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Task:

Consider the information given in the following case study - Mid Lancashire Quality Textiles – A Clothing Company Merger
You are required to prepare a report for the newly formed Board of Mid Lancashire Quality Textiles giving advice on the creation of a new and appropriate HR resourcing strategy to help meet their developing corporate strategy and outline what you consider to be the most important issues of people resourcing practice that will facilitate your proposals.
Notes:

· This is an entirely fictitious case study. The information provided is necessarily partial, you may, therefore, make any reasonable and realistic assumptions about the activities of Mid Lancashire Quality Textiles.
· You are asked to present a resourcing strategy. It is not always clear as to what counts as a ‘resourcing’ issue, but you are advised to use the module (HR4304 – People Resourcing) programme as a guide for the matters to address and to avoid covering training and development, and industrial relations issues.
· Conducting research into the nature of business, strategy and working in the textile manufacturing sector will help you enormously in understanding the case study and the HRM problems associated with the sector.

Assessment Criteria

· Depth of knowledge regarding contemporary debates relating to the resourcing issue identified in the case study.
· An understanding of the relationship between HR strategy and practice and corporate strategy.
· Quality and depth of the analysis.

· Evidence of a well-structured report.

· Evidence of wider reading, drawing upon appropriate material (including academic research and professional practice) to support, illustrate and develop the analysis that is being put forward. 

· Ability to reference properly and accurately.
Learning Outcomes

· Demonstrate a strategic awareness of the nature, purposes, features, applications, benefits and disadvantages of the principal techniques for human resource planning, recruitment, selection, corporate socialisation, people performance, retention and review, to eventual employee release;
· Demonstrate a pragmatic understanding of the design, development, implementation and review of people resourcing methods to resolve specific (often short-term) crisis corporate scenarios;
· Critically evaluate the legal and ethical obligations governing the creation and use of all people resourcing strategies, policies, procedures and systems.
The Case Study

QualTex and Mid Lancs – A Clothing Company Merger
QualTex is a long established textile manufacturer in Blackburn, Lancashire.  It used to be a large textile mill which made material on site, however, given the decline in the textile industry in the north-west of England, the production of cloth has now ceased, and the workforce (which has been much reduced over the years and only totals 125) now produces clothes from imported cloth.  Despite problems in the industry QualTex is surviving.  It makes clothes for well-known supermarket chains, and given the explosion of this part of the market, is managing to turn a sustainable profit.

Most of Qualtex’s employees are female, low skilled and work for the legal minimum wage (http://www.cipd.co.uk/subjects/pay/general/nmw.htm?IsSrchRes=1). Some of the employees belong to the Unite Union, but as Qualtex refuse to recognize a union most do not consider joining worthwhile. Qualtex has a high labour turnover (in excess of 55%), but there seems to be a steady stream of local women willing to replace those that leave. They are recruited by word of mouth (there’s always somebody who knows somebody who is looking for a job – no need for applications and references!). Induction and training are ‘on-the-job’ and minimal, because the work is straightforward and nobody is expected to stick around for long. There have long been some worrying health and safety issues and a couple of serious accidents at the factory in recent months, however, the most pressing problem is the high absenteeism rate (which averages at about 14%, but can be 30% on Mondays and Fridays) that leaves many machines idle each shift and has a direct impact on productivity.
Qualtex operate a two shift system. The ‘early’ shift runs from 6am to 2pm and the ‘late’ shift runs from 2pm to 10pm. Employees are either a ‘late’ or ‘early’ person – nobody is allowed to swap between shift patterns. Sometimes, if there is a danger of missing order deadlines, the factory will open at the weekend and employees are expected to come in. Most are prepared to, because they are paid at time and a half, but some employees who have been unwilling to work at weekends have had to be ‘let go’.
Qualtex has a reputation as an ‘old-fashioned’ place to work.  All issues to do with personnel and industrial relations have been managed by the Managing Director and his personal assistant. The personal assistant keeps the personnel records of all employees and the MD has published a number of personnel policies to cover ‘absence’, ‘discipline’ and ‘regulations on wearing personal protective clothing at work’. The MD expects the section managers to ‘manage’ the people issues in the factory. Each section manager was trained in the same way – in effect, learning how to manage by trial and error. They do their best in difficult circumstances, but they have many responsibilities (including procurement and maintenance) and often find themselves having to operate machinery to cover for absent workers when an order deadline is looming. Unsurprisingly, their approach to people resourcing matters is patchy and inconsistent. For instance, some try to monitor individual performance and productivity whereas others concern themselves only with whether their section is meeting order deadlines.
The workforce of the factory has recently been stunned by the news which was announced by the Managing Director on 1 December last year.  The announcement was as follows:

