e t a i l s  o f  d e m o g r a p h i c  c h a n g e s  i n  t h e  

c o m p o s i t i o n  o f  t h e  e d i t o r i a l  w o r k f o r c e .  H o w e v e r ,  a n  

i m p r e s s i o n  o f  c h a p e l  i n t e r e s t  o r  a p a t h y  w a s  g a i n e d  f r o m  

s t e w a r d s  a t  e a c h  o f  t h e  c a s e  s t u d i e s  b y  a s k i n g  t h e m  w h e t h e r  

t h e y  h a d  n o t i c e d  i f  a n y  n e w  m e m b e r s  h a d  e x p r e s s e d  c o n c e r n  

o v e r  t e c h n o l o g y .  Two s t e w a r d s  s a i d  t h a t  t h e  c h a p e l  h a d  

i n c r e a s e d  m e m b e r s h i p  b e c a u s e  o f  t e c h n o l o g y ,  b u t  i n  b o t h  

c a s e s  t h e  n e w  m e m b e r s  w e r e  i n  f a c t  l a p s e d  NUJ m e m b e r s .

T h e  s e c o n d  w a y  i n  w h i c h  n e w  t e c h n o l o g y  m i g h t  i n c r e a s e  

c o l l e c t i v i s m  i s  b y  i n t e g r a t i n g  j o u r n a l i s t s  m o r e  c l o s e l y  i n  

t h e  o f f i c e .  T h i s  c a n  t a k e  a  n u m b e r  o f  f o r m s .  S o c i a l
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i n t e g r a t i o n  m i g h t  b e  e n h a n c e d  s i n c e  a  l a r g e r  p a r t  o f  t h e  

p r o d u c t i o n  p r o c e s s  i s  now  c o m p l e t e d  o n  t h e  e d i t o r i a l  f l o o r .  

T h i s ,  a s  h a s  b e e n  s u g g e s t e d  i n  c h a p t e r  f i v e ,  h a s  b r o k e n  

d o w n  t r a d i t i o n a l  d e m a r c a t i o n  a l t h o u g h  i t  h a s  n o t  l e d  t o  t h e  

f u l l y  f l e x i b l e  j o u r n a l i s t .  C o n s e q u e n t l y ,  m o r e  s o c i a l  

i n t e r a c t i o n  i n  t e r m s  o f  ' p r o d u c t i o n  r e l a t i o n s h i p s '  t a k e s  

p l a c e  o n  t h e  o f f i c e  f l o o r  b e c a u s e  t h e r e  a r e  f e w e r  p e o p l e ,  

a n d  t h e r e  i s  l e s s  d e p a r t m e n t a l  s e g m e n t a t i o n .  I n  m o s t  

n e w s p a p e r s  t h e  n e w  t e c h n o l o g y  h a s  l e d  t o  t h e  r e f u r b i s h m e n t  

o f  t h e  o f f i c e  w i t h  n e a r l y  a l l  n e w s p a p e r s  now  a d o p t i n g  a n  

o p e n  p l a n  l a y o u t  i n s t e a d  o f  s e p a r a t e  r o o m s  f o r  s u b s ,  s p o r t ,  

f e a t u r e s  a n d  s o  f o r t h ,  t h e r e b y  i n c r e a s i n g  p h y s i c a l  

i n t e g r a t i o n .

C o m m u n i c a t i o n  m a y  a l s o  b e c o m e  e a s i e r  b e c a u s e  o f  t h e  

r e d u c e d  n o i s e  l e v e l  a s  t h e  c l a t t e r  o f  t y p e w r i t e r s  i s  

r e p l a c e d  b y  t h e  g e n t l e  t a p p i n g  o f  t h e  c o m p u t e r  k e y s .  A t  o n e  

n e w s p a p e r  t h e r e  w a s  a  m o v e  b y  m a n a g e m e n t  t o  i n c r e a s e  v e r b a l  

c o m m u n i c a t i o n  a m o n g s t  j o u r n a l i s t s ,  a n d  t h e  c o m p u t e r  m a n a g e r  

r e m o v e d  t h e  ' i n t e r n a l  m a i l '  f a c i l i t y  f r o m  t h e  c o m p u t e r  

s y s t e m  s o  t h a t  m e m o r a n d a  c o u l d  n o t  b e  p a s s e d  v i a  t h e  

s c r e e n .  C o n v e r s e l y ,  a n o t h e r  c o m p a n y  e r e c t e d  d i v i d i n g  

s c r e e n s  a f t e r  t h e  o p e n  p l a n  o f f i c e  w a s  d e e m e d  t o  b e  t o o  

' v o c a l ' .  C o n v e r s a t i o n  p r e v i o u s l y  d r o w n e d  b y  n o i s e y  

t y p e w r i t e r s  b e c a m e  a u d i b l e  a n d  ' d i s t r a c t i n g '  -  n o t  l e a s t  

b e c a u s e  r i v a l  p u b l i c a t i o n s  ( a l t h o u g h  o w n e d  b y  t h e  s a m e  

c o m p a n y )  s h a r e d  t h e  s a m e  o f f i c e  a n d  a c c u s a t i o n s  o f  s t e a l i n g  

a n d  ' s p o i l i n g '  s t o r i e s  a r o s e .

T h e  e x t e n t  t o  w h i c h  c l o s e r  i n t e g r a t i o n  w i l l  e n c o u r a g e  

c o l l e c t i v i s m  l a r g e l y  d e p e n d s  o n  w h e t h e r  j o u r n a l i s t s  

p e r c e i v e  a  c o m m o n a l i t y  i n  t h e i r  w o r k .  T h i s  m a y  b e  f i l t e r e d
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t h r o u g h  t h e i r  s p e c i f i c  r e l a t i o n s h i p s  t o  t h e  p r o d u c t i o n  

p r o c e s s  o r  t h r o u g h  t h e i r  s h a r e d  e x p e r i e n c e s  ( p o s i t i v e  o r  

n e g a t i v e )  i n  t h e i r  u s e  o f  n e w  t e c h n o l o g y .  B o t h  t h e s e  i s s u e s  

w i l l  b e  e x p l o r e d  i n  d e t a i l  l a t e r  i n  t h i s  c h a p t e r .

T h e  a l t e r n a t i v e  h y p o t h e s i s  t h a t  n e w  t e c h n o l o g y  w i l l  

i s o l a t e  j o u r n a l i s t s  a n d  r e d u c e  t h e i r  p r o p e n s i t y  t o  i d e n t i f y  

c o l l e c t i v e  i n t e r e s t s  c a n  b e  e x a m i n e d  b y  a s s e s s i n g  t h e i r  

a t t i t u d e s  t o  d i r e c t  i n p u t  a n d  t h e  i n d i v i d u a l  c o n t r o l  

i m p l i c a t i o n s  o f  t h e  d i r e c t  i n p u t  s y s t e m .

C h a p t e r  f i v e  c o n c l u d e d  t h a t  t h e r e  h a d  b e e n  n o  

s i g n i f i c a n t  i n c r e a s e  i n  e i t h e r  h o m e - w o r k i n g  o r  f r e e l a n c e  

c o n t r i b u t i o n s  a s  a  r e s u l t  o f  n e w  t e c h n o l o g y ,  a n d  t h e r e f o r e  

t h e  i s o l a t i o n  e x p e r i e n c e d  b y  '’d i s t a n c e d '  w o r k e r s  i s  n o t  

r e l e v a n t  f o r  j o u r n a l i s t s .  T o  a s s e s s  f e e l i n g s  o f  i s o l a t i o n  

t h e  f o c u s  o f  a t t e n t i o n  m u s t  b e  t h e  e d i t o r i a l  r o o m  -  i n  

p a r t i c u l a r  t h e  p h y s i c a l  w o r k s t a t i o n  a n d  t h e  w o r k i n g  

p r a c t i c e s  o f  t h e  j o u r n a l i s t .  T h e  m o s t  r e c e n t  NUJ b o o k l e t  o n  

n e w  t e c h n o l o g y  ( N U J ,  M a r c h  1 9 8 7 )  a r g u e s  t h a t  w o r k i n g  o n  

VDUs c r e a t e s  a  s e n s e  o f  i s o l a t i o n  w h i c h  l e a d s  t o  i n c r e a s e d  

s t r e s s .  I t  s t a t e s  t h a t  t h i s  i s  p a r t i c u l a r l y  p r e v a l e n t  

a m o n g s t  s u b s  w h o  s p e n d  a l l  d a y  o n  s c r e e n  w o r k .  D r a w i n g  

e v i d e n c e  f r o m  s u r v e y s  i n  t h e  U n i t e d  S t a t e s  a n d  J a p a n ,  t h e  

NUJ r e p o r t  c o n c l u d e s :

J o u r n a l i s t s  who sp en d  lo n g  p e r io d s  o f  t h e i r  w o rk in g  d a y  in  
f r o n t  o f  a  s c r e e n  w i l l  e x p e r i e n c e  s o c i a l  i s o l a t i o n  -  become 
'h e r m i t s ' ,  a s  a n  A m erican  c o p y - e d i to r  o n ce  p u t  i t .  [NUJ, 

M arch 1987 . plO]

T h i s  c o u n t e r s  t h e  a r g u m e n t  s t a t e d  a b o v e  t h a t  l o w e r  n o i s e  

a n d  o p e n  p l a n  o f f i c e s  w i l l  e n c o u r a g e  v e r b a l  c o m m u n i c a t i o n .  

T h e  F /M o C s w h o  w e r e  i n t e r v i e w e d  a d o p t e d  t h e  i n c r e a s e d  

i s o l a t i o n  a r g u m e n t  o n  t h e  b a s i s  t h a t  t h e  VDUs o b s c u r e  m o r e
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o f  a  j o u r n a l i s t ' s  f i e l d  o f  v i s i o n  w h e n  s i t t i n g  a t  t h e  d e s k ,  

a n d  r e q u i r e  a  g r e a t e r  d e g r e e  o f  c o n c e n t r a t i o n .  T h e y  a g r e e d  

t h a t  n o i s e  l e v e l s  w e r e  r e d u c e d ,  b u t  a r g u e d  t h a t  t h i s  h a s  a n  

i n h i b i t i n g  e f f e c t  b e c a u s e  ' c h a t '  i s  m o r e  e a s i l y  h e a r d ,  

e s p e c i a l l y  b y  s u p e r i o r s  w h o  s h a r e  t h e  s a m e  o f f i c e .  T h e y  

s a i d  t h a t  v e r b a l  c o m m u n i c a t i o n  i s  c o n s e q u e n t l y  r e d u c e d  

b e c a u s e  t h e  t e n d e n c y  i s  t o  r e s t r i c t  i t  t o  w o r k  m a t t e r s  a s  

o p p o s e d  t o  s o c i a l  m a t t e r s .  A n u m b e r  o f  t h e  s t e w a r d s  a l s o  

f e l t  t h a t  t h e  e n v i r o n m e n t  h a d  b e c o m e  m o r e  ' c l i n i c a l '  w h i c h  

a g a i n  h a d  t h e  e f f e c t  o f  r e d u c i n g  s o c i a l  d i s c u s s i o n s .

T h i s  v i e w  w a s  n o t  r e s t r i c t e d  t o  t h e  F /M o C s  w h o ,

a r g u a b l y ,  m a y  h a v e  b e e n  t a k i n g  a  ' u n i o n  l i n e '  o n  t h e  i s s u e .

An e d i t o r  o f  o n e  o f  t h e  l a r g e  n e w s p a p e r s  c o m m e n t e d :

Somehow t h e r e  d o e s n ' t  seem  a s  much fu n  a ro u n d  t h e  s u b s  d e s k . 
T h e re  d o e s n ' t  seem  t im e  f o r  jo k e s  o r  c h a t t e r ,  b e c a u s e  you  a r e  
v e r y  c o n s c io u s  o f  t h e  s c r e e n .  I  know m y s e lf  t h a t  i f  som eone 
s t a r t s  f o o l i n g  a ro u n d  i t  t a k e s  y o u r  m ind o f f  w h a t 's  g o in g  on  
on th e  s c r e e n  and  you c a n  m is s  a  few  m i s t a k e s . I  t h in k  
s o c i a l l y  t h e  o f f i c e  i s  n o t  q u i t e  a s  much f u n .

T h e  i s o l a t i o n  m a y  b e  p a r t  o f  a  l e a r n i n g  c u r v e ;  a s  

j o u r n a l i s t s  b e c o m e  m o r e  f a m i l i a r  a n d  c o m f o r t a b l e  w i t h  t h e  

e q u i p m e n t ,  t h e  o f f i c e  ' a t m o s p h e r e '  m a y  b e c o m e  m o r e  r e l a x e d .  

E v i d e n c e  o f  t h i s  i s  p r o v i d e d  b y  o n e  o f  t h e  n e w s p a p e r s  w h e r e  

d i r e c t  i n p u t  h a s  b e e n  o p e r a t i o n a l  s i n c e  e a r l y  1 9 8 6  -  a  s u b  

c o m m e n t e d :

When t h e  VDUs w e re  f i r s t  in t r o d u c e d  th e y  w e re  t r e a t e d  l i k e  
p r e c io u s  o b j e c t s .  S lo w ly  p e o p le  g o t  u se d  t o  them  -  s t i c k e r s  
and  c a r to o n s  s t a r t e d  t o  a p p e a r  on them , j u s t  l i k e  t h e  o ld  
t y p e w r i t e r s .  P e o p le  s t a r t e d  t o  c u s to m is e  them  -  b u t  t h e y ' r e  
s t i l l  m o n s t r o s i t i e s !

I f  t h e  f e e l i n g  o f  i s o l a t i o n  i s  a s s o c i a t e d  w i t h  t i m e  s p e n t  

o n  s c r e e n  a n d  i n c r e a s e d  c o n c e n t r a t i o n ,  t h e n  s u b s  a r e  l i k e l y  

t o  e x p e r i e n c e  g r e a t e r  f e e l i n g s  o f  i s o l a t i o n  t h a n  r e p o r t e r s .  

We c a n  t e s t  t h i s  b y  e x a m i n i n g  t h e  q u e s t i o n n a i r e  d a t a  t o  s e e
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i f  t h e r e  i s  a n y  d i s c e r n i b l e  d i f f e r e n c e  b e t w e e n  s u b s  a n d  

r e p o r t e r s  w h o  a n s w e r e d  t h e  q u e s t i o n  o f  w h e t h e r  t h e y  f e l t  

n e w  t e c h n o l o g y  m a d e  t h e m  m o r e  o r  l e s s  i s o l a t e d  f r o m  t h e i r  

c o l l e a g u e s  ( q u e s t i o n  2 3 )  . T h e  r e s u l t s  a r e  p r e s e n t e d  i n  

t a b l e  6 . 7 .

T a b le  6 . 7 :  A t t i t u d e  t o i s o l a t i o n

Column p e r c e n t a g e s
T h e  VDU m a k e s  me f e e l . . . R e p s S u b s

m u c h  l e s s  i s o l a t e d 0 4
s l i g h t l y  i s o l a t e d 2 4
s a m e  a s  b e f o r e 50 22
s l i g h t l y  m o r e  i s o l a t e d 31

} 7 0  
3 9 ;m u c h  m o r e  i s o l a t e d i—

1 C
D

1 0 0 1 0 0
[N=8 2] [ N = 4 6 ]

T h e  t a b l e  s h o w s  a  t e n d e n c y  t o  f e e l  m o r e  i s o l a t e d  b e c a u s e  o f  

t h e  VDU, w i t h  t h e  i n t e n s i t y  o f  i s o l a t i o n  g r e a t e r  a m o n g s t  

t h e  s u b s .  I t  m i g h t  b e  a r g u e d  t h a t  t h o s e  p e o p l e  m o s t  l i k e l y  

t o  r e s p o n d  w i l l  b e  t h e  j o u r n a l i s t s  w i t h  t h e  m o s t  n e g a t i v e  

a t t i t u d e s  t o  t e c h n o l o g y ,  o r  t h o s e  w ho  a r e  m o s t  l i k e l y  t o  

a d o p t  t h e  NUJ s t a n d p o i n t .  N e v e r t h e l e s s ,  t h e r e  i s  a  

d i f f e r e n c e  i n  f e e l i n g s  o f  i s o l a t i o n  b e t w e e n  r e p o r t e r s  a n d  

s u b s  s o  e v e n  i f  t h e  s a m p l e  i s  c o m p o s e d  e n t i r e l y  o f  

n e g a t i v e l y - o r i e n t a t e d  r e s p o n d e n t s ,  t h e  a r g u m e n t  t h a t  

i s o l a t i o n  i s  a s s o c i a t e d  w i t h  t i m e  o n  s c r e e n  a n d  i n t e n s i t y  

o f  w o r k  i s  s u b s t a n t i a t e d .

T h e  r e s p o n d e n t s  w e r e  a l s o  i n v i t e d  t o  s t a t e  why t h e y  

f e l t  m o r e  o r  l e s s  i s o l a t e d .  T h e r e  w a s  n o  d i s c e r n i b l e  

d i f f e r e n c e  i n  t h e  r e a s o n s  g i v e n  b y  t h e  s u b s  a n d  b y  t h e  

r e p o r t e r s .  T h e y  n e a r l y  a l l  f e l l  i n t o  t w o  b r o a d  c a t e g o r i e s  -  

t h o s e  w ho  c l a i m e d  t h a t  t h e  s c r e e n s  b l o c k e d  t h e i r  f i e l d  o f  

v i s i o n ,  a n d  t h o s e  w ho  f e l t  t h a t  i s o l a t i o n  r e s u l t e d  f r o m -  t h e
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g r e a t e r  c o n c e n t r a t i o n  n e c e s s a r y  t o  o p e r a t e  t h e  n e w  

t e c h n o l o g y .  T y p i c a l  e x a m p l e s  o f  r e s p o n s e s  o f  p e o p l e  i n  t h e  

f i r s t  c a t e g o r y  w e r e ,  '’m a c h i n e s  b l o c k  t h e  v i e w " ,  " p e o p l e  a r e  

o b l i t e r a t e d  b y  t h e  s c r e e n " ,  " s c r e e n s  f o r m  a  b a r r i e r " ,  " y o u  

c a n " t  l o o k  o v e r  t h e  t o p  o f  t h e  s c r e e n  l i k e  y o u  c o u l d  w i t h  a  

t y p e w r i t e r " ,  "we n o  l o n g e r  l a u g h  a n d  t a l k  b e c a u s e  t h e  VDUs 

a r e  i n  t h e  w a y " .  T h e  s e c o n d  c a t e g o r y  i n c l u d e d  c o m m e n t s  

l i k e ,  " t h e  e x t r a  c o n c e n t r a t i o n  m e a n s  y o u  a r e  a b s o r b e d  i n t o  

y o u r  own l i t t l e  w o r l d  a n d  b e c o m e  o b l i v i o u s  o f  o t h e r s " ,  " t h e  

s c r e e n s  c a p t u r e  e v e r y o n e  i n  a n  h y p n o t i c  g a z e " ,  " t h e  s u b b i n g  

s t a g e  i s  m o r e  i m p o r t a n t  s o  m o r e  c o n c e n t r a t i o n  i s  

n e c e s s a r y " ,  " i t s  c o m p l i c a t e d  a n d  t i m e  c o n s u m i n g ,  s o  t h e r e  

i s  n o  c h a t " .  S e v e r a l  o f  t h e  s u b s  i n d i c a t e d  t h a t  

i n t e n s i f i c a t i o n  o f  w o r k  h a d  c r e a t e d  f e e l i n g s  o f  i s o l a t i o n :  

" i t  i s  h a r d e r  w o r k  s o  t h e r e  i s  l e s s  s o c i a l i s i n g  i n  t h e  

o f f i c e " ,  " g r e a t e r  i n t e n s i t y  o f  w o r k  s o  l e s s  t i m e  t o  t a l k  o r  

t a k e  b r e a k s " ,  " I  n o w  s e r v e  t h e  VDU! " ,  " l e s s  t i m e  t o  c h a t " .

Two f u r t h e r  n o t e w o r t h y  p o i n t s  a r o s e  f r o m  t h e  

e x a m i n a t i o n  o f  t h e  w r i t t e n  r e s p o n s e s .  F i r s t ,  t h e  s u b s  w ho  

f e l t  l e s s  i s o l a t e d  s t a t e d  t h a t  t h i s  w a s  b e c a u s e  o f  a  

f e e l i n g  o f  u n i t y  i n  a d v e r s i t y  -  o r  a s  o n e  r e s p o n d e n t  w r o t e ,  

"we n o w  a l l  w o r k  a s  a  t e a m  t o  t r y  a n d  u n d e r s t a n d  t h e  d a m n  

t h i n g s " .  F a m i l i a r i s a t i o n  m a y  r e v e r s e  t h i s  a n d  l e a d  t o  

f e e l i n g s  o f  i n c r e a s e d  i s o l a t i o n .  T h e  s e c o n d  p o i n t  i s  t h a t  a  

n u m b e r  o f  r e p o r t e r s  s t a t e d  t h a t  t h e y  f e l t  m o r e  i s o l a t e d  

b e c a u s e  t h e y  w o r k e d  i n  d i s t r i c t  o f f i c e s  a n d  t h a t  t h e  

t e c h n o l o g y  h a d  r e d u c e d  t h e i r  v e r b a l  c o n t a c t  w i t h  h e a d  

o f f i c e .  W h e r e a s  b e f o r e  d i r e c t  i n p u t  t h e y  w o u l d  t a l k  t o  

n e w s d e s k  o v e r  t h e  t e l e p h o n e ,  t h e y  now  t e n d  t o  r e l y  m o r e  

u p o n  e l e c t r o n i c  c o m m u n i c a t i o n .  I n  t h i s  s e n s e  t h e y  m ay  b e
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e x p e r i e n c i n g  t h e  t y p e  o f  i s o l a t i o n  a s s o c i a t e d  w i t h  

' d i s t a n c e d '  w o r k e r s .

I s o l a t i o n  m ay  t h e r e f o r e  h a v e  r e d u c e d  t h e  c o l l e c t i v e  

i d e n t i t y  o f  t h e  j o u r n a l i s t s  b y  c o m p a r t m e n t a l i s i n g  t h e m ,  

r e d u c i n g  t h e i r  s h a r e d  e x p e r i e n c e s  a n d  m i n i m i s i n g  t h e i r  

s o c i a l - v e r b a l  e x c h a n g e s .  C o n v e r s e l y  i t  m i g h t  c r e a t e  a  

c o l l e c t i v e  i d e n t i t y  -  t h e  f e e l i n g  o f  a l l  b e i n g  i n  t h e  ' s a m e  

b o a t '  a n d  n o t  l i k i n g  i t .  A f u r t h e r  i s s u e  i s  u n d o u b t e d l y  t h e  

t y p e  o f  i s o l a t i o n  e x p e r i e n c e d  -  f o r  i n s t a n c e ,  a r e  t h e  

n e g a t i v e  f e e l i n g s  o f  t h e  s u b  a n d  t h e  d i s t r i c t  r e p o r t e r  

a r i s i n g  f r o m  t h e  s a m e  t y p e  o f  i s o l a t i o n ?  C l e a r l y  we  s h o u l d  

b e  c a u t i o u s  i n  v i e w i n g  i s o l a t i o n  a s  a n  h o m o g e n e o u s  e n t i t y ,  

n o t  l e a s t  b e c a u s e  t h e  t y p e  o f  i s o l a t i o n  m ay  b e  m o r e  r e l a t e d  

t o  t h e  m a n a g e m e n t  s t r a t e g y  a n d  c h o i c e s  i n  i n t r o d u c i n g  a n d  

i m p l e m e n t i n g  t h e  t e c h n o l o g y  t h a n  t o  t h e  d i r e c t  i n p u t  s y s t e m  

( o r  t h e  VDU) i t s e l f ,  a s  h a s  b e e n  a r g u e d  b y  c o m m e n t a t o r s  

s u c h  a s  W i l k i n s o n  ( 1 9 8 3 )  o r  B u c h a n a n  ( 1 9 8 6 ) .

A l t h o u g h  i s o l a t i o n  m ay  b e  a s s o c i a t e d  w i t h  n e g a t i v e  

f e e l i n g s  -  a t  l e a s t  a m o n g s t  t h e  s a m p l e  g r o u p  -  t h i s  m a y  b e  

c o u n t e r a c t e d  b y  g r e a t e r  i n d i v i d u a l  c o n t r o l  o v e r  t h e  w o r k  

p r o c e s s .  D i r e c t  i n p u t  h a s  b e e n  s h o w n  t o  i n c r e a s e  t h e  t a s k s  

o f  j o u r n a l i s t s  b y  b r e a k i n g  d o w n  d e m a r c a t i o n  a n d  

t r a n s f e r r i n g  s k i l l s  f r o m  p r i n t w o r k e r s  t o  t h e  o f f i c e  f l o o r .  

A l t h o u g h  t h e  p r e v i o u s  c h a p t e r  a r g u e d  t h a t  t h i s  l e d  t o  a n  

i n t e n s i f i c a t i o n  o f  w o r k ,  i t  d i d  n o t  c o n t a i n  a  d i s c u s s i o n  o f  

t h e  a t t i t u d e s  o f  t h e  j o u r n a l i s t s .  T h e r e  i s  s u b s t a n t i a l  

e v i d e n c e  t o  s u g g e s t  t h a t  j o u r n a l i s t s  s e e  t h e m s e l v e s  a s  

u p s k i l l e d  a n d  h a v e  u p v a l u e d  t h e i r  w o r k ;  t h i s  w i l l  b e  

d i s c u s s e d  i n  s o m e  d e t a i l  l a t e r  i n  t h i s  c h a p t e r .  B e f o r e  

p r o c e e d i n g  t o  t h i s  i t  i s  i m p o r t a n t  t o  d i s c u s s  t h e

202



r e l a t i o n s h i p  b e t w e e n  w o r k  i n t e n s i f i c a t i o n ,  m u l t i - s k i l l i n g  

a n d  i n d i v i d u a l i s m .

A j o u r n a l i s t  w h o  h a s  m o r e  t a s k s  t o  p e r f o r m  h a s  i n  

t h e o r y  m o r e  i n d i v i d u a l  c o n t r o l  o v e r  h i s  o r  h e r  s e c t i o n  o f  

t h e  p r o d u c t i o n  p r o c e s s .  A s u b  w h o  c o m p l a i n e d  t o  me a b o u t  

now h a v i n g  t o  d o  t h e  w o r k  o f  t h r e e  p e o p l e  q u a l i f i e d  i t  b y  

a d d i n g :  " B u t  a t  l e a s t  t h e r e  i s  n o  o n e  f u r t h e r  d o w n  t h e  l i n e  

t o  c o c k  i t  u p  -  i f  y o u  m a k e  a  m i s t a k e ,  i t  a p p e a r s  i n  t h e  

p a p e r  a n d  t h e  o n l y  p e r s o n  y o u  h a v e  t o  b l a m e  i s  y o u r s e l f . "  

He d i d  n o t  l i k e  h a v i n g  t o  d o  w o r k  f o r m e r l y  d o n e  b y  

p r i n t e r s ,  b u t  w a s  h a p p y  w i t h  t h e  n o t i o n  o f  h i s  i n c r e a s e d  

c o n t r o l  o v e r  t h e  a p p e a r a n c e  o f  t h e  f i n i s h e d  p r o d u c t .  I n  

s h o r t ,  l i k e  a l l  t h e  j o u r n a l i s t s  i n t e r v i e w e d ,  h e  w a s  h a p p y  

w i t h  t h e  g r e a t e r  i n d i v i d u a l  c o n t r o l  i n  s p i t e  o f  

r e s e r v a t i o n s  a b o u t  t h e  s y s t e m  i t s e l f .

J o u r n a l i s t s  a r e  t r a d i t i o n a l l y  a u t o n o m o u s ,  

s e l f - m o t i v a t e d  w o r k e r s  a n d  h a v e  a l w a y s  e x p e r i e n c e d  s o m e  

d e g r e e  o f  i s o l a t i o n .  T h i s  i s  f u r t h e r  e n c o u r a g e d  b y  t h e  

c o m p e t i t i v e  w o r k  e n v i r o n m e n t ;  n o t  o n l y  d o  t h e y  a t t e m p t  t o  

b e a t  o t h e r  n e w s p a p e r s  t o  t h e  s t o r y ,  b u t  a l s o  c o m p e t e  w i t h i n  

t h e  s a m e  o f f i c e ,  p a r t i c u l a r l y  i f  t h e y  a r e  s e e k i n g  p r o m o t i o n  

o r  m e r i t  m o n e y .  T h e i r  c o l l e c t i v i s m  s e e m s  t o  b e  a s s o c i a t e d  

w i t h  t h e  n e e d  f o r  t h e  i n d i v i d u a l s  t o  b r i n g  t h e i r  s k i l l s  

t o g e t h e r  a t  so m e  p o i n t  i n  t h e  n e w s p a p e r  p r o d u c t i o n  p r o c e s s  

-  a l t h o u g h  s o m e  j o u r n a l i s t s  a v o i d  t h i s  a l t o g e t h e r :  

f r e e l a n c e r s .  I n  t h i s  s e n s e  j o u r n a l i s t s  h a v e  p e r  s e  

i n d i v i d u a l i s t i c  a t t i t u d e s  t o  w o r k  a n d  w o r k g r o u p  

o r g a n i s a t i o n  b y  t h e  n a t u r e  o f  t h e i r  t r a i n i n g ,  b u t  

e x p e r i e n c e  c o l l e c t i v i s m  t h r o u g h  t h e i r  r e l a t i o n s h i p  t o  

p r o d u c t i o n  i n  a  c l a s s i c a l  M a r x i a n  s e n s e .  D i r e c t  i n p u t

203



a p p e a r s  t o  b e  b r e a k i n g  d o w n  c o l l e c t i v e  p r o d u c t i o n  

r e l a t i o n s h i p s  n o t  b y  s e g m e n t i n g  w o r k  i n  a  F o r d i s t  o r  

T a y l o r i s t  m a n n e r ,  b u t  b y  v e r t i c a l  r e s k i l l i n g .  I n d i v i d u a l  

j o u r n a l i s t s  h a v e  m o r e  c o n t r o l  o v e r  a  l a r g e r  p a r t  o f  t h e  

p r o d u c t i o n  p r o c e s s  a n d  t h i s  m a y  l e a d  t o  t h e  d e v e l o p m e n t  o f  

i n d i v i d u a l i s m .  C o n v e r s e l y  i f  j o u r n a l i s t s  i m p o s e  t h e i r  

e x i s t i n g  N U J - c o l l e c t i v i s t  r a t i o n a l e  o n t o  t h e  n e w  w o r k  

s t r u c t u r e s  t h e n  j o u r n a l i s t i c  c o l l e c t i v i s m  m i g h t  b e c o m e  a 

m o r e  p o w e r f u l  i n d u s t r i a l  i n f l u e n c e  t h a n  e v e r  b e f o r e .  To  

p r e - e m p t  t h i s ,  n e w s p a p e r  m a n a g e r s  a r e  l i k e l y  t o  b e  

c o n s i d e r i n g  how t h e y  c a n  l i m i t  c o l l e c t i v i s m ,  a n d  m i g h t  s e e k  

t o  a d o p t  e m p l o y m e n t  p o l i c i e s ,  s u c h  a s  t h o s e  o u t l i n e d  i n  

c h a p t e r  t h r e e ,  w i t h  t h e  i n t e n t i o n  o f  d e v e l o p i n g  i n d i v i d u a l  

w o r k  r e l a t i o n s h i p s  a n d  m a r g i n a l i s i n g  t h e  r o l e  o f  t h e  N U J .

Summary
D i r e c t  i n p u t  t e c h n o l o g y  s e e m s  t o  h a v e  e m b o d i e d  w i t h i n  i t  

t h e  p o t e n t i a l  t o  e n c o u r a g e  e i t h e r  g r e a t e r  c o l l e c t i v i s m  o r  

g r e a t e r  i n d i v i d u a l i s m .  I n  t h e  c a s e  o f  t h e  f o r m e r ,  

j o u r n a l i s t s  m a y  b e c o m e  m o r e  a w a r e  o f  t h e i r  c o l l e c t i v e  

i d e n t i t y  t h r o u g h  t h e  i n c r e a s e d  s o c i a l  a n d  p h y s i c a l  

i n t e g r a t i o n  o f  t h e  e d i t o r i a l  w o r k e r s ,  a n d  p a r t i c u l a r l y  a s  a  

r e s u l t  o f  p r o d u c t i o n  t a s k s  b e i n g  t r a n s f e r r e d  t o  t h e  

e d i t o r i a l  f l o o r .  On t h e  o t h e r  h a n d  i n d i v i d u a l i s m  m a y  a r i s e  

t h r o u g h  t h e  i n c r e a s e d  i s o l a t i o n  o f  j o u r n a l i s t s  a t  t h e i r  

w o r k s t a t i o n s  c a u s e d  b y  t h e  i n t e n s i f i c a t i o n  o f  w o r k  a n d  

r e s t r i c t e d  e y e  a n d  v e r b a l  c o n t a c t .  S a m p l e  e v i d e n c e  

s u g g e s t e d  i s o l a t i o n  w a s  a s s o c i a t e d  w i t h  i n t e n s i t y  o f  w o r k ,  

t h e  s u b s  b e i n g  t h e  g r o u p  m o s t  l i k e l y  t o  e x p e r i e n c e  

i s o l a t i o n .
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D i r e c t  i n p u t  m a y  a l s o  b e  a s s o c i a t e d  w i t h  g r e a t e r  

i n d i v i d u a l  c o n t r o l  w h i c h ,  c o u p l e d  w i t h  i s o l a t i o n ,  m a y  

r e s u l t  i n  i n d i v i d u a l i s m .  C o n v e r s e l y  i n d i v i d u a l  c o n t r o l  

m i g h t  b e  c o u p l e d  w i t h  e x i s t i n g  c o l l e c t i v i s t  a t t i t u d e s  a n d  

l e a d  t o  a  r e c o g n i t i o n  b y  j o u r n a l i s t s  o f  t h e  p o t e n t i a l  

i n d u s t r i a l  c o n t r o l  a t t a i n a b l e  t h r o u g h  c o l l e c t i v e  w o r k g r o u p  

o r g a n i s a t i o n .

Post-introduction attitudes
So  f a r  t h e  a n a l y s i s  h a s  e x a m i n e d  t h e  r e l a t i o n s h i p  b e t w e e n  

j o u r n a l i s t s  i n  t e r m s  o f  t h e i r  o r i e n t a t i o n s  t o  c o l l e c t i v i s m ,  

a n d  t h e  o p e r a t i o n a l  a s p e c t s  o f  t h e  n e w  t e c h n o l o g y  t h a t  

m i g h t  e n h a n c e  o r  b r e a k  d o w n  c o l l e c t i v i s m .  I n  a d d i t i o n  t o  

t h i s  i t  i s  v i t a l  t o  a s s e s s  t h e  a t t i t u d e s  o f  t h e  j o u r n a l i s t s  

t o w a r d s  t h e  ne w  t e c h n o l o g y ,  b e c a u s e  p o s i t i v e  a n d  n e g a t i v e  

f e e l i n g s  a r i s i n g  t h r o u g h  t h e  u s e  o f  d i r e c t  i n p u t  w i l l  

a f f e c t  e x p e c t a t i o n s  a n d  s a t i s f a c t i o n  a t  w o r k ,  w h i c h  i n  t u r n  

w i l l  f e e d  t h r o u g h  i n t o  t h e  w o r k g r o u p  c o n s c i o u s n e s s .  

N e g a t i v e  e x p e r i e n c e s  a n d  d i s s a t i s f a c t i o n  w i t h  t h e  w o r k i n g  

c o n d i t i o n s  a n d  p r a c t i c e s  m i g h t  h i g h t l i g h t  t o  j o u r n a l i s t s  

t h e  n e e d  f o r  a  s t r o n g  c o l l e c t i v e  w o r k g r o u p  o r g a n i s a t i o n  t o  

c a m p a i g n  f o r  c h a n g e  a n d  b a r g a i n  w i t h  m a n a g e m e n t .  

C o n v e r s e l y ,  p o s i t i v e  e x p e r i e n c e s  o f  d i r e c t  i n p u t ,  

e s p e c i a l l y  f e e l i n g s  o f  b e i n g  u p s k i l l e d ,  m i g h t  l e a d  

j o u r n a l i s t s  t o  u p - v a l u e  t h e  s t a t u s  o f  t h e i r  w o r k  a n d  p u l l  

a w a y  f r o m  t r a d e  u n i o n i s m  a s  a n  a p p r o p r i a t e  b a r g a i n i n g  

s t r u c t u r e .  T h e  r e s t  o f  t h e  c h a p t e r  e x a m i n e s  t h e s e  b r o a d  

h y p o t h e s e s  b y  e x a m i n i n g  f i r s t  t h e  a t t i t u d e s  o f  t h e  

q u e s t i o n n a i r e  r e s p o n d e n t s  t o  t h e  n e w  w o r k i n g  c o n d i t i o n s  a n d  

p r a c t i c e s  i n t r o d u c e d  w i t h  d i r e c t  i n p u t ,  a n d  s e c o n d ,  t h e
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attitudes to job quality.

Attitudes to New Working Conditions & Practices
T h e  d i s c u s s i o n  o f  NTAs i n  c h a p t e r  f o u r  o u t l i n e d  t h e  N U J ' s  

a t t e m p t  t o  l i m i t  t h e  n e g a t i v e  e f f e c t s  o f  d i r e c t  i n p u t .  

T h e i r  p o l i c i e s  w e r e  b a s e d  o n  t h e  T U C ' s  r e c o m m e n d a t i o n s  

(TUC, 1 9 7 9 ) ,  r e s e a r c h  i n  o t h e r  i n d u s t r i e s  w h e r e  o f f i c e  

t e c h n o l o g y  h a s  b e e n  i n t r o d u c e d ,  a n d  i n  o t h e r  c o u n t r i e s  

w h e r e  d i r e c t  i n p u t  e d i t o r i a l  s y s t e m s  a r e  i n  o p e r a t i o n  ( i n  

p a r t i c u l a r  t h e  U n i t e d  S t a t e s  a n d  A u s t r a l i a ) .  To  c l a r i f y  t h e  

p o s s i b l e  ' n e g a t i v e '  e f f e c t s  o f  d i r e c t  i n p u t ,  t a b l e  6 . 8  

o u t l i n e s  t h e  i s s u e s .

D u r i n g  t h e  i n t e r v i e w s ,  t h e  F /M o C s w e r e  a s k e d  t o  a s s e s s

t h e  j o u r n a l i s t s '  g e n e r a l  a t t i t u d e s  t o  t h e  o p e r a t i o n  o f  t h e

t e c h n o l o g y .  T h e y  w e r e  p r o m p t e d  a b o u t  e a c h  o f  t h e  h a z a r d

a r e a s  l i s t e d  i n  t h e  t a b l e .  T h e  r e s p o n s e s  w e r e  m i x e d  b u t  t h e

m a j o r i t y  o f  s t e w a r d s  f e l t  t h a t  e r g o n o m i c  i s s u e s  a n d  e y e

p r o b l e m s  w e r e  o f  t h e  m o s t  c o n c e r n  t o  t h e i r  m e m b e r s .  A l l  t h e

s t e w a r d s  s a i d  t h a t  t h e y  h a d  b e e n  a p p r o a c h e d  o v e r  ' m i n o r

a i l m e n t s '  s u c h  a s  s o r e  e y e s  a n d  v a r i o u s  a c h e s  a n d  p a i n s ,

b u t  m o s t  f e l t  t h a t  t h e r e  w a s  v e r y  l i t t l e  t a n g i b l e  e v i d e n c e

w i t h  w h i c h  t o  c o n f r o n t  m a n a g e m e n t ;  a n d  m o r e o v e r ,  m a n y  w e r e

r e l u c t a n t  t o  a p p r o a c h  m a n a g e m e n t  s i n c e  t h e y  f e l t  t h a t  i n

s o m e  i n s t a n c e s  t h e  j o u r n a l i s t s  t h e m s e l v e s  w e r e  l a r g e l y  t o

b l a m e  b e c a u s e  t h e y  w e r e  n o t  t a k i n g  s c r e e n  b r e a k s .  T h e

g e n e r a l  f e e l i n g  i s  s u m m e d  u p  b y  t h e  FoC w ho  c o m m e n t e d :

I ' v e  h a d  lo a d s  o f  p e o p le  t e l l i n g  me a b o u t  v a r i o u s  a c h e s  an d  
p a i n s .  Some p e o p le  h a v e  shown me r a s h e s ,  o r  t o l d  me th e y  h a v e  
t i r e d  e y e s .  T h e re  a r e  c e r t a i n l y  lo a d s  o f  m in o r  a i l m e n t s ,  b u t  
n o th in g  you  c a n  p i n p o in t  t o  t h e  new te c h n o lo g y  w i th  a n y  
c e r t a i n t y .  You n e e d  t o  t a k e  f a c t s  t o  m anagem ent, o r  t h e y  
w o n 't  a c c e p t  y o u r  a rg u m e n t.

206



207

T a b le  6 . 8 :  Direct input technology - potential hazards and preventative methods

S u b j e c t P o t e n t i a l  h a z a r d P o s s i b l e  m e t h o d  o f  a v o i d a n c e

W o r k i n g  E n v i r o n m e n t S c r e e n  g l a r e
S t u f f y ,  h o t  a t m o s p h e r e
U n c o m f o r t a b l e  w o r k s t a t i o n

D i f f u s e r s /  w i n d o w  b l i n d s  
A i r  c o n d i t i o n i n g  s y s t e m  
E r g o n o m i c a l l y  d e s i g n e d  f u r n i t u r e

H e a l t h  & s a f e t y E y e  p r o b l e m s / s t r a i n  
H e a d a c h e s
R e p e t i t i v e  S t r a i n  I n j u r y  
N o n - i o n i s i n g  r a d i a t i o n

E y e  t e s t s /  s c r e e n  b r e a k s  
S c r e e n  b r e a k s /  a l t e r n a t i v e  w o r k  
S c r e e n  b r e a k s
R i g h t  o f  t r a n s f e r  o f f  s c r e e n  
( e s p e c i a l l y  p r e g n a n t  w o m e n )

S t r e s s I s o l a t i o n  S c r e e n  b r e a k s /  c o m m u n a l  r e s t  a r e a s
I n t e n s i f i c a t i o n  o f  w o r k  A d e q u a t e  s t a f f i n g  l e v e l s

W o r k  m o n i t o r i n g K e y s t r o k e  m e a s u r e m e n t G u a r a n t e e s  o f  i t  n o t  b e i n g  u s e d  a s  
a  p e r f o r m a n c e / p r o d u c t i v i t y  m e a s u r e

T r a i n i n g I n a d e q u a t e /  p i e c e m e a l  W r i t t e n  t r a i n i n g  p r o c e d u r e
P o o r  i n s t r u c t o r s  Q u a l i f i e d  i n s t r u c t o r s / e x p e r t s

T r a n s f e r L o s s  o f  j o b s  f o r  j o u r n a l i s t s  R i g h t  o f  t r a n s f e r  t o  a l t e r n a t i v e  w o r k  
w h o  c a n n o t  a d a p t  t o  VDU



T h e  F /M o C s w e r e  m u c h  m o r e  c o n f i d e n t  w h e n  a p p r o a c h e d  b y  

m e m b e r s  s u f f e r i n g  f r o m  s y m p t o m s  o f  R e p e t i t i v e  S t r a i n  I n j u r y  

( R S I )  -  n o t  l e a s t  b e c a u s e  t h e y  c o u l d  g e t  a n  i n d e p e n d e n t  

o p i n i o n .  T h e r e  w e r e  e i g h t  c e r t i f i e d  c a s e s  o f  R S I  a m o n g s t  

t h e  s a m p l e  a t  t h e  t i m e  o f  t h e  i n t e r v i e w s ,  a n d  m o r e  r e c e n t l y  

t h e  n e w s p a p e r  i n d u s t r y  h a s  s e e n  a n  i n c r e a s e  i n  t h e

i n c i d e n c e  o f  R S I (UKPG, F e b . 2 7 1 9 8 9 ) w i t h  c l u s t e r s  i n

c e r t a i n  c o m p a n i e s , f o r  e x a m p l e , 20 t o 30  c a s e s  a t  t h e

E v e n i n g  S t a n d a r d , a n d  6 0 c a s e s a t t h e F i n a n c i a l  T i m e s

( UKPG, F e b .  13 1 9 8 9  ) .

T h e  q u e s t i o n n a i r e  r e s p o n s e s  c o n f i r m  t h e  s t e w a r d s '

c l a i m s  t h a t  j o u r n a l i s t s  a r e  c o n c e r n e d  a b o u t  t h e  w o r k i n g

e n v i r o n m e n t .  O v e r  t h r e e  q u a r t e r s  o f  t h e  r e s p o n d e n t s  f e l t

t h a t  t h e y  w e r e  w o r k i n g  i n  a  l e s s  h e a l t h y  a n d  l e s s  s a f e

e n v i r o n m e n t  a s  a  r e s u l t  o f  d i r e c t  i n p u t .

P e r c e n t a g e s

much s l i g h t l y  s l i g h t l y  much
l e s s  l e s s  m ore m ore

H a s  t e c h n o l o g y  m a d e  y o u r
w o r k i n g  e n v i r o n m e n t  m o r e  3 4 . 9  4 2 . 8  1 4 . 5  4 . 6  3 . 3
o r  l e s s  h e a l t h y  a n d  s a f e ?

[N = 1 5 2 ]

I f  b r o k e n  d o w n  i n t o  j o b  c a t e g o r i e s  t h e  s t r e n g t h  o f  f e e l i n g  

a b o u t  t h e  a d v e r s e  w o r k i n g  e n v i r o n m e n t  i s  m o r e  e v i d e n t  

a m o n g s t  t h e  s u b s  a n d  f e a t u r e  s t a f f  who  s p e n d  t h e  l o n g e s t  

t i m e  i n  t h e  o f f i c e ,  b u t  f o r  e a c h  j o b  c a t e g o r y ,  l e s s  t h a n  

10% o f  t h e  r e s p o n d e n t s  f e l t  t h a t  n e w  t e c h n o l o g y  h a d  

i m p r o v e d  h e a l t h  a n d  s a f e t y .
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Column percentages

The working environment... Reps Subs Features
m u c h  l e s s  h e a l t h y  & s a f e 33.7 43.5 26.7
s l i g h t l y  l e s s  h e a l t h y  & s a f e 41.0 43.5 40.0
s a m e 15.7 6.5 26.7
s l i g h t l y  m o r e  h e a l t h y  & s a f e 7.2 2.2 0
m u c h  m o r e  h e a l t h y  & s a f e 2.5 4.4 6.7

100 100 100
[N=8 3] [N=46] [N=15]

N e a r l y  a l l  t h e  s t e w a r d s  r e p o r t e d  t h a t  j o u r n a l i s t s  w e r e  

d i s s a t i s f i e d  w i t h  t h e  d i r e c t  i n p u t  s y s t e m  i t s e l f ,  

c o m p l a i n i n g  t h a t  i t  w a s  n o t  u s e r  f r i e n d l y ,  r a n  t o o  s l o w  a t  

p e a k  p r o d u c t i o n  t i m e s ,  c r a s h e d  t o o  o f t e n ,  o r  l o s t  c o p y .  

