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PART FOUR -

PARTICIPATION IN PRACTICE - A CRITICAL REASSESSMENT 



INTRODUCTION 

I n d u s t r i a l democracy a l r e a d y e x i s t s and i r r e s i s t i b l e s o c i a l and 
economic f o r c e s a r e a t work on i t s e v o l u t i o n , Mr A l b e r t Booth, 
Employment S e c r e t a r y , s a i d l a s t n i g h t ... 
I n d u s t r i a l democracy was a tender p l a n t but i t s r o o t s were 
f i r m l y embedded i n the democratic p r i n c i p l e s on which B r i t i s h 
s o c i e t y was based. The " f a i n t h e a r t s and doubters" might 
n i b b l e a t the s u b j e c t l i k e w o rried mice but g r e a t e r i n d u s t r i a l 
democracy was not only d e s i r a b l e , i t was i n e v i t a b l e ... 
(Report i n FT 6.1.1979). 

T h i s speech by a M i n i s t e r of the Labour Government a l r e a d y looked dated a 
few months l a t e r when the s p e c i f i c advance of a law r e q u i r i n g workers t o 
be appointed to the boards of companies which he was c a n v a s s i n g was 
repudiated by a C o n s e r v a t i v e P a r t y v i c t o r y a t the p o l l s . I t s g e n e r a l 
message, t h a t " j o i n t r e s p o n s i b i l i t y w i l l evolve as a l l g r e a t human 
p r i n c i p l e s have evolved "throughout h i s t o r y " (Booth quoted i n i b i d ) , i s 
one which could have come from almost any orthodox p o l i t i c a l or b u s i n e s s 
source. Chapter 9 w i l l demonstrate the p e r v a s i v e n e s s of the e v o l u t i o n a r y 
assumptions i n the d i s c u s s i o n of i n d u s t r i a l democracy. I t w i l l then seek 
to r e f u t e them by r e f e r e n c e to h i s t o r i c a l and contemporary events, the 
l a t t e r being e l a b o r a t e d and extended by c h a p t e r s 10 and 11. 

A s c e p t i c a l a p p r a i s a l of t h i s overswarming ideology of the i n e l u c t a b l e 
emergence of i n d u s t r i a l democracy e n t a i l s a s i m i l a r l y j a u n d i c e d e v a l u a t i o n 
of the p r a c t i c e of p a r t i c i p a t i o n . P a r t s One to Three of t h i s t h e s i s have 
l a i d the groundwork for t h i s , but have o f f e r e d l i t t l e i n the way of 
evidence on the r e a l i t y of p a r t i c i p a t i o n . I s h a l l recap the reasons f o r 
c r i t i c a l l y a s s e s s i n g the evidence s h o r t l y , but f i r s t l e t us c o n s i d e r the 
orthodoxy i t s e l f a moment longer. The t a s k undertaken here would appear 
to f a c e overwhelmingly unfavourable odds. Apart from the massive q u a n t i t y 
of l i t e r a t u r e which does not query s u c c e s s but merely p r e s c r i b e s 
p a r t i c i p a t i o n , t h e r e i s a mountain of m a t e r i a l p r o c l a i m i n g i t s accomplish
ments. Blumberg's survey l e a d s him to conclude, i n a manner t y p i c a l of 
the f i e l d : 

There i s h a r d l y a study i n the e n t i r e l i t e r a t u r e which f a i l s to 
demonstrate t h a t s a t i s f a c t i o n i n work i s enhanced or t h a t other 
g e n e r a l l y acknowledged b e n e f i c i a l consequences accrue from a 
genuine i n c r e a s e i n workers' decision-making power. Such 
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c o n s i s t e n c y o f f i n d i n g s , I submit, i s r a r e i n s o c i a l r e s e a r c h . 
(1968 : 1 2 3 ) . 

I t i s , pace Blumberg, ve r y much p a r t of the i s s u e whether most such 
schemes a r e i n f a c t about "a genuine i n c r e a s e i n workers' power" - who 
they are designed to s e r v e . 