‘In order to ensure the survival of QualTex in these difficult times for the textile industry, the company will merge with Mid Lancs Fabric Company with effect from 1 May 2010.  This is not a takeover, but must be seen as a new partnership of long-standing successful Lancashire Textile manufacturers. The merged company will be registered at Company’s House under the new name of ‘Mid Lancashire Quality Textiles’.

This is an unexpected development for almost everybody connected with the two companies.  Mid Lancs is a highly successful textile manufacturer which has modernised its plant and streamlined its production at its factory in Accrington. Its core business is the manufacture of high quality fabrics for export. It also has a group of skilled garment makers who produce ‘high end’ products for exclusive outlets and export. It employs nearly 300 workers – mostly women on the shop-floor, mostly men in technical, professional and managerial roles.

Unit costs (the cost of each individual item produced) are kept low by using the latest machine technology. Employees at Mid Lancs are paid above minimum wage rates and are part of a profit-sharing scheme that provides good payouts (assuming certain production and safety targets are met – they always are) at two crucial points in the year, immediately before the summer shutdown for ‘Accrington holidays’ and again before Christmas.  Health and Safety records are good, with zero reported ‘incidents’ since 2005, but it is known that there are a number of incidents that go unreported.  There have been some difficulties with worker morale and there was recently a walk-out by many employees protesting about a number of compulsory redundancies resulting from the loss of a major customer. The management of Mid Lancs has a reputation for being tough and the threat of losing last year’s Christmas profit share bonus brought everyone back to work very quickly.  Mid Lancs employs a Personnel Manager who is responsible for the issue and implementation of personnel policies and procedures; training managers to comply with these and for keeping all personnel records, including records of absence, disciplinary actions, and timekeeping.  There is also a Health and Safety Officer who is responsible for training in safe practices, keeping records and advising senior management of its duties and obligations. 
Employees at Mid Lancs work in teams (though in truth there is very little interdependence in the workflow system) and each team leader reports team productivity levels to the Company management. As long as performance is OK nothing is done with this information, but the Personnel Manager is proposing the introduction of pay bonuses based on team performance (perhaps a one off bonus for the best performing team each month). Team leaders are concerned that this might affect morale adversely as some individuals already complain that their less productive (as they see it) co-workers are getting the same wage for less effort. Despite the concerns about morale Mid Lancs has relatively low turnover and absenteeism rates for the sector. Mid Lancs operates a flexi-time system, which has to be managed by the team leaders to ensure that the Company is adequately staffed across its working day of 7am to 7pm. Where team members cooperate and compromise with one another this system works very well – where they don’t cooperate, it is a managerial nightmare.
The new Managing Director of Mid Lancashire Quality Textiles is the MD of the original Mid Lancs Fabric Company.  The MD of QualTex has been appointed as Chairman.  They and the remaining members of the Boards of the two companies have been working on a new business plan to meet the still growing economic pressures that exist in the industry and that have been exacerbated by the current worldwide recession.  Thus, the corporate strategy seeks to maintain the prestigious ‘high end’ garment production, but concentrate more on exploiting ‘low end’ (high volume and low cost) markets at home and abroad. This will mean reducing unit costs whilst, at the same time, improving product quality. Also the MD of Mid Lancashire Quality Textiles has expressed ambition to become an ‘employer of choice’ by 2011 (http://www.employers-of-choice.org/). 

In order to assist with the significant changes needed to establish one, efficient and effective company with a secure future, the Board has commissioned a number of projects to be managed by various consultancy groups.  You have been engaged to devise and develop a people resourcing strategy and to identify what you consider to be the most important issues of resourcing policy and practice that will need addressing.  (Other agencies will be focusing on marketing, finance etc).  You have carte blanche from the Board to ‘identify and recommend whatever is necessary to make HRM work at Mid Lancashire Quality Textiles – as long as it is properly justified!’  The Personnel Manager has tendered her resignation from Mid Lancs and will be leaving on 31 March. 
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