O v e r  h a l f  o f  t h e  s t e w a r d s  f e l t  t h a t  m a n y  o f  t h e  n e g a t i v e  

a t t i t u d e s  t o  t h e  s y s t e m s  r e s u l t e d  f r o m  p o o r  o r  i n a d e q u a t e  

t r a i n i n g .  T h e y  a r g u e d  t h a t  s o m e  m a n a g e m e n t s  h a d  m i n i m i s e d  

t r a i n i n g ,  o r  u n d e r t a k e n  t h e i r  own  t r a i n i n g  w i t h o u t  

r e c r u i t i n g  q u a l i f i e d  i n s t r u c t o r s ,  t h e  r e s u l t  b e i n g  t h a t  

j o u r n a l i s t s  w e r e  n o t  u s i n g  t h e  s y s t e m  p r o p e r l y  o r  r e a l i s i n g  

i t s  f u l l  p o t e n t i a l .

A g a i n  t h e  q u e s t i o n n a i r e  d a t a  s e e m s  t o  c o n f i r m  t h e  

c o m m e n t s  o f  t h e  s t e w a r d s .  M a n y  r e s p o n d e n t s  i n d i c a t e d  t h a t  

t h e y  w o u l d  h a v e  l i k e d  m o r e  t r a i n i n g  o n  t h e  n e w  e q u i p m e n t  -  

45% w a n t e d  s l i g h t l y  m o r e  t r a i n i n g  a n d  21% w a n t e d  m u c h  m o r e  

t r a i n i n g .  N o t a b l y ,  o n l y  o n e  r e s p o n d e n t  f e l t  t h a t  t o o  m u c h  

t r a i n i n g  h a d  b e e n  g i v e n ,  w i t h  o n l y  a  t h i r d  o f  t h e  

r e s p o n d e n t s  s a t i s f i e d  w i t h  t r a i n i n g .  T h i s  s u g g e s t s  t h a t  

g e n e r a l l y  n e w s p a p e r  m a n a g e m e n t s  u n d e r e s t i m a t e d  t h e  a m o u n t  

o f  t r a i n i n g  r e q u i r e d .
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Percentages
much
less

slightly3 J same less
slightly
more

much
more

Would you have liked more
or less training on how to 0.7 0 32.7 45.1 21.6
use the new equipment?

[N = 153]

We c a n  s u g g e s t  t h a t  t h e  d i s s a t i s f a c t i o n  r e l a t e s  t o  t h e  

e x t e n t  o f  u s a g e  o f  t h e  s y s t e m ,  a n d  h y p o t h e s i s e  t h a t  s u b s  

a r e  l i k e l y  t o  h a v e  b e e n  l e a s t  s a t i s f i e d  w i t h  t r a i n i n g ,  a n d  

t h e r e f o r e  a c c o u n t  f o r  t h e  m a j o r i t y  o f  n e g a t i v e  r e s p o n s e s .  

A l t h o u g h  t h i s  s e e m s  t o  b e  s u b s t a n t i a t e d  b y  t h e  p e r c e n t a g e s  

i f  t h e  t a b l e  a b o v e  i s  b r o k e n  d o w n  i n t o  j o b  c a t e g o r y ,  a  

c h i - s q u a r e d  t e s t  o f  t h e  f r e q u e n c i e s  s h o w s  n o  s i g n i f i c a n t  

a s s o c i a t i o n .  F u r t h e r  t e s t s  r e v e a l e d  t h a t  t h e  

d i s s a t i s f a c t i o n  w i t h  t r a i n i n g  s e e m s  t o  b e  a s s o c i a t e d  w i t h  

a g e :  t h e  o l d e r  j o u r n a l i s t s  a r e  m o r e  l i k e l y  t o  h a v e  w a n t e d  

m o r e  t r a i n i n g .  T h i s  i s  i n  f a c t  c o n s i s t e n t  w i t h  t h e  a p p a r e n t  

a s s o c i a t i o n  b e t w e e n  j o b  a n d  t r a i n i n g  d i s s a t i s f a c t i o n  s i n c e  

o l d e r  j o u r n a l i s t s  a r e  m o r e  l i k e l y  t o  b e  f e a t u r e  w r i t e r s  o r  

s u b s .  M a n a g e r s  m a y  t h e r e f o r e  h a v e  s e t  t r a i n i n g  t i m e  t o  a  

m i n i m u m  r e q u i r e m e n t ,  r a t h e r  t h a n  a d a p t i n g  i t  t o  t h e  n e e d s  

o f  e a c h  i n d i v i d u a l  j o u r n a l i s t .  H o w e v e r ,  t h e  p e o p l e  m o s t  

d i s s a t i s f i e d  w i t h  t r a i n i n g  n e e d  n o t  n e c e s s a r i l y  b e  t h o s e  

u s i n g  t h e  s y s t e m  b a d l y  -  i t  m a y  b e  t h a t  t h e  o l d e r  

j o u r n a l i s t s  w o u l d  h a v e  l i k e d  m o r e  t r a i n i n g  b e c a u s e  t h e y  c a n  

s e e  m o r e  e a s i l y  t h e  f u l l  j o u r n a l i s t i c  p o t e n t i a l  o f  t h e  

s y s t e m  -  t h u s  m a n a g e m e n t  m a y  b e  u n d e r - u s i n g  t h e i r  s k i l l s .

O b v i o u s l y  a n y  n e w  t e c h n o l o g y  s y s t e m  w i l l  n e e d  

d e b u g g i n g ,  b u t  t h e  s t e w a r d s  c l a i m e d  t h a t  a l t h o u g h  m a n y  o f  

t h e  i n i t i a l  p r o b l e m s  h a d  d i s a p p e a r e d  o v e r  t i m e ,  t h e r e  w e r e  

r e s i d u a l  p r o b l e m s  i n h e r e n t  i n  t h e  s y s t e m s  t h e m s e l v e s ,
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D i r e c t  i n p u t  s y s te m s  a r e  g e n e r a l l y  d e v e lo p e d  w i th o u t  
in v o lv e m e n t f rc m  t h e  j o u r n a l i s t i c  s i d e  a t  t h e  d e s ig n  s t a g e .  
When n e w sp a p e rs  h a v e  b e e n  c o n s u l t e d  b y  s o f tw a r e  p ro g ra m m e rs , 
t h e y  u s u a l l y  c o n ta c t  t h e  p r o d u c t io n  d e p a r tm e n t . J o u r n a l i s t s  
h a v e  n o t  b e e n  a b l e  t o  i n f l u e n c e  t h e  s o f tw a r e  when t h e  sy s te m  
i s  on t h e  d ra w in g  b o a r d ,  s o  t h e r e  i s  a  b ig  g a p  b e tw e e n  t h e  
sy s te m  and  t h e  u s e r .

largely because of their design. One FoC commented:

The technology officer at another chapel commented:
We are now using a typesetting system, but unlike printers we 
are not familiar with typesetting, so the system is not 
geared up to the needs of journalists. As a result we are 
operating a system that doesn't seem to be user-friendly, and 
most reporters are using it like they would a word processor. 
In fact it is not a very good word processor - it is too 
slow, has no dictionary - so that may be where some of the 
complaints about the system stem from.

T h e  l a c k  o f  j o u r n a l i s t i c  i n v o l v e m e n t  a t  t h e  d e s i g n  s t a g e  

m a y  t h e r e f o r e  a c c o u n t  f o r  so m e  o f  t h e  n e g a t i v e  a t t i t u d e s  t o  

t h e  t e c h n o l o g y  r e p o r t e d  b y  t h e  s t e w a r d s ,  t h u s  w h e n  o n e  s u b  

c o m m e n t e d  t o  m e ,  " I  e n j o y  u s i n g  c o m p u t e r s  a n d  h a v e  my own 

PC ,  b u t  I  h a t e  s u b b i n g  o n  c o m p u t e r  b e c a u s e  i t ' s  b o r i n g ,  

h a r d  w o r k ,  a n d  t i r i n g " ,  h e  m a y  h a v e  b e e n  e x p r e s s i n g  a  v i e w  

com m on t o  a  n u m b e r  o f  j o u r n a l i s t s .

T h e  p o i n t  t h a t  t e c h n o l o g y  c a n  b e  p r e - d e t e r m i n e d  p r i o r  

t o  i t s  i n t r o d u c t i o n  h a s  r e c e n t l y  b e e n  m a d e  b y  M c L o u g h l i n  

a n d  C l a r k  ( 1 9 8 8 )  w h o  s u g g e s t  t h a t  ' i n  m a n y  c a s e s  o f  p r o c e s s  

i n n o v a t i o n ,  t h e  t e c h n o l o g y  i s  d e s i g n e d  a n d  m a n u f a c t u r e d  b y  

o t h e r  f i r m s . . .  m a n a g e m e n t  i n  t h e  a d o p t i n g  o r g a n i s a t i o n  m a y  

h a v e  l i t t l e  s c o p e  t o  i n f l u e n c e  d i r e c t l y  t h e  b a s i c  d e s i g n  

f e a t u r e s  o f  t h e  t e c h n o l o g y ,  a l t h o u g h  t h e y  m a y  b e  a b l e  t o  

s e t  s p e c i f i c a t i o n s  o r  s e l e c t  f r o m  a l t e r n a t i v e  t y p e s  o f  

e q u i p m e n t  o r  s y s t e m '  ( 1 9 8 8 ,  p . 1 0 1 ) .  T h i s  s e e m s  t o  b e  t h e  

c a s e  f o r  p r o v i n c i a l  n e w s p a p e r s  s i n c e  s y s t e m s  o n  o f f e r  w e r e  

l a r g e l y  d e v e l o p e d  f r o m  t h o s e  o p e r a t i n g  i n  o t h e r  c o u n t r i e s ,  

w h i c h  m a y  h a v e  d e t e r r e d  c u s t o m i s a t i o n ;  m a n a g e r s ' p r e f e r r i n g
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t o  b u y  t h e  t r i e d  a n d  t e s t e d  t e c h n o l o g y  r a t h e r  t h a n  c h o o s i n g  

t o  e x p e r i m e n t .  C o n s e q u e n t l y ,  s o m e  m a n a g e r s  m a y  h a v e  v i e w e d  

t h e  t e c h n o l o g y  a s  p r e - d e t e r m i n e d , a n d  i n  s o  d o i n g  c o n f e r r e d  

o n  t h e  t e c h n o l o g y  a  d e t e r m i n a n t  r o l e .  By  w a y  o f  c o n t r a s t ,  

i n  o n e  o f  t h e  c a s e  s t u d i e s  a  c o m p u t e r  e x p e r t  w a s  e m p l o y e d  

a s  a  f u l l - t i m e  c o m p u t e r  m a n a g e r  w i t h  a  s t a f f  o f  t h r e e  

p e o p l e .  As  a  r e s u l t  t h e  s y s t e m  h a s  b e e n  r a d i c a l l y  

c u s t o m i s e d  a n d  t h e  c o m p u t e r  m a n a g e r  c l a i m s  t o  h a v e  r e l i e d  

l a r g e l y  o n  d i r e c t  f e e d b a c k  f r o m  t h e  j o u r n a l i s t s .  T h e  FoC 

s a i d  t h a t  t h e r e  a r e  n o  c o m p l a i n t s  a b o u t  t h e  s y s t e m  i t s e l f  

a n d  i f  a n y  p r o b l e m  a r i s e s  i t  i s  d e a l t  w i t h  v e r y  q u i c k l y .

T h e  f i n a l  i s s u e  c o n c e r n i n g  c h a n g e s  t o  w o r k i n g  p r a c t i c e  

i s  t h e  i s s u e  o f  m o n i t o r i n g  o f  p r o d u c t i v i t y  t h r o u g h  

k e y s t r o k e  m e a s u r e m e n t .  C h a p t e r  f o u r  s u g g e s t e d  t h a t  i t  w a s  

l a r g e l y  a  n o n - i s s u e ,  e x c l u d e d  f r o m  m a n y  o f  t h e  n e w  

t e c h n o l o g y  a g r e e m e n t s .  T h e  F / M o C s  i n t e r v i e w e d  c o n s i d e r e d  

" k e y s t r o k e " a s  a n  i n a p p r o p r i a t e  m e a s u r e  o f  p r o d u c t i v i t y  f o r  

j o u r n a l i s m ;  t h e y  a c k n o w l e d g e d  t h a t  i t  m a y  b e  u s e d  b y  

m a n a g e m e n t  b u t  f e l t  c o n f i d e n t  t h a t  i t  w o u l d  n e v e r  b e  u s e d  

a s  t h e  s o l e  p r o d u c t i v i t y  m e a s u r e .  M o r e o v e r ,  t h e y  a r g u e d  

t h a t  l i n e  m a n a g e r s  w e r e  f u l l y  a w a r e  o f  p r o d u c t i v i t y  l e v e l s  

o f  j o u r n a l i s t s  w i t h o u t  r e c o u r s e  t o  k e y s t r o k e  m e a s u r e m e n t .  

T h e  q u e s t i o n n a i r e  d a t a  r e v e a l e d  t h a t  38% o f  r e s p o n d e n t s  

f e l t  i t  w a s  l e s s  d i f f i c u l t  f o r  m a n a g e r s  t o  m e a s u r e  t h e i r  

p r o d u c t i v i t y ,  c o m p a r e d  w i t h  20% w h o  f e l t  i t  w a s  m o r e  

d i f f i c u l t ,  w h i l s t  42% f e l t  i t  m a d e  n o  d i f f e r e n c e .  T h e s e  

r e s p o n s e s  w e r e  d i s t r i b u t e d  a c r o s s  t h e  j o b  c a t e g o r i e s ,  

s u g g e s t i n g  m e a s u r e m e n t  o f  p r o d u c t i v i t y  w a s  n o t  a s s o c i a t e d  

w i t h  r o l e  i n  p r o d u c t i o n .  H o w e v e r ,  t h e  f a c t  t h a t  38% o f  t h e  

r e s p o n d e n t s  i n d i c a t e d  t h a t  i t  w a s  e a s i e r  f o r  m a n a g e r s ,  t o
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m e a s u r e  t h e i r  p r o d u c t i v i t y  p e r h a p s  s h o w s  t h a t  f o r  m a n y  

i n d i v i d u a l s  i t  i s  n o t  s u c h  a  n o n - i s s u e  a s  t h e  F /M o C s  h a v e  

s u g g e s t e d .

Summary
H e a l t h  a n d  s a f e t y  i s s u e s  w e r e  p e r c e i v e d  b y  t h e  F /M o C s t o  b e  

t h e  m o s t  i m p o r t a n t  n e g a t i v e  e f f e c t  o f  n e w  t e c h n o l o g y  w i t h  

m a n y  j o u r n a l i s t s  r e p o r t i n g  a i l m e n t s .  T h i s  c o n c e r n  w a s  

r e f l e c t e d  i n  t h e  s u r v e y  w h i c h  s h o w e d  t h a t  f e a r s  a b o u t  a  

w o r s e n i n g  w o r k  e n v i r o n m e n t  w e r e  a s s o c i a t e d  w i t h  t h e  e x t e n t  

t o  w h i c h  a j o u r n a l i s t  u s e d  t h e  t e c h n o l o g y .  F u r t h e r  w o r r i e s  

w e r e  e x p r e s s e d  o v e r  t h e  i n a d e q u a c y  o f  t r a i n i n g ;  o l d e r  

j o u r n a l i s t s  t e n d i n g  t o  w a n t  m u c h  m o r e  t r a i n i n g  o n  t h e  

e q u i p m e n t .  T h e s e  p r o b l e m s  w i t h  t h e  u s a g e  o f  t h e  s y s t e m  m a y  

s t e m  f r o m  t h e  n o n - i n v o l v e m e n t  o f  j o u r n a l i s t s  a t  t h e  d e s i g n  

s t a g e .  T h e  t e c h n o l o g y  t e n d e d  t o  b e  d e t e r m i n e d  b y  t h e  

s u p p l i e r  a n d  e m b o d i e d  a  p r o d u c t i o n  o r i e n t a t i o n ,  t h u s  m a n y  

j o u r n a l i s t s  f i n d  i t  u s e r - u n f r i e n d l y .

Attitudes to Job Quality
T h e  s e c o n d  s e t  o f  a t t i t u d e s  a s s e s s e d  a r e  c o n c e r n e d  w i t h  t h e  

i m p a c t  o f  n e w  t e c h n o l o g y  o n  j o b  q u a l i t y .  F r o m  t h e  

i n t e r v i e w s  w i t h  t h e  F / M o C s ,  t h e  i m p r e s s i o n  g a i n e d  w a s  t h a t  

a l t h o u g h  j o u r n a l i s t s  w e r e  u n h a p p y  w i t h  s p e c i f i c  a s p e c t s  o f  

d i r e c t  i n p u t  t e c h n o l o g y ,  i n  g e n e r a l  t h e y  w e r e  p l e a s e d  w i t h  

i t s  o v e r a l l  e f f e c t  o n  t h e i r  j o b s .  A t  e v e r y  n e w s p a p e r  

v i s i t e d  I  w a s  c o n t i n u a l l y  t o l d  b y  j o u r n a l i s t s ,  "We w o u l d n ' t  

w a n t  t o  g o  b a c k  t o  t h e  o l d  s y s t e m . "  T h e  s t a t e m e n t  w a s ,  

h o w e v e r ,  u s u a l l y  a  p r e a m b l e  t o  a  c o m p l a i n t  a b o u t  s o m e
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d r a w b a c k  o f  t h e  s y s t e m .  T h e  q u e s t i o n n a i r e  a d d r e s s e d  a  

n u m b e r  o f  j o b  q u a l i t y  i s s u e s  i n  a n  a t t e m p t  t o  a s s e s s  

g e n e r a l  a t t i t u d e s ,  a n d  i n  p a r t i c u l a r  t o  i d e n t i f y  w h e t h e r  

t h e r e  w e r e  d i f f e r e n c e s  b e t w e e n  t h e  r e p o r t e r s  a n d  t h e  s u b s  

who  w e r e  a f f e c t e d  b y  t h e  n e w  t e c h n o l o g y  t o  d i f f e r i n g  

e x t e n t s .  A s u m m a r y  o f  t h e  r e s p o n s e s  i s  p r e s e n t e d  i n  t a b l e

6 . 9  a n d  w i l l  b e  r e f e r r e d  t o  t h r o u g h o u t  t h i s  s e c t i o n  o f  t h e  

a n a l y s i s .

Table 6 . 9 :  Q u e s t i o n n a i r e  r e s p o n s e s  -  T e c h n o l o g y

P e r c e n t a g e s

mxh
less

s lig h tly
le ss sane s lig h tly

more
m xh
mere

Has te c h n o lo g y  made y o u r  jo b  m ore o r  
l e s s  s a t i s f y i n g ? 9.9 7.2 38.2 34.2 10.5

[N = 152]
Would you  d e s c r i b e  y o u r  jo b  a s  m ore 
o r  l e s s  s k i l l e d  s in c e  t h e 0 4.9 19.0 54.3 22.2
i n t r o d u c t i o n  o f  new te c h n o lo g y ? [N = 153]

Do you  t h i n k  new te c h n o lo g y  m akes 
j o u r n a l i s t s  m ore o r  l e s s  l i k e l y  t o 3.3 9.9 35.1 39.1 12.6
p ro d u c e  b e t t e r  q u a l i t y  w ork? [N = 151]

Do you t h i n k  te c h n o lo g y  h a s  m ade you  
m ore o r  l e s s  p r o d u c t iv e  e a c h  w eek? 0.7 7.9 39.9 36.0 15.7

[N = 153]
A re you  m ore o r  l e s s  a b le  t o  c o n t r o l  
t h e  p a c e  a t  w h ich  you  w ork? 8.7 15.2 48.3 21.9 6.0

[N = 151]
Does new te c h n o lo g y  make i t  e a s i e r  
f o r  j o u r n a l i s t s  t o  move t o  a n o th e r 2.0 8.8 36.5 41.9 10.8
new spaper? [N = 148]

Does t h e  new te c h n o lo g y  make y o u r  jo b  
m ore o r  l e s s  d i f f i c u l t ? 10.5 34.0 26.8 20.3 8.5

[N = 153]

W hich o n e  o f  t h e  f o l lo w in g  s ta t e m e n ts  do you  m o st a g r e e  w ith ?

T ech n o lo g y  h a s  made my jo b  l e s s  m onotonous 1 7 . 8
T e c h n o lo g y  h a s  made my jo b  m ore m onotonous 1 2 . 5

T e c h n o lo g y  h a s  n o t  a f f e c t e d  t h e  m onotony o f  t h e  jo b  2 3 . 7  
T ech n o lo g y  h a s  r e p la c e d  o l d  m onotonous a s p e c t s  w i th  new o n e s  3 4 .9

T h e re  a r e  no  m onotonous a s p e c t s  t o  my jo b  1 1 .2

[N = 152]
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Job Satisfaction

T h e  q u e s t i o n n a i r e  a s k e d  r e s p o n d e n t s  t o  i n d i c a t e  w h e t h e r  n e w  

t e c h n o l o g y  m a d e  t h e i r  j o b  m o r e  o r  l e s s  s a t i s f y i n g .  T h e  

o v e r a l l  t e n d e n c y  w a s  f o r  j o u r n a l i s t s  t o  f e e l  m o r e  s a t i s f i e d  

r a t h e r  t h a n  l e s s  s a t i s f i e d ,  h o w e v e r ,  w h e n  b r o k e n  i n t o  j o b  

c a t e g o r i e s  a  d i f f e r e n c e  d o e s  e m e r g e .

C o l u m n  p e r c e n t a g e s

Reps Subs Features
m u c h  l e s s  s a t i s f a c t i o n  
s l i g h t l y  l e s s  s a t i s f a c t i o n 3.'7}9'8

14.9-.-3-, n 13.3 
17.0* 0

sa m e 50.0 17.0 33.3
s l i g h t l y  m o r e  s a t i s f a c t i o n  
m u c h  m o r e  s a t i s f a c t i o n

35.4-. . _ _ 
4 .9 40'3

31.9, 46.7 
19.2 * 01 *1 6.7

100 100 100
[ N = 8 2 ] [N=47] [N=15]

As t h e  t a b l e  i l l u s t r a t e s ,  r e p o r t e r s  w e r e  l e a s t  l i k e l y  t o  

c o n s i d e r  t h a t  d i r e c t  i n p u t  h a d  a f f e c t e d  t h e i r  j o b  

s a t i s f a c t i o n ,  b u t  w h e n  i t  d i d  a f f e c t  s a t i s f a c t i o n ,  i t  w a s  

i n  a  p o s i t i v e  r a t h e r  t h a n  n e g a t i v e  m a n n e r .  T h e  s u b s  w e r e  

m o r e  l i k e l y  t o  i n d i c a t e  t h a t  d i r e c t  i n p u t  h a d  a f f e c t e d  j o b  

s a t i s f a c t i o n ,  a n d  t h e r e  w a s  l e s s  a g r e e m e n t  o v e r  w h e t h e r  i t  

h a d  i n c r e a s e d  j o b  s a t i s f a c t i o n  (51% )  o r  d e c r e a s e d  

s a t i s f a c t i o n  ( 3 2 % ) .

R e s p o n d e n t s  w e r e  a s k e d  t o  e x p l a i n  w h y  t h e y  f e l t  m o r e  o r  

l e s s  s a t i s f i e d ,  a n d  t h e  a n s w e r s  r e v e a l  a  c l e a r  d i f f e r e n c e  

i n  a t t i t u d e  b e t w e e n  a n d  w i t h i n  t h e  j o b  c a t e g o r i e s .  

R e p o r t e r s  w h o  f e l t  g r e a t e r  j o b  s a t i s f a c t i o n  t e n d e d  t o  

s t r e s s  t h e  ' q u a l i t y '  a s p e c t s  o f  t h e  w o r k  -  c l e a n e r  c o p y ,  

e a s i e r  t o  c o r r e c t  a n d  r e v i s e ,  a  p o l i s h e d ,  n e a t e r  p r o d u c t .  

T h i s  s a t i s f a c t i o n  s e e m s  t h e r e f o r e  t o  s t e m  f r o m  a e s t h e t i c  

i m p r o v e m e n t s  i n  t h e  t a s k  o f  w r i t i n g ;  i n s t e a d  o f  n u m e r o u s
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s m a l l  s c r u f f y  s h e e t s  o f  p a p e r ,  t h e  r e p o r t e r s  s e n d  n e a t ,  

j u s t i f i e d  b l o c k s  o f  s c r e e n  t e x t  t h r o u g h  t o  s u b s .  O t h e r  

r e p o r t e r s  s t r e s s e d  ' j o b  c o n t e n t '  f a c t o r s ,  d e r i v i n g  g r e a t e r  

s a t i s f a c t i o n  f r o m  ' l e a r n i n g  a  n e w  s k i l l ' ,  ' b e i n g  f a c e d  w i t h  

a  n e w  c h a l l e n g e ' ,  a n d  s o  f o r t h .  S i m i l a r l y  a  f e w  r e s p o n d e n t s  

i d e n t i f i e d  t h e  a c q u i s i t i o n  o f  n e w  s k i l l s  a s  l e a d i n g  t o  

b e t t e r  j o b  o p p o r t u n i t i e s ,  a n d  h e n c e  w e r e  m o r e  s a t i s f i e d .  I n  

s u c h  i n s t a n c e s  t h e y  w e r e  i n d i c a t i n g  t h a t  s a t i s f a c t i o n  h a d  

a r i s e n  l a r g e l y  f r o m  a  f e e l i n g  o f  g r e a t e r  j o b  s e c u r i t y ,  o r  

i m p r o v e d  c a r e e r  o p p o r t u n i t i e s .  F i n a l l y ,  s o m e  r e p o r t e r s  

e x p r e s s e d  f a r  m o r e  p r a c t i c a l  r e a s o n s  f o r  f e e l i n g  g r e a t e r  

s a t i s f a c t i o n ,  n o t a b l y  t h e  e a s e  w i t h  w h i c h  d i r e c t  i n p u t  

a l l o w e d  s t o r i e s  t o  b e  t r a n s m i t t e d  t o  t h e  o f f i c e  f r o m  

o u t s i d e  l o c a t i o n s  o r  d i s t r i c t  o f f i c e s ;  i n s t e a d  o f  r e a d i n g  

t h e  s t o r y  o v e r  t h e  t e l e p h o n e  t o  a  c o p y t a k e r ,  i t  c a n  b e  

t r a n s m i t t e d  u s i n g  a  m o d e m .

T h e  o v e r w h e l m i n g  m a j o r i t y  o f  s u b s  w h o  f e l t  m o r e  j o b  

s a t i s f a c t i o n  s t r e s s e d  t h e  ' g r e a t e r  c o n t r o l  '  t h e y  h a d  o v e r  

t h e  f i n a l  p r o d u c t .  O t h e r s  s t r e s s e d  t h e  g r e a t e r  a c c u r a c y  

a r i s i n g  f r o m  t h e i r  e n h a n c e d  c o n t r o l  o v e r  t h e  p r o d u c t i o n  

t a s k s .  S i m i l a r  t o  t h e  r e p o r t e r s  w h o  f e l t  g r e a t e r  j o b  

s a t i s f a c t i o n ,  so m e  s u b s  s t r e s s e d  t h e  e x t r a  s k i l l s  a n d  t h e  

n e w  c h a l l e n g e  t h a t  d i r e c t  i n p u t  p o s e d .

T h e  l e s s  s a t i s f i e d  r e p o r t e r s  e x p r e s s e d  w o r r i e s  a b o u t  

t h e  h e a l t h  p r o b l e m s  c r e a t e d  b y  t h e  VDUs a n d  t h e  

i n t e n s i f i c a t i o n / p r o d u c t i o n i s a t i o n  o f  w o r k .  T h e r e  w a s  a l s o  a  

f e e l i n g  o f  ' a  l o s s  o f  t h e  n e w s p a p e r  a t m o s p h e r e '  e x p r e s s e d  

b y  a  f e w  r e s p o n d e n t s .  A l l  t h e  s u b s  w h o  f e l t  l e s s  j o b  

s a t i s f a c t i o n  a l l u d e d  t o  p r o d u c t i o n - l i n e  w o r k  w i t h  p h r a s e s  

l i k e ,  ' t i e d  t o  t h e  m a c h i n e ' ,  ' l i k e  a  c o n v e y o r  b e l t ' ,
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" m e c h a n i c a l  t a s k s " ,  " r o u t i n e " ,  " i t s  a  w o r d  

s a u s a g e - m a c h i n e " ,  a n d  s o  f o r t h .  T h u s ,  w h i l s t  t h e  e x t r a  

c o n t r o l  a s p e c t s  o f  t h e  t e c h n o l o g y  g a v e  s o m e  s u b s  i n c r e a s e d  

j o b  s a t i s f a c t i o n ,  t h e y  h a d  a n  o p p o s i t e  e f f e c t  o n  o t h e r  

s u b s  .

O v e r a l l ,  t h e r e  s e e m s  t o  b e  c o n s e n s u s  a m o n g s t  t h e  

j o u r n a l i s t s  w h o  f e l t  l e s s  j o b  s a t i s f a c t i o n ,  i r r e s p e c t i v e  o f  

t h e i r  j o b  c a t e g o r y .  T h e  j o u r n a l i s t s  who  f e l t  m o r e  s a t i s f i e d  

a t t r i b u t e d  i t  t o  a  v a r i e t y  o f  r e a s o n s ,  b u t  t h e  s u b s  s e e m e d  

t o  s t r e s s  t h e  e x t r a  c o n t r o l  o v e r  t h e  w o r k  p r o c e s s .  T h e s e  

r e s p o n s e s  t o  j o b  s a t i s f a c t i o n  a r e  i l l u s t r a t e d  i n  t h e  c h a r t  

b e l o w ,  a n d  m a n y  o f  t h e  t h e m e s  a r e  t a k e n  u p  i n  s p e c i f i c  

d e t a i l  b y  o t h e r  s u r v e y  q u e s t i o n s ,  o u t l i n e d  b e l o w .

J o b  S a t i s f a c t i o n

more less

Reporters a e s t h e t i c  
p r a c t i c a 1 / e a s e  
s k i l l
j o b  s e c u r i t y /  

o p p o r t u n i t y

h e a l t h
p r o d u c t i o n  l i n e  
a t m o s p h e r e

Sub-editors c o n t r o l
s k i l l

p r o d u c t i o n  l i n e  
a t m o s p h e r e

S k i l l

T h e  r e s p o n s e s  t o  t h e  q u e s t i o n  o f  w h e t h e r  j o u r n a l i s t s  f e e l  

t h e m s e l v e s  t o  h a v e  b e e n  u p s k i l l e d  b y  d i r e c t  i n p u t  b a c k s  u p  

t h e  i m p r e s s i o n  a c q u i r e d  t h r o u g h  i n t e r v i e w s  w i t h  t h e  F / M o C s . 

O n l y  5% o f  t h e  r e s p o n d e n t s  f e l t  l e s s  s k i l l e d  b y  t h e  

t e c h n o l o g y ,  w h i l s t  76% c o n s i d e r e d  t h e m s e l v e s  t o  b e  m o r e  

s k i l l e d .  I t  c o u l d  b e  s u g g e s t e d  t h a t  t h i s  f e e l i n g  o f  b e i n g  

u p s k i l l e d  i s  r e l a t e d  t o  t h e  e x t e n t  o f  u s a g e  o f  t h e  s y s t e m .
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P e r c e n t a g e s  c a l c u l a t e d  f o r  e a c h  j o b  c a t e g o r y  a r e  d i s p l a y e d  

i n  t h e  t a b l e  b e l o w .  I t  s h o w s  t h a t  a  g r e a t e r  p r o p o r t i o n  o f  

t h e  s u b s  t h a n  o f  t h e  r e p o r t e r s  f e l t  t h e m s e l v e s  t o  b e  m o r e  

s k i l l e d ,  a n d  t h a t  s u b s  t e n d e d  t o  c o n s i d e r  t h e m s e l v e s  ' m u c h  

m o r e '  s k i l l e d  w h e r e a s  r e p o r t e r s  l a r g e l y  c o n s i d e r e d  

t h e m s e l v e s  t o  b e  ' s l i g h t l y  m o r e '  s k i l l e d .  N o t a b l y ,  f e a t u r e s  

s t a f f  w e r e  s i m i l a r  t o  s u b s  i n  t h e i r  o v e r a l l  u p s k i l l i n g  

a s s e s s m e n t ,  y e t  w e r e  i n  l i n e  w i t h  r e p o r t e r s  i n  c o n s i d e r i n g  

t h e m s e l v e s  t o  b e  ' s l i g h t l y  m o r e '  r a t h e r  t h a n  ' m u c h  m o r e '  

s k i l l e d .  T h i s  c o n f o r m s  w i t h  t h e  s u g g e s t i o n  t h a t  a t t i t u d e s  

t o  u p s k i l l i n g  a r e  r e l a t e d  t o  t h e  e x t e n t  o f  u s a g e  o f  t h e  

s y s t e m .

C o l u m n  p e r c e n t a g e s

Reps Subs Features
m u c h  l e s s  s k i l l e d 0 0 0
s l i g h t l y  l e s s  s k i l l e d 3.6 8.5 0
s a m e 24.1 8.5 20.0
s l i g h t l y  m o r e  s k i l l e d 63.9 36.2 60.0
m u c h  m o r e  s k i l l e d 8.4 46.8 20.0

100 100 100
[N=83] [N=47] [N=15]

R e s p o n d e n t s  w e r e  i n v i t e d t o  c o m m e n t  why t h e y  f e l t t h a t  n e w

t e c h n o l o g y  h a d  a l t e r e d t h e i r  s k i l l s . T h e  o v e r w h e l m i n g

m a j o r i t y  o f  t h e  u p s k i l l e d  r e p o r t e r s  s t a t e d  t h a t  i n  l e a r n i n g  

t o  u s e  t h e  t e r m i n a l  t h e y  h a d  a c q u i r e d  a  n e w  s k i l l ;  s o m e  

c l a i m e d  i t  w a s  a  g r o u n d i n g  i n  c o m p u t i n g ,  w h i l s t  o t h e r s  

c h o s e  t o  l a b e l  i t  f a r  l e s s  g r a n d l y  a s  a  f a m i l i a r i t y  w i t h  

w o r d  p r o c e s s i n g .  A f e w  r e s p o n d e n t s  s t r e s s e d  t h e  g r e a t e r  

r e s p o n s i b i l i t y  f o r  c o p y  a s  a  r e s u l t  o f  t h e  r e m o v a l  o f  t h e  

s e c o n d  k e y s t r o k e ,  a n d  t w o  i d e n t i f i e d  t h i s  a s  t a k i n g  o v e r  a  

g r e a t e r  p a r t  o f  t h e  p r o d u c t i o n  p r o c e s s .
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T h e  u p s k i l l e d  s u b s  a l l  f e l l  i n t o  t w o  c a t e g o r i e s  w i t h  

t h e i r  e x p l a n a t i o n s :  t h o s e  w h o  s t r e s s e d  t h e  t e c h n i c a l  

e x p e r t i s e  n e e d e d  t o  o p e r a t e  t h e  e q u i p m e n t ,  a n d  t h o s e  w h o  

s t a t e d  t h a t  t h e y  n o w  d o  t a s k s  p r e v i o u s l y  p e r f o r m e d  b y  

p r i n t e r s  a n d  h a v e  h a d  t o  a c q u i r e  t h e i r  p r o d u c t i o n  s k i l l s .  

T h e  i m p l i c a t i o n s  o f  a l l  t h e s e  u p s k i l l i n g  e x p l a n a t i o n s  w i l l  

b e  d i s c u s s e d  l a t e r  i n  t h i s  c h a p t e r ,  b u t  f o r  now  we  c a n  

g e n e r a l i s e  b y  s a y i n g  t h a t  w h i l s t  t h e r e  i s  a g r e e m e n t  a m o n g s t  

j o u r n a l i s t s  t h a t  t h e y  h a v e  b e e n  u p s k i l l e d ,  t h e  i n t e n s i t y  o f  

e x t r a  s k i l l  a n d  r e a s o n s  w h y  t h e y  c o n s i d e r  t h e m s e l v e s  

u p s k i l l e d  i s  d e p e n d e n t  o n  t h e  j o b  c a t e g o r y .

Q u a l i t y  o f  W o rk

A c o n n e c t i o n  b e t w e e n  t h e  q u a l i t y  o f  t h e  p r o d u c t ,  p e r c e i v e d  

b y  t h e  w o r k e r ,  a n d  t h e  f e e l i n g  o f  b e i n g  u p s k i l l e d  o r  

d e s k i l l e d  h a s  b e e n  s u g g e s t e d  b y  C o c k b u r n  ( 1 9 8 3 ) .  S h e  

a r g u e d ,  f o r  e x a m p l e ,  t h a t  a  c o m p o s i t o r  w o r k i n g  o n  a  t a b l o i d  

n e w s p a p e r  m ay  b e  i n c l i n e d  t o  f e e l  d e s k i l l e d  b y  

p h o t o c o m p o s i t i o n  t e c h n i q u e s  i f  t h e  n e w  t e c h n o l o g y  w a s  

p e r c e i v e d  b y  t h e  c o m p o s i t o r  t o  h a v e  m a d e  n o  i m p r o v e m e n t  t o  

t h e  p r o d u c t  q u a l i t y .  S h e  i s  t h e r e f o r e  s u g g e s t i n g  t h a t ,  i n  

c o n s i d e r i n g  s k i l l  i s s u e s ,  t h e  o u t c o m e  o f  t h e  w o r k  p r o c e s s  

a s  p e r c e i v e d  b y  t h e  s u b j e c t  g r o u p  i s  a s  i m p o r t a n t  a s  t h e  

t a s k s  t h e m s e l v e s .  I f  we a p p l y  h e r  a r g u m e n t  t o  j o u r n a l i s t s  

t h e n  a n  i n d i c a t i o n  o f  u p s k i l l i n g  c o u l d  b e  t h e  a t t i t u d e s  t o  

t h e  q u a l i t y  o f  j o u r n a l i s t i c  w o r k .  T h e  q u e s t i o n n a i r e  

a d d r e s s e d  t h i s  b y  a s k i n g  w h e t h e r  n e w  t e c h n o l o g y  m a k e s  

j o u r n a l i s t s  m o r e  o r  l e s s  l i k e l y  t o  p r o d u c e  b e t t e r  q u a l i t y  

w o r k .  T h e  r e s p o n d e n t s  g e n e r a l l y  c o n s i d e r e d  t e c h n o l o g y  t o  

h a v e  t h e  e f f e c t  o f  i m p r o v i n g  t h e  q u a l i t y  o f  j o u r n a l i s t i c
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w o r k  (52% -  b e t t e r  q u a l i t y ,  13% p o o r e r  q u a l i t y ) .

When t h e  d a t a  i s  b r o k e n  do w n  i n t o  j o b  c a t e g o r i e s ,  i t  

r e v e a l s  t h a t  e a c h  g r o u p  t e n d e d  t o  s u g g e s t  a n  o v e r a l l  

i m p r o v e m e n t  o f  q u a l i t y ,  b u t  a  n o t a b l y  s m a l l e r  p e r c e n t a g e  o f  

r e p o r t e r s  t h a n  s u b s  o r  f e a t u r e s  s t a f f  c o n s i d e r e d  t h e  

c h a n g e s  t o  h a v e  h a d  a  w o r s e n i n g  e f f e c t  o n  q u a l i t y  ( s e e  t h e  

t a b l e  b e l o w ) .  T h i s  m a y  b e  a  r e s u l t  o f  t h e  a e s t h e t i c  

p l e a s u r e  t h a t  m a n y  o f  t h e  r e p o r t e r s  s e e m  t o  g e t  f r o m  u s i n g  

t h e  t e c h n o l o g y  -  i n  p a r t i c u l a r  t h e  '’c l e a n  c o p y ' .  I t  w o u l d  

n e e d  f a r  m o r e  d e t a i l e d  r e s e a r c h  t o  i d e n t i f y  t h e  e f f e c t  o f  

d i r e c t  i n p u t  o n  j o u r n a l i s t i c  s t a n d a r d s ,  s t y l e ,  t e c h n i q u e  

a n d  s o  f o r t h ,  a n d  c l e a r l y  t h a t  i s  o u t s i d e  t h e  s c o p e  o f  t h i s  

p a r t i c u l a r  s t u d y .  H o w e v e r ,  t h e  m a j o r i t y  o f  r e s p o n d e n t s  f e l t  

t h a t  t h e  q u a l i t y  o f  j o u r n a l i s t i c  w o r k  i n c r e a s e s  w i t h  n e w  

t e c h n o l o g y  -  a n d  t h u s  b y  i m p l i c a t i o n ,  t h e r e  m u s t  b e  g r e a t e r  

p o t e n t i a l  f o r  i m p r o v e d  p r o d u c t  q u a l i t y ,  e s p e c i a l l y  a s  

j o u r n a l i s t s  h a v e  m o r e  i n f l u e n c e  o v e r  a  l a r g e r  p a r t  o f  t h e  

p r o d u c t i o n  p r o c e s s .  B u t  a n y  q u a l i t y  p e r c e p t i o n s  m u s t  b e  

t r e a t e d  v e r y  c a u t i o u s l y ,  n o t  l e a s t  s i n c e  t h e y  a r e  l i k e l y  t o  

c h a n g e  o v e r  t i m e  -  p a r t i c u l a r l y  a s  t h e  t e c h n o l o g y  l e a r n i n g  

c u r v e  f l a t t e n s  o u t .

C o l u m n  p e r c e n t a g e s

B e t t e r  q u a l i t y  w o r k . . . R e p s S u b s F e a t u r e s

m u c h  l e s s  l i k e l y 1 . 2 4 . 4 6 . 7
s l i g h t l y  l e s s  l i k e l y 2 . 4 2 4 . 4 1 3 . 3
s a m e 3 8 . 6 3 1 . 1 2 0 . 0
s l i g h t l y  m o r e  l i k e l y 4 3 . 4 2 8 . 9 5 3 . 3
m u c h  m o r e  l i k e l y 1 4 . 5 1 1 . 1 6 . 7

1 0 0 1 0 0 1 0 0
[ N = 8 3 ] [ N = 4 5 ] [ N = 1 5 ]
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Productivity, Pace and Monotony

T h e  ' p r o d u c t i o n  l i n e '  a s p e c t s  o f  d i r e c t  i n p u t  s y s t e m s  w e r e  

e x a m i n e d  b y  a s k i n g  q u e s t i o n s  a b o u t  a t t i t u d e s  t o  

p r o d u c t i v i t y ,  p a c e  a n d  m o n o t o n y  o f  w o r k .  A t  i t s  s i m p l e s t  

l e v e l ,  j o u r n a l i s t s  w h o  f e l t  a s  t h o u g h  t h e y  h a d  b e e n  t u r n e d  

i n t o  p r o d u c t i o n  l i n e  w o r k e r s  w o u l d  b e  l i k e l y  t o  i n d i c a t e  

t h a t  p r o d u c t i v i t y  h a d  i n c r e a s e d ,  t h a t  t h e y  h a d  l e s s  c o n t r o l  

o v e r  p a c e  o f  w o r k ,  a n d  t h a t  t h e  t a s k  h a d  b e c o m e  m o r e  

m o n o t o n o u s .  T h e  F /M o C s s u g g e s t e d  t h a t  t h i s  p r o d u c t i o n - l i n e  

a t t i t u d e  w o u l d  b e  m o s t  e v i d e n t  i n  t h e  s u b b i n g  d e p a r t m e n t ,  

s o  t h e  q u e s t i o n n a i r e  a n a l y s i s  f o c u s e s  o n  d i f f e r e n c e s  

b e t w e e n  r e p o r t e r s  a n d  s u b s - e d i t o r s .

T h e  r e s p o n s e s ,  a s  d i s p l a y e d  i n  t a b l e  6 . 9  g i v e  t h e  

i m p r e s s i o n  t h a t  t e c h n o l o g y  h a s  i n c r e a s e d  p r o d u c t i v i t y ,  h a s  

h a d  l i t t l e  e f f e c t  o n  c o n t r o l  o v e r  t h e  p a c e  o f  w o r k ,  a n d  h a s  

s u b s t i t u t e d  o l d  m o n o t o n o u s  t a s k s  f o r  n e w  m o n o t o n i e s .  

H o w e v e r ,  w h e n  b r o k e n  dow n  i n t o  j o b  c a t e g o r i e s  a  d i f f e r e n t  

i m p r e s s i o n  i s  g a i n e d .

C o l u m n p e r c e n t a g e s

R e p s S u b s F e a t u r e s

m u c h  l e s s  p r o d u c t i v e 0 2 . 1 0
s l i g h t l y  l e s s  p r o d u c t i v e 2 . 4 1 2 . 8 2 0 . 0
s a m e 4 4 . 6 2 9 . 8 4 0 . 0
s l i g h t l y  m o r e  p r o d u c t i v e 4 5 . 8 2 9 . 8 1 3 . 3
m u c h  m o r e  p r o d u c t i v e 7 . 2 2 5 . 5 2 6 . 7

1 0 0 1 0 0 1 0 0
[ N = 8 3 ] [ N = 4 7 ] [ N = 1 5 ]

I n  t e r m s  o f  p r o d u c t i v i t y , 53% o f  r e p o r t e r s  a n d 55% o f  s u b s

c o n s i d e r  t h e m s e l v e s  t o  b e  m o r e  p r o d u c t i v e ,  b u t  w h e r e a s  o n l y  

7% o f  r e p o r t e r s  c o n s i d e r  t h e m s e l v e s  t o  b e  much more 
p r o d u c t i v e ,  t h e  c o m p a r a b l e  f i g u r e  f o r  t h e  s u b s  i s  26%. 

F u r t h e r m o r e ,  w h e r e a s  15% o f  s u b s  c o n s i d e r  t h e m s e l v e s  l e s s
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p r o d u c t i v e ,  o n l y  2% o f  r e p o r t e r s  t h i n k  l i k e w i s e .

T h e  p e r c e p t i o n s  o f  p r o d u c t i v i t y  a r e  l i k e l y  t o  b e  

a s s o c i a t e d  n o t  w i t h  w o r d c o u n t s ,  o r  s t o r i e s  s u b b e d ,  b u t  w i t h  

t h e  e x t r a  t a s k s  t h a t  a r e  now  p e r f o r m e d  b y  j o u r n a l i s t s .  T h e  

f i g u r e s  a r e  c o n s i s t e n t  w i t h  t h i s ,  s i n c e  t h e  s u b s ,  w h o  u s e  

t h e  n e w  t e c h n o l o g y  t h e  m o s t  a n d  h a v e  t a k e n  o v e r  t h e  m o s t  

p r o d u c t i o n  t a s k s ,  c o n s t i t u t e  t h e  w o r k g r o u p  t h a t  h a s  

i n d i c a t e d  t h e  g r e a t e s t  p e r c e p t i o n s  o f  i n c r e a s e d  

p r o d u c t i v i t y .  T h e  F /M o C s  h a v e  s u g g e s t e d  t h a t  t h i s  i s  a l s o  

c o n n e c t e d  w i t h  t h e  s l o w e r  s u b b i n g  p r o c e s s .  T h e y  a r g u e  t h a t  

s u b b i n g  t a k e s  l o n g e r  o n  s c r e e n  n o t  j u s t  b e c a u s e  i t  i s  a  n e w  

p r o c e s s  t o  l e a r n ,  b u t  a l s o  b e c a u s e  t h e r e  a r e  m o r e  t a s k s  t o  

d o .  A s  a  c o n s e q u e n c e  t h e  i n t e n s i f i c a t i o n  o f  w o r k ,  n e c e s s a r y  

t o  m e e t  t h e  d e a d l i n e s ,  h a s  c r e a t e d  a n  i n c r e a s e  i n  

p r o d u c t i v i t y ,  w i t h o u t  s p e e d i n g  u p  t h e  o v e r a l l  n e w s  p r o c e s s .  