P a r t i c i p a t i o n committees of the j o i n t c o n s u l t a t i v e type were found i n one 
r e c e n t r e p o r t to e x i s t i n t h r e e - q u a r t e r s of companies, though o n l y h a l f 
of a l l companies had JCCs a t company-wide l e v e l (Knight, 1 9 7 9 ) . 1 

2 
S i m i l a r percentages are r e p o r t e d i n CBI s u r v e y s i n the l a s t few y e a r s . 
Undoubtedly t h i s p r o p o r t i o n i s f a r h i g h e r than i t was d u r i n g the 1960s 
(though not, as we s h a l l see, n e c e s s a r i l y higher than d u r i n g the l a t e 
1940s and e a r l y ' 5 0 s ) . T h i s makes i t c l e a r t h a t we a r e not d e a l i n g w i t h 
an unusual or merely 'experimental 1 s e t o f p r o p o s i t i o n s . P a r t i c i p a t i o n 
i n t h i s form i s n e i t h e r e x c e p t i o n a l nor innovatory. I n the l i g h t of t h i s 
f i n d i n g i t may seem odd t h a t t a l k of p a r t i c i p a t i o n has such a m e s s i a n i c 
q u a l i t y , and looks so f i r m l y to some f u t u r e n i r v a n a . These are f u r t h e r 
i n d i c a t i o n s of the i d e o l o g i c a l nature of such d i s c u s s i o n s , and suggest 
a l l the more s t r o n g l y the need f o r a more measured e v a l u a t i o n o f a c t u a l 
e x p e r i e n c e . 

The mid-1970s saw the c o n f i r m a t i o n of p a r t i c i p a t i o n as the p o l i t i c a l 
t a l i s m a n t h a t a l l wanted to c l a i m p o s s e s s i o n of. The f o l l o w i n g q u o t a t i o n s 
from the m a n i f e s t o s of the t h r e e major p a r t i e s i n the October 1974 
g e n e r a l e l e c t i o n i l l u s t r a t e t h i s w e l l : 

... a phased i n t r o d u c t i o n of w o r k e r - p a r t i c i p a t i o n and 
c o - p a r t n e r s h i p schemes a t a l l l e v e l s of i n d u s t r y from the 
shopfloor upwards, should i n v o l v e union and non-union 
workers i n the e x e r c i s e o f power. We would r e q u i r e 
l e g i s l a t i o n t o s e t up works c o u n c i l s i n a l l i n d u s t r i e s 
above a c e r t a i n s i z e and t o e s t a b l i s h the p r i n c i p l e of 
worker r e p r e s e n t a t i o n a t board l e v e l . The i n t r o d u c t i o n 
of approved p r o f i t - s h a r i n g schemes ... i s a l s o e s s e n t i a l 
i f the n e c e s s a r y c o - o p e r a t i o n i s t o be achieved a t p l a n t 
l e v e l . 

Our aim i s to make i n d u s t r y democratic - to develop j o i n t 
c o n t r o l and a c t i o n by management and workers a c r o s s the 
whole range of i n d u s t r y , commerce and the p u b l i c s e r v i c e . 

We want to promote p a r t n e r s h i p between government and 
i n d u s t r y , and p a r t n e r s h i p between those who work together 
i n i n d u s t r y . I t i s on t h i s t h a t our chances of overcoming 
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the country's economic d i f f i c u l t i e s and l a y i n g foundations 
of a new p r o s p e r i t y f o r everyone w i l l depend .... To 
s t r e n t h e n t h i s p a r t n e r s h i p , we w i l l l a y a formal duty on 
a l l l a r g e and medium-sized f i r m s t o c o n s u l t employee 
r e p r e s e n t a t i v e s on a wide range of s u b j e c t s . T h i s i s 
n e c e s s a r y not only f o r economic reasons but a l s o because 
a b e t t e r understanding i s important i n i t s own r i g h t . 
We want to l e a v e the p r e c i s e methods and procedures as 
f l e x i b l e as p o s s i b l e .... 