L o g i c a l l y ,  t h e r e f o r e ,  s u b s  m a y  p e r c e i v e  a  p r o d u c t i v i t y  

d e c r e a s e  b e c a u s e  t h e y  a r e  g e t t i n g  t h r o u g h  l e s s  s t o r i e s  o r  

p a g e s ,  w h i l s t  i n  p r a c t i c e  t h e y  a r e  i n c r e a s i n g  p r o d u c t i v i t y  

b e c a u s e  t h e y  a r e  h a v i n g  t o  p e r f o r m  m o r e  o p e r a t i o n s  o n  e a c h  

s t o r y  a n d  e a c h  p a g e .  T h u s  m e t a p h o r i c a l l y ,  i t  i s  n o t  s o  m u c h  

a  c a s e  o f  s p e e d i n g  u p  t h e  m a c h i n e  a s  r e d u c i n g  i t s  n u m b e r  o f  

o p e r a t o r s .

I n d e e d  t h e r e  i s  l i t t l e  e v i d e n c e  f r o m  t h e  q u e s t i o n n a i r e s  

t h a t  j o u r n a l i s t s  g e n e r a l l y  f e e l  l e s s  i n  c o n t r o l  o v e r  t h e  

p a c e  a t  w h i c h  t h e y  w o r k .  O f  t h e  r e p o r t e r s ,  62% i n d i c a t e d  

t h e r e  w a s  n o  c h a n g e ,  a n d  25% f e l t  i n  g r e a t e r  c o n t r o l  o v e r  

t h e  p a c e  o f  w o r k .  On t h e  o t h e r  h a n d ,  a l t h o u g h  30% o f  t h e  

s u b s  i n d i c a t e d  n o  c h a n g e  a n d  30% f e l t  i n  g r e a t e r  c o n t r o l ,  

t h e  r e m a i n i n g  40% t h o u g h t  t h e r e  h a d  b e e n  a  r e d u c t i o n  i n  

t h e i r  c o n t r o l  o v e r  t h e  w o r k  p a c e .  T h i s  s u g g e s t s  a n
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u n d e r l y i n g  t e n d e n c y  f o r  s u b s  t o  f e e l  t h a t  n e w  t e c h n o l o g y  

h a s  i n f r i n g e d  u p o n  t h e i r  s e l f - p a c i n g ,  a n d  s o  t h e r e  i s  a  

p o s s i b i l i t y  o f  t h e m  i n t e r p r e t i n g  t h i s  a s  a  p r o d u c t i o n - l i n e  

t e c h n i q u e .

C o l u m n  p e r c e n t a g e s

Control over pace of work Reps Subs Features
m u c h  l e s s 1.2 19.6 13.3
s l i g h t l y  l e s s 11.0 19.6 13.3
s a m e 62.2 30.4 40.0
s l i g h t l y  m o r e 18.3 28.3 20.0
m u c h  m o r e 7.3 2.2 13.3

100 100 100
[N=8 2] [N=4 6] [ N = 1 5 ]

R e s p o n d e n t s  s h o w e d d i f f e r e n c e s  a c c o r d i n g  t o t h e i r  j o b

c a t e g o r i e s  w i t h  r e s p e c t t o  t h e  q u e s t i o n  o n m o n o t o n y .  A

g r e a t e r  p r o p o r t i o n o f s u b s  t h a n r e p o r t e r s f e l t  t h a t

t e c h n o l o g y  h a d  m a d e  t h e i r  j o b s  m o r e  m o n o t o n o u s ;  r e p o r t e r s  

w e r e  m o r e  i n c l i n e d  t o  f e e l  t h a t  t h e  m o n o t o n y  h a d  n o t  b e e n  

a f f e c t e d  b y  n e w  t e c h n o l o g y .  A l m o s t  h a l f  t h e  s u b s  c o m p a r e d  

w i t h  u n d e r  a  t h i r d  o f  t h e  r e p o r t e r s  f e l t  t h a t  o l d  

m o n o t o n o u s  t a s k s  h a d  b e e n  r e p l a c e d  b y  n e w  m o n o t o n o u s  t a s k s .  

I n  a d d i t i o n ,  a  l a r g e r  p r o p o r t i o n  o f  r e p o r t e r s  t h a n  s u b s  

c o n s i d e r e d  t h e r e  t o  b e  n o  m o n o t o n o u s  a s p e c t s  t o  t h e i r  j o b .  

T h e  r e s p o n s e s  i n d i c a t i n g  i n c r e a s e d  m o n o t o n y  a r e  m o r e  

e v i d e n t  a m o n g s t  t h e  s u b s  t h a n  t h e  r e p o r t e r s .

l e s s  m o n o t o n o u s  
m o r e  m o n o t o n o u s  
s a m e
o l d  m o n o t o n y  f o r  n e w  m o n o t o n y  
n o  m o n o t o n y  i n  t h e  j o b

C o l u m n p e r c e n t a g e s

Reps Subs Features
19.3 13.0 20.0
6.0 23.9 13.3

28.9 13.0 40.0
30.1 47.8 20.0
15.7 2.2 6.7
100 100 100
[N=83] [N=46] [N=15]
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O v e r a l l  t h e  r e s p o n s e s  f o r  p r o d u c t i v i t y ,  p a c e  a n d  m o n o t o n y  

s u g g e s t  t h a t  n e g a t i v e  a t t i t u d e s  a r e  a s s o c i a t e d  w i t h  t h e  

t y p e  o f  u s a g e  o f  t h e  s y s t e m .  T h e  F /M o C s c l a i m e d  t h a t ,  

a m o n g s t  t h e  j o u r n a l i s t s ,  i t  i s  t h e  s u b s  w h o  a r e  l e a s t  

c o n t e n t  w i t h  ne w  t e c h n o l o g y  b e c a u s e  t h e y  a r e  e x p o s e d  t o  

p r o d u c t i o n  l i n e  t e c h n i q u e s .  W h i l s t  t h i s  i s  s u b s t a n t i a t e d  b y  

s o m e  o f  t h e  r e s p o n s e s ,  t h e r e  i s  g e n e r a l  d i v e r s i t y  a m o n g s t  

t h e  s u b s .  I n  f a c t ,  i f  we  e x a m i n e  a l l  t h e  r e s p o n d e n t s ,  o n l y  

f o u r  p e o p l e  i n d i c a t e d  t h a t  n e w  t e c h n o l o g y  h a d  i n c r e a s e d  

p r o d u c t i v i t y ,  r e d u c e d  t h e i r  c o n t r o l  o v e r  t h e  p a c e  o f  w o r k  

a n d  i n c r e a s e d  m o n o t o n y  -  o u r  o r i g i n a l  i n d i c a t o r  o f  a  

' p r o d u c t i o n  w o r k e r '  a t t i t u d e .  Of  t h e s e  r e s p o n d e n t s ,  t h r e e  

w e r e  s u b s  a n d  o n e  w a s  a  c h i e f  s u b .  T w e n t y  r e s p o n d e n t s  f e l l  

i n t o  t w o  o f  t h e  t h r e e  p r o d u c t i o n  w o r k  a t t i t u d e  c a t e g o r i e s ,  

o f  w h i c h  12 w e r e  s u b s ,  s i x  w e r e  r e p o r t e r s  a n d  t w o  w e r e  

f e a t u r e  w r i t e r s .  So  a l t h o u g h  t h i s  s u b s t a n t i a t e s  t h e  F / M o C s '  

v i e w  t h a t  a  p r o d u c t i o n  l i n e  a t t i t u d e  w o u l d  b e  m o s t  e v i d e n t  

a m o n g s t  s u b s ,  i t  s u g g e s t s  t h a t  t h e  a t t i t u d e  i t s e l f  i s  a  

m i n o r i t y  o n e ,  r a t h e r  t h a n  o n e  s h a r e d  b y  t h e  m a j o r i t y  o f  n e w  

t e c h n o l o g y  u s e r s .

J o b  O p p o r t u n i t y

Some of the satisfaction amongst the reporters resulted 
from a feeling that direct input had enhanced their job 
opportunities (noted above). This stemmed from a feeling of 
greater job security and/or a feeling of greater mobility 
in the labour market. This latter aspect was addressed by a 
separate question, with 53% of the respondents indicating 
that new technology made it easier for journalists to move 
to another newspaper, and only 11% believing it made such
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m o b i l i t y  m o r e  d i f f i c u l t .

T h e r e  w a s  l i t t l e  d i f f e r e n c e  b e t w e e n  s u b s  a n d  r e p o r t e r s  

o n  t h i s  i s s u e .  M o s t  n o t a b l e  w a s  t h e  t e n d e n c y  f o r  a  g r e a t e r  

p r o p o r t i o n  o f  s u b s  t h a n  o f  r e p o r t e r s  t o  f e e l  l e s s  m o b i l e  a s  

a  r e s u l t  o f  n e w  t e c h n o l o g y .  B u t  f o r  e a c h  c a t e g o r y ,  o v e r  50% 

f e l t  t h a t  n e w  t e c h n o l o g y  h a d  e n h a n c e d  m o b i l i t y .

C o l u m n  p e r c e n t a g e s

O p p o r t u n i t y  t o  m o v e . . . R e p s S u b s F e a t u r e s

m u c h  l e s s
6 . 1 > 7 - 6 ^ * 4 } 1 7 . 4  1 3 . 0 ; 1'

0
s l i g h t l y  l e s s 6 . 7
s a m e 4 1 . 8 2 8 . 3 3 3 . 3
s l i g h t l y  m o r e  
m u c h  m o r e

3 9 . 2
1 1 . 4 '

a 3 9 . 1 .  c 0 6 n } 5 4 . 3  15  . z
6 0 . 0

0

1 0 0 1 0 0 1 0 0
[ N = 7 9 ] [N—4 6 ] [ N = 1 5 ]

J o b  D i f f i c u l t y

T h e  f i n a l  ' q u a l i t y  o f w o r k '  q u e s t i o n i s  j o b d i f f i c u l t y .

O b v i o u s l y  g r e a t e r  ' j o b d i f f i c u l t y '  d o e s  n o t n e c e s s a r i l y

m e a n  l e s s  s a t i s f a c t i o n : so m e  j o u r n a l i s t s  m i g h t  w e l c o m e  a

d i f f i c u l t  c h a l l e n g e  a n d s o  ' l e s s  d i f f i c u l t y '  m i g h t l e a d  t o

b o r e d o m .  C o n v e r s e l y ,  o t h e r  j o u r n a l i s t s m i g h t  b e p l e a s e d  i f

n e w  t e c h n o l o g y  m a k e s  t h e i r  j o b s  e a s i e r t o  d o . H o w e v e r ,  i t

a l l  d e p e n d s  o n  h o w ’d i f f i c u l t y '  i s i n t e r p r e t e d , t h u s

r e s p o n d e n t s  w e r e  i n v i t e d  t o  i n d i c a t e  w h e t h e r  n e w  t e c h n o l o g y  

h a d  m a d e  t h e i r  j o b  m o r e  o r  l e s s  d i f f i c u l t ,  a n d  h o w  i t  h a d  

d o n e  s o .  I n  f a c t ,  o u t  o f  a l l  t h e  t e c h n o l o g y  q u e s t i o n s ,  t h i s  

' j o b  d i f f i c u l t y '  o n e  o b t a i n e d  t h e  b e s t  r e s p o n s e ,  w i t h  t h e  

w r i t t e n  s e c t i o n  e l i c i t e d  1 4 2  r e s p o n s e s  o u t  o f  a  p o t e n t i a l  

1 5 3  .

As a b o v e ,  we  c a n  e x a m i n e  w h e t h e r  t h e  i m p r e s s i o n  g i v e n  

b y  t h e  F /M o C s i s  s u b s t a n t i a t e d  b y  t h e  q u e s t i o n n a i r e  d a t a :  

t h a t  a  s u b  i s  m o r e  i n c l i n e d  t o  f i n d  t h e  j o b  d i f f i c u l t
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b e c a u s e  o f  t h e  e x t r a  t a s k s  a n d  s k i l l s  t o  b e  l e a r n e d ,  w h i l s t  

a  r e p o r t e r  w i l l  f i n d  i t  e a s i e r  b e c a u s e  i t  i s  m o r e  e f f i c i e n t  

t o  w r i t e  s t o r i e s  a n d  m a k e  c o r r e c t i o n s  o n  a  VDU t h a n  o n  a  

t y p e w r i t e r .  T h e  p e r c e n t a g e s  r e v e a l e d  b y  t h e  t a b l e  b e l o w  

s e e m  t o  b a c k  u p  t h e  F / M o C s . A m u c h  g r e a t e r  p r o p o r t i o n  o f  

s u b s  c o n s i d e r  t h e i r  j o b s  t o  b e  m o r e  d i f f i c u l t :  51% c o m p a r e d  

w i t h  11% f o r  r e p o r t e r s .  C o n v e r s e l y ,  a  g r e a t e r  p e r c e n t a g e  o f  

t h e  r e p o r t e r s  t h a n  o f  t h e  s u b s  i n d i c a t e  l e s s  j o b  

d i f f i c u l t y :  54% c o m p a r e d  w i t h  28% f o r  s u b s .  T h i s  i s  f u r t h e r  

s u b s t a n t i a t e d  b y  t h e  f e a t u r e  w r i t e r s  w h o  f a l l  e v e n l y  i n t o  

b o t h  c a t e g o r i e s  (47% e a c h )  s i n c e  t h e y  a r e  t h e  g r o u p  

e x p e r i e n c i n g  b o t h  t h e  e a s e  o f  w o r d  p r o c e s s i n g  a n d  t h e  

d i f f i c u l t y  o f  o n - s c r e e n  s u b b i n g .

C o l u m n  p e r c e n t a g e s

R e p s S u b s F e a t u r e s

m u c h  l e s s  d i f f i c u l t  
s l i g h t l y  l e s s  d i f f i c u l t  
s a m e
s l i g h t l y  m o r e  d i f f i c u l t  
m u c h  m o r e  d i f f i c u l t

^ ^  ^ } 5 4  3 4 2 .
3 4 . 9

i : 2 } 10 • 9

2 1 : 3 } 2  7 • 7
2 1 . 3

^ ^ * 9 } 51  1 
1 9 . 2* L '

2 0 . 0 , . .  -  
2 6 . 7 } 4 6 ’ 7 

6 . 7
4 0 . 0 , . .  — 

6 . 7 } 4 6 - 7

1 0 0
[N=8 3 ]

1 0 0
[ N = 4 7 ]

1 0 0
[ N = 1 5 ]

N e a r l y  a l l  t h e  r e p o r t e r s  w h o  c l a i m e d  t h a t  n e w  t e c h n o l o g y  

h a d  m a d e  t h e i r  j o b  e a s i e r  g a v e  a  w o r d - p r o c e s s i n g  r e a s o n ,  

f o r  e x a m p l e ,  ' e a s i e r  t o  m o v e  c o p y  a r o u n d ' ,  ' q u i c k e r  t o  

a m e n d  c o p y ' ,  ' l e s s  h a s s l e  t h a n  t y p e w r i t e r s ' ,  ' c a n  c o r r e c t  

a n d  r e s t y l e  s t o r i e s  b e t t e r ' ,  a n d  s o  o n .  T h e  o t h e r  

r e s p o n d e n t s  w e r e  d i s t r i c t  r e p o r t e r s  a n d  s t a t e d  t h a t  i t  w a s  

e a s i e r  t o  s e n d  c o p y  u s i n g  a  m odem  r a t h e r  t h a n  r e a d i n g  i t  

o v e r  t h e  t e l e p h o n e .  S i m i l a r l y ,  t h e  f e a t u r e  w r i t e r s  a l s o  

c i t e d  w o r d - p r o c e s s i n g  r e a s o n s  f o r  n e w  t e c h n o l o g y  m a k i n g  t h e  

j o b  l e s s  d i f f i c u l t .  T h e  s u b s  w h o  f e l t  i t  r e d u c e d  j o b
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d i f f i c u l t y  f e l l  i n t o  t w o  g r o u p s .  T h e  f i r s t  g r o u p  c i t e d  

t e c h n i c a l  r e a s o n s ,  f o r  e x a m p l e ,  " m o r e  a c c u r a t e

w o r d - c o u n t s " ,  " b e t t e r  h e a d l i n e  f i t s " ,  " b e t t e r  p l a n n i n g

e s t i m a t e s " .  T h e  s e c o n d  g r o u p  c i t e d  c o n t r o l  i s s u e s :  " l e s s

n e e d  t o  i n v o l v e  p r i n t e r s " ,  " c o r r e c t i o n s  c a n  b e  m a d e  

i n s t a n t l y  w i t h o u t  i n v o l v i n g  p r i n t e r s " ,  " i t  t a k e s  i t  o u t  o f  

t h e  c o n t r o l  o f  t h e  m a l i g n a n t  a n d  s t u p i d  ( t h e  p r i n t e r s ) " ,  

" m o r e  c o n t r o l  o v e r  t h e  f i n a l  p r o d u c t " .

T u r n i n g  t o  t h e  r e s p o n d e n t s  w h o  c o n s i d e r e d  t h e  j o b  t o  

h a v e  b e e n  m a d e  m o r e  d i f f i c u l t ,  t h e  r e p o r t e r s  c i t e  s p e c i f i c  

p r o b l e m s  t h e y  h a v e  e n c o u n t e r e d ,  f o r  e x a m p l e ,  " I  c a n " t  t a k e  

w o r k  h o m e " ,  " i t  i s  m o r e  d i f f i c u l t  t o  p h o n e  i n  s t o r i e s " ,  " I  

h a v e  t o  h u m p  a  b l o o d y  l a p t o p  p o r t a b l e  a r o u n d  w i t h  m e " ,  

" t h e r e  a r e  n o t  e n o u g h  s c r e e n s  i n  t h e  o f f i c e " ,  " t h e

a d v a n t a g e s  a r e  o u t w e i g h e d  b y  h a v i n g  t o  s p e n d  t o o  m u c h  t i m e  

a t  t h e  d e s k " .  T h e  s u b s ,  o n  t h e  o t h e r  h a n d ,  v i r t u a l l y  a l l  

s t r e s s e d  t h e  s a m e  r e a s o n s :  t h e r e  i s  m o r e  t o  l e a r n ,  a n d  m o r e  

t a s k s  t o  d o .  S o m e ,  i n  a d d i t i o n ,  s t a t e d  t h a t  t h e r e  w a s  a  

g r e a t e r  n e e d  f o r  a c c u r a c y ,  f o r  e x a m p l e ,  " t h e r e  " s  m o r e  t o  d o  

y e t  l e s s  r o o m  f o r  m i s t a k e s " ,  " t h e r e  i s  n o  s a f e t y  n e t  f o r  

m i s p r i n t s  -  t h e  r e a d e r s  h a v e  g o n e " .  T h e  f e a t u r e  w r i t e r

r e s p o n d e n t s  s t a t e d  s i m i l a r  r e a s o n s :  t h a t  t h e  j o b  w a s  now 

m o r e  c o m p l e x  b e c a u s e  o f  t h e  t e c h n i c a l  l e a r n i n g  r e q u i r e d .  

B u t  p e r h a p s  t h e  m o s t  i n t e r e s t i n g  c o m m e n t c a m e  f r o m  a  N ew s 

E d i t o r  w h o  w r o t e ,  " I  s p e n d  m o s t  o f  t h e  d a y  g e t t i n g  t h e  

r e p o r t e r s  t o  d e v o t e  t h e i r  t i m e  a n d  e n e r g i e s  t o  j o u r n a l i s m  

r a t h e r  t h a n  t e c h n o l o g y . "

Sum m ary

G e n e r a l l y  t h e  j o u r n a l i s t s  i n  t h e  s u r v e y  s e e  t h e  n e w
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t e c h n o l o g y  a s  a n  i m p r o v e m e n t  o f  j o b  q u a l i t y .  A l t h o u g h  t h e r e  

i s  a  g e n e r a l  i n c r e a s e  i n  j o b  s a t i s f a c t i o n ,  r e p o r t e r s  t e n d e d  

t o  s t r e s s  i m p r o v e m e n t s  i n  t h e  p r a c t i c a l  a s p e c t s  o f  w o r k  -  

e s p e c i a l l y  e a s e  o f  w r i t i n g  -  t h e  s u b s  w e r e  m o r e  m i x e d  i n  

t h e i r  r e s p o n s e s .  Som e s t r e s s e d  f e e l i n g s  o f  g r e a t e r  c o n t r o l  

o v e r  p r o d u c t i o n ,  w h i l s t  o t h e r s  e x p r e s s e d  c o n c e r n  a b o u t  t h e  

p r o d u c t i o n  l i n e  a s p e c t s  o f  t h e  n e w  p r o c e s s  -  f o r  e x a m p l e ,  

i n t e n s i f i c a t i o n  o f  w o r k .  O v e r a l l ,  t h e r e  i s  a  f e e l i n g  o f  

b e i n g  u p s k i l l e d ,  b u t  c l e a r  d i f f e r e n c e s  b e t w e e n  t h e  j o b  

c a t e g o r i e s  a s  t o  t h e  i n t e n s i t y  o f  u p s k i l l i n g  a n d  r e a s o n s  

f o r  f e e l i n g  u p s k i l l e d  -  r e p o r t e r s  f e e l i n g  s l i g h t l y  m o r e  

s k i l l e d  b e c a u s e  t h e y  w e r e  c o m p u t e r a t e ,  a n d  t h e  s u b s  f e e l i n g  

m u c h  m o r e  s k i l l e d  b e c a u s e  t h e y  h a d  t a k e n  o v e r  t h e  t a s k s  o f  

p r i n t e r s .  J o u r n a l i s t s  i n  t h e  s u r v e y  t e n d e d  t o  a g r e e  t h a t  

t h e y  w e r e  m o r e  p r o d u c t i v e ,  p r o d u c e  b e t t e r  q u a l i t y  w o r k  a n d  

a r e  m o r e  m o b i l e  i n  t h e  l a b o u r  m a r k e t .  R e p o r t e r s  c o n s i d e r e d  

t h e  j o b  t o  b e  l e s s  d i f f i c u l t  b e c a u s e  n e w  t e c h n o l o g y  

i m p r o v e s  t h e i r  a b i l i t y  t o  a m e n d  a n d  r e v i s e  s t o r i e s ,  w h i l s t  

s u b s  t h o u g h t  i t  w a s  m o r e  d i f f i c u l t  b e c a u s e  o f  t h e  e x t r a  

l e a r n i n g  r e q u i r e d .

C o n c lu s i o n s

T h i s  c h a p t e r  h a s  a n a l y s e d  w o r k g r o u p  c o n s c i o u s n e s s  b y  

e x a m i n i n g  c o l l e c t i v i s m ,  i n d i v i d u a l i s m ,  a n d  a t t i t u d e s  t o  t h e  

u s e  o f  t h e  d i r e c t  i n p u t  e d i t o r i a l  s y s t e m .  T h i s  c o n c l u d i n g  

s e c t i o n  t h e r e f o r e  u s e s  t h e  p r e c e d i n g  e v i d e n c e  t o  a s s e s s  t h e  

c e n t r a l  q u e s t i o n  w i t h  w h i c h  t h e  c h a p t e r  b e g a n :  h o w  h a s  n e w  

t e c h n o l o g y  a f f e c t e d  t h e  j o u r n a l i s t  w o r k g r o u p ' s  c o l l e c t i v e  

c o n s c i o u s n e s s  a n d  p r o p e n s i t y  t o  a d o p t  a  t r a d e  u n i o n  

w o r k g r o u p  b a r g a i n i n g  p o s t u r e ?
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N e g a t i v e  e x p e r i e n c e s  o f  n e w  t e c h n o l o g y  m i g h t  h i g h l i g h t  

f o r  j o u r n a l i s t s  t h e  n e e d  f o r  a  s t r o n g  c o l l e c t i v e  

o r g a n i s a t i o n  t o  b a r g a i n  a n d  c a m p a i g n  o n  t h e i r  b e h a l f .  F r o m  

t h e  a t t i t u d e  s u r v e y  a n d  t h e  F /M oC  i n t e r v i e w s ,  t h e  

i m p r e s s i o n  g a i n e d  w a s  t h a t  c h a n g e s  i n  t h e  w o r k i n g  

e n v i r o n m e n t  a s s o c i a t e d  w i t h  n e w  t e c h n o l o g y  h a d  l e d  t o  t h e  

s t r o n g e s t  n e g a t i v e  e x p e r i e n c e s .  T h i s  s e e m e d  t o  b e  

a s s o c i a t e d  w i t h  h o w  m u c h  a  j o u r n a l i s t  u s e d  t h e  s y s t e m ,  t h u s  

t h e  w o r k g r o u p  m o s t  l i k e l y  t o  h a v e  s h a r e d  n e g a t i v e  

e x p e r i e n c e s  w e r e  t h e  s u b s .  C o l l e c t i v e  c o n s c i o u s n e s s  i s  

t h e r e f o r e  l o g i c a l l y  m o s t  l i k e l y  t o  d e v e l o p  i n  t h e  s u b b i n g  

d e p a r t m e n t .

S u c h  a  d e v e l o p m e n t  o f  c o l l e c t i v i s m  m i g h t  f u r t h e r  b e  

e n h a n c e d  b y  t h e  n a t u r e  o f  t h e  s u b b i n g  f u n c t i o n :  i t  i s  

p e r f o r m e d  i n  t h e  o f f i c e  w i t h  a  l a r g e  d e g r e e  o f  c o n t a c t  

b e t w e e n  t h e  s u b s ,  t h e r e f o r e  e n c o u r a g i n g  t h e  e x c h a n g e  o f  

i n f o r m a t i o n  a n d  t h e  d e v e l o p m e n t  o f  g r o u p  i d e n t i t y .  H o w e v e r ,  

t h e  a t t i t u d e  s u r v e y  f o u n d  e v i d e n c e  o f  i n c r e a s e d  i s o l a t i o n  

o f  j o u r n a l i s t s ,  e s p e c i a l l y  i n  t h e  s u b b i n g  a r e a .  T h e r e  

s e e m e d  t o  b e  l e s s  c o n t a c t  a n d  l e s s  c o m m u n i c a t i o n ,  t h u s  

h i n d e r i n g  t h e  d e v e l o p m e n t  o f  c o l l e c t i v i s m  d u r i n g  w o r k i n g  

h o u r s .

H e a l t h  a n d  s a f e t y  i s s u e s  a r i s i n g  t h r o u g h  t h e  o p e r a t i o n  

o f  d i r e c t  i n p u t  m i g h t  e n c o u r a g e  c o l l e c t i v i s m  b y  s u b j e c t i n g  

j o u r n a l i s t s  t o  c o n c e r n s  a b o u t  t h e  w o r k  e n v i r o n m e n t  a n d  

w o r k i n g  p r a c t i c e s  p r e v i o u s l y  a s s o c i a t e d  w i t h  b l u e  c o l l a r  

w o r k .  F o r  e x a m p l e ,  s c r e e n  b r e a k s ,  r e g u l a r  e y e  c h e c k s ,  a n d  

e r g o n o m i c s  a r e  n e w  t y p e s  o f  w o r k  r e g u l a t i o n  a i m e d  a t  

p r o t e c t i n g  t h e  j o u r n a l i s t  a g a i n s t  n e w  d a n g e r s :  i n d u s t r i a l  

i l l n e s s e s  l i k e  R S I .  C o l l e c t i v i s m  c o u l d  b e  s e e n  b y
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j o u r n a l i s t s  a s  a  m e a n s  o f  i n f l u e n c i n g  t h e s e  h e a l t h  a n d

s a f e t y  m e a s u r e s ,  a n d  e n s u r i n g  t h a t  t h e  e m p l o y e r  c o m p l i e s

w i t h  t h e  b e s t  p r a c t i c e  t h r o u g h o u t  t h e  n e w s p a p e r  i n d u s t r y .

H o w e v e r ,  t h e  c u l t u r e  o f  j o u r n a l i s m  m i g h t  i n t e r v e n e  t o  h a l t

t h e  d e v e l o p m e n t  o f  i n d u s t r i a l  r e g u l a t i o n .  T h i s  c u l t u r e  i s

c o n c e r n e d  l a r g e l y  w i t h  m e e t i n g  t h e  d e a d l i n e ;  a n

u n p r o f e s s i o n a l  j o b  i s  n o t  n e c e s s a r i l y  o n e  t h a t  i s  d o n e

b a d l y ,  b u t  o n e  t h a t  f a i l e d  t o  a p p e a r  i n  t h e  n e w s p a p e r  -

t h e s e  t w o  i s s u e s  n o t  b e i n g  m u t u a l l y  e x c l u s i v e  o f  c o u r s e .  A

f e a t u r e  w r i t e r  e x p l a i n e d  i t  a s  f o l l o w s :

The i n d u s t r y  h a s  a  c u l t u r e  w h ic h  e n c o u r a g e s  g e t t i n g  t h e  
s t o r y , a nd  g e t t i n g  i t  i n t o  p r i n t  w h a t e v e r .  T h i s  means we a r e  
c o n s t a n t l y  c u t t i n g  c o r n e r s  a n d  w i l l  work w i t h  t h e  t o o l s  a n d  
c o n d i t i o n s  we h a v e .  O t h e r  j o b s ,  e s p e c i a l l y  o t h e r  p r o f e s s i o n s ,  
a r e  n o t  l i k e  t h i s ;  p e o p l e  w i l l  r e f u s e  t o  c a r r y  on  r a t h e r  t h a n  
t u r n  i n  s hoddy  work .

T h i s  e m p h a s i s  w a s  e x p r e s s e d  b y  a l l  t h e  j o u r n a l i s t s

i n t e r v i e w e d ,  a n d  i s  s t a t e d  a s  o n e  o f  t h e  p r i m e  o b j e c t i v e s  

o f  t h e  NCTJ P r o f i c i e n c y  T e s t :  '  [ t o  e x a m i n e  t h e  a b i l i t y ]  t o

w o r k  t o  a  d e a d l i n e  a n d  t o  a  s t i p u l a t e d  l e n g t h  w i t h o u t  

s a c r i f i c i n g  a c c u r a c y  a n d  v i t a l  c o n t e n t '  ( f r o m  a n  NCTJ 

P r o f i c i e n c y  T e s t  d o c u m e n t  s e n t  t o  a l l  c a n d i d a t e s  o n  

r e g i s t e r i n g  f o r  t h e  e x a m i n a t i o n ) .  T h e  c u l t u r e  i m p l i e s  t h a t  

a  j o u r n a l i s t  w h o  d o e s  n o t  m e e t  t h e  d e a d l i n e  i s  e i t h e r  

i n c o m p e t e n t  o r  d e m o t i v a t e d ,  a n d  t h e r e f o r e  e n c o u r a g e s  a  

' g r i n  a n d  b e a r  i t '  a p p r o a c h .  E v i d e n c e  f r o m  t h e  s a m p l e  

s u g g e s t e d  t h a t  s c r e e n  b r e a k s  a r e  n o t  b e i n g  t a k e n  b e c a u s e  i t  

w o u l d  d i s r u p t  t h e  d e a d l i n e s  a n d  i n f r i n g e  u p o n  t h e

p r o f e s s i o n  c u l t u r e  o f  t h e  i n d u s t r y ,  t h u s  w h i l s t  c h a p e l s  

h a v e  a r g u e d  s t r o n g l y  f o r  e r g o n o m i c  p r o v i s i o n ,  t h e r e  h a s  

b e e n  l i t t l e  c o l l e c t i v e  a c t i o n  t o  e n f o r c e  a n  e m p l o y e r ' s  

c o m p l i a n c e  ( t h i s  i s  e x a m i n e d  f u r t h e r  i n  t h e  n e x t  c h a p t e r ) .
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F i n a l l y ,  c o l l e c t i v i s m  m a y  b e  a s s o c i a t e d  w i t h  a  

w o r k g r o u p ' s  a w a r e n e s s  o f  a  l o s s  o f  c o n t r o l  o v e r  t h e  w o r k  

p r o c e s s .  I f  d i r e c t  i n p u t  h a d  l o w e r e d  j o u r n a l i s t s '  

d i s c r e t i o n  a t  w o r k ,  t h e y  m i g h t  i d e n t i f y  t h e  n e e d  f o r  

c o l l e c t i v i s m  e i t h e r  t o  s e e k  t o  r e g a i n  p r o c e s s  c o n t r o l ,  o r  

t o  h a l t  f u r t h e r  i n f r i n g e m e n t s .  I n  f a c t  t h e  a t t i t u d e  s u r v e y  

s h o w e d  t h a t  r a t h e r  t h a n  a  l o s s  o f  c o n t r o l ,  t h e r e  w a s  

g e n e r a l l y  i n c r e a s e d  s a t i s f a c t i o n  a m o n g s t  t h e  e d i t o r i a l  

w o r k e r s ,  l a r g e l y  f r o m  f e e l i n g s  o f  b e i n g  u p s k i l l e d  a n d  

h a v i n g  g r e a t e r  i n f l u e n c e  o v e r  t h e  p r o d u c t i o n  p r o c e s s .  

J o u r n a l i s t s  w e r e  a l s o  m o r e  c o n f i d e n t  a b o u t  t h e  v a l u e  o f  

t h e i r  l a b o u r  i n  t h e  m a r k e t  p l a c e ;  a n  i m p r e s s i o n  w h i c h  h a s  

b e e n  r e i n f o r c e d  b y  t h e  n e w  t e c h n o l o g y  p a y m e n t s  m a d e  t o  

j o u r n a l i s t s :  n e w  t e c h n o l o g y  u s e r s  c a n  e x t r a c t  a  h i g h e r  

p r i c e  f o r  t h e i r  l a b o u r  t h a n  n o n - u s e r s .

I f  t h e s e  p o s i t i v e  f e e l i n g s  o f  b e i n g  u p s k i l l e d  a n d  

h a v i n g  g r e a t e r  c o n t r o l  o v e r  p r o d u c t i o n  a r e  a s  e x t e n s i v e  a s  

t h e  s u r v e y  d a t a  s u g g e s t s ,  a n d  o u t w e i g h  t h e  n e g a t i v e  

e f f e c t s ,  t h e n  l o g i c a l l y  we  c o u l d  f o r w a r d  t h e  f o l l o w i n g  

h y p o t h e s i s :  j o u r n a l i s t s ,  l i k e  t h e  c r a f t  p r i n t e r s  b e f o r e  

t h e m ,  w i l l  t u r n  t o  t r a d e  u n i o n  c o l l e c t i v i s m  a s  a  m e a n s  o f  

p r o t e c t i n g  a n d  p r e s e r v i n g  t h e i r  n e w  s k i l l  ' t e r r i t o r y ' ,  a n d  

o f  a s s e r t i n g  t h e i r  n e w  p r o d u c t i o n  c o n t r o l .  H o w e v e r ,  s u c h  a  

h y p o t h e s i s  i s  f a l s e  b e c a u s e  i t  i g n o r e s  f o u r  c r u c i a l  

e l e m e n t s  i n  t h e  d e v e l o p m e n t  o f  w o r k g r o u p  c o n s c i o u s n e s s .  

F i r s t ,  i t  f a i l s  t o  r e c o g n i s e  t h e  h e t e r o g e n e i t y  o f  

j o u r n a l i s m .  T h e  s u r v e y  r e v e a l e d  t h a t  t h e  r e p o r t e r s  a n d  s u b  

e d i t o r s  h a v e  d i f f e r e n t  e x p e r i e n c e s  o f  n e w  t e c h n o l o g y ,  a n d  

t h a t  i n  s o m e  i n s t a n c e s  t h e s e  m a n i f e s t e d  t h e m s e l v e s  i n  

d i v e r g e n t  a t t i t u d e s  a c c o r d i n g  t o  j o b  c a t e g o r y .  New
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t e c h n o l o g y  m a y  t h e r e f o r e  b e  s p l i t t i n g  c o l l e c t i v e  

c o n s c i o u s n e s s ,  r a t h e r  t h a n  u n i f y i n g  i t .  I t  i s  p o s s i b l e  t o  

e n v i s a g e  t h e  s u b s  i d e n t i f y i n g  t h e m s e l v e s  a s  a n  e l i t e  w i t h i n  

t h e  p r o d u c t i o n  p r o c e s s  b e c a u s e  i t  i s  t h e y  w ho  h a v e  a c q u i r e d  

t h e  m a j o r i t y  o f  n e w  t e c h n o l o g y  s k i l l s  -  t h e y  h a v e  b e e n  

u p s k i l l e d  w h e r e a s  r e p o r t e r s  h a v e  b e e n  r e s k i l l e d  -  a n d  i t  i s  

t h e  s u b s  who  h a v e  t a k e n  o v e r  t h e  l a r g e s t  s h a r e  o f  t h e  

p r o d u c t i o n  f u n c t i o n s  p r e v i o u s l y  p e r f o r m e d  b y  p r i n t e r s .  I n  

t h i s  s e n s e  t h e y  h a v e  e n h a n c e d  t h e i r  r o l e  a s  c o r e  w o r k e r s ,  

a n d  a s  s u c h  m a y  s h a r e  l e s s  i d e n t i t y  w i t h  t h e  m o r e  

p e r i p h e r a l  r e p o r t e r s .  T h e r e f o r e ,  i f  t r a d e  u n i o n  

c o l l e c t i v i s m  g r o w s ,  i t s  s t r e n g t h  w i l l  l i e  i n  t h e  s u b b i n g  

r o o m .

T h e  s e c o n d  f a c t o r  i s  t h a t  t h e  h y p o t h e s i s  o v e r l o o k s  t h e  

p o t e n t i a l  d e v e l o p m e n t  o f  p r o f e s s i o n a l - c o l l e c t i v i s m  a m o n g s t  

j o u r n a l i s t s .  T h e i r  a t t i t u d e  t o  t r a d e  u n i o n  c o l l e c t i v i s m  m a y  

b e  p r a g m a t i c  r a t h e r  t h a n  i d e o l o g i c a l ,  a n d  s o ,  h a v i n g  

a c h i e v e d  a  m o r e  c e n t r a l  r o l e  i n  t h e  p r o d u c t i o n  p r o c e s s ,  

t h e y  m ay  u p - v a l u e  t h e  s t a t u s  o f  t h e i r  w o r k  a n d  r e a p p r a i s e  

t h e i r  b a r g a i n i n g  o r g a n i s a t i o n .  T h e y  a r e  m o r e  s k i l l e d ,  m o r e  

s p e c i a l i s e d ,  a n d  p r o v i d e  a  ' v i t a l "  p u b l i c  s e r v i c e ;  t h e s e  

a r e  p r e c o n d i t i o n s  n o t  o n l y  f o r  t r a d i t i o n a l  c r a f t  t r a d e  

u n i o n i s m ,  b u t  a l s o  f o r  p r o f e s s i o n a l i s m .

T h i r d l y ,  j o u r n a l i s t s  a r e  f a c e d  w i t h  i n c r e a s i n g  p r e s s u r e  

f r o m  p r o v i n c i a l  n e w s p a p e r  m a n a g e r s  w h o  a r e  i n t r o d u c i n g  

i n d i v i d u a l i s t  e m p l o y m e n t  p o l i c i e s .  I n d i v i d u a l  c o n t r a c t s ,  

m e r i t  p a y  a n d  d e r e c o g n i t i o n  a r e  t h e  m a i n  e x a m p l e s  a n d  a r e  

b e i n g  p u r s u e d  a t  l o c a l  l e v e l  t o  v a r y i n g  e x t e n t s  ( o u t l i n e d  

i n  c h a p t e r  t h r e e ) .  I f  t h i s  c o n s t i t u t e s  a n  o f f e n s i v e  a g a i n s t  

c o l l e c t i v i s m ,  t h e n  s t r o n g  t r a d e  u n i o n i s m  m a y  a c t  a s  a
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r a l l y i n g  c a l l ,  b u t  e v i d e n c e  s o  f a r  s u g g e s t s  t h a t  i t  c a n n o t  

h a l t  s u c h  p o l i c i e s .  P r o f e s s i o n a l i s m  m i g h t  b e c o m e  a  s o r t  o f  

' c o l l e c t i v i s t  c o m p r o m i s e ' ,  o f f e r i n g  t h e  e m p l o y e r  a  s i n g l e  

b o d y  w i t h  w h i c h  t o  c o n s u l t ,  w h i l s t  g u a r a n t e e i n g  

n o n - d i s r u p t i o n  t h r o u g h  n o - s t r i k e  d e a l s ,  a n d  e n t e r p r i s e  

c o m m i t m e n t  t h r o u g h  p e r s o n a l  p a y  c o n t r a c t s .  T h e  e m p l o y e r s '  

p o l i c i e s  c a n n o t  b e  i g n o r e d  w h e n  c o n s i d e r i n g  t h e  d e v e l o p m e n t  

o f  c o l l e c t i v e  c o n s c i o u s n e s s .

F i n a l l y ,  t h e  h y p o t h e s i s  o v e r l o o k s  t h e  n a t u r e  o f  t h e  NUJ 

i t s e l f .  T h e  s u g g e s t i o n  t h a t  c o l l e c t i v e  c o n s c i o u s n e s s  w i l l  

d e v e l o p  i n t o  t r a d e  u n i o n i s m  d e p e n d s  u p o n  t h e  e x i s t i n g  t r a d e  

u n i o n  s t r u c t u r e .  T h e  NGA w a s  r e n o w n e d  f o r  i t s  t r a d e  u n i o n  

d i s c i p l i n e ,  a n d  i t s  s t r e n g t h  l a y  n o t  o n l y  i n  i t s  a b i l i t y  t o  

h a l t  p r o d u c t i o n ,  b u t  a l s o  i n  t h e  g u a r a n t e e  o f  100% s u p p o r t  

f o r  a l l  i t s  a c t i o n s .  C o l l e c t i v e  c o n s c i o u s n e s s  i s  t h e r e f o r e  

i n t e r t w i n e d  w i t h  s o l i d a r i t y  a n d  w i l l i n g n e s s  t o  a c t ,  s o  we 

n e e d  t o  e x a m i n e  t h e  i m p a c t  n e w  t e c h n o l o g y  h a s  m a d e  o n  t h e s e  

t w o  f a c t o r s .  T h a t  i s  t h e  s u b j e c t  o f  t h e  n e x t  c h a p t e r .

233



CH APTER  SE V E N

C o n t r o l  A c t u a l i s a t i o n

This chapter examines control actualisation: the process by 
which latent power is transformed into control. It 
addresses two central questions: what has been the impact 
of new technology on the industrial activity of 
journalists? Has new technology assisted or hindered 
journalists in the implementation and effectiveness of 
action?

T h e  c o n t r o l  a c t u a l i s a t i o n  p r o c e s s  i s  r e p r e s e n t e d  i n  

d i a g r a m m a t i c a l  f o r m  i n  f i g u r e  7 . 1 ,  a n d  b r i e f l y  o u t l i n e d .  

T h e  v a r i o u s  s t a g e s  a r e  t h e n  e x a m i n e d  i n  d e t a i l  t h r o u g h o u t  

t h e  c h a p t e r ,  w i t h  r e f e r e n c e  t o  t h e  n e g o t i a t i o n s  i n  

i n t r o d u c i n g  n e w  t e c h n o l o g y  ( e x a m i n e d  i n  c h a p t e r  f o u r )  a n d  

v a r i o u s  e x a m p l e s  o f  i n d u s t r i a l  a c t i o n  f r o m  t h e  20 n e w s p a p e r  

s a m p l e .  T h e  i m p a c t  o f  d i r e c t  i n p u t  i s  e x a m i n e d  a t  e a c h  

s t a g e ,  w i t h  a n  o v e r a l l  a s s e s s m e n t  m a d e  i n  t h e  c o n c l u s i o n .

Throughout the text the word "action' is used to denote 
any activity which seeks to influence managerial 
decision-making. Thus, action need not necessarily imply 
disruptive activity.

C o n t r o l  A c t u a l i s a t i o n  P r o c e s s

T h e  p r o c e s s  i s  i l l u s t r a t e d  i n  f i g u r e  7 . 1  a n d  i s  l a r g e l y  

s e l f - e x p l a n a t o r y .  T h e  f i r s t  s t a g e  i s  t h e  r e c o g n i t i o n  o f  a  

n e e d  t o  a c t  w h i c h  m a y  a r i s e  f o r  e i t h e r  d e f e n s i v e  o r  

p r o m o t i o n a l  r e a s o n s ,  o r  b o t h .  T h i s  c a u s e s  t h e  w o r k g r o u p  a n d  

i t s  i n d i v i d u a l  m e m b e r s  t o  c o n s i d e r  w h e t h e r  t h e y  a r e  

p r e p a r e d  t o  a c t :  t h e  w i l l i n g n e s s  t o  a c t .  T h i s  w i l l i n g n e s s
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Figure 7.1
CONTROL ACTUALIZATION PROCESS

RECOGNITION OF 
A NEED TO ACT

ACTION ABANDONED

"NEED '
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i s  c o n t i n u a l l y  r e - e x a m i n e d  t h r o u g h o u t  t h e  l a t e r  s t a g e s .  I f  

a t  t h e  i n i t i a l  s t a g e  t h e r e  i s  n o  w i l l i n g n e s s  t h e n  t h e  

w o r k g r o u p  o r  i n d i v i d u a l  w i l l  r e a p p r a i s e  t h e  n e e d  t o  a c t ,  

h o w e v e r  i f  t h e r e  i s  a n  i n i t i a l  w i l l i n g n e s s ,  t h e  w o r k g r o u p  

w i l l  g o  o n  t o  c o n s i d e r  t h e  t y p e s  o f  a c t i o n  a t  i t s  d i s p o s a l ,  

a n d  t h e n  s e l e c t  t h e  a p p r o p r i a t e  a c t i o n .  A r e a p p r a i s a l  o f  

w i l l i n g n e s s  t o  a c t  o c c u r s  i n  t h e  l i g h t  o f  t h e  s e l e c t i o n  

m a d e ,  f r o m  w h i c h  t h e  w o r k g r o u p  o r  i n d i v i d u a l  m i g h t  

r e c o n s i d e r  t h e  a c t i o n  o r  r e a p p r a i s e  t h e  n e e d  f o r  a c t i o n .  

A s s u m i n g  t h a t  t h e r e  i s  s t i l l  w i l l i n g n e s s  t o  a c t ,  t h e  

w o r k g r o u p  w i l l  i m p l e m e n t  t h e  a c t i o n  a n d  t h e n  a s s e s s  t h e  

o u t c o m e .  I f  t h e  a c t i o n  i s  t h o u g h t  t o  b e  i n e f f e c t i v e ,  t h e r e  

m i g h t  b e  a  r e v i e w  o f  t h e  a c t i o n  b e g i n n i n g  w i t h  t h e  

w i l l i n g n e s s  t o  a c t ,  a l t e r n a t i v e l y  t h e  a c t i o n  m a y  b e  

a b a n d o n e d ,  w i t h  t h e  a c t u a l i s a t i o n  p r o c e s s  c o n c l u d i n g  

u n s a t i s f a c t o r i l y  f o r  t h e  w o r k g r o u p :  t h e  i s s u e s  c r e a t i n g  t h e  

n e e d  t o  a c t  w i l l  n o t  h a v e  b e e n  s e t t l e d  i n  t h e  w a y  t h e y  

w a n t e d .  I f  t h e  a c t i o n  i s  e f f e c t i v e ,  t h e n  t h e  p r o c e s s  i s  

s u c c e s s f u l  f o r  t h e  w o r k g r o u p ,  a c t i o n  w i l l  b e  a b a n d o n e d ,  t h e  

n e e d  t o  a c t  w i l l  h a v e  b e e n  s e t t l e d ,  a n d  t h e r e  w i l l  m o s t  

l i k e l y  b e  a  m o r a l e  b o o s t  a m o n g s t  t h e  w o r k g r o u p  w i t h  r e g a r d  

t o  t h e i r  i n d u s t r i a l  i n f l u e n c e .

T h i s  b r i e f  s k e t c h  o f  t h e  p r o c e s s  p r o v i d e s  a  s u m m a r y ,  

b u t  t h e  r e s t  o f  t h e  c h a p t e r  w i l l  e x a m i n e  c o n t r o l  

a c t u a l i s a t i o n  i n  d e t a i l ,  s t a g e  b y  s t a g e .

R e c o g n i t i o n  o f  a  N eed  t o  A c t

T h i s  r e c o g n i t i o n  i s  d e r i v e d  f o r  d e f e n s i v e  o r  p r o m o t i o n a l  

r e a s o n s  b y  m e m b e r s  o f  t h e  w o r k g r o u p .  T h e s e  t w o  c a t e g o r i e s  

a r e  d e f i n e d  a n d  e x a m i n e d  s e p a r a t e l y ,  b u t  i n  p r a c t i c e  t h e r e
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m a y  b e  a n  o v e r l a p  b e t w e e n  t h e m ,  c o n f u s i o n  a b o u t  t h e m ,  a n d  

f l u c t u a t i o n s  b e t w e e n  t h e  d e f e n s i v e  a n d  p r o m o t i o n a l  " n e e d  t o  

a c t "  a s  t h e  c o n t r o l  a c t u a l i s a t i o n  p r o c e s s  p r o g r e s s e s .

P r o m o t i o n a l  N e e d  t o  A c t

T h e  p r o m o t i o n a l  " n e e d  t o  a c t "  a r i s e s  f r o m  u n i o n  p o l i c y .  I t  

i s  d i s t i n g u i s h e d  f r o m  d e f e n s i v e  a c t i o n  b y  i t s  o b j e c t i v e s :  

s e c u r i n g  a n  i m p r o v e m e n t  f o r  t h e  w o r k g r o u p  t o  e n h a n c e  t h e i r  

p o s i t i o n ,  c o n d i t i o n s ,  p a y  a n d  s o  f o r t h ,  i n  t h e  w o r k p l a c e .  

F o r  e x a m p l e ,  a c t i o n  t o  s e c u r e  a  w e e k " s  e x t r a  h o l i d a y  i s  

" p r o m o t i o n a l "  w h e r e a s  a n n u a l  p a y  r o u n d  c o l l e c t i v e  

b a r g a i n i n g  i s  g e n e r a l l y  " d e f e n s i v e "  i n  t h a t  i t  s e e k s  t o  

p r e s e r v e  t h e  f i n a n c i a l  s t a t u s  o f  t h e  w o r k g r o u p .  C l e a r l y  

t h e r e  w i l l  b e  a n  o v e r l a p  b e t w e e n  t h e  c a t e g o r i e s ,  a n d  i n d e e d  

s o m e  m e m b e r s  o f  t h e  w o r k g r o u p  m i g h t  i d e n t i f y  a  d e f e n s i v e  

n e e d  w h i l s t  o t h e r s  s e e  a  p r o m o t i o n a l  n e e d  o v e r  t h e  s a m e  

i s s u e .

I n  t h e  c o n t e x t  o f  t e c h n o l o g i c a l  c h a n g e  i n  p r o v i n c i a l  

n e w s p a p e r s ,  t h e  NUJ d e v e l o p e d  a  p r o m o t i o n a l  p o l i c y .  I t  

a r o s e  f r o m  a  r e c o g n i t i o n  a c r o s s  t h e  i n d u s t r y  t h a t  d i r e c t  

i n p u t  w a s  i n e v i t a b l e  -  n e w s p a p e r s  w o u l d  h a v e  t o  a d o p t  n e w  

t e c h n o l o g y  t o  m a i n t a i n  p r o f i t a b i l i t y  -  a n d  a  r e c o g n i t i o n  

a m o n g s t  j o u r n a l i s t s  t h a t  w i t h o u t  t h e i r  f u l l  c o o p e r a t i o n ,  

d i r e c t  i n p u t  c o u l d  n o t  b e  i n t r o d u c e d  s u c c e s s f u l l y .  T h i s  

p r o v i d e d  a  s t r o n g  b a r g a i n i n g  p o s i t i o n :  i t  g a v e  t h e  NUJ a n  

o p p o r t u n i t y  t o  a t t e m p t  t o  i m p r o v e  t h e  s a l a r i e s  o f  

j o u r n a l i s t s  t h r o u g h  n e w  t e c h n o l o g y  p a y m e n t s ,  a n d  t o  s e c u r e  

n e w  t e c h n o l o g y  a g r e e m e n t s  t h a t  w o u l d  f o r m a l i s e  t h e  

i n t r o d u c t i o n  a n d  o p e r a t i o n  o f  t h e  t e c h n o l o g y  -  a n  

a s s e s s m e n t  o f  t h e  a g r e e m e n t s  a n d  t h e  N U J " s  s u c c e s s  w a s  m a d e
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i n  c h a p t e r  f o u r .

T h e  s t r e n g t h  o f  t h e  p o l i c y  r e s t s  o n  t w o  f a c t o r s .  F i r s t ,  

t h e  l e a d i n g  a n d  c o o r d i n a t i n g  r o l e  o f  t h e  NUJ h e a d  o f f i c e .  

T h e  NUJ h e a d  o f f i c e  d r e w  o n  t h e  e x p e r i e n c e  g a i n e d  i n  o t h e r  

c o u n t r i e s ,  w h e r e  d i r e c t  i n p u t  h a d  b e e n  i n t r o d u c e d ,  t o  

f o r m u l a t e  a  n e w  t e c h n o l o g y  p o l i c y ,  a n d  f r o m  t h i s  d e v e l o p e d  

a  m o d e l  n e w  t e c h n o l o g y  a g r e e m e n t .  T h i s  a g r e e m e n t  -  

n i c k n a m e d  ' n e g o t i a t e  b y  n u m b e r s '  -  p r o v i d e d  a  s i m p l e  t o  

f o l l o w  r e c i p e - t y p e  b a r g a i n i n g  p o l i c y  t o  b e  n e g o t i a t e d  a t  

l o c a l  l e v e l .  T h e  c h a p e l s  w e r e  t h e r e f o r e  s t a r t i n g  f r o m  t h e  

s a m e  b a r g a i n i n g  p o s i t i o n  a c r o s s  t h e  i n d u s t r y  a n d  

c o n s e q u e n t l y  c o u l d  e v a l u a t e  a n d  l e a r n  f r o m  t h e  e x p e r i e n c e s  

o f  o t h e r s .  T h i s  w a s  c o o r d i n a t e d  t h r o u g h  h e a d  o f f i c e ,  a n d  a  

n a t i o n a l  f u l l - t i m e  o f f i c e r  a t t e n d e d  a l l  t h e  l o c a l  

n e g o t i a t i o n s .

T h e  s e c o n d  f a c t o r  w a s  t h e  s i m p l i c i t y  o f  a c t i o n .  T h e  NUJ 

a d v o c a t e d  n o  t r a i n i n g  w i t h o u t  a n  a g r e e m e n t ,  s o  t h a t  t h e  

d i r e c t  i n p u t  e d i t o r i a l  s y s t e m  c o u l d  n o t  b e c o m e  o p e r a t i o n a l  

u n t i l  a  NTA h a d  b e e n  s i g n e d .  I t  w a s  r e l a t i v e l y  e a s y  t o  

e n s u r e  t h a t  NUJ j o u r n a l i s t s  d i d  n o t  t r a i n  o n  t h e  e q u i p m e n t ,  

a n d  s o  t h e  a c t i o n  -  o r  m o r e  p r e c i s e l y  ' i n a c t i o n '  -  w a s  n o t  

c o n t r o v e r s i a l  a n d  n o t  d e t r i m e n t a l  t o  t h e  i n d i v i d u a l .

T h e  NTAs w e r e  t h e r e f o r e  e n a b l i n g  a g r e e m e n t s  w h i c h  

h e l p e d  j o u r n a l i s t s  t o  s t r u c t u r e  t h e  n e g o t i a t i o n s  w i t h  a  

p a r t i c u l a r  e m p h a s i s  o n  t h e  p r o m o t i o n a l  o b j e c t i v e s .  A t  l o c a l  

l e v e l  t h e r e  w a s  f r e e d o m  f o r  t h e  c h a p e l s  t o  s e t t l e  d e a l s  

w i t h i n  t h i s  b r o a d  f r a m e w o r k ,  a n d  p u r s u e  p a r t i c u l a r  c l a u s e s  

a n d  i s s u e s  a c c o r d i n g  t o  t h e i r  own p r e f e r e n c e s .  A c r o s s  t h e  

s a m p l e  t h e  n e w  t e c h n o l o g y  p a y  w a s  i d e n t i f i e d  a s  t h e  m o s t  

i m p o r t a n t  i s s u e  a c c o r d i n g  t o  t h e  F / M o C s  i n t e r v i e w e d ,  a n d . i n
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t h i s  s e n s e  t h e  n e g o t i a t i o n s  w e r e  p r o m o t i o n a l ,  a l t h o u g h  

a r g u a b l y  m a n y  o f  t h e  c l a u s e s  w e r e  d e f e n s i v e  i n  t h a t  t h e y  

s o u g h t  t o  l i m i t  t h e  p o t e n t i a l  n e g a t i v e  e f f e c t s  o f  d i r e c t  

i n p u t .

T h e  s u c c e s s  o f  t h e  n e g o t i a t i o n s ,  e s p e c i a l l y  w i t h  r e g a r d  

t o  t h e  t e c h n o l o g y  p a y ,  h a s  b e e n  e m p h a s i s e d  i n  c h a p t e r  f o u r .  

H o w e v e r ,  a  n o t a b l e  e x c e p t i o n  i s  t h e  c a s e  o f  o n e  o f  t h e  

s a m p l e  n e w s p a p e r s  w h e r e  n e w  t e c h n o l o g y  n e g o t i a t i o n s  l e d  t o  

a  b i t t e r  d i s p u t e  b e t w e e n  t h e  NUJ a n d  m a n a g e m e n t .  I t  i s  

o u t l i n e d  h e r e  a s  a n  e x a m p l e  o f  u n s u c c e s s f u l  c o n t r o l  

a c t u a l i s a t i o n , i n  r e s p e c t  o f  t h e  ' p r o m o t i o n a l '  a s p e c t s  o f  

n e w  t e c h n o l o g y  b a r g a i n i n g .

NEW TECHNOLOGY D I S P U T E .  T h e  m a n a g e m e n t  w e r e  p r e p a r e d  t o  

n e g o t i a t e  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t  w i t h  t h e  u n i o n s  

i n v o l v e d ,  b u t  w e r e  n o t  p r e p a r e d  t o  n e g o t i a t e  j o i n t l y  w i t h  

t h e  NUJ a n d  NGA, a s  t h e  j o i n t  a c c o r d  b e t w e e n  t h e  u n i o n s  

r e q u i r e d .  A t  l o c a l  l e v e l  t h e  t w o  u n i o n s  d e c i d e d  t o  f o l l o w  

t h e  n a t i o n a l  g u i d e l i n e s  a n d  r e f u s e d  t o  e n g a g e  i n  a n y  

n e g o t i a t i o n s  o v e r  d i r e c t  i n p u t  u n l e s s  t h e y  i n v o l v e d  b o t h  

u n i o n s .  T h e  i n t r a n s i g e n c e  o f  b o t h  s i d e s  b l o c k e d  a l l  

n e g o t i a t i o n s  f o r  a b o u t  s i x  m o n t h s .  T h e  E d i t o r  h a d  s e t  a  

d e a d l i n e  f o r  t h e  d a t e  h e  w a n t e d  t h e  s y s t e m  t o  g o  l i v e ,  a n d  

w h e n  t h i s  w a s  j u s t  f o u r  w e e k s  a w a y  h e  d e c i d e d  t o  w r i t e  t o  

a l l  t h e  c h a p e l  m e m b e r s  a t  t h e i r  hom e  a d d r e s s e s ,  t e l l i n g  

t h e m  t h a t  t h e y  w o u l d  b e  e x p e c t e d  t o  u s e  t h e  e q u i p m e n t  

w h e t h e r  o r  n o t  t h e  NUJ h a d  n e g o t i a t e d  a n  a g r e e m e n t  f o r  

them. This, coupled to the fact that three IoJ members had 
a l r e a d y  t r a i n e d  o n  t h e  n e w  e q u i p m e n t ,  u r g e d  t h e  c h a p e l  t o  

r e c o n s i d e r  t h e  n e g o t i a t i n g  a r r a n g e m e n t s ,  a n d  t h u s  a  w e e k
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b e f o r e  t h e  d e a d l i n e  a  c o m p r o m i s e  w a s  r e a c h e d  w h e r e b y  t h e  

t w o  u n i o n s  w o u l d  n e g o t i a t e  s e p a r a t e l y ,  b u t  c o n c u r r e n t l y ,  

w i t h  a n  o b s e r v e r  a t  e a c h  o t h e r ' s  n e g o t i a t i o n s .

T h e  NUJ n e g o t i a t i o n s  p r o c e e d e d  r a p i d l y  o v e r  t h e  f i r s t  

f e w  d a y s ,  b u t  b y  t h e  f o u r t h  d a y  d e a d l o c k  w a s  r e a c h e d  o v e r  

s c r e e n  b r e a k s  a n d  t e c h n o l o g y  p a y .  T h e  D e p u t y  G e n e r a l  

S e c r e t a r y  w a s  b r o u g h t  i n t o  t h e  n e g o t i a t i o n s ,  t h e  s c r e e n  

b r e a k  i s s u e  w a s  s e t t l e d ,  b u t  t h e r e  w a s  n o  a d v a n c e  o v e r  t h e  

i s s u e  o f  t e c h n o l o g y  p a y .  T h e  p r o b l e m  w a s  t h a t  t h e  

p h o t o g r a p h e r s  w e r e  b e i n g  o f f e r e d  l e s s  m o n e y  t h a n  t h e  

r e p o r t e r s  a n d  s u b s ,  a n d  t h e  o v e r a l l  p a y m e n t s  w e r e  l e s s  t h a n  

t h e  t e c h n o l o g y  p a y  i n c r e a s e s  t h a t  h a d  b e e n  a w a r d e d  b y  

c o m p a r a b l e  n e w s p a p e r  m a n a g e r s  -  e s p e c i a l l y  t h o s e  i n  t h e  

s a m e  o w n e r s h i p  g r o u p .  A c h a p e l  m e e t i n g  w a s  c a l l e d  w h e r e  t h e  

o f f i c e r s  w e r e  t o  r e c o m m e n d  r e j e c t i o n  o f  t h e  f i n a l  o f f e r ,  

h o w e v e r ,  m i n u t e s  b e f o r e  t h e  m e e t i n g  w a s  t o  s t a r t ,  t h e  

E d i t o r  g a v e  t h e  FoC a  r e v i s e d  o f f e r  w h i c h  a w a r d e d  r e p o r t e r s  

a n d  s u b s  £ 2  a  w e e k  o n  t o p  o f  t h e  t e c h n o l o g y  p a y .  T h e  

o f f i c e r s  i n t e r p r e t e d  t h i s  a s  u n d e r m i n i n g  t h e i r  a u t h o r i t y :  

t h e  E d i t o r  w a s  a t t e m p t i n g  t o  d e a l  d i r e c t l y  w i t h  t h e  c h a p e l  

r a t h e r  t h a n  t h r o u g h  t h e  n e g o t i a t i n g  p r o c e d u r e .  T h e  o f f e r  

w a s  r e j e c t e d  a f t e r  a  t h r e e  h o u r  m e e t i n g  w i t h  h e a t e d  d e b a t e .

T h e  n e w  t e c h n o l o g y  d e a d l i n e  a r r i v e d  a n d  f i v e  p e o p l e  

w e r e  s e l e c t e d  f o r  t r a i n i n g  -  t h e y  w e r e  t h e  m o s t  s e n i o r  

m e m b e r s  o f  t h e  e d i t o r i a l  s t a f f  i n  t h e  N U J .  T h e  c h a p e l  

o f f i c e r s  a r g u e d  t h e s e  p e o p l e  w e r e  s e l e c t e d  s i n c e  t h e y  w e r e  

l i k e l y  t o  b e  t h e  l e a s t  r e s i s t a n t ;  t h e y  h a d  t h e  m o s t  t o  l o s e  

i n  p e r s o n a l  c a r e e r  t e r m s .  T h e  E d i t o r  s a i d  h e  s e l e c t e d  t h e m  

- b e c a u s e  h e  w a s  p u r s u i n g  a  t o p  d o w n w a r d s  t r a i n i n g  p r o g r a m m e .  

Two o f  t h e  f i v e  p e o p l e  r e s i g n e d  f r o m  t h e  NUJ a n d  b e g a n

240



t r a i n i n g ,  t h e  o t h e r  t h r e e  r e f u s e d  t o  t r a i n  a n d  w e r e  

s u s p e n d e d  b y  t h e  E d i t o r .  T h e  c h a p e l  h e l d  a  m a n d a t o r y  

d i s r u p t i v e  m e e t i n g  i n  s u p p o r t ,  a n d  w e r e  o r d e r e d  o u t  o f  t h e  

b u i l d i n g  b y  t h e  E d i t o r .  T h e  n e x t  d a y  a s  e a c h  NUJ m e m b e r  

a r r i v e d  f o r  w o r k ,  h e  o r  s h e  w a s  a s k e d  b y  t h e  E d i t o r  i f  t h e y  

w e r e  p r e p a r e d  t o  t r a i n  o n  t h e  n e w  e q u i p m e n t ,  a n d  e a c h  

r e p l i e d  t h e y  w o u l d  n o t  d o  s o  w i t h o u t  a  n e w  t e c h n o l o g y  

a g r e e m e n t .  A l l  1 0 0  c h a p e l  m e m b e r s  w e r e  t h e r e f o r e  n o t  

w o r k i n g  -  t h e  NUJ o f f i c e r s  c l a i m e d  i t  w a s  a  l o c k o u t ,  a n d  

t h e  E d i t o r  c l a i m e d  i t  w a s  a  s t r i k e .

T h e  d i s p u t e  l a s t e d  f o r  f o u r  w e e k s .  No NUJ m e m b e r s  

r e t u r n e d  t o  w o r k ,  b u t  t h e  n e w s p a p e r  c o n t i n u e d  t o  b e  

p r o d u c e d ,  n o t  l e a s t  b e c a u s e  a l l  o t h e r  u n i o n s  i n  t h e  

b u i l d i n g  c o n t i n u e d  t o  w o r k .  A f t e r  f o u r  w e e k s ,  w i t h  n o  s i g n  

o f  m o v e m e n t  f r o m  m a n a g e m e n t ,  t h e  NUJ h e a d  o f f i c e  a d v i s e d  

t h e  c h a p e l  t o  r e t u r n  t o  w o r k ,  a c c e p t i n g  t h e  E d i t o r ' s  f i n a l  

n e w  t e c h n o l o g y  o f f e r ,  a n d  s o  t h e  d i s p u t e  e n d e d .  T h e r e  w a s  a  

g r e a t  d e a l  o f  h o s t i l i t y  a n d  r e s e n t m e n t  o v e r  t h e  s u b s e q u e n t  

m o n t h s ,  t h e  c h a p e l  p a s s e d  a  m o t i o n  o f  n o  c o n f i d e n c e  i n  t h e  

E d i t o r ,  l a r g e  n u m b e r s  o f  t h e  e d i t o r i a l  s t a f f  l e f t ,  a n d  

t h e r e  w a s  b i t t e r n e s s  t o w a r d s  t h e  t w o  f o r m e r  NUJ m e m b e r s ,  

t h e  I o J  m e m b e r s ,  a n d  t h e  o t h e r  u n i o n s .

The expectations of the chapel over how much new 
technology pay they would receive were high. They wanted 
parity with other journalists working in more prosperous 
areas of the country. But even if they were over-ambitious 
and over-confident, the situation was aggravated by the 
very short negotiation period, and much of the debate and 
.consideration of action was rushed. Whilst this undoubtedly 
helped to ensure solidarity and prevented drifting of
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o p i n i o n ,  i t  m ay  h a v e  i n h i b i t e d  t h e  s e l e c t i o n  o f  a p p r o p r i a t e  

a c t i o n ,  a n d  d i d  n o t  p r o d u c e d  t h e  d e s i r e d  o u t c o m e  f o r  t h e  

j o u r n a l i s t s .  T h e s e  i s s u e s  c o n c e r n i n g  t h e  a c t u a l i s a t i o n  

p r o c e s s  a r e  a d d r e s s e d  l a t e r  i n  t h e  c h a p t e r ,  w i t h  r e f e r e n c e  

t o  t h i s  a n d  o t h e r  d i s p u t e s .

D e f e n s i v e  N e e d  t o  A c t

D e f e n s i v e  a c t i o n  i s  p r i m a r i l y  c o n c e r n e d  w i t h  p r e s e r v i n g  t h e  

s t a t u s  q u o .  I t  i s  l a r g e l y  t h e  r e a c t i o n  o f  t h e  w o r k g r o u p  t o  

m a n a g e r i a l  i n i t i a t i v e s ,  a n d  c o n s e q u e n t l y  i n v o l v e s  t h e  

w o r k g r o u p  m a k i n g  a n  a s s e s s m e n t  o f  t h e  l e g i t i m a t e  a u t h o r i t y  

o f  m a n a g e m e n t .  When a  m i s m a t c h  o c c u r s  b e t w e e n  t h e  

w o r k g r o u p ' s  p e r c e p t i o n s  o f  m a n a g e r i a l  a u t h o r i t y  a n d  

m a n a g e r i a l  p r a c t i c e ,  t h e  n e e d  t o  a c t  i s  m o s t  l i k e l y  

r e c o g n i s e d .  T h u s ,  f o r  e x a m p l e ,  i f  n e w s p a p e r  m a n a g e r s  

c h a n g e d  t h e  b a r g a i n i n g  p r o c e s s  t o  c o n s u l t a t i o n  r a t h e r  t h a n  

n e g o t i a t i o n ,  j o u r n a l i s t s  m i g h t  r e c o g n i s e  a  n e e d  t o  a c t  t o  

d e f e n d  t h e i r  n e g o t i a t i n g  r i g h t s ,  u n l e s s  t h e y  c o n s i d e r e d  t h e  

n e w  s y s t e m  t o  b e  m o r e  a p p r o p r i a t e ,  o r  c o n s i d e r e d  t h e  

u n i l a t e r a l  c h a n g e  t o  t h e  b a r g a i n i n g  p r o c e s s  t o  b e  w i t h i n  

t h e  l e g i t i m a t e  a u t h o r i t y  o f  m a n a g e m e n t .

T h e  a t t i t u d e s  o f  j o u r n a l i s t s  t o  m a n a g e r i a l  a u t h o r i t y  

o v e r  d e c i s i o n  m a k i n g  w e r e  a s s e s s e d  b y  t h e  q u e s t i o n n a i r e .  

F o r  s e v e n  a s p e c t s  o f  e m p l o y m e n t ,  r e s p o n d e n t s  w e r e  a s k e d  t o  

i n d i c a t e  w h e t h e r  t h e y  t h o u g h t  t h e  NUJ c h a p e l  s h o u l d  b e  

i n v o l v e d  i n  d e c i s i o n  m a k i n g .  An i n d e x  o f  i n v o l v e m e n t  w a s  

c a l c u l a t e d  f o r  e a c h  o f  t h e s e  b y  a t t r i b u t i n g  v a l u e s  o f  t w o ,  

o n e  o r  z e r o  f o r  e a c h  r e s p o n s e ,  a c c o r d i n g  t o  w h e t h e r  t h e  

r e s p o n d e n t  f e l t  t h e  c h a p e l  s h o u l d  b e  i n v o l v e d  i n  d e c i s i o n  

m a k i n g  o v e r  t h e  p a r t i c u l a r  i s s u e  a lw a y s ,  s o m e t im e s ,  . o r
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n e v e r .  T h u s ,  e a c h  r e s p o n d e n t  c o u l d  r e g i s t e r  a  v a l u e  b e t w e e n  

z e r o  a n d  1 4 ,  w h e r e  14 r e p r e s e n t s  c h a p e l  i n v o l v e m e n t  o v e r  

a l l  s e v e n  i s s u e s ,  a n d  z e r o  r e p r e s e n t s  n o  c h a p e l  i n v o l v e m e n t  

a t  a l l .  U s i n g  t h i s  i n d e x ,  t a b l e  7 . 1  s h o w s  t h e  f r e q u e n c y  o f  

t h e  r e s p o n s e s .  T h e  r e s p o n d e n t s  r e g i s t e r e d  a  h i g h  l e v e l  o f  

d e s i r e d  i n v o l v e m e n t ,  w h i c h  i s  t o  b e  e x p e c t e d  i f  t h e  s a m p l e  

c o n s i s t s  o f  t h e  m o s t  u n i o n a t e  j o u r n a l i s t s .

T h e  q u e s t i o n  i s  b r o k e n  i n t o  i t s  c o m p o n e n t  p a r t s  i n  

t a b l e  7 . 2 .  T h i s  r e v e a l s  g e n e r a l  c o n s e n s u s  t h a t  t h e  c h a p e l  

s h o u l d  a l w a y s  b e  i n v o l v e d  i n  c h a n g e s  t o  w o r k i n g  c o n d i t i o n s  

a n d  p r a c t i c e s ,  h o l i d a y s  a n d  t i m e  o f f ,  c h a n g e s  i n  t e c h n o l o g y  

a n d  d i s m i s s a l  o f  s t a f f .  T h e  r e s p o n d e n t s  w e r e  g e n e r a l l y  l e s s  

c o n v i n c e d  t h a t  t h e  c h a p e l  s h o u l d  a l w a y s  b e  i n v o l v e d  i n  

i n v e s t m e n t  i n  n e w  p r o j e c t s ,  w i t h  40% a d v o c a t i n g  i n v o l v e m e n t  

o n l y  s o m e t i m e s .  L i k e w i s e ,  c h a n g e s  i n  t h e  c o n t e n t  a n d  s t y l e  

o f  t h e  n e w s p a p e r  w e r e  p e r c e i v e d  a s  b e i n g  a r e a s  o v e r  w h i c h  

t h e  m a n a g e m e n t  h a d  m o r e  u n i l a t e r a l  c o n t r o l ,  w h i l s t  t h e  

a p p o i n t m e n t  o f  j o u r n a l i s t i c  s t a f f ,  w a s  s e e n  a s  t h e  a r e a  

w h e r e  m a n a g e m e n t  p r e r o g a t i v e  w a s  t h e  m o s t  l e g i t i m a t e ,  

a l t h o u g h  e v e n  i n  t h i s  c a s e  o n l y  25% o f  t h e  r e s p o n d e n t s  f e l t  

t h a t  t h e  c h a p e l  o u g h t  n e v e r  t o  b e  i n v o l v e d .

I n  g e n e r a l ,  r e s p o n d e n t s  h a d  a  t r a d i t i o n a l  t r a d e  u n i o n  

o r i e n t a t i o n  t o  d e c i s i o n - m a k i n g ,  a d v o c a t i n g  i n v o l v e m e n t  

w h e r e  c h a n g e s  d i r e c t l y  a f f e c t e d  j o u r n a l i s t s .  H o w e v e r ,  a s  

m i g h t  b e  e x p e c t e d  f r o m  t h e  m o s t  u n i o n a t e  j o u r n a l i s t s ,  t h e r e  

w a s  a  n o t a b l e  p r o p o r t i o n  (16% )  w h o  a d v o c a t e d  f u l l  

i n v o l v e m e n t  o v e r  a l l  t h e  i s s u e s ,  a n d  t h e  i n d e x  m e a n  w a s  

r e l a t i v e l y  h i g h :  1 1 . 4 .  F r o m  t h e s e  r e s u l t s  we  m i g h t  p r e d i c t  

t h a t  j o u r n a l i s t s  a r e  m o s t  l i k e l y  t o  b e  w i l l i n g  t o  a c t  i f  

m a n a g e m e n t  i n f r i n g e  u p o n  t h e  t r a d i t i o n a l  a r e a s  o f
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Table 7.1: Index of attitudes to involvement
I n d e x  o f N u m b e r  o f

I n v o l v e m e n t R e s p o n d e n t s P e r c e n t a g e

14 24 1 5 . 7
13 19 1 2 . 4
12 32 2 0 . 9
11 33 2 1 . 6
10 20 1 3 . 1

9 17 1 1 . 1
8 4 2 . 6
7 3 2 . 0

<7 1 0 . 7

[X = 1 1 . 4 ]  
[ s  = 1 . 8 2 5 ]

[N = 1 5 3 ] [ 1 0 0 % ]

T a b l e  7 - 2 :  I n v o l v e m e n t  o f t h e  NUJ c h a p e l  i n d e c i s i o n m a k i n g

The NUJ c h a p e l  
a lw a y s

s h o u ld  b e  in v o lv e d  
so m etim es n e v e r

C h a n g e s  i n  
a n d  p r a c t i c e s

w o r k i n g c o n d i t i o n s 98% 3%
[N

0%
= 1 5 3 ]

N o .  o f  h o l i d a y s , d a y s  i n l i e u ,  e t c . 91% 9%
[N

0%
= 1 5 3 ]

C h a n g e s  i n  t e c h n o l o g y 92% 7%
[N

1%
= 1 5 3 ]

C h a n g e s  i n  t h e  c o n t e n t  o r  t h e  s t y l e  
o f  t h e  n e w s p a p e r

34% 56%
[N

10%
= 1 5 2 ]

I n v e s t m e n t  i n  n e w  
e g . l a u n c h  o f  a  n e w  t i t l e

p r o j e c t s , 54% 40%
[N

6%
= 1 5 2 ]

A p p o i n t m e n t  o f j o u r n a l i s t i c  s t a f f 26% 49%
[N

25%
= 1 5 1 ]

D i s m i s s a l  o f  
e g . r e d u n d a n c y

j o u r n a l i s t i c  s t a f f , 89% 9%
[N

3%
= 1 5 3 ]
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c o l l e c t i v e  b a r g a i n i n g  -  c o n d i t i o n s ,  h o l i d a y s ,  e t c . -  r a t h e r  

t h a n  t h e  t r a d i t i o n a l  a r e a s  o f  m a n a g e m e n t  p r e r o g a t i v e  -  

c o n t e n t  a n d  s t y l e  o f  t h e  n e w s p a p e r ,  o r  i n v e s t m e n t .

An e x a m p l e  o f  a c t i o n  a r i s i n g  t h r o u g h  t h e  w o r k f o r c e  

p e r c e i v i n g  m a n a g e m e n t  t o  h a v e  o v e r s t e p p e d  t h e i r  a u t h o r i t y

i s  t h e  " b u g g i n g  d i s p u t e " w h i c h o c c u r r e d  p r i o r t o t h e

i n t r o d u c t i o n  o f  e d i t o r i a l d i r e c t i n p u t  a t  o n e o f t h e

n e w s p a p e r s  i n  t h e  s a m p l e .  T h i s  p a r t i c u l a r  d i s p u t e  c a u s e d  a  

g r e a t  d e a l  o f  c o n t r o v e r s y  a t  t h e  c o m p a n y .  I t  a r o s e  w h e n  t h e  

NUJ d i s c o v e r e d  t h a t  t h e  r o o m  i n  w h i c h  a l l  u n i o n  m e e t i n g s  

w e r e  h e l d  h a d  b e e n  e l e c t r o n i c a l l y  b u g g e d .  A c c o r d i n g  t o  t h e  

F o C ,  t h e  c h a p e l  o f f i c e r s  f i r s t  b e c a m e  s u s p i c i o u s  w h e n  

m a n a g e r s  b e g a n  t o  r e p e a t  v e r b a t i m  w h a t  h a d  b e e n  s a i d  a t  t h e  

c h a p e l  m e e t i n g s .  T h i s  w a s  c o m p o u n d e d  w h e n  a  c h a p e l  m e m b e r  

w h o  w a s  p a s s i n g  t h e  d o o r  o f  o n e  o f  t h e  m a n a g e r s '  o f f i c e s ,  

h e a r d  t h e  p r o c e e d i n g s  o f  a  c h a p e l  m e e t i n g  s e e m i n g l y  c o m i n g  

f r o m  a  r a d i o  o r  t a p e  r e c o r d e r .  T h i s  w a s  r e p o r t e d  t o  t h e  

F o C ,  t h e  r o o m  w a s  s e a r c h e d  a n d  a n  e l e c t r o n i c  b u g ,  d i s g u i s e d  

a s  a n  e l e c t r i c a l  p l u g ,  w a s  f o u n d .  T h e  o t h e r  u n i o n s  w e r e  

c o n t a c t e d  s i n c e  t h e y  a l s o  h e l d  t h e i r  m e e t i n g s  i n  t h e  r o o m ,  

a n d  f o r  t w o  d a y s  v i r t u a l l y  t h e  w h o l e  w o r k f o r c e  w a s  o n  

s t r i k e ,  h a l t i n g  t h e  p r o d u c t i o n  o f  t h e  n e w s p a p e r .  T h e  

m a n a g e m e n t  d e n i e d  a l l  k n o w l e d g e  o f  t h e  b u g ,  a n d  a c c o r d i n g  

t o  t h e  F o C ,  c l a i m e d  i t  h a d  b e e n  p l a n t e d  b y  a  l e f t  w i n g  

a c t i v i s t .  A f t e r  t w o  d a y s ,  t h e  m a n a g e m e n t  a g r e e d  t o  h a v e  a n  

i n d e p e n d e n t  i n q u i r y  i n t o  t h e  m a t t e r ,  a n d  t h e  u n i o n  m e m b e r s  

a g r e e d  t o  r e t u r n  t o  w o r k  w i t h  n o  l o s s  o f  p a y .

A l t h o u g h  i t  w a s  n e v e r  p r o v e n  t h a t  m a n a g e m e n t  w e r e  

r e s p o n s i b l e  f o r  p l a n t i n g  t h e  b u g ,  t h e  s u s p i c i o n  w a s  e n o u g h  

t o  c o n v i n c e  a l l  t h e  u n i o n s  t h a t  a c t i o n  w a s  a p p r o p r i a t e .  T h e
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FoC claims that even far from militant NUJ members were
o u t r a g e d  a n d  d e m a n d e d  s t r i k e  a c t i o n .  T h e  f a c t  t h a t  p e o p l e  

w e r e  p r e p a r e d  t o  b e l i e v e  t h e  c l a i m s  a b o u t  m a n a g e r s  p l a n t i n g  

t h e  b u g  p e r h a p s  i n d i c a t e s  t h a t  e m p l o y e e s  a l r e a d y  d i s t r u s t e d  

m a n a g e m e n t .  And  i f  t h e  m a n a g e m e n t  r e a l l y  d i d  p l a n t  t h e  b u g ,  

i t  s h o w s  t h a t  t h e y  w e r e  c o n t e m p t u o u s  o f  t h e  e x i s t i n g  

n e g o t i a t i n g  p r o c e d u r e s .

S h o r t l y  a f t e r w a r d s ,  s t i l l  f e e l i n g  c o n f i d e n t  a b o u t  t h e i r  

n e g o t i a t i n g  p o s i t i o n ,  t h e  c h a p e l  t o o k  a  h a l f  d a y  s t r i k e  

o v e r  m a n a g e m e n t ' s  r e f u s a l  t o  p a y  j o u r n a l i s t s  e x t r a  m o n e y  

f o r  w o r k i n g  o n  b a n k  h o l i d a y s .  T h e  m a n a g e m e n t  c a p i t u l a t e d ,  

i n c o r p o r a t i n g  i t  i n t o  t h e  t e r m s  a n d  c o n d i t i o n s  o f  w o r k .  

T h i s  w a s  s e e n  b y  t h e  c h a p e l  a s  a  v i c t o r y ,  a n d  t h u s  w h e n  i t  

c a m e  t o  s t a r t i n g  t h e  n e w  t e c h n o l o g y  n e g o t i a t i o n s ,  t h e  

c h a p e l  w e r e  f a i r l y  c o n f i d e n t ,  a n d  t h e  m a n a g e m e n t  w e r e  

r e l u c t a n t  t o  p r o v o k e  f u r t h e r  c o n f r o n t a t i o n .  I n  t h i s  w a y ,  

t h e  d e f e n s i v e  a c t i o n  h a d  a  s p i l l o v e r  e f f e c t  o n  

' p r o m o t i o n a l '  a c t i o n .

T h e  q u e s t i o n  o f  w h e t h e r  t h e  i n t r o d u c t i o n  o f  t e c h n o l o g y  

a f f e c t s  t h e  r e c o g n i t i o n  o f  t h e  n e e d  t o  a c t  i s  n o t  e a s y  t o  

a n s w e r .  T h e  j o u r n a l i s t s  h a v e  b e e n  b r o u g h t  i n t o  c l o s e r  

c o n t a c t  w i t h  t h e  p r o d u c t i o n  p r o c e s s ,  a n d  a r e  s u b j e c t  t o  n e w  

w o r k i n g  p a t t e r n s  a n d  a r r a n g e m e n t s ,  w h i c h  m a y  c r e a t e  

d i s c o n t e n t  a n d  c o n f l i c t ,  b u t  t h i s  m i g h t  l e a d  t o  g r e a t e r  

t o l e r a t i o n  o f  p r o b l e m s .  M a n a g e m e n t ,  f o r  e x a m p l e ,  m i g h t  

i d e n t i f y  t h e  p o s t - i n t r o d u c t i o n  p e r i o d  a s  ' b e d d i n g  i n ' ,  

' d e b u g g i n g ' ,  o r  ' p r o d u c t i o n i s a t i o n '  ( W i l k i n s o n ,  1 9 8 3 )  a n d  

f o s t e r  a n  a t m o s p h e r e  o f  t o l e r a t i o n ,  e n c o u r a g i n g  t h e  

w o r k f o r c e  t o  p u t  u p  w i t h  t e m p o r a r y  i n c o n v e n i e n c e .  T h i s  

p r o c e s s  m i g h t  r e s t r u c t u r e  a t t i t u d e s  n o t  o n l y  t o  w o r k i n g
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c o n d i t i o n s  a n d  p r a c t i c e s ,  b u t  a l s o  t o  m a n a g e r i a l  a u t h o r i t y .  

C o n v e r s e l y ,  a s  W i l k i n s o n  ( 1 9 8 3  ) f o u n d ,  ' p r o d u c t i o n i s a t i o n " 

e n h a n c e d  t h e  i n f l u e n c e  a n d  d i s c r e t i o n  o f  s o m e  w o r k e r s  w h i c h  

l e d  t o  g r e a t e r  p r o b l e m s  w h e n  m a n a g e r s  s u b s e q u e n t l y  

a t t e m p t e d  t o  r e a s s e r t  t h e i r  a u t h o r i t y  a n d  m a k e  f u r t h e r  

c h a n g e s .

T h e  f o c u s  f o r  m a n y  o f  t h e  j o u r n a l i s t s  f o l l o w i n g  t h e  

i n t r o d u c t i o n  o f  n e w  t e c h n o l o g y  h a s  b e e n  t h e  n e e d  t o  

' d e f e n d '  t h e  h e a l t h  a n d  s a f e t y  a s p e c t s  o f  t h e i r  w o r k .  

D i r e c t  i n p u t  i n t r o d u c e d  a  r e c o g n i s e d  i n d u s t r i a l  i l l n e s s  

i n t o  t h e  e d i t o r i a l  r o o m  -  R S I  -  a n d  n u m e r o u s  m i n o r  

a i l m e n t s .  T h i s  h a s  c a u s e d  c o n c e r n  a m o n g s t  a  l a r g e  n u m b e r  o f  

c h a p e l  m e m b e r s ,  m a n y  o f  whom h a v e  i d e n t i f i e d  a  n e e d  t o  a c t .  

T h r e e  e x a m p l e s  s t a n d  o u t  f r o m  t h e  s a m p l e .  I n  t h e  f i r s t  

c a s e ,  t h e  j o u r n a l i s t s  w e r e  d i s s a t i s f i e d  w i t h  t h e  w o r k i n g  

e n v i r o n m e n t  b e c a u s e  m a n a g e m e n t  h a d  f a i l e d  t o  c o m p l y  w i t h  

t h e  p r o v i s i o n s  l a i d  d o w n  i n  t h e  n e w  t e c h n o l o g y  a g r e e m e n t .  

W hen  t h i s  w a s  p o i n t e d  o u t ,  t h e  e d i t o r  c l a i m e d  t h a t  t h e r e  

w e r e  n o t  e n o u g h  f u n d s  a v a i l a b l e  b u t  t h a t  c h a n g e s  w o u l d  b e  

m a d e .  A f t e r  s e v e r a l  m o n t h s  o f  i n a c t i o n  b y  m a n a g e m e n t ,  t h e  

c h a p e l  c a l l e d  i n  t h e  NUJ e r g o n o m i s t  a f t e r  m e m b e r s  b e g a n  t o  

c o m p l a i n  a b o u t  a c h e s  a n d  p a i n s .  A r e p o r t  w a s  p r o d u c e d  w h i c h  

w a s  p r e s e n t e d  t o  m a n a g e m e n t ;  t h e y  r e f u s e d  a c c e p t  t h e  

f i n d i n g s  b e c a u s e  t h e  e r g o n o m i s t  w a s  n o t  ' i n d e p e n d e n t ' .  T h e  

c h a p e l  t h e n  b r o u g h t  i n  a  l o c a l  a u t h o r i t y  i n s p e c t o r  t o  c h e c k  

t h e  o f f i c e  -  a  f u r t h e r  r e p o r t  w a s  p r o d u c e d  r e c o m m e n d i n g  

c h a n g e s .  By t h i s  t i m e  o n e  j o u r n a l i s t  w a s  o n  p e r m a n e n t  s i c k  

l e a v e  w i t h  R S I  a n d  s e v e r a l  o t h e r s  h a d  m e d i c a l l y  d i a g n o s e d  

s y m p t o m s .  H o w e v e r ,  a s  y e t ,  m a n a g e m e n t  h a v e  s t i l l  t a k e n  n o  

a c t i o n .
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The second case again concerns a failure by management 
to comply with the NTA. The chapel complained that because 
the office had no air-conditioning, windows had to be 
opened on hot days, which caused the blinds to flap in the 
wind, the consequence was that shafts of light caused 
reflections across the VDU screens and led to eyestrain and 
headaches. The Editorial Director responded by talking 
individually to journalists about the problem, and 'solved" 
the reflection problem by suggesting that journalists weigh 
down the bottom of the blinds with coats and jumpers.

Similarly, reflections from the windows caused problems 
at the third case. The management had not provided blinds 
in spite of several requests by the chapel. Journalists 
therefore taped newspaper pages to the windows to diffuse 
the direct sunlight, however on seeing this, the Managing 
Director said it gave a bad impression of the office and 
the makeshift blinds had to be removed.

In each of these cases, the need to act stemmed from 
practical necessity. They are illustrative of the problems 
that new technology can create, but more importantly, 
demonstrate the problems faced by a workgroup in 
identifying the need to act: deciding on the appropriate 
form of action. This is discussed in detail later in the 
chapter, but it is worth noting here that for the three 
cases above the chapel's action has not been effective, and 
thus similar action may be perceived by them as 
inappropriate in the future.

Although health and safety issues illustrate the direct 
effect new technology can have, defensive action is more 
likely to depend on new strategies used by management
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e i t h e r  i n  i n t r o d u c i n g  n e w  t e c h n o l o g y  o r  i n  t h e  p r o c e s s  o f  

b a r g a i n i n g  a n d  d e c i s i o n  m a k i n g  o n c e  d i r e c t  i n p u t  h a s  b e e n  

i n t r o d u c e d .

C h a p t e r  t h r e e  s u g g e s t e d  t h a t ,  i n  a d o p t i n g  d i r e c t  i n p u t ,  

m a n a g e r s  a r e  p u r s u i n g  o b j e c t i v e s  o f  r e d u c i n g  c o s t s  a n d  

i n c r e a s i n g  w o r k  f l e x i b i l i t y ,  s o  m ay  s e e k  t o  r e d u c e  t h e  

c o l l e c t i v i s m  o f  t h e  w o r k f o r c e .  F r o m  t h e  s a m p l e  t h e r e  a r e  

f o u r  e x a m p l e s  o f  w h e r e  p o s t - i n t r o d u c t i o n  m a n a g e r i a l  p o l i c y  

h a s  l e d  t o  d e f e n s i v e  a c t i o n  b y  j o u r n a l i s t s .  T h e s e  c o n c e r n  

m a t e r n i t y  l e a v e ,  h o m e w o r k i n g ,  i n d i v i d u a l  c o n t r a c t s ,  a n d  

m e r i t  p a y .

MATERNITY B E N E F I T .  T h e  m a n a g e m e n t  a t  o n e  c o m p a n y  a t t e m p t e d  

t o  t i e  t h e  1 9 8 7 / 8 8  p a y  i n c r e a s e  t o  c h a n g e s  i n  m a t e r n i t y  

b e n e f i t .  T h e  p r o p o s a l  w a s  t o  r e d u c e  m a t e r n i t y  l e a v e  t o  t h e  

s t a t u t o r y  m i n i m u m ,  a l t h o u g h  t h e  NUJ n a t i o n a l l y  h a d  

n e g o t i a t e d  a n  e x t r a  s i x  w e e k s  m a t e r n i t y  l e a v e  f o r  a n y  w om an

who returned to work after her child was born. The pay
increase fell within the bargain procedure, but the
maternity leave issue was not negotiable as far as the
m a n a g e m e n t  w e r e  c o n c e r n e d .

A c h a p e l  m e e t i n g  w a s  h e l d  t o  d i s c u s s  t h e  i s s u e ,  a n d  

a l t h o u g h  t h e  p a y  o f f e r  w a s  a c c e p t e d  b y  t h e  m e m b e r s ,  t h e  

c h a p e l  f e l t  t h a t  t h e  m a n a g e m e n t  d i d  n o t  h a v e  t h e  r i g h t  t o  

w i t h d r a w  u n i l a t e r a l l y  f r o m  t h e  n a t i o n a l l y  n e g o t i a t e d  

m a t e r n i t y  p r o v i s i o n .  T h e  m e m b e r s  v o t e d  o v e r w h e l m i n g l y  i n  

f a v o u r  o f  t a k i n g  s t r i k e  a c t i o n  u n l e s s  t h e  m a t e r n i t y  

p r o p o s a l  w a s  w i t h d r a w n .  T h i s  w a s  c o m m u n i c a t e d  t o  m a n a g e m e n t  

a n d  t h e  i s s u e  w a s  d r o p p e d .

T h e  t h r e a t  o f  a c t i o n  i n  t h i s  c a s e  s t e m m e d  f r o m  t h e
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c h a p e l  p e r c e i v i n g  m a n a g e m e n t  t o  h a v e  o v e r s t e p p e d  t h e i r  

a u t h o r i t y  a t  l o c a l  l e v e l  b y  a t t e m p t i n g  t o  i g n o r e  a  

n a t i o n a l l y  n e g o t i a t e d  e m p l o y m e n t  p o l i c y .  T h e  s t r e n g t h  o f  

f e e l i n g  m u s t  h a v e  b e e n  h i g h  s i n c e  i s s u e s  s u c h  a s  m a t e r n i t y  

l e a v e  a r e  n o t  g e n e r a l l y  r e c o g n i s e d  a s  m o b i l i s i n g  i s s u e s .  

T h e  a c t i n g  MoC c o m m e n t e d :

The o n ly  p e o p le  m ore sh o c k e d  th a n  m anagem ent a b o u t  t h e  c h a p e l  
m em bers'' d e c i s i o n ,  w ere  t h e  c h a p e l  o f f i c e r s !  T h e re  w e re  seme 
s t r o n g  a rg u m e n ts  p u t ,  an d  I  d o n ' t  t h i n k  i t  s o l e l y  c o n c e rn e d  
t h e  m a t e r n i ty  le a v e  i s s u e .  Many members saw  i t  a s  t h e  t h i n  
end  o f  t h e  w edge -  th e y  w o u ld  s t a r t  w i th  m a t e r n i ty  le a v e  an d  
th e n  go  o n to  o t h e r  te rm s  o f  em ploym ent.

HOMEWORKING. T h e  m a n a g e m e n t  a t  o n e  c o m p a n y  d e c i d e d  t o  c l o s e  

d o w n  o n e  o f  i t s  d i s t r i c t  o f f i c e s .  I t  w a s  n o t  s e e n  b y

m a n a g e m e n t a s  p a r t  o f  t h e n e g o t i a t i n g  f u n c t i o n o f  t h e N U J ,

a n d  t h u s  t h e  r e p o r t e r  w h o  w o r k e d  f r o m t h e o f f i c e w a s

o f f e r e d  a n e x t r a  £ 5  p e r w e e k t o  w o r k f r o m h o m e . T h i s

a r r a n g e m e n t h a d  a l r e a d y b e e n o p e r a t i n g i n t w o  o t h e r

d i s t r i c t  o f f i c e s ,  a n d  s o  m a n a g e m e n t  c o u l d  c l a i m  t h a t  t h e  

p r e c e d e n t  h a d  b e e n  a c c e p t e d  b y  t h e  NUJ c h a p e l .  H o w e v e r ,  t h e  

f o r m e r  FoC c l a i m s  t h a t  t h e  c l o s u r e  o f  t h e  t w o  o f f i c e s  w e r e  

a c c e p t e d  w i t h  r e s e r v a t i o n s ,  a n d  t h a t  t h e  n e w  p r o p o s e d  

c l o s u r e  w a s  m o r e  i m p o r t a n t  s i n c e  i t  w o u l d  a f f e c t  t h e  i m a g e  

o f  t h e  n e w s p a p e r  i n  t h a t  a r e a .  T h e r e  w a s  a  f u r t h e r  w o r r y  

t h a t  h o m e w o r k i n g  w o u l d  t h e n  b e c o m e  t h e  n o r m  i n  a l l  t h e  

d i s t r i c t s .

A f t e r  a  s e r i e s  o f  n e g o t i a t i o n s  w i t h  m a n a g e m e n t ,  t h e  

c h a p e l  d e c i d e d  t o  s t a g e  a  w a l k  o u t .  I t  w a s  p l a n n e d  f o r  3pm 

o n  b u d g e t  d a y ,  f o r  m a x i m u m  e f f e c t .  T h e  p a p e r  w a s  s t i l l  

p r o d u c e d ,  b u t  t h e  c o v e r a g e  w a s  l e s s  e x t e n s i v e .  T h e  d i s t r i c t  

o f f i c e  h a s  r e m a i n e d  o p e n ,  a n d  a s  y e t  n o  o t h e r  j o u r n a l i s t s  

a t  t h e  n e w s p a p e r  w o r k  f r o m  h o m e .
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The FoC claims that the opening or closure of a 
district office is not perceived by the journalists as 
purely a management decision because it always involves 
staffing levels. Moreover, the chapel argued that closure 
of the district office would reduce the public profile of 
the newspaper in the district - which suggests that the 
management decision also infringed upon professional 
attitudes to the job, and as such was not just a management 
issue.

INDIVIDUAL CONTRACTS. T h e  m o v e  b y  s o m e  c o m p a n i e s  t o  

i n t r o d u c e  i n d i v i d u a l  c o n t r a c t s  t o  r e p l a c e  h o u s e  a g r e e m e n t s  

( e x a m i n e d  i n  c h a p t e r  t h r e e )  b r o u g h t  o n e  n e w s p a p e r  c h a p e l  i n  

t h e  s a m p l e  i n t o  d i r e c t  c o n f l i c t  w i t h  m a n a g e m e n t .  A f t e r  

s e e i n g  t h e  p r o p o s e d  n e w  c o n t r a c t s ,  t h e  c h a p e l  d e c i d e d  t h a t  

m e m b e r s  s h o u l d  n o t  s i g n  t h e m ,  a n d  s h o u l d  w i t h d r a w  a l l  

g o o d w i l l .  T h e  c h a p e l  a l s o  v o t e d  b y  51  t o  13  i n  f a v o u r  o f  

t a k i n g  s t r i k e  a c t i o n  i f  n e c e s s a r y .  T h e  E d i t o r  w r o t e  t o  a l l  

c h a p e l  m e m b e r s  w a r n i n g  t h a t  h e  w o u l d  s a c k  a n y o n e  w h o  

r e f u s e d  t o  w o r k  n o r m a l l y ,  a n d  h e  r e f u s e d  t o  n e g o t i a t e  w i t h  

t h e  NUJ o r  a l l o w  NUJ o f f i c i a l s  i n t o  t h e  b u i l d i n g .

T h e  c h a p e l  w e r e  o b j e c t i n g  n o t  o n l y  t o  t h e  w i t h d r a w a l  o f  

NUJ b a r g a i n i n g  r i g h t s ,  b u t  a l s o  t h e  e x t e n s i o n  o f  w o r k i n g  

h o u r s  f o r  n o  e x t r a  p a y .  T h e  n e w  c o n t r a c t s  c o n t a i n e d  t h e  

f o l l o w i n g  w o r d i n g :

A lth o u g h  y o u r  no rm al h o u r s  w i l l  b e  75 p e r  f o r t n i g h t ,  t h e s e  
h o u rs  w i l l  b e  w orked  i n  s u c h  a  way a s  t o  e n s u r e  t h e  p r o p e r  
and  e f f i c i e n t  p u b l i c a t i o n  o f  t h e  co m p an y 's  p r o d u c t s .  On 
o c c a s io n s  you  may b e  c a l l e d  upon  t o  w ork h o u r s  i n  e x c e s s  o f  
75 i n  a n y  f o r t n i g h t .  You m ay, i n  t h e  c a s e  o f  a n  em erg en cy , b e  
c a l l e d  o u t  t o  a s s i s t  w i th  company m a t t e r s .

The J o u r n a l i s t  Novem ber 1988 p . 3

T h e  NUJ n e w s p a p e r  T h e  J o u r n a l i s t  a r r a n g e d  f o r  p h o t o g r a p h s
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to be taken of two senior members of the editorial staff
( n o n - N U J )  l e a v i n g  a n  a l l e g e d  ' s t r i k e - b r e a k i n g  t r a i n i n g  

c e n t r e '  w h e r e  t h e  m a n a g e m e n t  w e r e  s u p p o s e d l y  t r a i n i n g  

n o n - j o u r n a l i s t s  t o  u s e  n e w  t e c h n o l o g y ,  s o  t h a t  i n  t h e  e v e n t  

o f  a  d i s p u t e  t h e  n e w s p a p e r  w o u l d  c o n t i n u e  t o  b e  p r o d u c e d .  

T h e  E d i t o r  a c c u s e d  t h e  F o C ,  D e p u t y  MoC a n d  t h e  C h a p e l  C l e r k  

o f  a s b s e n t i n g  t h e m s e l v e s  f r o m  w o r k  a n d  t h e y  w e r e  

i m m e d i a t e l y  s u s p e n d e d .  T h e  FoC a n d  t h e  C l e r k  w e r e  

s u b s e q u e n t l y  . s a c k e d .  T h e  c h a p e l  w r o t e  a  l e t t e r  t o  t h e  

c o m p a n y ' s  c h i e f  e x e c u t i v e  w h i c h  c a l l e d  f o r  t h e  

r e i n s t a t e m e n t  o f  t h e  FoC a n d  t h e  C l e r k ,  a n d  o u t l i n e d  t h e  

l o w  m o r a l e  o f  t h e  j o u r n a l i s t s  d u e  t o  t h e  m a n a g e m e n t ' s  

a c t i o n s  ( UKPG N o v . 14 1 9 8 8  p . 2 3 ) .  T h e  t w o  c h a p e l  o f f i c e r s  

w e r e  n o t  r e i n s t a t e d ,  t h e y  d e c i d e d  t o  t a k e  t h e i r  c a s e  t o  a n  

i n d u s t r i a l  t r i b u n a l  a n d  a g r e e d  t o  a n  o u t  o f  c o u r t  

s e t t l e m e n t  ( UKPG May 1 1 9 8 9  p . 1 4 ) .

I n  s p i t e  o f  t h e  i n i t i a l  s h o w  o f  s t r e n g t h  a n d  t h e  b a l l o t  

i n  f a v o u r  o f  s t r i k e  a c t i o n ,  t h e  c h a p e l  d i d  n o t  s t o p  w o r k .  

T h e y  w e n t  n o  f u r t h e r  t h a n  a  w i t h d r a w a l  o f  g o o d w i l l ,  

a l t h o u g h  t h i s  m a y  b e  b e c a u s e  t h e  m a n a g e m e n t  p r e - e m p t e d  a n y  

a c t i o n  b y  s u s p e n d i n g  t h e  c h a p e l  o f f i c i a l s .

MERIT PAY. T h e  m o v e  t o w a r d s  t h e  i n t r o d u c t i o n  o f  m e r i t  p a y  

i n s t e a d  o f  c o l l e c t i v e  p a y  b a r g a i n i n g  r e s u l t e d  i n  a  s t r i k e  

a t  o n e  o f  t h e  n e w s p a p e r s  i n  t h e  s a m p l e .  I n  a  s e c r e t  b a l l o t ,  

80% o f  t h e  c h a p e l  v o t e d  t o  s t r i k e  i n  a n  a t t e m p t  t o  

r e i n s t a t e  t h e  N U J ' s  r i g h t  t o  n e g o t i a t e  p a y  i n c r e a s e s  o n  

t h e i r  b e h a l f .  T h e y  o b j e c t e d  t o  t h e  p r o p o s e d  p a y  i n c r e a s e s ,  

w h i c h  r a n g e d  b e t w e e n  4 .5 %  a n d  10%. T h e  E d i t o r  w r o t e  t o  f i v e  

s t r i k i n g  j u n i o r  r e p o r t e r s ,  i n f o r m i n g  t h e m  t h a t  t h e y  w e r e  i n
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b r e a c h  o f  t h e i r  i n d e n t u r e s ,  a n d  t h e  M a n a g i n g  D i r e c t o r  s e n t  

l e t t e r s  t o  t h e  30  s t r i k i n g  NUJ m e m b e r s  t h r e a t e n i n g  

d i s m i s s a l .

A f t e r  f i v e  w e e k s ,  b o t h  s i d e s  a g r e e d  t o  ACAS b e i n g  

b r o u g h t  i n ,  a  s e t t l e m e n t  w a s  r e a c h e d ,  w h i c h  i n c l u d e d  a  n e w  

b a n d i n g  p a y  s t r u c t u r e ,  a  c o m m i t m e n t  t o  n e g o t i a t e  f u t u r e  

a c r o s s - t h e - b o a r d  i n c r e a s e s ,  NUJ c o n s u l t a t i o n  i n  t h e  

c o m p a n y ' s  p e r f o r m a n c e - r e l a t e d  p a y  a w a r d s ,  a n d  p a y  d e a l  

l a s t i n g  n i n e - m o n t h s  i n s t e a d  o f  12 m o n t h s .  B o t h  s i d e s  

c l a i m e d  i t  a  v i c t o r y .

T h e s e  e x a m p l e s  a r e  c a s e s  w h e r e  t h e  n e e d  t o  t a k e  a c t i o n  

h a s  b e e n  c l e a r l y  i d e n t i f i e d  a l t h o u g h  c a n n o t  b e  a t t r i b u t e d  

d i r e c t l y  t o  n e w  t e c h n o l o g y .  S i m i l a r  i s s u e s  m a y  h a v e  a r i s e n  

b e f o r e  d i r e c t  i n p u t  w a s  i n t r o d u c e d ,  w h i c h ,  a s  w i t h  

p r o m o t i o n a l  a c t i o n ,  r a i s e s  t h e  q u e s t i o n  o f  w h e t h e r ,  a f t e r  

r e c o g n i s i n g  t h e  ' n e e d ' ,  j o u r n a l i s t s  a r e  p r e p a r e d  t o  t a k e  

a c t i o n :  d o e s  n e w  t e c h n o l o g y  m a k e  j o u r n a l i s t s  m o r e  o r  l e s s  

w i l l i n g  t o  a c t ?

W i l l i n g n e s s  t o  A c t

W i l l i n g n e s s  t o  a c t  i s  a  c r u c i a l  s t a g e  i n  t h e  c o n t r o l  

a c t u a l i s a t i o n  p r o c e s s .  I t  i s  t h e  p o i n t  w h e r e  l a t e n t  p o w e r  

b e g i n s  t o  b e  c o n s i d e r e d  a s  a  c o e r c i v e  f o r c e  b y  t h e  

w o r k g r o u p ,  a n d  t h r o u g h o u t  t h e  s u b s e q u e n t  s t a g e s ,  

w i l l i n g n e s s  i s  c o n t i n u a l l y  r e a p p r a i s e d .  F i g u r e  7 . 1  

t h e r e f o r e  o v e r - s i m p l i f i e s  t h e  i s s u e  b y  i m p l y i n g  t h a t  o n c e  a  

w o r k g r o u p  i s  w i l l i n g  t o  a c t ,  t h e  p r o c e s s  w i l l  g o  a h e a d .  

. T h e r e  i s  n o  i n e v i t a b i l i t y  a s  d e v e l o p m e n t s  i n  c o n s i d e r i n g  

a c t i o n ,  s e l e c t i n g  a c t i o n  a n d  t h e n  i m p l e m e n t i n g  a c t i o n  m ay
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r e d u c e  o r  e n h a n c e  w i l l i n g n e s s .  M o r e o v e r ,  a s s u m p t i o n s  a b o u t  

w h a t  i s  g o i n g  t o  h a p p e n ,  h e l d  b y  t h e  i n d i v i d u a l  o r  

e x p r e s s e d  b y  t h e  g r o u p ,  w i l l  h a v e  a  c r u c i a l  i m p a c t  u p o n  t h e  

i n i t i a l  w i l l i n g n e s s  t o  a c t .

B e a r i n g  i n  m i n d  t h e s e  q u a l i f i c a t i o n s ,  we  c a n  

c h a r a c t e r i s e  t h e  i n i t i a l  w i l l i n g n e s s  t o  a c t  a s  b e i n g  

d e p e n d e n t  o n  t h e  l e v e l  o f  c o n f i d e n c e  o f  t h e  w o r k g r o u p .  T h i s  

t a k e s  t w o  f o r m s :  c o n f i d e n c e  t h a t  t h e  c o r r e c t  d e c i s i o n  w i l l  

b e  m a d e  b y  t h e  g r o u p  a b o u t  t h e  f o r m  o f  t h e  a c t i o n ,  a n d  

c o n f i d e n c e  t h a t  g i v e n  t h e  c o r r e c t  d e c i s i o n  i s  m a d e ,  t h e  

a c t i o n  w i l l  p r o d u c e  a n  o u t c o m e  t h a t  c o n f o r m s  w i t h  t h e i r  

i n t e n d e d  g o a l s  -  p u t  s i m p l y ,  c o n f i d e n c e  i n  t h e  a b i l i t y  t o  

w i n .  D i s s o n a n c e  i n  c o n f i d e n c e  w i l l  d i s s j ^ ' d e  a n  i n d i v i d u a l  

f r o m  b e i n g  w i l l i n g  t o  a c t ,  w h i l s t  d i s s i d e n c e  a m o n g s t  t h e  

w o r k g r o u p  o v e r  w i l l i n g n e s s  t o  a c t  m i g h t  u n d e r m i n e  t h e i r  

c o n f i d e n c e  a b o u t  b e i n g  s u c c e s s f u l .

An i m p o r t a n t y (  o f  t h i s  s t u d y  i s  w h e t h e r  t h e r e  a r e  

s p e c i f i c  f e a t u r e s  o f  d i r e c t  i n p u t  t e c h n o l o g y  t h a t  w i l l  

e n c o u r a g e  o r  d i s c o u r a g e  w i l l i n g n e s s  t o  a c t .  J o u r n a l i s t s  m a y  

b e  m o r e  w i l l i n g  t o  t a k e  a c t i o n  i f  t h e y  h a v e  e x p e r i e n c e d  

r e c e n t  s u c c e s s  i n  n e g o t i a t i n g  t h e  n e w  t e c h n o l o g y  

a g r e e m e n t s .  T h e  s u c c e s s f u l  c o n c l u s i o n  o f  a g r e e m e n t s  a c r o s s  

t h e  i n d u s t r y  h a d  a  c o n s i d e r a b l e  s p i l l o v e r  e f f e c t  i n  t e r m s  

o f  w o r k g r o u p  c o n f i d e n c e .  A f t e r  e a c h  NTA w a s  s i g n e d  a n d  

t e c h n o l o g y  p a y m e n t  a g r e e d ,  t h e  NUJ H e a d  O f f i c e  p u b l i s h e d  

t h e  d e t a i l s  a n d  d i s t r i b u t e d  t h e m  t o  c h a p e l s ,  a s  w e l l  a s  

a r r a n g i n g  f o r  p r e - t e c h n o l o g y  c h a p e l  b r i e f i n g s ,  a n d  t h e  

p r e s e n c e  o f  n a t i o n a l  o f f i c e r s  d u r i n g  l o c a l  n e g o t i a t i o n s  

w i t h  m a n a g e r s .  T h e  c o n s e q u e n c e  w a s  t h a t  m o s t  c h a p e l  m e m b e r s  

w e r e  v e r y  w e l l  i n f o r m e d  a b o u t  t h e  i m p l i c a t i o n s  o f  n e w
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t e c h n o l o g y  -  m o r e o v e r  t h e i r  e x p e c t a t i o n s  w e r e  r a i s e d  b y  t h e  

e a r l y  s u c c e s s e s  o f  t h e  NUJ o n c e  t h e  d i f f e r e n c e s  w i t h  t h e  

NGA h a d  b e e n  s o r t e d  o u t  a n d  t h e  J o i n t  A c c o r d  h a d  b e e n  

s i g n e d  i n  O c t o b e r  1 9 8 5 .

I n  a d d i t i o n  t o  t h e  c o n s i d e r a b l e  c o n f i d e n c e  b u i l d i n g  

p r a c t i c e s  o f  t h e  NU J ,  w i l l i n g n e s s  t o  a c t  w a s  a l s o  a f f e c t e d  

b y  t h e  l a r g e  a m o u n t  o f  p e r s o n a l  n e t w o r k i n g  t h a t  o c c u r s  

a m o n g s t  j o u r n a l i s t s .  T h e  h i g h  m o b i l i t y  o f  j o u r n a l i s t s  f o r  

c a r e e r  p u r p o s e s  m e a n s  t h a t  t h e  g r a p e v i n e  i s  w i d e  r e a c h i n g  

a n d  v e r y  e f f i c i e n t  -  e s p e c i a l l y  s i n c e  i t  i s  c o m p o s e d  o f  

p e o p l e  w h o s e  j o b  i t  i s  t o  p r o c e s s  i n f o r m a t i o n  q u i c k l y .  T h e  

g a i n s  t o  b e  m a d e  a n d  t h e  l e s s o n s  t o  b e  l e a r n e d  f r o m  n e w  

t e c h n o l o g y  w e r e  t h e r e f o r e  p a s s e d  a l o n g  a t  a  p e r s o n a l  l e v e l ,  

a s  w e l l  a s  t h r o u g h  t h e  i n s t i t u t i o n a l  f r a m e w o r k  o f  t h e  N U J .  

T h u s ,  v i r t u a l l y  e v e r y  n o n - o f f i c i a l  NUJ m e m b e r  s p o k e n  t o  

d u r i n g  t h e  f i e l d w o r k  v i s i t s  r e f e r r e d  t o  c o l l e a g u e s  o n  o t h e r  

n e w s p a p e r s  w h o  h a d  e i t h e r  b e t t e r  o r  w o r s e  e x p e r i e n c e s  o f  

n e w  t e c h n o l o g y .

T h e  e x p e r i e n c e  o f  s u c c e s s  o v e r  t h e  N T A s , c o u p l e d  w i t h  

t h e  i m p r e s s i o n  o f  b e c o m i n g  m o r e  i m p o r t a n t  t o  t h e  p r o d u c t i o n  

p r o c e s s ,  a s  m u c h  o f  t h e  e v i d e n c e  i n  c h a p t e r  s i x  s e e m s  t o  

s u g g e s t ,  m a y  p r o m p t  j o u r n a l i s t s  t o  f e e l  m o r e  c o n f i d e n t  

a b o u t  t h e i r  a b i l i t y  t o  i n f l u e n c e  t h e  m a n a g e r i a l  d e c i s i o n  

m a k i n g  p r o c e s s .  I n  t h i s  r e s p e c t ,  n e w  t e c h n o l o g y  h a s  b r o u g h t  

a b o u t  a n  i n c r e a s e d  p r o d u c t i o n  c o n s c i o u s n e s s  t h a t  m i g h t  

e n c o u r a g e  j o u r n a l i s t s  t o  a c t  i n  o r d e r  t o  e n h a n c e  t h e i r  

w o r k i n g  c o n d i t i o n s ,  p r a c t i c e s  a n d  r e w a r d s .  We m i g h t  

t h e r e f o r e  e x p e c t  t o  s e e  a n  i n c r e a s e  i n  t h e  p r o m o t i o n a l  

a c t i o n  o f  t h e  c h a p e l s .

Alternatively, journalists may be less willing to act
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because of their success in negotiating new technology. If 
they perceive an improvement in their work roles and are 
happy with the new skills and processes that direct input 
involves, as chapter six suggests, then the increased 
satisfaction may lower the willingness to act - by reducing 
the recognised need for action - or may at least lead to 
greater complacency. New technology will therefore not have 
spurred journalists into action, even though individual 
journalists may feel more confident about their influence 
over the production process, because i,t reduces the need to 
act.

A third possible scenario is that new technology will 
bring with it new forms of working arrangements that change 
the issues over which journalists consider taking action. 
For example, if RSI becomes a serious health and safety 
issue then willingness to act will be reappraised by 
journalists in the light of this - traditionally 
journalists have never had to worry about health and safety 
issues at work. In short, it may be too soon to judge the 
full impact of direct input on willingness to act since 
journalists themselves are still learning about the 
advantages and disadvantages of the new technology. Direct 
input could conceivably shift the terms of reference: 
journalists may in the future have to consider action over 
different types of issues which will cause them to 
reappraise their willing to act.

If the initial willingness to act i s  expressed by the 
workgroup - although continually subject to revision, as 
was stated at the beginning of the section - then we need 
to examine the next stages in the actualisation process and
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t h e  e f f e c t  n e w  t e c h n o l o g y  h a s  h a d  u p o n  t h e m .

Sum m ary

W i l l i n g n e s s  t o  a c t  i s  c o n t i n u a l l y  r e v i s e d  t h r o u g h o u t  t h e  

a c t u a l i s a t i o n  p r o c e s s ,  a n d  i s  b a s e d  o n  t h e  l e v e l  o f  

c o n f i d e n c e  p o s s e s s e d  b y  t h e  w o r k g r o u p  a s  a  w h o l e ,  a n d  b y  

i n d i v i d u a l  j o u r n a l i s t s .  T h e  c o n f i d e n c e  c o n c e r n s  t h e i r  

a b i l i t y  t o  t a k e  a p p r o p r i a t e  a c t i o n  a n d  t o  s u c c e e d  i n  

a c h i e v i n g  t h e i r  g o a l s .

New t e c h n o l o g y  m a y  h a v e  e n h a n c e d  t h e  c o n f i d e n c e  o f  

j o u r n a l i s t s  t h r o u g h  t h e  s u c c e s s f u l  n e g o t i a t i o n  o f  n e w  

t e c h n o l o g y  a g r e e m e n t s ,  a n d  t h e  s u b s e q u e n t  u s e  o f  t h e  s y s t e m  

e n h a n c i n g  t h e i r  f e e l i n g s  o f  c e n t r a l i t y  t o  t h e  p r o d u c t i o n  

p r o c e s s .  C o n v e r s e l y  i t  m i g h t  r e d u c e  t h e i r  w i l l i n g n e s s  t o  

a c t  b y  l o w e r i n g  t h e  n e e d  f o r  a c t i o n ,  e s p c i a l l y  i f  n e w  

t e c h n o l o g y  h a s  i n c r e a s e d  j o b  s a t i s f a c t i o n .  D i r e c t  i n p u t  

m a y ,  h o w e v e r ,  g i v e  r i s e  t o  n e w  i s s u e s ,  s u c h  a s  h e a l t h  a n d  

s a f e t y ,  w h i c h  m i g h t  c a u s e  j o u r n a l i s t s  t o  r e a p p r a i s e  t h e  

n e e d  t o  a c t  a n d  t h e i r  w i l l i n g n e s s  t o  a c t .

C o n s i d e r a t i o n  o f  A c t i o n

A c t i o n ,  a s  w a s  s t a t e d  a t  t h e  b e g i n n i n g  o f  t h e  c h a p t e r ,  

c o v e r s  a  w i d e  r a n g e  -  f r o m  s e n d i n g  a  l e t t e r  o f  c o m p l a i n t  t o  

m a n a g e m e n t ,  t o  a n  a l l  o u t  s t r i k e .  A c t i o n  i n c o r p o r a t e s  t h e  

n o r m a l  c o l l e c t i v e  b a r g a i n i n g  p r o c e d u r e s ,  a n d  s o  w h e n  a  

w o r k g r o u p  c o n s i d e r s  a c t i o n  i t  n e e d  n o t  n e c e s s a r i l y  b e  

t h i n k i n g  a b o u t  i n d u s t r i a l  d i s r u p t i o n .  T h e  p r o c e s s  i s  m o s t  

l i k e l y  t o  b e  c u m u l a t i v e :  p e r s u a s i o n  b e i n g  r e p l a c e d  b y

c o e r c i o n  t h r o u g h  d i s r u p t i o n  u n t i l  a  r e s u l t  i s  a c h i e v e d  

w h i c h  s a t i s f i e s ,  p a c i f i e s  or d i s ^ u j d e s  t h e  workgroup.
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H o w e v e r ,  t h e  t h r e a t  o f  a c t i o n  i s  l i k e l y  t o  b e  v e r y  

p e r s u a s i v e  i f  i t  w i l l  c a u s e  d i s r u p t i o n  a n d  i f  m a n a g e r s  a r e  

c o n v i n c e d  t h a t  i t  w i l l  b e  c a r r i e d  o u t .  S o  w h a t  f o r m s  o f  

i n d u s t r i a l  d i s r u p t i o n  a r e  a v a i l a b l e  f o r  j o u r n a l i s t s ,  a n d  

h o w ,  i f  a t  a l l ,  h a s  d i r e c t  i n p u t  t e c h n o l o g y  a f f e c t e d  t h e s e ?

T r a d i t i o n a l  f o r m s  o f  i n d u s t r i a l  a c t i o n  r a n g i n g  f r o m  a  

s t r i k e  t o  a  w o r k  t o  r u l e  a r e  a l l  a p p l i c a b l e  t o  j o u r n a l i s m ,  

w i t h  t h e  n o t a b l e  e x c e p t i o n  o f  a n  o v e r t i m e  b a n .  T h i s  h a s  

n e v e r  b e e n  a n  a v a i l a b l e  f o r m  o f  a c t i o n  s i m p l y  b e c a u s e  

j o u r n a l i s t s  d o  n o t  w o r k  o v e r t i m e  -  o r  m o r e  p r e c i s e l y ,  t h e i r  

o v e r t i m e  i s  c o n s i d e r e d  t o  b e  p a r t  o f  t h e  c o n t r a c t  o f  

e m p l o y m e n t ,  a n d  i s  r e c o g n i s e d  a s  " u n s o c i a l  h o u r s "  f o r  w h i c h  

t h e y  r e c e i v e  t i m e  o f f  i n  l i e u  -  a l w a y s  a t  t h e  d i s c r e t i o n  o f  

t h e  h e a d  o f  d e p a r t m e n t ,  a n d  u s u a l l y  t o  b e  t a k e n  a t  s l a c k  

p r o d u c t i v i t y  p e r i o d s  i n  t h e  w o r k i n g  w e e k .  T h i s  f l e x i b l e  

h o u r  a r r a n g e m e n t  h a s  f u r t h e r  i m p l i c a t i o n s  f o r  p o t e n t i a l  

f o r m s  o f  a c t i o n .  F o r  e x a m p l e ,  w h i l s t  t h e  NGA h a s  a l w a y s  

b e e n  a b l e  t o  u s e  a  m a n d a t o r y  c h a p e l  m e e t i n g  a s  a  d i s r u p t i v e  

i n d u s t r i a l  s a n c t i o n ,  t h e  NUJ "s  a t t e m p t s  a r e  l e s s  e f f e c t i v e  

b e c a u s e  t h e  w o r k  i s  n o t  p a c e d ,  a n d  " p r o d u c t i v i t y  l o s s e s "  

c a n  b e  m a d e  u p  w i t h o u t  o v e r t i m e  p a y m e n t s .  J o u r n a l i s t s  a r e  

s u b j e c t  t o  c e r t a i n  i n b u i l t  r e s t r i c t i o n s  o n  i n d u s t r i a l  

a c t i o n  b y  t h e  v e r y  n a t u r e  a n d  o r g a n i s a t i o n  o f  t h e  j o b ,  

n e v e r t h e l e s s  t h e y  s t i l l  h a v e  a c c e s s  t o  a  r a n g e  o f  

i n d u s t r i a l  s a n c t i o n s  a n d  i n  t h e  p a s t  t h e y  h a v e  u s e d  t h e m  

w i t h  v a r y i n g  d e g r e e s  o f  s u c c e s s .

T h e  s e c o n d  p a r t  o f  t h e  q u e s t i o n  -  t h e  i m p a c t  o f  n e w  

t e c h n o l o g y  -  i s  f a r  m o r e  d i f f i c u l t  t o  a s s e s s .  C h a p t e r  f i v e  

c o n c l u d e d  t h a t  j o u r n a l i s t s  h a d  a c h i e v e d  g r e a t e r  

p e r v a s i v e n e s s  a n d  i m m e d i a c y  i n  t h e  p r o d u c t i o n  p r o c e s s  w h i c h
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w o u l d  s u g g e s t  t h a t  t h e  p o t e n t i a l  f o r  e f f e c t i v e  a c t i o n  i s  

g r e a t e r  i n  t e r m s  o f  h a l t i n g  o r  d i s r u p t i n g  p r o d u c t i o n .  S u b s  

i n  p a r t i c u l a r  w e r e  i d e n t i f i e d  a s  h a v i n g  a  c o r e  r o l e  a n d  l o w  

s u b s t i t u t a b i l i t y ,  s o  a  d i s r u p t i v e  m e e t i n g  i n  t h e  s u b s  r o o m  

m i g h t  b e  a s  p o w e r f u l  a  s a n c t i o n  a s  o n c e  w a s  t h e  m a n d a t o r y  

NGA c h a p e l  m e e t i n g  i n  t h e  p r e s s  r o o m ,  o r  t h e  c o m p o s i n g  

r o o m .  On t h e  o t h e r  h a n d ,  e l e c t r o n i c  d a t a  t r a n s f e r  c o u l d  

a l l o w  m a n a g e r s  t o  r e d u c e  t h e  e f f e c t i v e n e s s  o f  a c t i o n  b y  

u s i n g  s y n d i c a t e d  c o p y ,  o r  i m p o r t i n g  d a t a  a n d  s u b b e d  c o p y  

f r o m  o t h e r  p u b l i s h i n g  c e n t r e s .

New f o r m s  o f  i n d u s t r i a l  a c t i o n  a r e  c l e a r l y  now  

a v a i l a b l e  t o  t h e  j o u r n a l i s t s .  S a b o t a g e  o f  t h e  e q u i p m e n t  

t h r o u g h  ' i n c o m p e t e n c e '  w a s  i d e n t i f i e d  b y  o n e  FoC a s  b e i n g  a  

p o s s i b l e  w a y  o f  c o e r c i n g  m a n a g e m e n t  i n t o  g i v i n g  m o r e  

t r a i n i n g .  O v e r l o a d i n g  t h e  s y s t e m ,  w i t h  p r e s s  a s s o c i a t i o n  

c o p y  f o r  e x a m p l e ,  w a s  c i t e d  b y  a  n e w s  s u b  a s  a  p o t e n t i a l  

m e a n s  o f  s l o w i n g  d o w n  t h e  s y s t e m  a n d  c r e a t i n g  d i s r u p t i o n  

w i t h o u t  b r e a c h i n g  a n y  c o n t r a c t  o f  e m p l o y m e n t  o r  i n v o k i n g  

t h e  d i s p u t e s  p r o c e d u r e .  D u m p i n g  c o p y  t o  t h e  w r o n g  

e l e c t r o n i c  l o c a t i o n  c a u s e d  h a v o c  a t  o n e  n e w s p a p e r  w i t h o u t  

i t  b e i n g  a p p a r e n t  w h o  w a s  t o  b l a m e .  T h e s e  p a r t i c u l a r  f o r m s  

o f  e l e c t r o n i c  s a b o t a g e  a r e  l a r g e l y  t h e  s u b s  '  p o t e n t i a l  

' w e a p o n s ' ,  a n d  a r e  l i k e l y  t o  b e c o m e  m o r e  s o p h i s t i c a t e d  o v e r  

t i m e  a s  s u b s  b e c o m e  f a m i l i a r  w i t h  t h e  s y s t e m .

F a r  m o r e  c o n t r o v e r s i a l  f o r  t h e  NUJ h a s  b e e n  t h e  i s s u e  

o f  u s i n g  t h e  s c r e e n  b r e a k  a s  a  s a n c t i o n  ( o u t l i n e d  i n  

c h a p t e r  f i v e ) .  To  r e i t e r a t e ,  t h e  o f f i c i a l  NUJ l i n e  i s  t h a t  

s c r e e n  b r e a k s  s h o u l d  b e  p a r t  o f  t h e  c o n d i t i o n s  o f  

. e m p l o y m e n t  a n d  m u s t  b e  t a k e n  o n  a  d a i l y  b a s i s ,  b u t  t h e  

p r a c t i c e  o f  m o s t  j o u r n a l i s t s  i s  t o  i g n o r e  s c r e e n  b r e a k s  a n d
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t o  c o n s i d e r  t a k i n g  t h e m ,  o r  t h r e a t e n i n g  t o  t a k e  t h e m ,  o n l y  

w h e n  t h e  c h a p e l  w a n t s  t o  r e g i s t e r  d i s s a t i s f a c t i o n  w i t h  t h e  

m a n a g e m e n t .  A g a i n  i t  i s  t h e  s u b s  w h o  w o u l d  w i e l d  t h e  

g r e a t e s t  i n f l u e n c e  b y  u s i n g  t h e  s c r e e n  b r e a k s  a s  a  f o r m  o f  

i n d u s t r i a l  a c t i o n .

New t e c h n o l o g y  s e e m s  t o  h a v e  e x p a n d e d  t h e  p o t e n t i a l  f o r  

i n d u s t r i a l  a c t i o n  b y  t h e  s u b s  r a t h e r  t h a n  b y  t h e  

j o u r n a l i s t s  i n  g e n e r a l .  T h i s  i s  c o n s i s t e n t  w i t h  t h e  

c o n c l u s i o n s  t h a t  i t  i s  t h e  s u b b i n g  d e p a r t m e n t s  t h a t  h a v e  

t a k e n  o v e r  t h e  k e y  a r e a s  o f  p r o d u c t i o n  c o n t r o l  f r o m  t h e  

p r i n t e r s .  T h e  N U J ' s  i n f l u e n c e  o v e r  t h e  s u b s  i s  t h e r e f o r e  

c r u c i a l  t o  i t s  c o n t r o l  o f  i n d u s t r i a l  a c t i o n ,  l i k e w i s e  t h e  

a b i l i t y  o f  m a n a g e m e n t  t o  s a t i s f y  t h e  s u b s  m a y  b e c o m e  a  k e y  

s t r a t e g y  i n  p r e v e n t i n g  e f f e c t i v e  i n d u s t r i a l  a c t i o n .  T h i s  

t i e s  i n  w i t h  t h e  s u g g e s t i o n  i n  c h a p t e r  t h r e e  t h a t  

i n d i v i d u a l  c o n t r a c t s  a n d  m e r i t  p a y m e n t s  m i g h t  b e  u s e d  b y  

s o m e  n e w s p a p e r  m a n a g e r s  a s  a  m e a n s  o f  r e d u c i n g  c o l l e c t i v i s m  

a m o n g s t  j o u r n a l i s t s .

A l t h o u g h  a c t i o n  b y  t h e  s u b s  t o  h a l t  p r o d u c t i o n  m a y  b e  

u n d e r m i n e d  b e c a u s e  t h e  n e w  t e c h n o l o g y  a l l o w s  m a n a g e r s  

e a s i e r  a c c e s s  t o  a l t e r n a t i v e  c o p y ,  t h e  NUJ a r e  l e s s  

d e p e n d e n t  o n  t h e  s u p p o r t  o f  o t h e r  u n i o n s .  B e f o r e  d i r e c t  

i n p u t ,  t h e  e f f e c t i v e n e s s  o f  a c t i o n  d e p e n d e d  u p o n  t h e  

c o - o p e r a t i o n  o f  t h e  NGA, w h e r e a s  w i t h  d i r e c t  i n p u t ,  a  

c h a p e l  t a k i n g  a c t i o n  h a s  o n l y  t o  s e c u r e  t h e  s u p p o r t  o f  

o t h e r  j o u r n a l i s t s  -  a l t h o u g h  t h i s  i s  l i k e l y  t o  b e  a  m am m oth  

t a s k  i n  i t s e l f  a s  t h e  ' ' i m p l e m e n t a t i o n ' '  d i s c u s s i o n  

i l l u s t r a t e s  b e l o w .  M o r e o v e r ,  s u c c e s s f u l  a c t i o n  u n d e r  d i r e c t  

i n p u t  i s  l i k e l y  t o  d e p e n d  o n  u n i t y  i n  t h e  k e y  e d i t o r i a l  

p r o d u c t i o n  a r e a  -  t h e  s u b b i n g  d e p a r t m e n t  -  a n d  c l e a r l y  t h i s
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w i l l  h a v e  i m p l i c a t i o n s  f o r  a c a d e m i c  i n v e s t i g a t i o n s  i n t o

t r a d e  u n i o n  i n f l u e n c e .  F o r  e x a m p l e ,  w o u l d  t h e  o v e r a l l

d e n s i t y  o f  NUJ m e m b e r s h i p  c o n t i n u e  t o  b e  a  r e l e v a n t

i n d i c a t o r  i f  t h e  u n i o n  s t r e n g t h  l a y  i n  i t s  a b i l i t y  t o

o r g a n i s e  i n  t h e  s u b b i n g  a r e a ?  T h i s  i s s u e  i s  w e l l

i l l u s t r a t e d  b y  t h e  c o m m e n t  o f  o n e  F o C :

We w ere  h ig h ly  s u c c e s s f u l  i n  n e g o t i a t i n g  o u r  te c h n o lo g y  
a g re e m e n t b e c a u s e  we h a d  100% m em bersh ip  i n  s u b s .  M anagem ent 
w e re  aw are  o f  t h i s  an d  t r i e d  d e s p e r a t e l y  t o  p ic k  o f f  t h e  s u b s  
-  m o st b l a t a n t l y  th e y  o f f e r e d  them  m ore money a n d  e a r l y  
t r a i n i n g .  Chce t h e  NTA w as s ig n e d  we r e a l i s e d  t h a t  t h e  f u t u r e  
s t r e n g t h  o f  t h e  c h a p e l  w ould  dep en d  o n  a  s o r t  o f  c lo s e d  sh o p  
i n  s u b s ,  s o  when a  new su b  w as r e c r u i t e d  so o n  a f t e r w a r d s ,  h e  
w as p u t  u n d e r  a  l o t  o f  m o ra l p r e s s u r e  u n t i l  h e  j o in e d .

E v e n  w i t h  f u l l  u n i o n  m e m b e r s h i p  i n  t h e  s u b b i n g  r o o m  i t  i s  

d o u b t f u l  w h e t h e r  n e w  t e c h n o l o g y  c a n  p r o v i d e  t h e  c h a p e l  w i t h  

t h e  m e a n s  t o  s t o p  a  n e w s p a p e r  f r o m  b e i n g  p r i n t e d .  An  e d i t o r  

a t  o n e  n e w s p a p e r  s a i d  t h a t  h e  h a d  a  c o n t i n g e n c y  p l a n  t h a t  

w o u l d  a l l o w  t h e  n e w s p a p e r  t o  b e  p r o d u c e d  e v e n  i f  e v e r y  

t r a d e  u n i o n i s t  i n  t h e  b u i l d i n g  w a s  o n  s t r i k e .  T h i s  i s  

a c c e p t e d  b y  t h e  N U J ,  a n d  t h e  C h a i r  o f  t h e  New T e c h n o l o g y  

C o m m i t t e e  c o m m e n t e d :

We w i l l  n o t  g e t  t o  t h e  p o s i t i o n  o f  b e in g  a b le  t o  s t o p  to o  
many p a p e r s ,  b u t  new te c h n o lo g y  g iv e s  u s  m ore pow er t o  
d i s r u p t  th em , an d  t h a t ' s  enough  f o r  o u r  p u r p o s e s .

Sum m ary

New t e c h n o l o g y  h a s  w i d e n e d  t h e  s c o p e  o f  p o t e n t i a l  

i n d u s t r i a l  a c t i o n  a n d  h a s  b r o u g h t  j o u r n a l i s t s  i n t o  c l o s e r  

c o n t a c t  w i t h  t h e  p r o d u c t i o n  p r o c e s s .  T h e  s u b s ,  a s  t h e  k e y  

p r o d u c t i o n  w o r k e r s ,  a r e  l i k e l y  t o  h a v e  t h e  g r e a t e s t  a c c e s s  

t o  i n d u s t r i a l  s a n c t i o n s .  D i s r u p t i o n  o f  p r o d u c t i o n  b y  

j o u r n a l i s t s  i s  m o r e  l i k e l y ,  a l t h o u g h  t h e  a b i l i t y  t o  s t o p  

t h e  p u b l i c a t i o n  o f  a  n e w s p a p e r  i s  u n a f f e c t e d ,  e s p e c i a l l y  a s  

m a n a g e r s  m a y  h a v e  e a s i e r  a c c e s s  t o  a l t e r n a t i v e  c o p y  t h r o u g h
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methods of electronic data transfer.

S e l e c t i o n  o f  A c t i o n

The next stage in the actualisation process is the 

selection of action by the workgroup. The decision will be 

based on four key factors: the legitimacy of the action,

the likely effectiveness of the action, the personal loss 

and gain, and past experiences.

Legitimacy of the Action

One of the conclusions drawn in chapter six was that the 

'professional' culture of journalism was 'meeting the 

deadline' at whatever cost. This may discourage journalists 

from taking action by nurturing a 'grin and bear it' 

attitude and associating this with a 'professional ' 

approach. This was evident, for example, from the screen 

break issue when sub-editors in particular were complaining 

of aches and pains, yet refusing to take their agreed 

screen breaks because by so doing they would miss 

deadlines, the newspaper would be late, and their 

competence might be questioned.

Action is therefore more likely to be selected if it 

does not infringe the 'professional' culture of the 

journalists. Thus, the new forms of disruptive action 

outlined in the previous section might become increasingly 

attractive to journalists since they are less likely to 

cause a conflict between the desire to act and the wish to 

preserve professional integrity.

An additional constraint on selection is the 

consideration of the legitimacy of the action in the
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particular circumstance. Individual NUJ members will have 

different ideas about the applicability of action depending 

upon their assessments of the problem in question and their 

political orientations. Thus they may argue that strike 

action, for example, is a legitimate industrial sanction 

yet be unwilling to apply it to particular situations at 

their own workplace. Journalists may however begin to 

reappraise these aspects of legitimacy because direct input 

gives rise to new issues concerning working conditions and 

practices. The legitimacy of action may therefore be 

related to the attitudes to new technology, and the 

positive and negative experiences from using the equipment, 

as discussed in chapter six.

Considerations of Effective Action

In deciding whether or not to take action, the chapel as a 

whole, and journalists individually, will assess the likely 

outcome of the action. They will make both collective and 

personal judgements on the extent to which action will be 

effective in the given circumstances, based upon its 

immediate impact, the likely support of others, and the 

appropriateness in the particular industrial setting.

The impact of the action is most likely to be measured 

by the disruptive effect it has on the production of the 

newspaper. As argued in the previous section, journalists 

are aware that even a full withdrawal of their labour will 

not prevent the publication of the newspaper, however the 

F/MoCs interviewed all felt that if NUJ members stopped 

work the newspaper would suffer a substantial reduction in 

quality. This was certainly true in the case of the new
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technology dispute cited above where the newspaper was 

published throughout the four weeks of industrial action, 

yet had noticeably less local news. The former FoC claims 

that he received information that the newspaper was also 

losing circulation, which, by the third week, was feeding 

through to advertising.

Support from other workers in the company is 

theoretically an important factor in encouraging a 

workgroup to take action. Not only does it prevent a 

particular group from feeling isolated, but also magnifies 

the impact of the action. In the case of the bugging 

dispute - outlined above - the FoC claims that the action 

only lasted two days because the total stoppage by all 

trade unionists brought the company to a halt. In contrast, 

the new technology dispute led to strike action by the 

journalists only - all the other trade unionists worked 

normally. However, this did not dissuade the NUJ chapel 

from taking action, largely for two reasons. First, the 

other trade unionists were not in direct dispute with the 

employer and so the FoC felt that the employment 

legislation prevented other unions from taking supportive 

action, and in any case would be used as an excuse by other 

unionists who did not want to offer support - particularly 

NGA members. Secondly, the NUJ had a historical record of 

always standing alone in disputes - they rarely had the 

backing of other unions, and consequently had no 

expectations about getting support in this instance; they 

were consequently not disappointed when their picket lines 

were crossed.

Substitution of workers also plays an important role.
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Journalists generally feel confident about their value to 

an employer, not necessarily through their journalistic 

skills, but through their local knowledge and contacts. 

Whilst it may be possible to replace a whole editorial 

workforce in a few days, it would be virtually impossible 

to replace their collective knowledge of the local 

community. However, this might also act as a dissuading 

factor: journalists whose bargaining strength lies in the 

amount of local contacts they have are in a weaker 

bargaining position with an employer outside the locality, 

and so consequently may be discouraged from taking action 

as it may undermine their present position. This links into 

the discussion below on consideration of career damage.

This issue of substitution may have played an important 

role in the case of the individual contract dispute since 

in this particular case about 30% of the workforce were 

non-NUJ and the management had developed a contingency plan 

to train non-journalists. Strike action by the chapel would 

undoubtedly have brought this plan into operation, and thus 

the chapel may have felt disinclined to strike knowing that 

there was a readily available source of alternative labour.

Appropriateness of action is a key factor since a 

chapel member is unlikely to be willing to act when he or 

she considers the proposed action inapplicable to the 

situation. In itself, appropriateness is difficult to 

assess, not least because it will depend upon a large 

number of variables: chapel strength, industrial setting, 

personal attitudes, and so forth. In practice, appropriate 

-action may be a compromise between alternatives, and its 

effectiveness is therefore likely to be constrained by this
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(discussed below). In the case of the homeworking dispute, 

the chapel considered a number of alternatives, from taking 

screen breaks to a day's strike. The opportunity of- 

minimising loss to the individual members and maximising 

the cost to the company arose largely through chance: 

budget day was approaching. The decision to stage a walkout 

at 3pm was relatively easy for most NUJ members to agree 

to, and more importantly, it was easy to organise.

Personal Loss and Gain

The decision to act will inevitably involve weighing up the 
pros and cons. On a personal level this is likely to be 
centred around likely career damage and the effect on 
dependents.

Career damage may occur in two forms. First,

journalists may be worried about being overlooked when it 

comes to promotion, or second, they may be worried that 

management will try to get rid of them at the first 

opportunity.

Fears of financial loss, are also important. A 

middle-aged journalist is less likely to get another job 

and consequently may be less militant. But, as mentioned 

above, long serving journalists will be more valuable to 

the newspaper because of their greater local knowledge and 

their experience, so may have greater security. Inevitably 

each journalist will make a personal assessment of the 

extent of damage that taking action could have on his or 

her future with the company.

Considerations of the effect of action on dependents is 
likely to play one of the most important roles.
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Journalists, like all workers will assess the consequences 

of action on their families, usually by measuring the short 

term financial loss against the possible long term gain.. 

The tendency will be for militancy to be more prevalent 

amongst younger journalists with no dependents. In the case 

of the new technology dispute, the young trainee

journalists were keen to stay on strike, not least because, 

according to the former FoC, their strike pay exceeded 

their normal weekly wage. Conversely, in the case of the 

merit pay dispute, the trainees returned to work because 

they were threatened with dismissal.

Past Experiences

Finally, journalists are likely to consider their

experiences of past action. Amongst the older journalists 

there is a great deal of "folklore' surrounding the 

national pay disputes of 1977/78. Their picket lines were 

crossed by other trade unionists and that has resulted in a 

great deal of bitternessJ Action therefore has been 

coloured by memories of this dispute of the late 7 0s - 

largely seen as a failure, in spite of the fact that many 

chapels received some of their highest pay increases for 

many years. Younger journalists, although accepting much of 

the folklore, do not have the same personal memories.

Sum m ary

Selection of action will be affected by four factors. 
First, the legitimacy of taking action may be undermined by 
-the "professional" culture of meeting the deadline at 
whatever cost, and personal considerations of the
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legitimacy of particular action in a journalist's own 

workplace. New technology may cause a reappraisal of this 

legitimacy, especially if new forms of industrial 

disruption are available.

Secondly, journalists may be discouraged from taking 

action after considering the likely effects of their 

action. They will assess their ability to disrupt 

production, the likely support of other workers, and the 

appropriateness of action for their particular industrial 

setting.

Thirdly, journalists will make some assessment of 

personal loss and gain, particularly with regard to career 

damage and the effect on dependents. And fourthly, they 

will be influenced by past action and experiences.

Im p le m e n t a t io n

In implementing the action, the workgroup will rely on 

three major factors in helping to produce a successful 

outcome: trade union organisation, discipline and

resources; the strength and resolve of the workgroup; and 

the appropriateness of the action.

Trade Union Organisation, Discipline and Resources 

The effectiveness of the action will depend upon the extent 

of trade union discipline within the NUJ, and particularly 

within the chapels. A well organised union with the ability 

to monitor and orchestrate its members is more likely to be 

able to achieve solidarity. It will be able to exert 

pressure on unsupportive or apathetic members through the 

union structure, and will have the backing of the union
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organisational machinery, its officials and its resources 

throughout the action.

Organisationally, the NUJ has never been strong - 

particularly if compared with the NGA. In spite of 

advocating a post-entry closed shop the union has rarely 

achieved it outside of Fleet Street, and as a consequence 

there has always been a residual group of non-union 

journalists who remain outside the NUJ influence. In 

addition, it has had to contend with the loJ journalists 

who exert little influence across the industry in general, 

but have played an important role in certain provincial 

newspapers. Thus, for example, in one of the case study 

newspapers, the IoJ were strong enough to form a 'chapter' 

(the IoJ equivalent of a chapel) consisting of 20 

journalists. When the discussions over new technology were 

opened by management, the IoJ and the NUJ were invited to 

participate in a working party, but since the NUJ policy is 

not to bargain collectively, or to recognise the IoJ, the 

chapel felt that this would be against their interests. 

Management refused to have two working parties set up and 

so the NUJ chapel was effectively excluded from 

participation . in the design stage of the system by the 

presence of the IoJ - or more precisely, by the NUJ's 

policy towards the IoJ.

In addition to the absence of a closed shop, the NUJ is 
faced with diversity within the industry - and within its 
own membership. 'Journalist' is a generic term which covers 
not only newspaper reporters, sub-editors and 
photographers, but also radio and TV editorial staff; 
public relations officers; press officers; magazine staff;
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editorial staff in book publishing; freelancers; press 

agency staff; creative artists; and teletext and viewdata 

staff. In accommodating this heterogeneous group of. 

workers, the NUJ recognises that there are often direct 

conflicts of interest that have made supportive action in 

the past difficult to organise, not least for freelancers 

who, by following union instructions not to supply copy to 

a company in dispute, may seriously damage their own 

business.

This lack of influence by the NUJ over outside copy is 

well illustrated by the new technology dispute. The 100 NUJ 

editorial workers stayed on strike for four weeks but the 

Editor continued to produce a newspaper - although of much 

lower quality. He did this by using three IoJ members, two 

non-unionists, freelancers and substantial amounts of press 

agency copy. He also had the full co-operation of other 

unions in the building.

Structurally, the NUJ also lacks the ability to exert 

discipline and control over individual chapels. Figure 7.2 

shows the relationship between the various bodies within 

the union. The Annual Delegate Meeting (ADM) is the policy 

making body and members gain access through the branch 

structure. However, the branches have no industrial role 

and are rarely involved directly in disputes, whilst the 

Area Councils, which act as types of Branch Committees, 

often have no members elected to them either through apathy 

or a lack of faith in their organisational role. Action is 

therefore coordinated through full time regional officers 

-and members of the appropriate Industrial Councils. 

Consequently, although there is close direct contact
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F i g u r e  7 . 2 :  Structure of the National Union of Journalists

Source:
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between a chapel and head office, there is very little 

contact between chapels, or with the wider membership, 

other than through head office circulars. This rather 

anomalous position of the branches has become an issue 
regularly brought up at the ADM, and a working party has 

been set up to investigate the restructuring issue and to 

report back to the 1990 ADM.

The structure also acts to raise the importance of

chapel officers. The F/MoC becomes a key figure in

organising action and ensuring solidarity within the 

chapel. He or she liaises directly with head office and has 

little or no contact with counterparts in other chapels. 

The main point of contact is the branch meeting which is 

often poorly attended, not least because of its low 

industrial significance.

Furthermore, the F/MoC becomes central to the NUJ's 

ability to exert influence over working practices. Thus, 

for example, the screen break issue highlighted in earlier 

chapters was supposed to be self-policing and coordinated 

through the F/MoC but, in practice, many of the F/MoCs were 

themselves not taking screen breaks. This illustrates a 

particular problem the NUJ faces: motivation of the chapel 

officers. Clearly some F/MoCs will be motivated for 

political or professional reasons, but their roles may 

conflict with their own career paths. For example, at one 

of the case study newspapers where the new technology 

negotiations had resulted in a very favourable agreement 

for NUJ members, the FoC felt he had been victimised by 

.management. He said he had been turned down for promotion 

three times, and most recently has received sidewards
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'promotion' against his wishes. At the same newspaper, the 

new chapel officers were recently dismissed for their 

involvement in a dispute over individual contracts and no 

other chapel member is prepared to take on the role of a 

chapel officer.

Overall, the NUJ lacks the structure and organisation

to exert the kind of discipline needed to influence

willingness to take action. This does not mean that

particular chapels at particular times cannot demonstrate

solidarity and militancy, especially if the other factors

identified below come into play. In comparison with a

highly organised and disciplined union - like the NGA once

was in provincial newspapers - the NUJ is in the second

division. Or as one former FoC, with a large amount of

union experience, expressed it:

The NUJ will never be as well disciplined as the NGA. It has 
a different attitude and there is not the same collective 
strength. You have too many people of different minds, and 
there is a great deal of apathy. We need to start building at 
chapel level - membership, discipline, ccmmitment and 
awareness - but we don't have the resources or the people 
with ccmmitment to do this at local level.

Any workgroup taking action will inevitably need to draw on 

resources provided by the union. This may be administrative 

assistance, advice, help with co-ordination, financial 

support, legal backing and so forth. For example, during 

the new technology dispute, the chapel brought in national 

and regional officers, issued circulars and information 

through the administrative and secretarial staff at head 

office, took advise from union solicitors, set up a strike 

fund and distributed strike pay, and publicised the dispute 

through the union newspaper. Access to these resources were 

crucial in keeping the dispute going for four weeks, in
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spite of its unsuccessful outcome. But has new technology 

affected these resources?

There is no evidence that direct input has had any 

impact upon the NUJ's resources, not least because there 

has been no significant increase or decrease in membership. 

There is, however, concern at head office that the role of 

the union might be diminishing as a result of management 

policies associated with new technology. The introduction 

of individual contracts and merit pay, as outlined in 

chapter three, might be reducing the collective bargaining 

role of the NUJ, and consequently its relevance to 

journalists. Some NUJ officers see this as a result of new 

technology because direct input allows management to 

marginalise the unions through eliminating the craft 

workers, and to adopt individual employment policies to buy 

off the journalists. Alternatively, other NUJ officers see 

new technology as an opportunity for the union to expand 

its membership by including new types of workers or 

possibly merging with other unions. Both these cases are 

speculation and can only be assessed over time, however, at 

present, new technology has had no impact on resources 

available to journalists taking action.

Workgroup Solidarity and Strength

A high union density is theoretically an advantage to a 

workgroup taking action since there will be greater 

solidarity, however, the analysis in chapter four suggested 

that density was not an important factor in securing 

- favourable new technology agreements and high technology 

payments. The actualisation process need not necessarily be
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constrained by the extent of NUJ membership amongst the 

editorial workers because a high level of workgroup density 

may be less important than a high density in certain areas

- for example, amongst subs. Furthermore, examining density 

as a factor in the successful achievement of goals may be 

misleading because, for example, whilst high union density 

might help secure high wage increases, so might low union 

density. The latter may be true because in order to keep 

union membership low, managements have to negate the need 

for a union by adopting employment policies such as 

no-redundancy and high wages - IBM being a classic example

- consequently a low density of union membership may also 

be associated with favourable workgroup gains. From a 

worker's point of view, there is no point being in a union 

if there are no advantages to be gained, just as there is 

little point staying out of a union if it represents the 

best opportunity of securing improvements at work.

Turning to the question of the impact of new technology 

on NUJ density, there was no evidence to suggest that more 

journalists joined or left the union as a result of direct 

input (chapter five). If density changes it is likely to be 

as a result of new management employment policies such as 

those outlined in chapter three, rather than because of new 

technology.

Low substitutability is an important factor in 

workgroup strength, yet new technology has had a mixed 

effect upon this. Reporters are more easily substituted, 

not least by freelance writers, but subs are less 

-substitutable. New technology may therefore have increased 

the strength of subs, and so the effectiveness of action
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might depend upon the support of the subs: the union

density of subs, rather than that of the whole workgroup.

In addition, solidarity may be undermined by the impact 

of new technology upon job segmentation. There are greater 

differences between subs and reporters in their forms of 

work (chapter five) and their attitudes (chapter six) 

consequently there could be a divergence of interests 

within the workgroup that undermines solidarity.

One clear effect of the new technology with respect to 

solidarity has been the increased production role of 

journalists. The gradual disappearance of non-journalistic 

staff who have influence over the production process will 

mean that journalists are less dependent upon the support 

of other unions. In the past, successful action has largely 

depended upon solidarity amongst unions, but in the future 

the NUJ will not have to seek the support of the print 

unions because the latter will have no significant presence 

in provincial newspapers.

Selection of Appropriate Action

The success of the NUJ in the introduction of new 

technology was undoubtedly a result of the selection of 

appropriate action at head office level. The development of 

a new technology policy and the production of a model 

agreement gave F/MoCs clear objectives and guidelines. 

Within this broad policy, the chapels were left to set 

their own targets and to select action applicable to their 

own industrial setting. The new technology dispute is an 

.example of failure - perhaps miscalculation. However, 

although the journalists lost the dispute, they did not
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lose the deal over new technology: the NTA they signed was 

more favourable than six others in the sample.

As was outlined above, new technology gives journalists 

access to a greater variety of action, so the effectiveness 

of action may increasingly depend upon the selection of 

action appropriate to the local environment: management

industrial relations strategy, chapel density, strength in 

subs, production times and deadlines, key publications, and 

so forth. Some NUJ officers already identify 

'sophistication' of action as a way of increasing the 

effectiveness of action. The view is summed up by a NUJ 

provincial organiser:

New technology can mean new forms of action - chapels can 
stay at work but jointly decide to take action which will 
slow down the whole process. The action is still done 
collectively, but has to be more carefully monitored to make 
sure everyone is pulling their weight. We must encourage 
chapels to think in a more sophisticated way about how and 
when to take action.

Sum m ary

The influence of the NUJ is impeded by the absence of 

closed shop and the diversity of its members, who often 

have conflicting interests. This is compounded by a weak 

organisational structure that gives no significant 

industrial role to branches and area councils, isolates 

chapels by providing little opportunity for inter-chapel 

contact other than through head office, and over-emphasises 

the role of the F/MoC.

The strength of the workforce, measured by trade union 

density, has not been altered by new technology. The subs 

might be in a more favourable position since they are less 

substitutable, and consequently a high density of union 

membership in the subbing area might increase the
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effectiveness of workgroup action. Solidarity amongst 

journalists may have decreased because direct input 

segments tasks, but solidarity between journalists and 

other newspaper employees is less essential because 

journalists have more direct influence over the production 

process.

An effective outcome may depend upon journalists making 

increasingly sophisticated choices about the type of action 

for the particular circumstance and industrial setting. 

Access to resources for support and backing during 

industrial action have not been affected by new technology. 

Resources may be threatened if there is a drop in 

membership as employers attempt to marginalise the union. 

On the other hand, new interpretations of "journalistic 

work" and new forms of work - both brought about by 

technological change - might give the NUJ the opportunity 

to recruit new members, or to merge with other unions.

C o n c lu s i o n s

New technology appears to have had an impact on industrial 

action in both a direct and indirect manner. The obvious 

direct effect is that new technology obliges a chapel to 

seek negotiation over the introduction process. For most of 

the newspapers in the sample, and from the wider survey 

discussed in chapter four, it was the hardest period of 

bargaining since the national pay disputes of the late 

seventies. Chapels were having to consider how to get 

management to bargain over the new technology and over what 

issues. The lead role of the NUJ head office facilitated 

this, but the journalists" strength lay with the necessity
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for their cooperation in the introduction: they would be 

the people using the new equipment.

The discussion of technological change, the setting up 

of joint NUJ-NGA meetings, the hard bargaining, and in some 

cases the mandatory meetings, withdrawal of goodwill, 

walkouts and so forth, were all a direct result of new 

technology. It shifted the industrial setting and forced 

journalists to re-examine the issue of industrial action, 

even if no action was taken.

After the new technology has been introduced the focus 

of the workgroup shifts to the consequences of change. 

Thus, problems created by the new system - health and 

safety, screen breaks, lost copy, failure to meet 

deadlines, feelings of isolation, and so forth - are new 

areas of potential conflict. These issues have forced 

journalists to consider the need to act, but there is 

little evidence that chapels have been willing to take 

disruptive action over these technology-related issues, not 

least because, as chapter six illustrated, the journalists'' 

discontent with certain aspects of the new technology is 

outweighed by their satisfaction with the advantages of the 

new system. However, at newspapers where particular 

problems are continually being ignored by management, 

chapels are beginning to consider more disruptive action.

The new technology has also had an indirect effect upon 

action by transforming the production process and radically 

altering the working relationships. Chapter six discussed 

how this fed through into attitudes, whilst this chapter 

has considered the role new technology has played in the 

willingness to act. Overall, this indirect effect upon
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action has been to urge journalists to reassess their role 
in production and their potential to halt or disrupt the 
production process. The view long held by journalists, that 
they can never take effective unilateral action because of 
the strength and pervasiveness of printers, is no longer 
applicable. New technology therefore forces journalists to 
reappraise their traditional beliefs about the relevance 
and effectiveness of industrial action. Of course many 
journalists may still reject industrial action, especially 
if the legitimacy of action conflicts with their values, 
but nevertheless, the new working arrangements created by 
new technology has obliged journalists to re-evaluate their 
relationship to production.

It cannot be assumed, however, that all editorial 
workers will make the same evaluations of their new work 
roles, especially if they differ in their experiences of 
using new technology. It might transpire that new divisions 
occur within the editorial room over the need to act, and 
the apparent split in work tasks and attitudes between subs 
and reporters may shift priorities, with promotional or 
defensive action by one group being unacceptable or 
perceived as unnecessary by the other. Thus, new divisions 
between the journalists, created by direct input, may 
inhibit the actualisation process.

New technology has prompted journalists - particularly 
NUJ officers - to re-examine the types of action that can 
be undertaken. The evidence from the sample suggested that 
at chapel level the journalists were aware that a close 
-relationship to production allowed for a greater variety of 
disruptive action - most importantly, action that could not
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be traced to an individual. At national officer level this

was recognised as more 'sophisticated' action, and has been 

accepted as a potential tool of coercion. However, much of 

the action could be taken individually as opposed to 

collectively. Not only might new technology have created 

greater potential for types of disruption, but it might 

also have reduced the number of people necessary for 

disruptive activity. So even if there is a greater division 

between the editorial workers over the need for action and 

the willingness to act, then the disruptive potential of 

the minority, as opposed to the majority, may mean that the 

actualisation process can be implemented by fewer workers 

than prior to direct input - for example, a few disgruntled 

subs may be able to cause as much disruption as the 

traditional NGA mandatory chapel meeting.

Overall, two contradictory themes emerge when assessing 

control actualisation. First, there seems to be greater 

potential industrial activity, due to the increased 

pervasiveness and immediacy of the journalists, the low 

substitutability of subs, the variety of forms of 

industrial disruption and the increased industrial 

awareness of the journalists. On the other hand there are 

counter forces that may be dampening the development of 

collective industrial action of the editorial workforce: 

the weak organisation and trade union discipline of the 

NUJ, the 'professional' culture of journalism, managerial 

employment policies that encourage individualism, and a 

division within the editorial room between the subs and 

reporters in terms of their work tasks, values and 

attitudes. The development of effective control
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actualisation would be a product of the convergence of 

these themes, however, evidence from the sample suggests 

that the trend seems to be towards divergence.
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CH APTER  E IG H T

C o n c l u s i o n s

T h e  F r o n t i e r  o f  C o n t r o l

The frontier of control is a useful metaphor for the power 

relationships that exist between managers and employees. It 

creates the impression of a boundary defining control over 

work practices and processes, with opposing groups on each 

side, continually exerting pressure either to move it in 

their favour and enhance their control, or to hold back 

frontier and prevent encroachment into their control 

terrain. As this thesis illustrates, the metaphor can 

facilitate an understanding of control, but it cannot fully 

explain the subtle control relationships that exist within 

the workplace, for two main reasons.

First, the frontier of control only represents one type 

of power relationship: the superordinate-subordinate 

relationship (or higher to lower). In studying the movement 

of the frontier we are therefore largely focussing on the 

changes in the control influences of managers and workers - 

and implicitly the suggestion is that the loss of control 

by one group will be the gain of the other. The frontier 

cannot explain mutually beneficial changes in power, nor 

can it conceive of a shrinking or expansion of areas of 

control for both 'sides'.

Second, the frontier does not ■explain the power 

relationships within the interest groups. The tendency is 

to identify all the members of a particular interest group 

as sharing the same goals and control objectives, and to 

assume that these are in conflict only with other interest
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groups. In practice, power relationships are likely to be 

far more complex. For example, one of the most important 

changes in control that this thesis illustrates is the 

shift of the power relationships not just b e tw e e n  different 

groups of workers (printers and journalists) but w i t h i n  

w o r k g r o u p s  (for example, reporters and subs). The frontier 

of control has not simply been pushed forward or backwards 

between workers or managers, but has undergone a far more 

complex transformation that the topological metaphor cannot 

fully encompass.

To help analyse the subtleties of the changes in 

workplace control, a model was devised that broke down the 

concept of control into its component parts. This helped to 

provide a picture of control not as a boundary between two 

sides, but as a complex network of power relationships, 

contingent on influence over working practices, procedures, 

processes, and attitudes. Therefore this final chapter 

brings together the general themes that have emerged and 

assesses the overall changes in workplace control 

experienced by journalists in provincial newspapers.

D i r e c t  I n p u t  a n d  t h e  T r a n s f e r  o f  P o w e r

The latent power of journalists has been enhanced due to 

the change in their relationship to the production process. 

Editorial influence has increased because many of the 

traditional print tasks are now performed by journalists 

working in the editorial area, whilst other tasks have been 

made redundant by the direct input system. For the 

reporters this has largely meant learning word-processing 

skills, and writing and correcting copy directly onto the
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screen. For the sub-editors, direct input has meant that 

the traditional tasks of checking copy content and style, 

headline writing, and page design have been transferred to 

the screen, but in addition, type and layout instructions 

now have to be input directly, and since there are no 

readers, subs must also proof read far more diligently; a 

mistake by a sub is now more likely to appear in the final 

product because there are fewer post-subbing stages and 

checks. The complete design process - creativity and 

production - is more heavily dependent on the subbing 

department than before direct input.

Each "story" now spends a larger part of its pre-press

life in the editorial department so the process is more

dependent on the skills of editorial workers from the

origination of material to paste-up. Journalists are

consequently far more pervasive than prior to direct input 

but this is not uniform across the editorial department. 

Photographers have experienced no direct change in their 

work although they may be expected to meet new deadlines 

and conform with other effects of direct input. Reporters 

have changed working practices and have learned new skills 

but the bulk of the work - getting the stories - has not 

been affected. In-office editorial workers have experienced 

a far more dramatic restructuring. Newsdesk staff now 

mainly perform copy-tasting on screen, and features writers 

use direct input for writing and subbing copy, however the 

greatest increase in pervasiveness has been been 

experienced by the sub-editors because the subbing process 

has extended in two directions. It has extended forward 

into the traditional production process, and backwards
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towards the origination of the material. The evidence from 

chapter five suggested that subbing deadlines had to be 

realigned to account for the extended time copy spent in 

subs, and the increasing time-critical nature of subbing 

deadlines. Other deadlines, particularly those for 

reporters, were altered to accommodate the extended subbing 

process, thus at several newspapers the direct input system 

had been extolled for its potential to put back deadlines, 

yet in practice had brought many of the pre-subbing 

deadlines forward.

Overall, the editorial process seems to be orientated 

to subs much more than it was prior to direct input; and 

there is no evidence to suggest this is a temporary change 

due to a learning process. Indeed, most journalists and 

editors acknowledged that the subbing process had been 

intensified by direct input and some of the sample 

newspapers had confirmed this by permanently increasing the 

number of sub-editors.

The expansion of the subbing process and the 

elimination of many post subbing stages has meant that the 

sub-editors have far greater immediacy than before direct 

input. Immediacy is a particularly important strategic 

contingency in newspapers because of the perishability of 

the product. The shelf-life of a daily provincial newspaper 

is about two hours, consequently many companies have 

several time editions and zoned editions. Direct input has 

increased the potential for editionalising, and managers 

have generally been eager to take advantage of this since 

-it increases advertising space and copy sales. As a result 

deadlines have become even more critical and immediacy is
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an even more powerful control contingency. For example, 

missing the subbing deadline for the first edition of a 

newspaper has a knock on effect for all subsequent 

deadlines throughout the day, and whilst the traditional 

process allowed contingency time at the various 

post-subbing stages, direct input limits this by focussing 

production in the subbing department. This illustrates an 

irony of direct input: in allowing for more editions, later 

stories and page changes closer to production deadlines, it 

diminishes the safety net of contingency time should an 

unforseen problem cause delays in the subbing area.

The implication of the increased immediacy of subs is 

that they theoretically now have as much power as for 

example, the NGA compositors. If the NGA held a mandatory 

meeting, their immediacy could have severe repercussions 

for production - so, a mandatory NGA meeting became an 

effective industrial sanction. Likewise, if the all the 

subs took the regular screen breaks allowed in many of the 

NTAs at the same time, the disruption to production would 

be severe. They have a comparable industrial sanction - 

arguably a more powerful one - although, as yet, screen 

breaks have not been used for disruptive purposes.

A further effect of direct input has been the impact 

upon the substitutability of journalists, however, as with 

immediacy, the editorial workers have not been affected in 

the same way. Reporters are no less substitutable because 

the word processing skills they use on direct input systems 

can be learned in a day, and are easily transferable 

between newspapers. Conversely, subbing skills require 

greater training and more detailed knowledge of the
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particular direct input system. Although all direct input 

systems perform virtually the same tasks, there is a large 

number of suppliers and great variety in the hardware and 

software. Generally the basic principles of usage are the 

same, but the detailed learning and fairly lengthy 

accustomisation period reduces the substitutability of the 

sub-editors.

The overall effect might be a reduction in mobility and 

a greater mutual dependence between the sub and the 

employer. A sub seems likely to be less willing to leave a 

newspaper having once become familiar with the system, and 

the managers may be more inclined to attempt to retain 

their trained subs. This situation seems to be exacerbated 

by a decline in the number of journalists who want to train 

to be sub-editors. Both managers and journalists in the 

provincial newspaper industry have already acknowledged a 

skills shortage in subs. The NUJ attributes it to the 

greater intensity of work and extra stress caused by direct 

input, whilst managers stress demographic changes.

The lower substitutability of subs and the increased 

immediacy of the subbing department, coupled to the skills 

shortage, has theoretically increased the bargaining power 

of the subs, however as yet this has not materialised into 

either a claim for higher subs wages or a concerted effort 

by NUJ chapels to increase staffing levels in the subs 

department. The promotional need to act - more pay for subs 

- was cited by a number of the chapels in the sample, and 

has been recognised by some managers; this was reflected in 

-the higher technology payments made to the subs at some 

newspapers. Chapels have not acted to secure higher
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increases for subs during the post-direct input pay round 

bargaining, but instead seem to be relying on increasing 

the subs'' pay with the next stage of new technology: 

on-screen page make-up.

The defensive need to act (increasing the number of 

subs) has been identified by the NUJ, and most chapels have 

requested that management increase staffing levels in 

subbing departments. Managers are reluctant to increase the 

overall number of subs, but are prepared to keep staffing 

level constant. However, some newspapers, particularly in 

the south, are finding it difficult to retain subs, and 

replace them when they leave largely because, journalists 

claim, the salaries do not compensate for the intensity and 

responsibility of the work. Increasingly, subs are moving 

to other forms of journalism - particularly PR - whilst 

journalists wishing to become subs are attracted to areas 

of the country with a lower cost of living - especially 

where house prices are lower.

Control over the strategic contingencies of production 

seems to have been transferred from the printworkers to the 

editorial floor, although it is concentrated in the 

sub-editing department. Much of the latent power possessed 

by the NGA has been transferred with the production tasks. 

However this raises the question of whether the journalists 

will use latent power to push back the frontier of control 

between themselves and managers. There was a period during 

the introduction stage of direct input when journalists 

operationalised power; the development of control amongst 

journalists may have seemed a very real prospect to those 

within the industry and observers.
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Chapter four demonstrated that the NUJ had achieved 

considerable success in coercing management to negotiate 

the introduction of direct input using New Technology 

Agreements. Not only did these agreements cover the 

limiting of the negative aspects of new technology, but 

also provided for new technology payments, and sought 

influence over aspects which previously had been seen as 

the sole prerogative of managers: job design issues and

labour transfer.

At this stage, it appeared that the journalists, 

through the NUJ, had taken over the bargaining power of the 

NGA and were exercising increased control. They were 

setting the agenda for bargaining, and securing their 

declared objectives in the negotiation process. However, 

the particular circumstances of the introduction process 

should be borne in mind since these point to the likelihood 

of the control transfer being temporary rather than 

permanent. Three features stand out.

First, management were dependent upon the full 

cooperation of the journalists and could not afford to 

alienate them at such a critical juncture. The NTAs were 

useful enabling agreements, and subsequently some clauses 

have not been implemented in full by management - 

particularly since there was little fear of militant action 

being taken over issues such as ergonomics. Moreover, the 

NTAs provided managers with a route to a more important 

immediate target: the dismantling of traditional print 

tasks without confrontation. The granting of favourable 

NTAs for the NUJ was undoubtedly the price management were 

prepared to pay for removing control from the NGA.
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The second feature of the negotiations was the leading 

role taken by the NUJ head office. The weakness of the 

branch structure forced head office to deal directly with 

chapels in coordinating the negotiations at local level. 

They wrote and collected a large amount of reference 

material with which to prepare potential chapel 

negotiators, arranged conferences and workshops for the 

F/MoCs, and where possible, ensured that a full-time 

officer was participating in the negotiations at local 

level. Most of the success can be attributed to the 

farsightedness of the NUJ officers in developing a 

technology policy that was based on the practical 

experiences of journalists in other countries; was easy for 

journalists with no knowledge of direct input to 

comprehend; could be easily adapted to varying local 

circumstances; and could provide a structured, stage by 

stage, negotiating procedure. The model agreement is either 

a masterpiece of policy drafting, or a wonderful example of 

serendipity.

The third feature that accounts for the strength of the 

journalists during the introduction negotiations is the 

solidarity they displayed. Direct input was very much an 

unknown quantity, and consequently, although journalists 

undoubtedly had preconceptions about its likely effect, 

they had no first hand experience. Since they were unaware 

of the differing effects it was likely to have upon the 

various editorial workers, they were drawn closer together 

as a workgroup because of the uncertainty of the change 

process. Direct input provided a single focus that has 

ceased to exist after the introduction' of new technology
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because of the differing experiences of the editorial 

departments- Some of these varying effects were accounted 

for in the detail of the NTAs, although the NUJ 

deliberately minimised the potential workgroup rifts; the 

most obvious example being the advocacy of across-the-board 

technology pay, even though it was evident that some 

editorial workers would be required to make larger 

adjustments in their working practices and undertake more 

training than others.

Direct input provided the chapels' with a purpose for 

collective action, a willingness to act, and a set of clear 

objectives. It focused the collective interest of the 

editorial workers and perhaps over-stated the commonality 

of goals, but nevertheless achieved solidarity within each 

chapel which led to successful bargaining irrespective of 

the density of the NUJ membership, the type of newspaper, 

the publishing location or the date when the negotiations 

took place. This seems even more remarkable considering 

that all negotiations occurred at local level. In fact 

local level bargaining appears to have helped achieve 

better results, since where newspapers belonged to groups, 

and were subjected to corporate influences, the overall 

NTAs were not as favourable to journalists, and technology

pay increases were often not as large.

Given these particular mitigating factors, the

post-introduction continuation of control should not be

seen as inevitable. In fact, embedded in the new technology 

itself, the journalistic work process, and the values and 

culture of the industry and the journalists, there are 

other factors that seriously inhibit the maintenance of
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control.

J o u r n a l i s t s  a n d  W o r k p la c e  C o n t r o l

The first of the factors that has prevented an overall 

shift of control in the journalists' favour concerns 

control over production. Although power seems to have been 

transferred through a change in the influence of 

journalists over the strategic contingencies of production, 

control is restricted to the operational aspects of the new 

technology, and does not apply to control over the labour 

market. The NGA's closed shop ensured that the union 

monitored and regulated entry to the labour market and 

influenced the distribution of tasks within the workplace. 

The appointment of staff and the allocation of work is not 

regulated by the NUJ. It has achieved neither a closed shop 

nor professional self-regulation.

In the case of the closed shop, its post-entry policy 

has been hampered by the existence of an alternative 

'union' - the Institute of Journalists - which offers a 

less unionate form of collectivism. NUJ membership 

fluctuates with the turnover of staff, although the Union 

is successful in retaining a residual membership of over 

50% at nearly all daily newspapers and at the majority of 

weekly paid-for publications. But even where there is a 

high NUJ density, chapels have no influence over the labour 

market.

An additional problem is the presence of an external 

labour market - freelance journalists - who limit NUJ 

control. Although many are members of the Union, there can 

be a conflict of interests between the fulltime staff and
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f r e e l a n c e  j o u r n a l i s t s  -  e f f e c t i v e n e s s  o f  i n d u s t r i a l  a c t i o n  

i s  i n v a r i a b l y  u n d e r m i n e d  b y  t h e  e x i s t e n c e  o f  t h i s  

a l t e r n a t i v e  e x t e r n a l  w o r k f o r c e .  I n  t h e o r y ,  n e w  t e c h n o l o g y  

a l l o w s  m a n a g e m e n t  t o  m a k e  m o r e  u s e  o f  f r e e l a n c e

j o u r n a l i s t s ,  s i n c e  t h e r e  i s  e a s i e r  t r a n s m i s s i o n  o f  c o p y  a n d  

p i c t u r e s ,  b u t  i n  p r a c t i c e ,  p r o v i n c i a l  n e w s p a p e r s  h a v e  n o t  

i n c r e a s e d  t h e  a m o u n t  o f  f r e e l a n c e  m a t e r i a l ,  a l t h o u g h  t h e  

o p t i o n  t o  d o  s o ,  e s p e c i a l l y  d u r i n g  i n d u s t r i a l  a c t i o n ,  i s  a  

c o n t i n g e n c y  t h a t  w o u l d  a l l o w  c o n t i n u e d  p r o d u c t i o n  o f  t h e  

n e w s p a p e r .

I t  m i g h t  b e  a r g u e d  t h a t  t h e  f a i l u r e  t o  a c h i e v e  a  u n i o n  

c l o s e d  s h o p  a m o n g s t  w h i t e - c o l l a r ,  m i d d l e  c l a s s  w o r k e r s  i s  

n o t  s u r p r i s i n g ,  h o w e v e r ,  t h e  NUJ h a s  h a d  n o  s u c c e s s  i n  

c o n t r o l l i n g  t h e  l a b o u r  s u p p l y  t h r o u g h  p r o f e s s i o n a l  

s e l f - m a n a g e m e n t  o f  t r a i n i n g ,  e t h i c s  a n d  d i s c i p l i n e .  M a n y  

c o m p a n i e s  f a i l  t o  c o m p l y  w i t h  t h e  t r a i n i n g  p r o v i s i o n s  l a i d  

d o w n  b y  t h e  N a t i o n a l  C o u n c i l  f o r  t h e  T r a i n i n g  o f  

J o u r n a l i s t s ,  o t h e r s  r u n  t h e i r  own t r a i n i n g  s c h e m e s ,  a n d  

t h e r e  a r e  m a n y  w o r k i n g  j o u r n a l i s t s  w i t h o u t  a n y  p r o f e s s i o n a l  

q u a l i f i c a t i o n s .  T h e  p r e s s  c a r d ,  s u p p l i e d  b y  t h e  NUJ 

u n l i k e ,  f o r  e x a m p l e ,  t h e  E q u i t y  c a r d  -  i s  n o t  a n  e m p l o y m e n t  

r e q u i r e m e n t  a n d  c a r r i e s  w i t h  i t  n o  s p e c i a l  p r i v i l e g e s  -  i t  

i s  n o t h i n g  m o r e  t h a n  a n  i d e n t i t y  c a r d .  T h e  NUJ d o e s  h a v e  a  

c o d e  o f  e t h i c a l  c o n d u c t  a n d  a  d i s c i p l i n a r y  p r o c e d u r e ,  b u t  

n o n - N U J  j o u r n a l i s t s  d o  n o t  h a v e  t o  c o m p l y  w i t h  t h e  c o d e ,  

w h i l s t  m a n y  NUJ m e m b e r s  f r e q u e n t l y  i n f r i n g e  i t  w i t h o u t  

s u f f e r i n g  a n y  r e p e r c u s s i o n s .  T h e  d i s c i p l i n a r y  p r o c e d u r e  i s  

s o m e w h a t  i n e f f e c t i v e  s i n c e  t h e  u l t i m a t e  s a n c t i o n  o f  

_w i t h d r a w i n g  a  j o u r n a l i s t ' s  u n i o n  m e m b e r s h i p  i s  o f  l i t t l e  

s i g n i f i c a n c e  w h e n  s u c h  m e m b e r s h i p  i s  n o t  a  p r e r e q u i s i t e  f o r
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p r a c t i s i n g  j o u r n a l i s m ;  i t  i s  n o t  l i k e  b e i n g  d e b a r r e d ,  

d e f r o c k e d  o r  s t r u c k  o f f .

T h e  p r o d u c t i o n  c o n t r o l  o f  t h e  NGA r e s t e d  o n  t w o  p i l l a r s  

o f  p o w e r :  o p e r a t i o n a l  d o m i n a n c e  o v e r  p r o d u c t i o n  a n d  c o n t r o l  

o f  t h e  l a b o u r  s u p p l y .  T h e  o p e r a t i o n a l  a s p e c t s  o f  p r o d u c t i o n  

c o n t r o l  h a v e  b e e n  t r a n s f e r r e d  a n d  c o n s e q u e n t l y  t h e  

j o u r n a l i s t s  d o  p o s s e s s  a  g r e a t  d e a l  o f  l a t e n t  p o w e r ,  

h o w e v e r  t h i s  i s  d i l u t e d  b y  t h e  f a i l u r e  t o  c o n t r o l  -  o r  e v e n  

i n f l u e n c e  -  t h e  l a b o u r  s u p p l y .  H o w e v e r ,  t h i s  s e c o n d  a s p e c t  

c o u l d  n o t  r e a l l y  b e  e x p e c t e d  t o  t r a n s f e r ;  i t  w a s  n o t  a  

d i r e c t  c o n s e q u e n c e  o f  t h e  N G A ' s  r e l a t i o n s h i p  t o  p r o d u c t i o n  

t a s k s ,  b u t  d e v e l o p e d  f r o m  i t s  h i s t o r i c a l  c r a f t  r o o t s .

T h e  d e v e l o p m e n t  o f  c o n t r o l  i s  f u r t h e r  i n h i b i t e d  b y  t h e  

i n c r e a s i n g  d i v i s i o n s  w i t h i n  t h e  e d i t o r i a l  d e p a r t m e n t  

e s p e c i a l l y  b e t w e e n  t h e  r e p o r t e r s  a n d  t h e  s u b - e d i t o r s  -  n o t  

o n l y  i n  t e r m s  o f  t h e  t a s k s  t h e y  p e r f o r m ,  a s  c i t e d  a b o v e ,  

b u t  a l s o  i n  t h e i r  a t t i t u d e s .  T h e  d i s c u s s i o n  o f  p r o d u c t i o n  

c o n t r o l  r e v e a l e d  t h a t  t h e  p o w e r  h a s  l a r g e l y  b e e n  

t r a n s f e r r e d  t o  t h e  s u b b i n g  d e p a r t m e n t  s i n c e  i t  h a s  e x t e n d e d  

i t s  i n f l u e n c e  o v e r  t h e  p r o d u c t i o n  p r o c e s s .  T h e  s u b s  h a v e  

t h e r e f o r e  b e c o m e  t h e  k e y  w o r k e r s  i n  t h e  p r o d u c t i o n  p r o c e s s  

a n d  h a v e  e n h a n c e d  t h e i r  c o r e  r o l e  b e c a u s e  i t  i s  t h e y  w h o  

h a v e  t h e  g r e a t e s t  s t r a t e g i c  c o n t i n g e n c y  c o n t r o l  o v e r  

p r o d u c t i o n .  T h i s  i s  a s s o c i a t e d  w i t h  t h e  e x t r a  s k i l l s  t h a t  

s u b s  h a v e  h a d  t o  l e a r n .  A l t h o u g h  r e p o r t e r s  h a v e  b e e n  

r e s k i l l e d  b y  t h e  c o m p u t e r i s a t i o n  o f  t h e  e d i t o r i a l  p r o c e s s ,  

t h e  s u b s  h a v e  b e e n  u p s k i l l e d :  t h e y  h a v e  t a k e n  o n  e x t r a

s k i l l s  r a t h e r  t h a n  j u s t  a d a p t i n g  t h e i r  e x i s t i n g  s k i l l s .

T h e  f a c t  t h a t  r e p o r t e r s  a n d  s u b s  u s e  t h e  t e c h n o l o g y  i n  

t o t a l l y  d i f f e r e n t  w a y s  i s  r e f l e c t e d  i n  t h e  d i v e r s i t y . o f
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t h e i r  a t t i t u d e s  t o w a r d s  t h e  s y s t e m .  A m o n g s t  t h e  e d i t o r i a l  

w o r k e r s ,  t h e  s u b s  h a v e  t h e  g r e a t e s t  n e g a t i v e  o r i e n t a t i o n  t o  

t h e  n e w  t e c h n o l o g y  b e c a u s e  t h e y  u s e  i t  f o r  l o n g e r  p e r i o d s ,  

a n d  p e r c e i v e  i t  t o  h a v e  i n t e n s i f i e d  t h e i r  w o r k .  I n  

p a r t i c u l a r  t h e y  e x p e r i e n c e  g r e a t e r  i s o l a t i o n  a t  w o r k  w h i c h  

m a y  r e d u c e  t h e i r  c o l l e c t i v e  c o n s c i o u s n e s s  t o w a r d s  e a c h  

o t h e r ,  a s  w e l l  a s  t o w a r d s  t h e  w i d e r  e d i t o r i a l  w o r k f o r c e  w h o  

s h a r e  d i f f e r e n t  c o n c e r n s  a b o u t  t h e  n e w  t e c h n o l o g y .  A g a i n  

t h i s  d e m o n s t r a t e s  a  p a r a d o x  o f  d i r e c t  i n p u t .  I t  h a s  

i n c r e a s e d  t h e  p e r v a s i v e n e s s  o f  t h e  s u b b i n g  d e p a r t m e n t  a n d  

h a s  i n t e g r a t e d  t h e  e d i t o r i a l  t a s k s  m o r e  c l o s e l y ,  y e t  t h e  

c o n s e q u e n c e  h a s  n o t  b e e n  t o  b r i n g  j o u r n a l i s t s  c l o s e r  

t o g e t h e r .  I n  f a c t ,  i t  h a s  b r o u g h t  t o  l i g h t  t h e  i n c r e a s i n g  

d i v e r s i t y  o f  e d i t o r i a l  t a s k s  a n d  h a s  l i m i t e d  t h e  c o n t a c t  o f  

t h e  i n - o f f i c e  w o r k e r s  b y  i n t e n s i f y i n g  t h e  w o r k  o f  t h e  s u b s ,  

a n d  e r e c t i n g  a  p h y s i c a l  b a r r i e r  b e t w e e n  t h e m :  t h e  VD Us.  F o r  

r e p o r t e r s  b a s e d  a t  t h e  m a i n  o f f i c e ,  i n c r e a s e d  i s o l a t i o n  

d o e s  n o t  s e e m  t o  h a v e  o c c u r r e d ,  b u t  f o r  t h o s e  w o r k i n g  i n  

d i s t r i c t  o f f i c e s ,  t h e r e  s e e m s  t o  b e  l e s s  v e r b a l  a n d  

p h y s i c a l  c o n t a c t  w i t h  t h e  m a i n  o f f i c e  a n d  t h e  s u b b i n g  

d e p a r t m e n t ,  b e c a u s e  c o p y  i s  t r a n s m i t t e d  v i a  m o d e m s ,  a n d  

t h i s  m i g h t  b e c o m e  a  s o u r c e  o f  d i s c o n t e n t .

T h e s e  d i f f e r i n g  e x p e r i e n c e s  a n d  a t t i t u d e s  a r e  a l s o  

e v i d e n t  i n  t h e  p o s i t i v e  f e e l i n g s  t o w a r d s  n e w  t e c h n o l o g y .  

G e n e r a l l y  j o u r n a l i s t s  d e r i v e  g r e a t e r  w o r k  s a t i s f a c t i o n  

f o l l o w i n g  t h e  i n t r o d u c t i o n  o f  d i r e c t  i n p u t ,  a l t h o u g h  t h i s  

a r i s e s  f o r  d i f f e r e n t  r e a s o n s .  T h e  r e p o r t e r s  t e n d  t o  s t r e s s  

t h e  c o m p u t e r  s k i l l s  a n d  t h e  ' c l e a n  c o p y '  t h e y  c a n  n o w  

p r o d u c e  -  i n  f a c t  t h i s  i s  l a r g e l y  a n  a e s t h e t i c  i m p r o v e m e n t ,  

a l t h o u g h  s o m e  r e p o r t e r s  c l a i m  t h a t  b y  a l l o w i n g  t h e m  g r e a t e r
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m a n i p u l a t i o n  o f  t e x t ,  d i r e c t  i n p u t  g i v e s  t h e m  t h e  

o p p o r t u n i t y  t o  c r e a t e  b e t t e r  c o p y .  T h i s  m a y  o f  c o u r s e  b e  a  

b a r g a i n i n g  p l o y ,  a n d  m a n a g e r s  g e n e r a l l y  r e j e c t  t h e  n o t i o n  

t h a t  n e w  t e c h n o l o g y  c a n  i m p r o v e  t h e  q u a l i t y  o f  t h e  w r i t i n g .

T h e  s u b s  c i t e  t h e  m a i n  r e a s o n  f o r  g r e a t e r  s a t i s f a c t i o n  

a s  b e i n g  t h e i r  i n c r e a s e d  c o n t r o l  o v e r  t h e  p r o d u c t i o n  

p r o c e s s ,  a n d  t h e y  s e e m  p r e p a r e d  t o  o f f s e t  t h e  n e g a t i v e  

e f f e c t s ,  s u c h  a s  w o r k  i n t e n s i f i c a t i o n ,  a g a i n s t  t h i s .  

G e n e r a l l y  t h e  n e g a t i v e  a t t i t u d e s  t o  t h e  t e c h n o l o g y  a p p e a r  

t o  b e  a s s o c i a t e d  w i t h  p o o r  e r g o n o m i c s  l e a d i n g  t o  a c h e s  a n d  

p a i n s ,  a n d  a n  u n p l e a s a n t  w o r k i n g  e n v i r o n m e n t .  T h e o r e t i c a l l y  

t h e s e  a s p e c t s  m a y  h a v e  p r o v i d e d  a  r a l l y i n g  c a l l ,  b r i n g i n g  

t h e  j o u r n a l i s t s  t o g e t h e r ,  b u t  i n  f a c t  t h e r e  i s  v i r t u a l l y  n o  

e v i d e n c e  o f  t h i s ,  p e r h a p s  b e c a u s e  t h e  j o u r n a l i s t s  a r e  

i n c l i n e d  t o  s e e  t h e s e  n e g a t i v e  e f f e c t s  a s  l e s s  i m p o r t a n t  

w h e n  s e t  a g a i n s t  t h e i r  p o s i t i v e  f e e l i n g s  t o w a r d s  j o b  

s a t i s f a c t i o n .  I n  a d d i t i o n ,  t h e  i n t e n s i t y  o f  n e g a t i v e  

f e e l i n g s  w i l l  d e p e n d  u p o n  t h e  e x t e n t  a n d  t y p e  o f  u s a g e  o f  

t h e  s y s t e m ,  a n d  s o  w i l l  v a r y  a c r o s s  t h e  e d i t o r i a l  

d e p a r t m e n t s .  J o u r n a l i s t s  w i l l  h a v e  d i f f e r e n t  o p i n i o n s  a s  t o  

w h a t  c o n s t i t u t e s  t h e  m o s t  i m p o r t a n t  n e g a t i v e  e f f e c t ,  a n d  

c o n s e q u e n t l y  w i l l  h a v e  d i f f e r e n t  s e t s  o f  p r i o r i t i e s  i n  

d e a l i n g  w i t h  t h e  i s s u e s .

F u r t h e r m o r e ,  t h e  o v e r a l l  " w i l l  t o  a c t "  i n  a  c o l l e c t i v e  

m a n n e r  o v e r  t h e  n e g a t i v e  a s p e c t s  o f  d i r e c t  i n p u t  i s  

u n d o u b t e d l y  h e l d  b a c k  b y  t h e  j o u r n a l i s t i c  c u l t u r e .  T h e r e  i s  

a n  e m p h a s i s  o n  m e e t i n g  t h e  d e a d l i n e s ,  w i t h  t h e  f a i l u r e  t o  

d o  s o  d i s p l a y i n g  i n c o m p e t e n c e  o r  a  l a c k  o f  

. " p r o f e s s i o n a l i s m " .  T h i s  c u l t u r e  h a s  p r o b a b l y  b e e n  n u r t u r e d  

b y  m a n a g e r s  a n d  o w n e r s ,  s i n c e  m i s s i n g  a  d e a d l i n e  c o s t s
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m o n e y ,  b u t  i t  i s  e m b o d i e d  w i t h i n  t h e  NCTJ t r a i n i n g  

o b j e c t i v e s  a n d  i s  e x t o l l e d  a s  a  v i r t u e  b y  t h e  j o u r n a l i s t s  

t h e m s e l v e s .  E v e n  i f  i t  w a s  o r i g i n a l l y  t h e  i m p o s i t i o n  o f  a  

t y p e  o f  i n d u s t r i a l  p r o d u c t i o n  d i s c i p l i n e  b y  m a n a g e m e n t ,  i t  

h a s  n o w  b e c o m e  e m b e d d e d  i n  j o u r n a l i s t i c  c u l t u r e  a n d  r e m a i n s  

u n c h a n g e d  b y  n e w  t e c h n o l o g y ,  d e s p i t e  t h e  e x t r a  p r e s s u r e s  

t h a t  d i r e c t  i n p u t  p u t s  o n  t h e  s u b s  i n  m e e t i n g  t h e  

d e a d l i n e s .

T h i s  d o m i n a n t  c u l t u r e  t h e r e f o r e  n e g a t e s  t h e  a d v a n t a g e s  

t h a t  t h e  s u b s  m a y  h a v e  a c q u i r e d  t h r o u g h  t h e i r  i n c r e a s e d  

i m m e d i a c y  i n  p r o d u c t i o n .  T h e y  m a y  b e  a b l e  t o  h a l t  o r  

d i s r u p t  p r o d u c t i o n  f a r  m o r e  e a s i l y  a s  a  r e s u l t  o f  n e w  

t e c h n o l o g y ,  b u t  t h e i r  w i l l  t o  d o  s o  h a s  n o t  a l t e r e d .  T h i s  

i s  w e l l  i l l u s t r a t e d  b y  t h e  s c r e e n  b r e a k  i s s u e :  s u b s  a t  m a n y  

o f  t h e  n e w s p a p e r s  h a v e  t h e  r i g h t  t o  t a k e  s c r e e n  b r e a k s ,  y e t  

t h e y  r e f u s e  t o  d o  s o  b e c a u s e  o f  t h e  e f f e c t s  u p o n  

p r o d u c t i o n .  E v e n  w h e r e  t h e  e r g o n o m i c s  a r e  v e r y  p o o r  a n d  

j o u r n a l i s t s  h a v e  i n c u r r e d  a c h e s  a n d  p a i n s  a s  a  r e s u l t  o f  

t h e  n e w  t e c h n o l o g y ,  s c r e e n  b r e a k s  a r e  n o t  t a k e n .  T h e  s u b s  

c o m p l a i n  l o u d l y ,  y e t  a r e  n o t  p r e p a r e d  t o  t a k e  t h e i r  a l l o w e d  

r e g u l a r  b r e a k s ,  l e t  a l o n e  c o n s i d e r  c o l l e c t i v e  a c t i o n .

F o r  o t h e r  e d i t o r i a l  w o r k e r s ,  t h e  r e g u l a r  b r e a k  i s s u e  i s  

l e s s  i m p o r t a n t  s i n c e  t h e r e  a r e  n a t u r a l  b r e a k s  i n  t h e  w o r k .  

As  a  c o n s e q u e n c e  t h e y  d o  n o t  r e c o g n i s e  a  n e e d  t o  a c t ,  

a l t h o u g h  t h e y  m a y  a c k n o w l e d g e  t h e  n e e d  a m o n g s t  s u b s .  T h e  

c u l t u r a l  f a c t o r s  a n d  t h e  d i f f e r e n c e s  b e t w e e n  t h e  s u b s  a n d  

o t h e r  e d i t o r i a l  w o r k e r s  l i m i t  t h e  d e v e l o p m e n t  o f  a  w i l l  t o  

t a k e  a c t i o n .  T h i s  m a y  r e f l e c t  t h e  i n e x p e r i e n c e  o f  

j o u r n a l i s t s  i n  h a v i n g  t o  f a c e  h e a l t h  a n d  s a f e t y  p r o b l e m s .  

S u c h  p r o b l e m s  a r e  m o r e  u s u a l l y  a s s o c i a t e d  w i t h  b l u e  c o l l a r
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w o r k ,  t h u s  d i r e c t  i n p u t  m a y  h a v e  b r o u g h t  w i t h  i t  a  n e w  s e t  

o f  w o r k i n g  e n v i r o n m e n t  i s s u e s  t h a t  j o u r n a l i s t s  m a y  b e  

r e l u c t a n t  t o  c o n f r o n t  w i t h  i n d u s t r i a l  a c t i o n .  P a r t i c u l a r l y  

n o t a b l e  i s  t h e  e m e r g e n c e  o f  r e c o g n i s e d  i n d u s t r i a l  i n j u r i e s ,  

s u c h  a s  t e n o s y n o v i t i s ,  w h i c h  m a y  c o e r c e  j o u r n a l i s t s  i n t o  

a c t i o n  s i n c e  s u c h  i n j u r i e s  d o  n o t  m e r e l y  c a u s e  d i s c o m f o r t :  

t h e y  p r e v e n t  a  j o u r n a l i s t  f r o m  c o n t i n u i n g  i n  h i s  o r  h e r  

j o b .

D i r e c t  i n p u t  h a s  c h a n g e d  t h e  a g e n d a  o f  i s s u e s  o v e r  

w h i c h  t h e  n e e d  t o  a c t  m ay  a r i s e ,  a n d  i n  a d d i t i o n  i t  h a s  

a f f e c t e d  c o n t r o l  a c t u a l i s a t i o n  i n  t w o  f u r t h e r  w a y s .  F i r s t ,  

i t  h a s  i n c r e a s e d  t h e  o p t i o n s  o v e r  t h e  t y p e  o f  i n d u s t r i a l  

a c t i o n  b y  m a k i n g  d i s r u p t i v e  a c t i v i t y  e a s i e r  t h r o u g h  t h e  

c h a n g e d  p e r v a s i v e n e s s  a n d  i m m e d i a c y  o f  t h e  j o u r n a l i s t s ,  

h o w e v e r  d i f f e r e n c e s  b e t w e e n  t h e  e d i t o r i a l  w o r k e r s ,  i n  t e r m s  

o f  t h e i r  i d e n t i f i c a t i o n  o f  a  n e e d  t o  a c t  a n d  t h e i r  

w i l l i n g n e s s  t o  a c t ,  m i g h t  g i v e  r i s e  t o  d i f f e r e n t  

p e r c e p t i o n s  o f  t h e  a p p r o p r i a t e n e s s  o f  a c t i o n .

S e c o n d l y ,  t h e  c o l l e c t i v i s m  o f  a c t i o n  m a y  b e  l e s s  o f  a  

r e q u i r e m e n t  t h a n  p r i o r  t o  d i r e c t  i n p u t .  I n  e l e v a t i n g  t h e  

p r o d u c t i o n  r o l e  o f  t h e  s u b s ,  t h e  t e c h n o l o g y  a l l o w s  

c o l l e c t i v e  a c t i o n  w i t h i n  t h i s  a r e a  t o '  h a v e  a  m u c h  g r e a t e r  

i m p a c t ,  t h u s  g e n e r a l  c o l l e c t i v e  a c t i o n  a c r o s s  t h e  w h o l e  o f  

t h e  e d i t o r i a l  w o r k f o r c e  m a y  n o  l o n g e r  b e  n e c e s s a r y .  

A l t h o u g h ,  a s  o u t l i n e d  a b o v e ,  t h e r e  a r e  r e a s o n s  f o r  

s u p p o s i n g  s u b s '  m i l i t a n c y  w i l l  n o t  o c c u r ,  t h e  p o s s i b i l i t y  

r e m a i n s ,  e s p e c i a l l y  w h e r e  t h e r e  i s  a  h i g h  d e n s i t y  o f  NUJ 

m e m b e r s h i p  i n  t h e  s u b b i n g  d e p a r t m e n t .

I n  a d d i t i o n  t o  e n h a n c i n g  t h e  e f f e c t i v e n e s s  o f  p a r t i a l l y  

c o l l e c t i v e  a c t i v i t y ,  d i r e c t  i n p u t  a l s o  a l l o w s  g r e a t e r  s c o p e
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f o r  i n d i v i d u a l  a c t i o n .  J o u r n a l i s t s  c a n  n ow  e n g a g e  i n  

i n d u s t r i a l  s a b o t a g e  t h r o u g h  t e c h n o l o g i c a l  d i s r u p t i o n ,  o r  

c o u l d  c a u s e  p r o b l e m s  t h r o u g h  p u r p o s e f u l  b a d  p r a c t i c e  -  

t h e s e  t e c h n i q u e s  a r e  b e i n g  d i s c o v e r e d  b y  j o u r n a l i s t s ,  

e s p e c i a l l y  a s  t h e y  b e c o m e  m o r e  f a m i l i a r  w i t h  t h e  s y s t e m s .  

K n o w i n g  a  s y s t e m ' s  v u l n e r a b i l i t y  a n d  how t o  s l o w  i t  d o w n  

m a y  b e c o m e  a n  e f f e c t i v e  i n d u s t r i a l  s a n c t i o n .  T h e  p a r t i c u l a r  

p r o b l e m  f o r  m a n a g e m e n t  i s  t h a t  t h i s  s o r t  o f  a c t i o n  d o e s  n o t  

n e c e s s a r i l y  h a v e  t o  b e  c o o r d i n a t e d  b y  t h e  NUJ -  a n  

i n d i v i d u a l  j o u r n a l i s t  w i t h  a  g r i e v a n c e  c o u l d  t a k e  a c t i o n .  

P e r h a p s  a  c o m p a r a b l e  e x a m p l e  i s  a  d i s s a t i s f i e d  c o m p u t e r  

p r o g r a m m e r  w ho  p u t s  a  b u g  i n  t h e  s y s t e m  b e f o r e  r e s i g n i n g  o r  

a f t e r  b e i n g  s a c k e d .  J o u r n a l i s t s  w o u l d  n o t  b e  a b l e  t o  c h a n g e  

t h e  s o f t w a r e ,  b u t  c o u l d  c a u s e  s e v e r e  d i s r u p t i o n .  I n  a  m o r e  

a n e c d o t a l  v e i n ,  t h e  p o i n t  i s  w e l l  i l l u s t r a t e d  b y  o n e  o f  t h e  

c a s e  s t u d y  n e w s p a p e r s  t h a t  l o s t  a l l  o v e r n i g h t  c o p y  b e c a u s e  

a  c l e a n e r  i n a d v e r t e n t l y  b u m p e d  i n t o  o n e  o f  t h e  CPUs w i t h  a  

v a c u u m  c l e a n e r .

G e n e r a l  c o l l e c t i v i s m  a m o n g s t  t h e  e d i t o r i a l  w o r k f o r c e  

d o e s  n o t  s e e m  t o  h a v e  b e e n  e n h a n c e d  b y  d i r e c t  i n p u t .  T h e  

s o l i d a r i t y  a m o n g s t  t h e  j o u r n a l i s t s  t h a t  o c c u r r e d  d u r i n g  t h e  

i n t r o d u c t i o n  p r o c e s s  h a s ,  s i n c e  t h e n ,  o n l y  m a n i f e s t e d  

i t s e l f  a t  a  f e w  n e w s p a p e r s .  T h i s  t e n d s  t o  h a v e  b e e n  f o r  

d e f e n s i v e  r a t h e r  t h a n  p r o m o t i o n a l  r e a s o n s .  T h e  m o r e  g e n e r a l  

p i c t u r e  i s  t h a t  i n s t e a d  o f  b u i l d i n g  o n  t h e i r  c o l l e c t i v e  

s t r e n g t h ,  c h a p e l s  h a v e  r e l a p s e d  i n t o  i n a c t i v i t y .  I n s t e a d  o f  

t h e  g a i n s  m a d e  b y  t h e  i n t r o d u c t i o n  n e g o t i a t i o n s  g i v i n g  t h e m  

c o n f i d e n c e ,  i t  h a s  l e d  t o  a p a t h y .  On t h e  o t h e r  h a n d ,  t h e r e  

h a s  n o t  b e e n  t h e  b a c k l a s h  a g a i n s t  c o l l e c t i v i s m  t h a t  s o m e  

NUJ o f f i c i a l s  p r o p h e s i e d :  t h a t  o n c e  d i r e c t  i n p u t  w a s
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o p e r a t i o n a l ,  t h e  a d v a n t a g e s  o f  b e i n g  i n  t h e  NUJ w o u l d  

d i m i n i s h .  I n  f a c t  p r o v i n c i a l  n e w s p a p e r  j o u r n a l i s t s  c a n  b e  

c h a r a c t e r i s e d  l a r g e l y  a s  h a v i n g  a  c o l l e c t i v i s t  o r i e n t a t i o n .  

T h i s  i s  e v i d e n t  n o t  o n l y  f r o m  t h e  h i g h  m e m b e r s h i p  o f  t h e  

N U J ,  a n d  t h e  u n i o n a t e  a t t i t u d e s  d i s p l a y e d ,  b u t  a l s o  b y  t h e  

p r e s e n c e  o f  t h e  I o J .  U n l i k e  m a n y  c o m p a r a b l e  w h i t e  c o l l a r  

w o r k e r s ,  j o u r n a l i s t s  n o t  o n l y  h a v e  a  u n i o n ,  b u t  a l s o  h a v e  

a n  a l t e r n a t i v e  c o l l e c t i v e  o r g a n i s a t i o n .  T h i s  i s  a l l  t h e  

m o r e  s u r p r i s i n g  s i n c e  i n d i v i d u a l i s m  i s  a  c h a r a c t e r i s t i c  o f  

j o u r n a l i s t i c  w o r k ,  s o  c o l l e c t i v i s m  i s  n o t  e n c o u r a g e d  b y  t h e  

w o r k i n g  e n v i r o n m e n t  o r  w o r k i n g  p r a c t i c e s ,  y e t  j o u r n a l i s t s  

d o  p e r c e i v e  b e n e f i t s  i n  c o m b i n i n g  c o l l e c t i v e l y  f o r  

b a r g a i n i n g  p u r p o s e s .

T h e  i m p l i c a t i o n s  f o r  i n d i v i d u a l i s m  a n d  c o l l e c t i v i s m  o f  

d i r e c t  i n p u t  a r e  o b v i o u s  f r o m  t h e  a b o v e  d i s c u s s i o n .  T h e  

a d v a n t a g e s  o f  c o l l e c t i v e  o r g a n i s a t i o n  m ay  d i m i n i s h  i f  t h e  

v a r i o u s  e d i t o r i a l  w o r k g r o u p s  a r e  s u b j e c t  t o  d i f f e r i n g  

e x p e r i e n c e s  a n d  d e v e l o p  d i f f e r e n t  p r i o r i t i e s  a n d  i n t e r e s t s  

t h a t  l e a d  b a r g a i n i n g  o b j e c t i v e s  t o  b e c o m e  m o r e  d i v e r s e .  

D i r e c t  i n p u t  m ay  h a v e  d i v e r s i f i e d  e d i t o r i a l  w o r k  t a s k s  a n d  

p r o d u c t i o n  r e l a t i o n s h i p s  t o  s u c h  a n  e x t e n t  t h a t  t h e  s h a r e d  

i n t e r e s t s  a n d  c o l l e c t i v e  a d v a n t a g e s  a r e .  r e a l i g n e d  t o  m a t c h  

t h e  s u b - g r o u p s  o n  t h e  e d i t o r i a l  f l o o r ,  r a t h e r  t h a n  t h e  

w h o l e  e d i t o r i a l  w o r k f o r c e .  T h i s  m a y  b e  c o m p a r a b l e  w i t h  t h e  

NGA w h o s e  c h a p e l s  w e r e  o r g a n i s e d  b y  t a s k  -  w i t h ,  f o r  

e x a m p l e ,  c h a p e l s  o f  c o m p o s i t o r s  b e i n g  f a r  m o r e  p o w e r f u l  

t h a n  c h a p e l s  o f  r e a d e r s .

F i n a l l y ,  p e r h a p s  o n e  o f  t h e  m o s t  i m p o r t a n t  f a c t o r s  i n  

t h e  i n a b i l i t y  o f  t h e  j o u r n a l i s t s  t o  b u i l d  u p o n  t h e  g a i n s  

m a d e  d u r i n g  t h e  i n t r o d u c t i o n  p r o c e s s  a n d  e x e r t  t h e  s a m e
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c o n t r o l  a s  t h e  p r i n t  w o r k e r s ,  h a s  b e e n  t h e  NUJ i n t e r n a l  

s t r u c t u r e .  T h e  l a c k  o f  a  s t r o n g  b r a n c h  o r g a n i s a t i o n  h e l p e d  

t o  s e c u r e  s u c c e s s f u l  NTAs b y  f o r c i n g  h e a d  o f f i c e  t o  

c o o r d i n a t e  t h e  n e g o t i a t i o n s ,  b u t  i r o n i c a l l y ,

p o s t - i n t r o d u c t i o n ,  i t s  a b s e n c e  h a s  a l l o w e d  c h a p e l s  t o  s l i p  

b a c k  i n t o  a p a t h y .  A g a i n  t h i s  c o n t r a s t s  w i t h  t h e  NGA w h o s e  

b r a n c h  . s t r u c t u r e  h a d  a n  i m p o r t a n t  i n d u s t r i a l  r o l e  i n  

c o o r d i n a t i n g  a c t i v i t y  w i t h i n  a n d  b e t w e e n  c h a p e l s .  T h e  

s o m e w h a t  a n o m a l o u s  p o s i t i o n  o f  t h e  NUJ b r a n c h e s  h a s  b e e n  a  

l o n g  r u n n i n g  _ p o i n t  o f  c o n t e n t i o n  w i t h i n  t h e  NUJ a n d  a  

c o m m i t t e e  h a s  b e e n  s e t  u p  t o  r e v i e w  i t s  r o l e  i n  t h e  u n i o n  

s t r u c t u r e ,  a l t h o u g h  i f  r e s t r u c t u r i n g  g o e s  a h e a d  i t  w i l l  t o o  

l a t e  t o  b u i l d  o n  t h e  c o n t r o l  g a i n s  m a d e  t h r o u g h  t h e  NTA 

b a r g a i n i n g .  I n  s h o r t ,  t h e  NUJ s t r u c t u r e  i s  i n a p p r o p r i a t e  

f o r  a  w o r k f o r c e  i n  a s c e n d a n c y .  T h e r e  i s  a n  o v e r a l l  l a c k  o f  

i n t e r n a l  d i s c i p l i n e  a n d  c o o r d i n a t i o n  -  t h e  t w o  a s p e c t s  t h a t  

m a d e  t h e  u n i o n  v e r y  s u c c e s s f u l  i n  a c h i e v i n g  n o t a b l e  g a i n s  

d u r i n g  t h e  p r o c e s s  o f  i n t r o d u c i n g  t e c h n o l o g i c a l  c h a n g e .

A  New M a n a g e m e n t O f f e n s i v e ?

W o r k p l a c e  c o n t r o l  t e m p o r a r i l y  s h i f t e d  i n  t h e  f a v o u r  o f  

j o u r n a l i s t s  w h i l s t  n e w  t e c h n o l o g y  w a s  b e i n g  i n t r o d u c e d .  

S i n c e  t h e n ,  t h e r e  a r e  s t i l l  c l e a r  a r e a s  o f  l a t e n t  p o w e r ,  

w h i c h  c o n s t i t u t e  p r o d u c t i o n  c o n t r o l ,  t h a t  r e m a i n  i n  t h e  

h a n d s  o f  t h e  j o u r n a l i s t s  -  p a r t i c u l a r l y  t h e  s u b - e d i t o r s .  

T h i s  r a i s e s  t h e  q u e s t i o n  o f  w h e t h e r  t h e r e  h a s  b e e n  a n  

a t t e m p t  b y  m a n a g e r s  t o  r e g a i n  t h o s e  c o n t r o l  a s p e c t s  t h a t  

d i r e c t  i n p u t  h a s  t r a n s f e r r e d  t o  t h e  j o u r n a l i s t s  f r o m  t h e  

p r i n t e r s .

T h e  r e - e s t a b l i s h m e n t  o f  m a n a g e r i a l  c o n t r o l  m i g h t  b e
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s o u g h t  t h r o u g h  i n c r e a s i n g  w o r k f o r c e  f l e x i b i l i t y .  B y  

e s t a b l i s h i n g  a  f l e x i b l e ,  m u l t i - s k i l l e d  c o r e  w o r k f o r c e ,  a n d  

a  n u m e r i c a l l y  f l e x i b l e  p e r i p h e r a l  w o r k f o r c e ,  m a n a g e r s  c o u l d  

m o r e  e a s i l y  m a t c h  e m p l o y m e n t  t o  p r o d u c t i o n ,  b r e a k d o w n  

i n t e r n a l  d e m a r c a t i o n ,  a n d  i n c r e a s e  w o r k e r  s u b s t i t u t a b i l i t y .  

I n  t h e  c o n t e x t  o f  n e w s p a p e r s  t h i s  w o u l d  m e a n  t h e  u s e  o f  

m o r e  f r e e l a n c e  j o u r n a l i s t s ,  i n c r e a s i n g  n u m b e r s  o f  

o u t w o r k i n g  s t a f f  r e p o r t e r s ,  a n d  t h e  i n t r o d u c t i o n  o f  

r e p o r t e r - s u b s ,  a n d  p h o t o - j o u r n a l i s t s , o r  t h e  d e v e l o p m e n t  o f  

m u l t i - s k i l l e d  j o u r n a l i s t s .  I n  f a c t  t h e  d a t a  c o l l e c t e d  

s h o w e d  n o  s i g n i f i c a n t  m o v e  t o  t h i s  f l e x i b l e  f i r m  s c e n a r i o .  

F u r t h e r m o r e ,  e v i d e n c e  s u g g e s t s  t h a t  t h e r e  s e e m s  t o  b e  

i n c r e a s i n g  d e m a r c a t i o n  o f  t a s k  b e t w e e n  t h e  j o u r n a l i s t s ,  a n d  

a t t e m p t s  b y  a  f e w  n e w s p a p e r s  t o  g e t  r e p o r t e r s  t o  c a r r y  

c a m e r a s  f o r  h e a d - a n d - s h o u l d e r  s h o t s  h a v e  b e e n  r e b u f f e d  

s t r o n g l y  b y  j o u r n a l i s t s .

An a l t e r n a t i v e  p o l i c y  f o r  r e - e s t a b l i s h i n g  c o n t r o l  m i g h t  

b e  t o  r e d u c e  c o l l e c t i v i s m  a m o n g s t  t h e  w o r k f o r c e .  To  d o  t h i s  

i n d i v i d u a l i s t i c  e m p l o y m e n t  p o l i c i e s  w o u l d  h a v e  t o  b e  

a d o p t e d  i n  o r d e r  t o  i s o l a t e  j o u r n a l i s t s  a n d  r e d u c e  t h e i r  

a w a r e n e s s  o f  a  common i n t e r e s t  o r  t h e  n e e d  f o r  c o l l e c t i v e  

o r g a n i s a t i o n  f o r  p r o t e c t i v e  a n d  p r o m o t i o n a l  r e a s o n s .  T h i s  

s t r a t e g y  h a s  a l r e a d y  b e e n  a d o p t e d  b y  a  n u m b e r  o f  p r o v i n c i a l  

n e w s p a p e r  m a n a g e r s .

P e r s o n a l  p a y  c o n t r a c t s  a r e  b e i n g  i n t r o d u c e d  a t  s o m e  

n e w s p a p e r s  t o  r e p l a c e  t h e  h o u s e  a g r e e m e n t s  a n d  n e w  

t e c h n o l o g y  a g r e e m e n t s .  T h i s  m o v e  s e e m s  t o  h a v e  b e e n  l e d  b y  

T h o m s o n  R e g i o n a l  N e w s p a p e r s  w h o  i n s i s t e d  t h a t  a l l  p a y  

. i n c r e a s e s  i n  t h e  1 9 8 7 / 8 8  p a y  r o u n d  w e r e  c o n d i t i o n a l  o n  

s i g n i n g  p e r s o n a l  p a y  c o n t r a c t s .  I n t e r p r e t a t i o n  o f  t h i s . a t
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l o c a l  l e v e l  v a r i e d  c o n s i d e r a b l y ,  a n d  s o  w h i l s t  s o m e  

j o u r n a l i s t s  r e c e i v e d  n o  p a y  i n c r e a s e  b e c a u s e  o f  a  r e f u s a l  

t o  s i g n  t h e  n e w  c o n t r a c t s ,  o t h e r s  w e r e  g i v e n  a  p a y  i n c r e a s e  

w i t h o u t  s i g n i n g .  T h e  NUJ p o l i c y  w a s  t h a t  n o n e  o f  t h e s e  

c o n t r a c t s  s h o u l d  b e  s i g n e d ,  a n d  c o n s e q u e n t l y  t h o s e  

j o u r n a l i s t s  w h o  d i d  s i g n  w e r e  o b l i g e d  t o  l e a v e  t h e  u n i o n .  

A t  t h e  TRN t i t l e  i n  R e a d i n g  t h i s  h a s  m e a n t  t h a t  t h e r e  i s  n o  

l o n g e r  a n  NUJ c h a p e l .

R e c e n t l y  o t h e r  n e w s p a p e r  m a n a g e r s  h a v e  a d o p t e d  t h e  

' i n d i v i d u a l  c o n t r a c t '  p o l i c y :  S o u t h e r n  E v e n i n g  N ew s  

( S o u t h e r n  N e w s p a p e r s  L t d ) ,  K e n t  M e s s e n g e r  G r o u p ,  W i l t s h i r e  

N e w s p a p e r s  ( W e s t m i n s t e r  P r e s s  g r o u p ) ,  A l d e r s h o t  New s  s e r i e s  

( G u a r d i a n  a n d  M a n c h e s t e r  E v e n i n g  News L t d . ) ,  E s s e x  

C h r o n i c l e  s e r i e s  ( N o r t h c l i f f e  N e w s p a p e r s ) ,  a n d  P l y m o u t h ' s  

W e s t e r n  M o r n i n g  News & E v e n i n g  H e r a l d  ( N o r t h c l i f f e  

N e w s p a p e r s ) .  T h e  m a n a g e r s  a t  t h e  B r i g h t o n  E v e n i n g  A r g u s  

( W e s t m i n s t e r  P r e s s  g r o u p )  h a v e  t e r m i n a t e d  t h e  H o u s e

A g r e e m e n t a n d New T e c h n o l o g y  A g r e e m e n t  a n d h a v e m a d e

i n d i v i d u a l p a y r i s e s ,  b u t  t h e  NUJ c h a p e l e x p e c t s t o  b e

o f f e r e d  a n e w a g r e e m e n t  c o m b i n i n g a s p e c t s o f t h e h o u s e

a g r e e m e n t  a n d  t h e  NTA.

A t  t h e  N e w c a s t l e  C h r o n i c l e  & J o u r n a l  (TRN) t h e  H o u s e  

A g r e e m e n t  h a s  b e e n  r e p l a c e d  w i t h  a  s i m p l i f i e d  d o c u m e n t  

r e s t r i c t i n g  t h e  r a n g e  o f  i s s u e s  r e c o g n i s e d  f o r  c o l l e c t i v e  

b a r g a i n i n g .  A t  t h e  Y o r k s h i r e  E v e n i n g  P r e s s  ( W e s t m i n s t e r  

P r e s s ) ,  w h e r e  t h e  c h a p e l  h a s  a l w a y s  b e e n  w e a k  ( d e n s i t y  o f  

40% -  O c t o b e r  1 9 8 5 )  m a n a g e m e n t  h a v e  r e c e n t l y  i n t r o d u c e d

i n d i v i d u a l  c o n t r a c t s  t h a t  p u t  b a r g a i n i n g  o n  a n  i n d i v i d u a l  

b a s i s  a n d  a m e n d e d  t h e  g r i e v a n c e  p r o c e d u r e s  b y  r e p l a c i n g  t h e  

r i g h t  t o  h a v e  a  u n i o n  o f f i c i a l  a s  a  r e p r e s e n t a t i v e ,  w i t h
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t h e  r i g h t  t o  h a v e  a  ' w o r k  c o l l e a g u e '  p r e s e n t .

T h e s e  e x a m p l e s  g i v e  r i s e  t o  t h e  q u e s t i o n  o f  w h e t h e r  

m a n a g e r s  h a v e  t h e  i n t e n t i o n  o f  m a r g i n a l i s i n g  t h e  N U J ,  w i t h  

t h e  u l t i m a t e  p u r p o s e  o f  d e r e c o g n i t i o n .  A l t h o u g h  s u r v e y s  

s u c h  a s  t h o s e  o f  M i l l w a r d  a n d  S t e v e n s  ( 1 9 8 6 )  a n d  M a r g i n s o n  

e t  a l  ( 1 9 8 8 )  f o u n d  n o  s i g n i f i c a n t  m o v e  t o  d e r e c o g n i t i o n ,  a  

t r e n d  o f  d e r e c o g n i t i o n  a c r o s s  a  r a n g e  o f  i n d u s t r i e s  w a s  

i d e n t i f i e d  b y  a  L a b o u r  R e s e a r c h  s u r v e y .  I t  i d e n t i f i e d  23  

a t t e m p t s  t o  d e r e c o g n i s e  a n  e s t a b l i s h e d  t r a d e  u n i o n  o r  t r a d e  

u n i o n s  b e t w e e n  J a n u a r y  1 9 8 7  a n d  J a n u a r y  1 9 8 8 ,  o f  w h i c h  o n l y  

t h r e e  w e r e  u n s u c c e s s f u l .  O f  t h e s e  2 0  d e r e c o g n i t i o n s ,  f o u r  

w e r e  NUJ b o o k  p u b l i s h i n g  c h a p e l s  ( L a b o u r  R e s e a r c h ,  1 9 8 8  

A p r i l ) .  F u r t h e r  s u r v e y  e v i d e n c e  i s  e x a m i n e d  b y  T o w e r s  

( 1 9 8 8 )  w h o  c o n c l u d e s ,  ' W h i l s t  i t  i s  c l e a r  t h a t  t h e r e  i s  

c u r r e n t l y  n o  m a j o r  m o v e m e n t  t o w a r d s  d e r e c o g n i t i o n  b y  

B r i t i s h  e m p l o y e r s ,  w h a t  w a s  o n c e  e x t r e m e l y  r a r e  i s  n o w  

b e c o m i n g  m o r e  c o m m o n p l a c e  a n d ,  i n  s o m e  s e c t o r s ,  

d e r e c o g n i t i o n  i n i t i a t i v e s  s e e m  t o  b e  b e c o m i n g  a l m o s t  

f a s h i o n a b l e '  ( 1 9 8 8 ,  p . 1 8 4 ) .  I n  a  f o o t n o t e  h e  c i t e s  

p u b l i s h i n g  a s  a  p r o m i n e n t  ' f a s h i o n a b l e '  s e c t o r .

W h i l s t  t h e r e  d o e s  s e e m  t o  b e  a  t r e n d  t o w a r d s  

m a r g i n a l i s a t i o n  o f  t h e  N U J ,  i t  i s  m i s l e a d i n g  t o  a r g u e  t h a t  

i t  h a s  b e e n  c o n s i s t e n t ,  o r  c o n s t i t u t e s  d e r e c o g n i t i o n .  A t  

TR N, a c c o r d i n g  t o  NUJ n a t i o n a l  o f f i c e r s ,  t h e  E d i n b u r g h  

p u b l i s h i n g  c e n t r e  h a s  n o t  b e e n  a f f e c t e d ;  B e l f a s t ,  N e w c a s t l e  

a n d  A b e r d e e n  h a v e  r e d u c e d  h o u s e  a g r e e m e n t s  b u t  r e t a i n  

c o l l e c t i v e  p a y  b a r g a i n i n g ;  B l a c k b u r n ,  C a r d i f f ,  C h e s t e r ,  

M e r t h y r  T y d f i l  a n d  M i d d l e s b r o u g h  h a v e  h a d  t h e i r  h o u s e  

a g r e e m e n t s  a b a n d o n e d  w i t h  p e r s o n a l  p a y  c o n t r a c t s  o f f e r e d  t o  

s e n i o r  e d i t o r i a l  s t a f f ,  b u t  w i t h  NUJ g r i e v a n c e
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r e p r e s e n t a t i o n  i n t a c t ;  a n d  R e a d i n g  h a s  e x t e n s i v e  p e r s o n a l  

p a y  c o n t r a c t s ,  n o  NUJ c h a p e l  a n d  m a n a g e m e n t  p o s i t i v e l y  

d i s c o u r a g i n g  NUJ m e m b e r s h i p .

Som e  NUJ o f f i c i a l s  a n d  m e m b e r s  a r g u e  t h a t  t h e  u l t i m a t e  

m a n a g e r i a l  g o a l  i s  t o  d e u n i o n i s e  t h e  n e w s p a p e r  i n d u s t r y .  

T h e  f i r s t  s t e p  w a s  t h e  r e m o v a l  o f  t h e  NGA t h r o u g h  t h e  

i n t r o d u c t i o n  o f  d i r e c t  i n p u t ,  a n d  t h e  n e x t  s t a g e  i s  

d e r e c o g n i t i o n  o f  t h e  N U J .  I n  s h o r t  t h e y  a r e  s u g g e s t i n g  t h a t  

m a n a g e r s  a r e  o n  t h e  o f f e n s i v e .  T h e y  c i t e  TRN a s  t h e  p r i m e  

e x a m p l e  o f  a  ' u n i o n  b u s t i n g '  c o m p a n y ,  a n d  a r g u e  t h a t  i t s  

s t r a t e g y  e m a n a t e s  f r o m  t h e  I n t e r n a t i o n a l  T h o m s o n  

O r g a n i s a t i o n  L t d  ( I T O L )  h e a d  o f f i c e  i n  New Y o r k .  T h i s  i s  i n  

p a r t  s u p p o r t e d  b y  f i g u r e s  w h i c h  s h o w  t h a t  TRN t i t l e s  h a v e  

t r a d i t i o n a l l y  b e e n  a m o n g s t  t h e  n e w s p a p e r s  w i t h  t h e  h i g h e s t  

NUJ d e n s i t y .  A f a r  m o r e  s a t i s f a c t o r y  e x p l a n a t i o n  r e l a t e s  t o  

t h e  i n c r e a s e d  c o m p e t i t i o n  a n d  c h a n g i n g  p r o d u c t  m a r k e t  w i t h  

t h e  a r r i v a l  o f  n e w  t e c h n o l o g y .  T h e  T h o m s o n  o r g a n i s a t i o n  h a s  

b e e n  r e s t r u c t u r e d  o v e r  t h e  l a s t  t h r e e  y e a r s ,  t h e  t i t l e s  

w i t h i n  t h e  g r o u p  n o w  h a v e  a  d i f f e r e n t  r e l a t i o n s h i p  w i t h  

ITOL H e a d  O f f i c e ,  a n d  t h e  m i d d l e  t i e r  ( t h e  TRN d i v i s i o n a l  

m a n a g e m e n t )  h a s  f e w e r  f u n c t i o n s .  T h e r e  i s  g r e a t e r  l o c a l  

l e v e l  m a n a g e r i a l  a c c o u n t a b i l i t y  b e c a u s e  e a c h  p u b l i s h i n g  

c e n t r e  h a s  b e c o m e  a n  a u t o n o m o u s  p r o f i t  c e n t r e .  T h i s  a l l o w s  

m a n a g e r s  t o  p u r s u e  t h e  i n d u s t r i a l  r e l a t i o n s  p o l i c y  t h e y  

d e e m  t o  b e  m o s t  a p p r o p r i a t e  i n  o r d e r  t o  s e c u r e  t h e i r  

i n d i v i d u a l  f i n a n c i a l  t a r g e t s  t h a t  h a v e  b e e n  s e t  b y  h e a d  

o f f i c e .  C o n s e q u e n t l y ,  i t  i s  h a r d l y  s u r p r i s i n g  t h a t  t h e  

d i v e r s i t y  o f  TRN t i t l e s  i n  t e r m s  o f  c i r c u l a t i o n ,  p u b l i s h i n g  

l o c a t i o n ,  t u r n o v e r ,  s t a f f i n g  l e v e l s  a n d  p r o f i t a b i l i t y  

s h o u l d  b e  r e f l e c t e d  i n  a  d i v e r s i t y  o f  i n d u s t r i a l  r e l a t i o n s
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s t r a t e g y .  E l s e w h e r e  I  h a v e  a r g u e d  t h a t  t h e r e  h a s  b e e n  a  

m o v e  w i t h i n  ITOL t o  a  h u m a n  r e s o u r c e  m a n a g e m e n t  c e n t r e d  

s t r a t e g y  a t  c o r p o r a t e  l e v e l  a n d  t h a t  t h i s  h a s  c a u s e d  l o c a l  

m a n a g e r s  t o  r e a p p r a i s e  t h e i r  f u n c t i o n s  a n d  t h e  n a t u r e  o f  

i n d u s t r i a l  r e l a t i o n s  ( s e e  P e r s o n n e l  R e v i e w  1 9 8 9  V o l . 1 8  

N o . 4  ) .

T h e  p r o b l e m  w i t h  t h e  d e r e c o g n i t i o n  t h e s i s  i s  t h a t  i t  

t r e a t s  a s  h o m o g e n e o u s  w h a t  m a y  b e  a  d i v e r s e  a n d  c o m p l e x  s e t  

o f  i n d u s t r i a l  r e l a t i o n s  s t r a t e g i e s ,  a s  t h e  T h o m s o n  t i t l e s  

i l l u s t r a t e .  F u r t h e r m o r e ,  i t  e l e v a t e s  t h e s e  ' s t r a t e g i e s '  o f  

l a b o u r  c o n t r o l  t o  p r i m e  i m p o r t a n c e .  W h i l s t  t h e r e  a r e  

m a n a g e r s  w ho  u n d o u b t e d l y  h a v e  l e a r n e d  l e s s o n s  f r o m  t h e i r  

e x p e r i e n c e s  w i t h  t h e  NGA o v e r  l a b o u r  c o n t r o l , i t  i s  

s o m e w h a t  t e n u o u s  t o  c l a i m  t h a t  m a n a g e r s  f e a r  t h e  t a k e o v e r  

o f  c o n t r o l  b y  j o u r n a l i s t s .  T h e  p r e c e d i n g  c h a p t e r s  h a v e  

s h o w n  t h a t  w h i l s t  l a t e n t  p o w e r  h a s  b e e n  t r a n s f e r r e d ,  

c o n t r o l  h a s  n o t .  T h e  l a c k  o f  t r a n s f e r r e d  c o n t r o l  i s  n o t  

r e l a t e d  t o  t h e  s t r e n g t h  o f  m a n a g e m e n t  i n  n e g o t i a t i o n s ,  o r  

p o s t  i n t r o d u c t i o n  p o l i c i e s ,  b u t  i s  d u e  t o  i n h i b i t i n g  

f a c t o r s  i n h e r e n t  i n  j o u r n a l i s t i c  w o r k ,  w o r k p l a c e  

o r g a n i s a t i o n ,  a t t i t u d e s ,  a n d  w o r k g r o u p  o r i e n t a t i o n s .

T h e  m o v e  t o w a r d s  p o l i c i e s  t h a t  e n c o u r a g e  i n d i v i d u a l i s m  

r a t h e r  t h a n  c o l l e c t i v i s m  m i g h t  b e  a  r e c o g n i t i o n  b y  m a n a g e r s  

o f  t h e  c o n t r o l  p o t e n t i a l  o f  t h e  w o r k g r o u p ,  a n d  t h e r e f o r e  a n  

a t t e m p t  t o  h a l t  i t s  d e v e l o p m e n t  a t  a n  e a r l y  s t a g e .  On t h e  

o t h e r  h a n d  i t  m a y  r e p r e s e n t  a n  i n c r e a s e d  m a n a g e r i a l  

c o n f i d e n c e  d u e  t o  t h e  e l i m i n a t i o n  o f  t h e  NGA, a n d  a  

r e q u i r e m e n t  b o t h  t o  d e v e l o p  t h e  p r o d u c t  i n  o r d e r  t o  r e m a i n  

c o m p e t i t i v e ,  a n d  t o  c o n t a i n  c o s t s  i n  t h e  l i g h t  o f  t h e  l a r g e  

c a p i t a l  i n v e s t m e n t  i n  n e w  t e c h n o l o g y  ( o r  i m m i n e n t  c a p i t a l
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i n v e s t m e n t ) .  A t t e m p t i n g  t o  m a r g i n a l i s e  t h e  NUJ m ay  

t h e r e f o r e  b e  a  m e a n s  o f  c o n t r o l l i n g  o n e  a r e a  o f  u n c e r t a i n t y  

i n  f i n a n c i a l  p l a n n i n g ;  i t  m i g h t  t h u s  b e  a  w e l c o m e d  

b y - p r o d u c t  r a t h e r  t h a n  a n  e n d  i n  i t s e l f .

O v e r a l l ,  m a n a g e r s  a r e  a t t e m p t i n g  t o  p r e v e n t  t h e  

e x p a n s i o n  o f  c o n t r o l  b y  j o u r n a l i s t s ,  r a t h e r  t h a n  e m b a r k i n g  

o n  a n  e m p l o y e r s  o f f e n s i v e .  H o w e v e r ,  p a r t i c u l a r  n e w s p a p e r s  

m ay  h a v e  m a n a g e r s  w h o  s e e  o p p o r t u n i t i e s  f o r  c o n t r o l  p u s h ,  

a n d  i n c r e a s i n g l y  t h e  t y p e  o f  w o r k p l a c e  c o n t r o l  m a y  d i f f e r  

f r o m  n e w s p a p e r  t o  n e w s p a p e r .  T h e r e f o r e ,  n e w  t e c h n o l o g y  

s e e m s  t o  h a v e  t r a n s f o r m e d  w o r k p l a c e  c o n t r o l ,  a l t h o u g h  i t  

c a n n o t  d i c t a t e  t h e  e x t e n t  o r  n a t u r e  o f  t h i s  t r a n s f o r m a t i o n  

i n  t h e  l o n g  t e r m .  G i v e n  t h a t  t h e  p r e s e n t  s i t u a t i o n  i s  

p e r h a p s  a  h o n e y m o o n  p e r i o d  f o r  t h e  j o u r n a l i s t s  a n d  t h e  N U J ,  

t h e  t h e s i s  c o n c l u d e s  w i t h  s p e c u l a t i o n s  a b o u t  t h e  f u t u r e .

New T e c h n o lo g y  a n d  C o n t r o l : F u t u r e  D e v e lo p m e n t s

T h e  m o s t  s i g n i f i c a n t  d e v e l o p m e n t s  a r e  l i k e l y  t o  o c c u r  

a m o n g s t  t h e  s u b - e d i t o r s ,  n o t  o n l y  b e c a u s e  o f  t h e i r  

i n c r e a s e d  i m p o r t a n c e  t o  p r o d u c t i o n  t h r o u g h  d i r e c t  i n p u t ,  

b u t  a l s o  b e c a u s e  t h e  i n t r o d u c t i o n  o f  o n - s c r e e n  p a g e  m a k e - u p  

i s  l i k e l y  t o  e n h a n c e  t h e i r  c e n t r a l i t y  f u r t h e r .  T h e i r  

d i s t i n c t  a t t i t u d e s ,  n e w  s k i l l s  a n d  n e w  e x p e r i e n c e s  o f  w o r k  

m i g h t  c o n s e q u e n t l y  l e a d  t o  t h e  s u b - e d i t o r s  i d e n t i f y i n g  

t h e m s e l v e s  a s  a n  e l i t e  w o r k g r o u p .  I n c r e a s i n g l y ,  t h e y  m i g h t  

i s o l a t e  t h e m s e l v e s  f r o m  o t h e r  j o u r n a l i s t s  a n d  s e e k  h i g h e r  

w a g e s  a n d  b e t t e r  c o n d i t i o n s  b y  u s i n g  t h e i r  l a t e n t  p o w e r  o f  

i m m e d i a c y  a s  a  b a r g a i n i n g  t o o l .  H o w e v e r ,  t h i s  w o u l d  d e p e n d  

. u p o n  t h e  d e v e l o p m e n t  o f  a  s t r o n g  w o r k g r o u p  c o n s c i o u s n e s s  

a n d  t h e  a d o p t i o n  o f  a  m u c h  m o r e  m i l i t a n t  a t t i t u d e ,  n o
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e v i d e n c e  o f  w h i c h  c a n  b e  f o u n d  i n  t h e  r e s e a r c h .  I t  m ay  

r e q u i r e  t h e  NUJ t o  f o c u s  i t s  a t t e n t i o n  o n  a c h i e v i n g  1 0 0  p e r  

c e n t  d e n s i t y  i n  t h e  s u b b i n g  d e p a r t m e n t s ,  a s  o p p o s e d  t o  

a c r o s s  t h e  w o r k f o r c e  i n  g e n e r a l .

A l t e r n a t i v e l y ,  m a n a g e r s  m i g h t  a c k n o w l e d g e  t h e  s p e c i a l  

r o l e  o f  t h e  s u b s  a n d  c o u l d  a t t e m p t  t o  r e d u c e  t h e  

d e v e l o p m e n t  o f  a  s t r o n g  w o r k g r o u p  c o n s c i o u s n e s s  t h r o u g h  t h e  

u s e  o f  e m p l o y m e n t  p o l i c i e s  d i r e c t e d  t o  t h e  i n d i v i d u a l  a s  

o p p o s e d  t o  t h e  w o r k g r o u p .  T h i s  m a y  i n  f a c t  b e  c o s t l y ,  w i t h  

s u b s  e n j o y i n g  h i g h  s a l a r i e s  a n d  i m p r o v e d  c o n d i t i o n s  o f  w o r k  

-  e s p e c i a l l y  i f  d e m o g r a p h i c  c h a n g e s  e x a c e r b a t e  t h e  s k i l l s  

s h o r t a g e  t h a t  a l r e a d y  e x i s t s .  B u t  s u c h  c o s t l y  p o l i c i e s  m a y  

b e  t h e  p r i c e  m a n a g e r s  h a v e  t o  p a y  -  a n d  a r e  w i l l i n g  t o  p a y  

i n  o r d e r  t o  p r e v e n t  t h e  e m e r g e n c e  o f  a  c o l l e c t i v e  

w o r k g r o u p  c o n s c i o u s n e s s  a n d  t h e  d e v e l o p m e n t  o f  c o n t r o l  

a m o n g s t  t h e  s u b s .

F u r t h e r  c h a n g e s  i n  t e c h n o l o g y  m i g h t  a l s o  p r o v i d e  

m a n a g e r s  w i t h  c h o i c e s  w h i c h  w i l l  a f f e c t  t h e  d e v e l o p m e n t  o f  

c o n t r o l . O n - s c r e e n  p a g e  m a k e - u p  r a i s e s  q u e s t i o n s  o f  w o r k  

a l l o c a t i o n .  D o e s  o n e  u p s k i l l  s u b s ,  o r  s h o u l d  n e w  e d i t o r i a l  

w o r k e r s  b e  i n t r o d u c e d ,  s u c h  a s  o n - s c r e e n  g r a p h i c  a r t i s t s ?  

How s h o u l d  w o r k t a s k s  b e  s p l i t ,  a n d  how w o u l d  s u c h  g r o u p s  

i n t e r a c t  w i t h  e a c h  o t h e r ?  Som e m a n a g e r s  a r e  f e a r f u l  t h a t  i t  

w o u l d  l e a d  t o  t h e  r e b i r t h  o f  c r a f t  u n i o n i s m  a n d  s o  a r e  

a d v o c a t i n g  f l e x i b i l i t y  a m o n g s t  t h e  s u b s .  B u t  s u c h  w i d e  

m u l t i - s k i l l i n g  m a y  p o s e  p r o b l e m s  o v e r  q u a l i t y  a n d  s p e e d  o f  

p r o d u c t i o n .

Som e  n e w s p a p e r  m a n a g e r s  h a v e  s t r o n g  r e s e r v a t i o n s  a b o u t  

. t h e  s u p p o s e d  a d v a n t a g e s  o f  o n - s c r e e n  p a g e  m a k e - u p  a n d  a r e  

l o o k i n g  i n t o  a l t e r n a t i v e  s y s t e m s ,  e s p e c i a l l y  p a g e - p l a n n i n g
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s y s t e m s ,  s u c h  a s  t h e  o n e  u s e d  b y  T h e  I n d e p e n d e n t .

T e c h n o l o g i c a l  d e v e l o p m e n t s  m i g h t  t h e r e f o r e  l e a d  t o  g r e a t e r  

d i v e r s i t y  i n  p r o d u c t i o n  t e c h n i q u e s  f r o m  n e w s p a p e r  t o  

n e w s p a p e r ,  a n d  d i f f e r e n c e s  i n  t h e  l e v e l s  o f  c o n t r o l  e x e r t e d  

b y  k e y  w o r k e r s .

F u r t h e r m o r e ,  t h e r e  m a y  b e  g r e a t e r  d i v e r s i t y  i n  t h e  

o r g a n i s a t i o n  o f  n e w s  g a t h e r i n g .  R e p o r t e r s  c a n  b e  m o r e  

e a s i l y  d i s t r i b u t e d  a r o u n d  a  r e g i o n  e i t h e r  i n  d i s t r i c t  

o f f i c e s  o r  w o r k i n g  f r o m  h o m e .  T h i s  s e e m s  i n c r e a s i n g l y  

l i k e l y  f o r  t h e  f u t u r e ,  s i n c e  m u c h  o f  t h e  p r e - s u b b i n g  s t a g e s  

a r e  i n d i v i d u a l i s t i c .  An i n c r e a s e d  n u m b e r  o f  s m a l l  d i s t r i c t  

o f f i c e s  s e e m s -  m o s t  f e a s i b l e  s i n c e  t h i s  n o t  o n l y  ' f l i e s  t h e  

f l a g '  f o r  t h e  c o m p a n y  b u t  p r o v i d e s  a n  e a s i l y  a c c e s s i b l e  w a y  

t o  p l a c e  a d v e r t s ,  a n d  e n h a n c e s  l o c a l  c o v e r a g e ,  s o  

c o n s e q u e n t l y  m ay  i m p r o v e  s a l e s .  I t  a l s o  m a i n t a i n s  

m a n a g e m e n t ' s  d a i l y  c o n t r o l  a n d  c o n t a c t  m o r e  e f f e c t i v e l y  

t h a n  h o m e w o r k i n g  -  o r  t e l e c o m m u t i n g  -  w h i l s t  i n h i b i t i n g  t h e  

d e v e l o p m e n t  o f  a  s t r o n g  w o r k g r o u p  c o n s c i o u s n e s s  a m o n g s t  

j o u r n a l i s t s .

S p e c u l a t i o n  a s i d e ,  t h e  t r a n s f e r  o f  p r o d u c t i o n  t a s k s  t o  

t h e  e d i t o r i a l  d e p a r t m e n t ,  h a s  i n c r e a s e d  t h e  l a t e n t  p o w e r  o f  

j o u r n a l i s t s ,  a n d  i n  t h e  s h o r t  t e r m ,  e n h a n c e d  t h e i r  c o n t r o l .  

C o n s e q u e n t l y ,  t h e  ' f r o n t i e r  o f  c o n t r o l '  i s  a t  p r e s e n t  i n  a  

s t a t e  o f  f l u x ,  b u t  i n  t h e  l o n g  t e r m  i t  w i l l  b e  r e d r a w n  

a l o n g  v e r y  d i f f e r e n t  l i n e s  b e c a u s e  t e c h n o l o g y  i n c r e a s e s  t h e

d i v e r s i t y b e t w e e n  j o u r n a l i s t s  a t d i f f e r e n t n e w s p a p e r s , a n d

b e t w e e n e d i t o r i a l w o r k g r o u p s w i t h i n n e w s p a p e r s . A s

t e c h n o l o g i c a l  c h a n g e c o n t i n u e s , m a n a g e r s a r e  l i k e l y t o

d e v e l o p  c o n t r o l  p u s h  t o  e n h a n c e  t h e i r  m a n a g e r i a l  

f l e x i b i l i t y  a t  l o c a l  l e v e l ,  s o  f o r  t h e  j o u r n a l i s t s  t o  h o l d
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b a c k  t h e  f r o n t i e r  -  l e t  a l o n e  p u s h  i t  i n  t h e i r  f a v o u r  -  

t h e y  m u s t  c o n v i n c e  m a n a g e m e n t  t h a t  t h e y  c a n  e x e r t  w o r k p l a c e  

c o n t r o l  a n d  a r e  p r e p a r e d  t o  d o  s o .  E v i d e n c e  f r o m  t h i s  

r e s e a r c h  s u g g e s t s  t h a t  t h e y  a r e  s e r i o u s l y  i n h i b i t e d  i n  b o t h  

r e s p e c t s .
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N U J-N G A  J o i n t  I n i t i a t i v e  on  D i r e c t  I n p u t
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PROVINCIAL NEWSPAPERS.

The National Union of Journalists and the National Graphical 
Association (1982) have concluded the terms of the following 
agreement to provide for the introduction of Direct Input into . 
provincial newspaper offices. Both unions agree that Direct Input 
will only he introduced on the basis of pricr joint union agreement 
with the employer. This agreement sets out the terms to be 
included in such agreements.

All negotiations with employers for the introduction of new 
technology as outlined in this agreement will only be undertaken 
jointly by both unions at national officer level with branch and chapel involvement.
1. General_Principles

A. There will be a NUJ/NGA linking arrangement in any .
office where Direct Input new technology is introduced 
and where NGA members transfer.

'B. The unions commit themselves to maintain and increase 
trade union membership on the introduction of Direct 
Input new technology.

C. The unions commit themselves to reach an agreed 
training programme for those NGA members moving into editorial work.

D. The introduction of new technology shall not result 
in any compulsory redundancy.

E. The unions commit themselves to support a policy 
whereby only trade union members are allowed access 
to the Direct Input new technology. .

F. There should be no diminution of wages and conditions 
for Journalists or NGA 'members.. The principle to be 
followed should be that of nlevelling-upn of wages/ 
conditions wherever this ais possible with the introduction of new technology.'

2. Distribution_of_Work
A. Staff journalists will' have the facility to directly 

input copy they originate without the need for 
re-keying by compositor members of the NGA.

B. Page planning, page lay-out or dummying will continue 
to be undertaken by journalists in the traditional 
manner by marking up page lay-outs on paper. VDTs will 
not be used by journalists for this purpose or to make
up and assemble pages.
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NUJ/NGA
Agreement / continuation 2.

C. The retention of the following work is the exclusive 
province of the NGA and its members, including 
retention of exclusive bargaining rights by the NGA:
i) The input of contributed copy in whatever form - and in whichever area ib*s undertaken - 

eg. letters, correspondence copy, agency 
material, sporting fixtures, results, etc.

ii) All separate reading and correcting functions.
iii) The make-up and assembly of pages, any parts 

or sections of pages, or any material inside 
a page, will continue.to be undertaken solely 
by members of the NGA, in whatever form by 
hot metal, paste-up and/or the operation of VDTs.

D. The principles in paragraphs B and C (iii) above will 
be observed for a period of not less than 5 years by 
both unions.

E. The NGA will continue to represent and negotiate 
conditions for its members involved in origination work 
(Inputting, Reading, Correcting, Make-up, Assembly, 
Photo-typesetting* Computer operating etc) irrespective 
of the department where those members are situated and 
are performing those operations, excluding those 
referred to in clause 3B below.

3. Re-depl °Yed_Member s_int o_the_Ed.it orial_ Area
A. In deciding the numbers to be transferred - which shall 

be additional staff - the NUJ and NGA shall take account 
of the following considerations:
i) there will be no compulsory redundancy 

of members of either union
ii) the number of NGA'members affected by the 

diminution of work in the composing area
iii) the introduction of direct entry technology 

into the editorial area
iv) the slower process of sub-editing on screen
v) maintaining a journalistic career structure 

without acting to the detriment of the over
riding principles of this agreement.

B. The NGA accepts that NGA members who transfer into the 
editorial area on editorial functions (reporting and 
sub-editing) will be represented by the NUJ for 
collective and individual bargaining purposes.
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NUJ/NGA
Agreement / continuation- 3.

C. NGA members who transfer into the editorial area on 
editorial functions (reporting and sub-editing) will 
remain in membership of the NGA and continue to pay 
their subscriptions directly to the NGA.

D. NGA members who transfer to the editorial area on 
editorial functions (reporting and sub-editing) will 
also become full members of. the NUJ, they will not be 
required to pay subscriptions to the NUJ, but would be 
subject to NUJ industrial control from National, branch 
and chapel level.

E. The subscription arrangements set out in this agreement 
will be observed for a period of not less than 5 years.

4.
A. It is envisaged that there will be two chapels in the 

origination area of all newspapers - an editorial 
chapel and a production chapel.

B. The editorial chapel will include all journalists and 
NUJ/NGA members employed on sub-editing or reporting 
who have been transferred from the production chapel 
to editorial area.

C. The production chapel will include all NGA members 
who are involved in the inputting of contributed copy, 
reading and correcting functions, page make-up, 
operating photo-typesetters, computers and any other 
ancillary processes etc.

D. The editorial chapel has sole authority to negotiate 
on any issues which affect the editorial area, but 
will not enter into industrial disputes of any kind 
without prior reference and agreement with the 
production chapel, and both unions as set out below.

E. The production chapel will operate under exactly the 
same terms of reference as the editorial chapel and 
will not' enter into industrial disputes without prior 
reference and agreement to the editorial chapel, and 
both unions, as set out below.

F. FoC/MoCs of both unions will be entitled to attend all 
committee and chapel meetings of both unions.

G. Additionally, a joint NUJ/NGA chapel will be established 
in each new technology house which will operate on the 
basis of joint meetings of all NUJ and NGA members to 
elect joint chapel officers.

H. A joint NUJ/NGA chapel committee consisting of equal 
numbers of NGA and NUJ representatives will be established 
at each house where new technology is introduced.
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NUJ/NGA
Agreement / continuation 4.

I. Any industrial problems that cannot be resolved by- 
discussions between the chapels and the company will 
be referred to the Joint Chapel Committee (or if 
necessary the full joint chapel) who will involve full
time officials from both unions.

J. At any subsequent' meetings with the company, full-time 
officials of both unions will be present at negotiations 
with a view to satisfactorily resolving the matter.

K. If the matter remains unresolved, and it is not 
possible for the two chapels to arrive at a common 
recommendation on how to pursue the problem, the 
chapels, the full-time officials and representatives 
of each union1s Executive will meet to try to arrive 
at a common position on the issue.

L. If a common position is agreed, the matter will then 
be pursued by both unions jointly in negotiations with 
the company. If no satisfactory resolution is obtained 
through negotiations, both unions may jointly pursue 
official industrial action and picket lines will be 
respected.

M. Should it not be possible for the two unions to arrive 
at a common agreement, each individual union will * 
reserve the right to pursue the matter unilaterally.

N. There will be a Joint Standing Committee which will 
consist of the NUJ/NGA representatives who negotiated 
this agreement, who will supervise its implementation.

rs.
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A P P E N D IX  B

Q u e s t i o n n a i r e  f o r  t h e  W o r k g r o u p  S u r v e y
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JOURNALISTS AND NEW TECHNOLOGY
This questionnaire is part of an independent research project 
concerning journalistic work and new technology in provincial 
newspapers. Although it has been distributed via the NUJ, all the 
responses will be kept in the strictest confidence. To ensure this 
anonymity, the NUJ (and yourselves) will have access to - the 
results of the survey, but not to the individual questionnaires.

I hope you can spare the time to complete the questionnaire - 
it'll take about 15 minutes. Please return it to your FOC/MOC.

Thank you.

Mike Noon

Researcher, Imperial College of Science and Technology, London.

1/ Please tick your job category.

R e p o r t e r S u b  editorQ] Features [] Sport Q] Other| |

2/ How long have you been working for this newspaper? ...........

3/ How many years in total have you been a journalist? ..........

4/ Please list any full-time jobs other than journalism that you 
have done for more than two years.

5/ Have you ever attended a journalist training course?

NCTJ Post-entry Q

In-house training scheme at this paper 

In-house training scheme at another paper

Pre-entry journalist course [̂ ] 

No opportunity to attend course

Other (please specify)...................................

6/ How long did you attend for? ...................................

7/ Do you think all juniors nowadays should be obliged to attend 

a training course? Yes Q  No| |

8/ Who do you think is best suited to run training courses?

An independent body advised by journalists and employers Q  

The newspaper where the trainee is employed| |

An organisation run totally by journalists| |

Other body, eg. education authority....................



J o u r n a l i s t i c  W ork

9/ Would you say your job was a:

CraftQ] T r a d e Q  P r o f e s s i o n O t h e r  (specify)| |

Why? ................................................

10/ Below is a list of qualities that a senior journalist might 
possess. Please number them in order of importance. If you 
want to add any extra qualities, please do so.

ability to absorb information

ability to write quickly and concisely

competent office skills (typing,shorthand)

outgoing personality

good analytical powers

good knowledge of grammar

sense of news value

11/ Who should devise a code of ethical conduct for journalists?

newspaper owners and managers \̂ \
the government [̂ ] 

the public 

journalists themselves

an independent body representing all groups Q

other body (please specify)................................

there is no need for a code of ethical conduct

12/ If there was an organisation to discipline journalists for 
misconduct, who should be represented on such a body?

journalists | |

owners and managers

lawyers (eg. solicitors, magistrates)

public appointed representatives

others? (please specify)....................... .....

there is no need for a disciplinary body Q



Technology much slightly same slightly much
less less more more

1 3 / Would you have liked more 
or less training on how to 
use the new equipment? □ □ □ □ □

\
 

i—1 Has the introduction of new 
technology made meeting the 
news deadline more or less 
difficult? □ □ □ □ □

1 5 / Are you more or less able 
to control the pace at 
which you work? □ □ □ □ □

1 6 / Does technology make it 
more or less difficult for
your superiors to measure 
the amount of work you 
produce? □ □ □ □ □

1 7 / Does the new technology 
mean you spend more or less 
time at your desk? □ □ □ □ □

00 
r—4 Do you think technology has 

made you more or less 
productive each week? □ □ □ □ □

1 9 / Do you think new technology 
makes journalists more or 
less likely to produce 
better quality work? □ □ □ □ □

2 0 / Does new technology make it 
easier for journalists to 
move to another newspaper? □ □ □ □ □

2 1 / Has technology made your 
working environment more or 
less healthy and safe? □ □ □ □ □

2 2 / Does the new technology 
make your job more or less 
difficult? □ □ □ □ □

How'?......................................................................

2 3 / Does the VDU make you feel 
more or less isolated from 
other journalists? □ □ □ □ □

Why?..........................

2 4 / Has technology made your 
job more or less 
satisfying? □ □ □ □ □

In what way?



much slightly slightly muchi t sameless less more more

□ □ □ □ □
In what way?

25/ Would you describe your job 
as more or less skilled 
since the introduction of 
new technology?

26/ Which one of the following statements do you most agree with?

Technology has made my job less monotonous | | 

Technology has made my job more monotonous | | 

Technology has not affected the monotony of the job | | 

Technology has replaced old monotonous aspects with new ones Q

There are no monotonous aspects to my job □  

Workgroup organisation

27/ Which ONE of the following statements do you most agree with.

1. Journalists should have an organisation through which they 
bargain with management over pay, conditions, technology, etc.

2. Journalists should have an organisation to represent them 
for individual grievances, but decision-making over pay, 
conditions, technology, etc. should be left to management.

3. There is no need for any such organisation for journalists.

Yes No Don't know

28/ Is the NUJ affiliated to the TUC? □ □ □
29/ Should it be affiliated? □ □ □
30/ Do you think journalists are ever 

justified in taking industrial action? 
(eg. strike, work to rule, go slow, etc.) □ □ □

31/ The following is a list of aims which the NUJ could pursue. 
Please number them in order of importance.

To protect journalists against redundancy or dismissal 

To negotiate with management for better wages & conditions 

To try and achieve professional recognition for journalists 

To provide a forum for serious debate of journalists matters 

To organise social events for journalists 

To deal with the problems of individual members 

To achieve 100% membership

Some other aim (specify)......................................

32/ Please state why you are a member of the NUJ ?



D e c i s i o n  m a k in g

For the following list of subjects, please indicate whether or 
not you think the NUJ CHAPEL SHOULD B E  involved in decision 
making at your workplace.

The NUJ chapel should be involved 
alw ays sometimes never

Changes in working conditions and 
practices □ □ □

No. of holidays, days in lieu, etc. □ □ □

Changes in technology □ □ □

Changes in the content or the style 
of the newspaper □ □ □

Investment in new projects, eg.launch 
of a new title □ □ □

Appointment of journalistic staff □ □ □

Dismissal of journalistic staff, 
eg.redundancy □ □ □

Do you consider any part of your job to be managerial and if

so, what? ................. ............

35/ Would you consider applying for a managerial post either at 
this newspaper or elsewhere? Y e s N o |  |

36/ What job do you see yourself doing in five years time?

B a c k g r o u n d  d e t a i l s

37/ MaleQ] Female Q] 38/ Age:.....
Yes No

39/ Do you have a permanent relationship with a 
either through marriage or living together?

partner,
□ □

40/ Is anyone financially dependent on you, for 
partner, children, elderly parents, etc.

example
□ □

Thank you for your help with this research. Please return the 
questionnaire to your FOC/MOC.
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l r i t r o d u c t i  on

1 .1

1.2 The agreement provides for the introduction and operation of a 
computer controlled editorial direct input system and is in addition 
to existing agreements between the Company and the NUJ and the 
Company and the NGA.

1.3 No union member will be made redundant as a consequence of the 
operation of this agreement.

2. Scope of the Agreement

2.1 The Company agrees that staff journalists will input their own 
copy into the system via VDUs or portable transmission units. They 
will not be required to perform inputting functions which they have 
not done before.

2.2 Telephone copy originated by staff journalists and all editorially 
acceptable contributed copy received on paper or over the telephone 
from freelance journalists, contributors or correspondents, will be 
input into the system by NGA members.

2.3 The Company and the Unions recognise that some contributed copy will 
need substantial rewriting by staff journalists. When 'rewritten, such 
copy will be input into the system by the staff journalist concerned. 
Where contributed manuscript copy is of poor quality in terms of its 
legibility, but is editorially acceptable, then it will be input into 
the system by NGA members.

2.4 Press Association wire service material will be directly received into 
the system and be subject to the terms of the agreement between the 
Newspaper Society and the NGA, which limits the use of P.A. to 14,000 
words a day or 84,000 words a week.

In accordance wi^h the provisions of clauses 2.1 to 2.4 copy can be
c.alled to screen by sub-editors, subbed, headlined, given typographical
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instructions, read and corrected, and then directly output to the 
phototypesetter(s ).

2.6 The methods of page make-up will remain unchanged by this agreement 
and will continue to be undertaken only by NGA members. Page planning, 
page layout and page dummying operations will continue to be undertaken 
by staff journalists in the traditional manner by marking up page 
layouts on paper. Any proposed changes to methods of make-up in the 
future will be progressed through negotiations and the full adherence 
to the disputes and differences procedure!s) between the Company and 
the Unions.

2.7 An authorised staff journalist will initial every page in its final 
form prior to it being passed to the repro and plate-making departments.

3. Employment Opportunities

3.1 The Company and the Unions accept that the system will eliminate the 
work previously undertaken by NGA members and agree that editorial 
employment opportunities will be made available and offered to suitable 
NGA members who want to transfer into the editorial department to 
retrain as journalists.

3.2 NGA members who transfer into the editorial department will join the 
NUJ and remain in membership of the NGA. The NUJ will collectively 
bargain for them and individually represent them.

3.3 The NGA will continue to collectively bargain for and individually 
represent its members, excluding the NGA member(s) refehred to in 
Clause 3.2.

4 . Training and Recruitment

4.1 A jointly agreed training programme will aim to ensure that sufficient 
training is given to each journalist so that he/she is proficient in 
the use of the new equipment. Training will be given by suitably trained 
staff and/or the suppliers.
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4.2 All training will be carried out during normal working hours. The 
training will be organised to ensure that the journalists' normal 
work load can be completed during normal working hours. Training will 
cover the health and safety aspects of using VDUs.

4.3 No journalist or prospective trainee will be refused employment because 
of their previous inexperience with VDUs. The Company will train all 
new journalists in accordance with clauses 4.1 and 4.2 of the agreement.

4.4 The Company will supply each journalist with a comprehensive users manual 
to the system and its equipment.

4.5 NGA members who apply to transfer to the editorial department under
Clause 3 of the agreement will be subject to a jointly•agreed selection
procedure which conforms to the provincial newspaper industry's standards

4.6 Successful applicants will undergo a minimum of one year's re-training 
in line with the National Council for the Training of Journalists' 
recommendations for adult entrants into journalism.

5. Job Security

5.1 The Company guarantees that no journalist will have to leave his/her
employment, lose status, position or pay, as a result of the introduction
and operation of the agreement.

5.2 The Company undertakes not to use any electronic facility for measuring 
keystrokes to assess a journalist's work performance.

5.3 The security of each journalist's private electronic desk or basket 
will be respected by the Company. Relevant senior editorial staff will 
only enter the desk with the prior permission of the individual concerned 
or in exceptional circumstances, with the agreement of an NUJ chapel 
officer.

5.4 The Company agrees that editorial standards should not suffer as a 
consequence of the introduction and operation of the agreement. To 
ensure that adequate records are kept, published stories and raw copy 
will be held for six months either on paper or electronically.
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5.5 The Company undertakes to ensure that there are sufficient visual 
diaplay/portable transmission units for all journalists who are 
required to use them. Visual display units will be used in the Company's 
offices while portable transmission units may be used by reporters
on an assignment.

5.6 The Company will inform all journalists of the provisions and implications 
of the Data Protection Act.

6. Health and Safety

6.1 The Company and the Unions agree that short breaks from screen operation
will be taken frequently to avoid eye-strain and fatigue. In no case 
will an employee be required to work continuously on screen for more 
than without it being followed by a
break away from screen work.

An employee  who h a s  a  p e rm a n e n t  h e a l t h  c o n d i t i o n  p r e c l u d i n g  h i m / h e r
0 2

f rom u s i n g  a  VDU, o r  who b e l i e v e s  s h e  may b e ,  o r  i s ,  p r e g n a n t  w i l l  

have  t h e  r i g h t  t o  t r a n s f e r  f r c m  s c r e e n  work w i t h o u t  l o s s  o f  s a l a r y ,  

s t a t u s  o r  damage t o  c a r e e r  p r o s p e c t s .

6.3 All employees will have an eye-test prior to using visual display/ 
portable transmission units and at least annually thereafter. The 
results will remain confidential unless the employee wants to use 
them as evidence under Clause 6.4. The Company agrees that eye-tests 
can be taken during working hours at a mutually agreed time. The Company 
will reimburse employees who have an eye-test more frequently than
once a year.

6.4 If an employee requires spectacles or a change of prescription to use 
a visual display/portable transmission 'unit then the Company will 
reimburse the reasonable cost of such lenses or spectacles. The 
Company will also pay for contact lenses or plastic lenses where the 
employee prefers these.

7. Working Environment

7.1 The Company and the Unions agree that the following clauses are to 
avoid unnecessary strain to employees. These clauses will be implementf
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prior to the operation of this agreement.

7.2 The VDU screen will be able to be tilted and swivelled, detached from 
the keyboard and have forward and backward mobility. Document holders 
will be provided if they are required.

7.3 Sufficient space will be provided beyond a VDU so that it is possible 
to look past the screen to momentarily relax the eyes. VDUs will be 
arranged so that neither the individual nor the screen is facing a window.

7.4 Desks will be compatible with VDU use and will have sufficient service 
area to allow forward and backward mobility of the screen and keyboard.
The chair will be adjustable for height and backrest position, be of 
robust construction and have five feet with attached, castors.

7.5 All windows will be fitted with adequate adjustable coverings to control 
natural light and artificial light fittings will have suitable diffusers 
fitted. The working environment will be organised to avoid bright colours 
so that glare will be minimised.

7.6 The Company will ensure that the temperature and humidity of the workplace 
is properly regulated and that noise from printers and other equipment
is controlled by the fitting of acoustic hoods, etc.

7.7 The VDUs will be regularly maintained by qualified personnel to 
manufacturers' specifications and their reports will be made available 
on request to representatives of the Joint Chapel.

8. Terms and Conditions for Transferees

8.1 It is agreed that the following arrangements will apply to NGA members 
who transfer to the editorial department under the provisions of 
Clause 3.1 and 3-2 of this agreement.

8.2 For a period of one year (the) transferee(s) will continue to be
paid (his/her) their existing basic gross earnings plus average bonus 
and average overtime of ' per week.

8.3 On the successful completion of one year's training (the) transferee(s)
will receive a salary of per week.
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8.4 The difference between 8.2 and 8.3 will be multiplied by years
and paid as a lump sum to the transferee.

9. Terms and Conditions for NGA Members

9.1 The Company guarantees that there will be no reduction in NGA members' 
earnings as a consequence of this agreement. It is anticipated that 
the Company will be able to maintain the work load at a level that will 
achieve this objective. Should this not be the case then the Company 
and the NGA chapel will agree measures to achieve maintenance of earnings 
at the previous normal level.

9.2 NGA members will be entitled to 5 weeks holiday a year.

9.3 Other changes to be negotiated.

10. Terms and Conditions for NUJ Members

10.1 Journalists will receive a new technology payment of a week
from the implementation and operation of this agreement.

10.2 Journalists will be entitled to 5 weeks holiday a year.

10.3 Other changes to be negotiated.

11. Monitoring and Duration of the Agreement

11.1 The proposed and actual purchase of the system will be subject to 
consultation between the Company and the Joint NUJ/NGA Chapel.

11.2 The Company representatives of the Joint Chapel will meet regularly 
to monitor the operation of the agreement.

11.3 The Agreement will operate for one year and thereafter until such time 
as either party gives 3 months' notice in writing of the termination 
of the Agreement.
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11.4 The Agreement can be revised by mutual agreement at any time.

12. Disputes and Differences

12.1 In the event of a dispute or difference arising out of the implementation 
or operation of this agreement then both the Company and the Unions
will follow the agreed disputes and differences procedure!s).

12.2 The Company and the Unions may, by mutual agreement only, seek the 
assistance of an expert on VDUs to resolve a dispute or difference.

13. The Agreement

13.1 The Agreement requires the signature of the Company and the Unions at 
national and chapel level.

13.2 SIGNED on behalf of:
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APPENDIX D
The New T e c h n o lo g y  A g re e m e n t  S c o r e  S y s t e m  ( M e t h o d o lo g y )

T h e  m o d e l  NTA c o n t a i n e d  51  s e p a r a t e  c l a u s e s .  F o r  t h e  

p u r p o s e s  o f  t h e  s c o r e  s y s t e m ,  e a c h  c l a u s e  w a s  c a t e g o r i s e d  

u n d e r  o n e  o f  10 g e n e r a l  h e a d i n g s .  T h e  h e a d i n g s  w e r e  

d e v e l o p e d  f r o m  t h e  m o d e l  a g r e e m e n t  a n d  a s  a  r e s u l t  o f  

i n t e r v i e w s  w i t h  NUJ f u l l - t i m e  o f f i c e r s .  E a c h  o f  t h e s e  

h e a d i n g s  r e p r e s e n t s  a  n e w  t e c h n o l o g y  o b j e c t i v e  o f  t h e  N U J ,  

t h u s  e a c h  i s s u e  ( c l a u s e )  i s  a  c o m p o n e n t  o f  t h e  o b j e c t i v e .  

T h e  h e a d i n g s  w e r e  n o t  w e i g h t e d  i n  i m p o r t a n c e  b e c a u s e  NUJ 

p o l i c y  w a s  t h a t  a l l  t h e  i s s u e s  w e r e  i m p o r t a n t  a n d  h a d  t o  b e  

c o v e r e d  d u r i n g  n e g o t i a t i o n s  -  h e n c e  t h e i r  i n c l u s i o n  i n  t h e  

m o d e l  a g r e e m e n t .  E a c h  c l a u s e  t h e r e f o r e  c a r r i e s  a  p e r c e n t a g e  

v a l u e  a s s o c i a t e d  w i t h  i t s  h e a d i n g  c l a s s i f i c a t i o n ,  h o w e v e r  

t o  a v o i d  t h e  o v e r - r e p r e s e n t a t i o n  o f  c e r t a i n  c l a u s e s ,  s o m e  

w e r e  g r o u p e d  t o g e t h e r ,  a n d  a  f e w  w e r e  e l i m i n a t e d .  A l s o  

e l i m i n a t e d  w e r e  c l a u s e s  t h a t  a p p l i e d  s o l e l y  t o  t h e  NGA, a n d  

t h e  N G A - a s s o c i a t e d  c l a u s e s  i f  a  c o m p a n y  c o n t r a c t s  o u t  i t s  

t y p e s e t t i n g  a n d  p r i n t i n g  a n d  c o n s e q u e n t l y  h a s  n o  NGA 

e m p l o y e e s .  T h e  r e s u l t a n t  o b j e c t i v e s  a n d  c l a u s e s  a g a i n s t  

w h i c h  t h e  NTAs w e r e  m e a s u r e d  a r e  l i s t e d  o v e r l e a f .  T h e  

p e r c e n t a g e  a c h i e v e m e n t  f o r  e a c h  o b j e c t i v e  w a s  c a l c u l a t e d  b y  

e x a m i n i n g  e a c h  a g r e e m e n t  t o  s e e  w h e t h e r  t h e  c l a u s e  w a s  

p r e s e n t  a n d  h a d  t h e  s a m e  m e a n i n g  a s  . t h e  m o d e l .  T h e  t e n  

' o b j e c t i v e  s c o r e s '  w e r e  t h e n  a g g r e g a t e d  f o r  e a c h  a g r e e m e n t  

t o  g i v e  a  t o t a l  a c h i e v e m e n t  s c o r e .
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1 /  J o i n t  a g re e m e n t  w i t h  t h e  NGA  

2 /  S c o p e
a )  No n e w  i n p u t t i n g  b y  NUJ
b )  C o n t r i b u t e d  c o p y  -  NGA i n p u t
c )  No f r e e l a n c e  d i r e c t  i n p u t
d )  S u b b i n g  o n  s c r e e n
e )  P a g e  m a k e - u p  u n c h a n g e d

3 /  E m p lo y m e n t o p p o r t u n i t i e s
a )  P o t e n t i a l  f o r  NGA t r a n s f e r e e s  t o  e d i t o r i a l
b )  NUJ r e p r e s e n t a t i o n  f o r  NGA t r a n s f e r e e s

4 /  T r a i n i n g  p r o v i s i o n
a )  D i r e c t  i n p u t :  j o i n t  N U J - M a n a g e m e n t  a g r e e m e n t
b )  NGA t r a n s f e r e e s :

i /  s e l e c t i o n  ( j o i n t  u n i o n - m a n a g e m e n t  a g r e e m e n t )  
i i /  NCTJ o r  o n e  y e a r  m i n i m u m  t r a i n i n g

5 /  S e c u r i t y
a )  No r e d u n d a n c y  o f  NUJ m e m b e r s
b )  No NUJ m e m b e r ' s  l o s s  o f  s t a t u s
c )  No k e y s t r o k e  m e a s u r e m e n t
d )  P r i v a t e  ' e l e c t r o n i c  d e s k '
e )  S u f f i c i e n t  t e r m i n a l s  i n  o f f i c e / u s e

6 /  H e a l t h  & s a f e t y
a )  S c r e e n  b r e a k s  ( 1 0  m i n s  p e r  75  m i n s  c o n t i n u o u s  w o r k )
b )  R i g h t  o f  s e l f - t r a n s f e r  f o r  p r e g n a n t  w om en
c )  R i g h t  o f  s e l f - t r a n s f e r  f o r  p e o p l e  w i t h  a  p e r m a n e n t  

h e a l t h  c o n d i t i o n
d )  E y e - t e s t s  a t  c o m p a n y  e x p e n s e
e )  N e w / c h a n g e d  p r e s c r i p t i o n  r e - i m b u r s e m e n t

7 /  E r g o n o m ic s
a) Appropriate screen type
b) Positioning of screen & keyboard
c) Furniture
d) Lighting
e) Humidity/temperature/noise
f) Clause guaranteeing consultation over ergonomics

8 /  E a r n in g s
a )  New t e c h n o l o g y  p a y m e n t s  f o r  NUJ m e m b e r s
b )  F i v e - w e e k s '  h o l i d a y  f o r  a l l  NUJ m e m b e r s  ( i n c l u d i n g  

t r a i n e e s )

9 /  R e g u l a r  r e v ie w  m e e t in g s

1 0 /  T e c h n o lo g y  d i s p u t e s  p r o c e d u r e
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APPENDIX E
New T e c h n o lo g y  A g re e m e n t  S c o r e s

P l a c e  o f  P u b l . G r o u p S c o r e D e v . S q . D e v .

15 E a s t b o u r n e BNL 9 8 . 4 4 2 5 . 9 9 6 7 5 . 4 8 0
6 N o r w i c h ECN 9 7 . 5 0 2 5 . 0 5 6 2 7 . 5 0 3

63 S o u t h a m p t o n SN 9 5 . 0 0 2 2 . 5 5 5 0 8 . 5 0 3
41 B u r t o n BPM 9 5 . 0 0 2 2 . 5 5 5 0 8 . 5 0 3
18 P o o l e SN 9 0 . 9 4 1 8 . 4 9 3 4 1 . 8 8 0
61 L o n d o n CN 9 0 . 0 0 1 7 . 5 5 3 0 8 . 0 0 3
43 B e l f a s t IND 9 0 . 0 0 1 7 . 5 5 3 0 8 . 0 0 3
67 D u r s l e y BN 8 9 . 3 8 1 6 . 9 3 2 8 6 . 6 2 5
62 M i l t o n  K e y n e s IND 8 8 . 7 5 1 6 . 3 0 2 6 5 . 6 9 0
42 A n d o v e r SN 8 7 . 5 0 1 5 . 0 5 2 2 6 . 5 0 3
44 S o u t h  S h i e l d s NP 8 6 . 2 5 1 3 . 8 0 1 9 0 . 4 4 0
26 C o v e n t r y BPM 8 6 . 2 5 1 3 . 8 0 1 9 0 . 4 4 0
19 B r i s t o l BUP 8 6 . 2 5 1 3 . 8 0 1 9 0 . 4 4 0
16 A y l e s b u r y BHNG 8 6 . 2 5 1 3 . 8 0 1 9 0 . 4 4 0
14 M a n s f i e l d IND 8 5 . 9 4 1 3 . 4 9 1 8 1 . 9 8 0
30 C h e s t e r f i e l d JN 8 5 . 9 4 1 3 . 4 9 1 8 1 . 9 8 0
12 P e t e r b o r o u g h EMAP 8 5 . 0 0 1 2 . 5 5 1 5 7 . 5 0 3
23 B r i g h t o n WP 8 5 . 0 0 1 2 . 5 5 1 5 7 . 5 0 3
52 S i d c u p IND 8 3 . 7 5 1 1 . 3 0 1 2 7 . 6 9 0
73 M e x b o r o u g h REED 8 3 . 7 5 1 1 . 3 0 1 2 7 . 6 9 0
25 L l a n d u d n o NWWN 8 3 . 7 5 1 1 . 3 0 1 2 7 . 6 9 0
65 H i g h  W ycom be WP 8 2 . 1 9 9 . 7 4 9 4 . 8 6 8
68 W e l l s IND 8 0 . 0 0 7 . 5 5 5 7 . 0 0 3
49 Down N . I . IND 7 8 . 4 4 5 . 9 9 3 5 . 8 8 0
66 D a r l i n g t o n WP 7 8 . 4 4 5 . 9 9 3 5 . 8 8 0
53 A r m a g h  N . I . IND 7 8 . 4 4 5 . 9 9 3 5 . 8 8 0
78 L o n d o n AP 7 8 . 3 3 5 . 8 8 3 4 . 5 7 4
75 L o n d o n YA 7 7 . 5 0 5 . 0 5 2 5 . 5 0 3
74 H e r t f o r d SAN 7 7 . 5 0 5 . 0 5 2 5 . 5 0 3

9 C a m b r i d g e BPM 7 7 . 5 0 5 . 0 5 2 5 . 5 0 3
70 B e d f o r d IND 7 7 . 5 0 5 . 0 5 2 5 . 5 0 3
47 W o r c e s t e r REED 7 6 . 2 5 3 . 8 0 1 4 . 4 4 0
11 L u r g a n  N . I . IND 7 6 . 2 5 3 . 8 0 1 4 . 4 4 0
36 S l o u g h IND 7 3 . 7 5 1 . 3 0 1 . 6 9 0
33 L o n d o n CN 7 3 . 7 5 1 . 3 0 1 . 6 9 0
31 H i n c k l e y IND 7 3 . 7 5 1 . 3 0 1 . 6 9 0
60 C h o r l e y UN 7 3 . 3 3 0 . 8 8 0 . 7 7 4

4 B a s i n g s t o k e SN 7 2 . 8 1 0 . 3 6 0 . 1 3 0
46 C a r l i s l e CNG 7 2 . 1 9 - 0 . 2 6 0 . 0 6 8

8 H a r t l e p o o l PSN 7 1 . 8 8 - 0 . 5 7 0 . 3 2 5
27 P e t e r b o r o u g h SHN 7 1 . 2 5 - 1 . 2 0 1 . 4 4 0

7 H u d d e r s f i e l d HDN 7 0 . 9 4 - 1 . 5 1 2 . 2 8 0
77 N e w a r k IND 6 9 . 0 6 - 3 . 3 9 1 1 . 4 9 2
64 N o r t h a m p t o n UN 6 8 . 7 5 - 3 . 7 0 1 3 . 6 9 0
40 A s h t o n  u  L y n e UN 6 8 . 3 3 - 4 . 1 2 1 6 . 9 7 4
48 T a u n t o n REED 6 7 . 1 9 -  5 i  2 6 2 7 . 6 6 8
13 S t a f f o r d IND 6 7 . 1 9 - 5 . 2 6 2 7 . 6 6 8

5 S i t t i n g b o u r n e IND 6 7 . 1 9 - 5 . 2 6 2 7 . 6 6 8

c o n t i n u e d . .
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P l a c e  o f  P u b l . G r o u p S c o r e D e v . S q . D e v .

55 C o l c h e s t e r REED 6 7 . 1 4 - 5 . 3 1 2 8 . 1 9 6
17 S u n d e r l a n d PSN 6 6 . 8 8 - 5 . 5 7 3 1 . 0 2 5
22 B o l t o n REED 6 6 . 5 6 - 5 . 8 9 3 4 . 6 9 2
28 M e r t h y r  T y d f i l TRN 6 6 . 2 5 - 6 . 2 0 3 8 . 4 4 0
54 B l a c k p o o l UN 6 5 . 6 3 - 6 . 8 2 4 6 . 5 1 2
29 C a r d i f f TRN 6 4 . 6 9 - 7 . 7 6 6 0 . 2 1 8
71 S w i n d o n WP 6 4 . 3 8 - 8 . 0 7 6 5 . 1 2 5
45 S h e f f i e l d UN 6 4 . 0 6 - 8 . 3 9 7 0 . 3 9 2
57 S o u t h p o r t T I 6 3 . 4 4 - 9 . 0 1 8 1 . 1 8 0
38 L e e d s UN 6 3 . 1 3 - 9 . 3 2 8 6 . 8 6 2
37 N e w p o r t UN 6 2 . 8 1 - 9 . 6 4 9 2 . 9 3 0
69 B a s i l d o n WP 6 2 . 5 0 - 9 . 9 5 9 9 . 0 0 2
10 L o n d o n WP 6 1 . 8 8 - 1 0 . 5 7 1 1 1 . 7 2 5
58 W i g a n UN 6 1 . 4 3 - 1 1 . 0 2 1 2 1 . 4 4 0
51 B r a d f o r d WP 6 1 . 2 5 - 1 1 . 2 0 1 2 5 . 4 4 0
59 Y e o v i l BUP 6 0 . 0 0 - 1 2 . 4 5 1 5 5 . 0 0 2
76 C h e s t e r TRN 6 0 . 0 0 - 1 2 . 4 5 1 5 5 . 0 0 2
20 B l a c k b u r n TRN 5 9 . 3 8 - 1 3 . 0 7 1 7 0 . 8 2 5
21 N e w c a s t l e TRN 5 7 . 8 1 - 1 4 . 6 4 2 1 4 . 3 3 0
24 M i d d l e s b o r o u g h TRN 5 7 . 5 0 - 1 4 . 9 5 2 2 3 . 5 0 2
35 L o n d o n TRN 5 5 . 7 1  ' - 1 6 . 7 4 2 8 0 . 2 2 8
39 B e l f a s t TRN 5 5 . 0 0 - 1 7 . 4 5 3 0 4 . 5 0 3
56 H a r r o g a t e UN 5 1 . 4 3 - 2 1 . 0 2 4 4 1 . 8 4 0
79 B u r n l e y UN 5 1 . 2 5 - 2 1 . 2 0 4 4 9 . 4 4 0
32 P r e s t o n UN 5 0 . 3 1 - 2 2 . 1 4 4 9 0 . 1 8 0
72 L e e d s UN 4 5 . 7 1 - 2 6 . 7 4 7 1 5 . 0 2 8
34 L o n d o n WP 4 2 . 5 0 - 2 9 . 9 5 8 9 7 . 0 0 3
50 Y o r k WP 3 7 . 5 0 - 3 4 . 9 5 1 2 2 1 . 5 0 3

T o t a l  S c o r e s  = 5 5 0 6 . 4 6
S a m p l e  S i z e  = 76
M e a n  S c o r e  = 7 2 . 4 5
Sum o f  S q u a r e s  = 1 3 2 5 2 . 2 7
V a r i a n c e  = 1 7 6 . 7 0
S t a n d a r d  D e v i a t i o n  = 1 3 . 2 9
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