There a r e s u f f i c i e n t c l u e s here f o r those f a m i l i a r with the f u l l p r o p o s a l s 
and debate between the p a r t i e s t o p i c k out which i s which. I n f a c t the 
order i s L i b e r a l , Labour and C o n s e r v a t i v e p a r t i e s r e s p e c t i v e l y . The 
s i m i l a r i t i e s (and vagueness) i n the r h e t o r i c are n o n e t h e l e s s noteworthy. 

The development of p r o p o s a l s s i n c e 1974 w i l l be examined i n the course 
of Chapter 9. I t should be observed here, though, t h a t other p a r t i e s 
were to reach out f o r the same touchstone. The S c o t t i s h N a t i o n a l i s t 
P a r t y , f o r example, advocated 'employee c o u n c i l s ' , e l e c t i o n s to the 
board, and the encouragement of p r o f i t - s h a r i n g . " * The l a s t of these 
p r o p o s a l s has long been advocated by the L i b e r a l P a r t y , but i n r e c e n t 
y e a r s has a l s o become a p e t p r o p o s a l of the C o n s e r v a t i v e P a r t y . Worker 
d i r e c t o r s have tended t o be shunned, p a r t i c u l a r l y a s a l e g a l requirement 
and even more so i f based on a union channel of r e p r e s e n t a t i o n , by T o r i e s 
and L i b e r a l s , and have found most of t h e i r support i n the Labour P a r t y . 
The 1979 e l e c t i o n saw p a r t i c i p a t i o n take f a r more of a back s e a t as an 
i s s u e (most s i g n i f i c a n t l y ) , and the subsequent C o n s e r v a t i v e government, 
i n s o f a r as i t attended t o the s u b j e c t a t a l l , showed most i n t e r e s t i n 
encouraging p r o f i t - s h a r i n g . 

With a l l t h i s a t t e n t i o n , a c t i v i t y , and enthusiasm during the 1970s, 
p a r t i c i p a t i o n i s c l e a r l y c e n t r a l to i n d u s t r i a l r e l a t i o n s b e l i e f s . L e t us, 
then, r e c a l l the main d r i f t of the arguments developed thus f a r on the 
t o p i c . P a r t One showed t h a t although both ' i n d u s t r i a l democracy' and 
' p a r t i c i p a t i o n ' are terms which embrace a s e r i e s o f conceptions of labour 
r e l a t i o n s , the l a t t e r c ould embody p r o p o s a l s which d i d not r e d i s t r i b u t e 
decision-making power but were 'pseudo-domocratic 1. Moreover, i t was 
suggested t h a t managerial p l a n s i n c o r p o r a t e d ( i n more ways than one) such 
a conception. P a r t Three extended the a n a l y s i s by examining the notion 
of power, and arguing t h a t i t was embedded i n i d e a s and p r a c t i c e s , r a t h e r 
than being a simple, t r a n s f e r a b l e r e s o u r c e . T h i s l e d back to an a n a l y s i s 
of the i d e o l o g i e s of management and of the working c l a s s , to a s s e s s the 
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e x t e n t and l i m i t s of the dominance of r u l i n g c l a s s i d e a s . One i m p l i c a t i o n 
o f t h i s d i s c u s s i o n was t h a t the nominal r e p r e s e n t a t i o n of workers i n 
decision-making, even i n the c o r r i d o r s of management HQ, i n no way 
demonstrated t h a t power was being r e d i s t r i b u t e d to labour. Indeed, i t i s 
c o n c e i v a b l e t h a t such r e p r e s e n t a t i o n could be a means to a t t a i n worker 
ac q u i e s c e n c e i n d e c i s i o n s f a v o u r i n g the i n t e r e s t s of c a p i t a l . 

The a n a l y s i s d i d not d e a l only i n the a b s t r a c t p o s s i b i l i t i e s c onjured by 
an e x p o s i t i o n o f the concept of power, however. I t a l s o drew out s t r a n d s 
from Chapter 5 of P a r t Two concerning the l i k e l y upshot of i n t r o d u c i n g 
p a r t i c i p a t i o n based on managerial u n i t a r y c o n c e p t i o n s . The most l i k e l y 
outcomes suggested by Chapter 5 were t r i v i a l i t y and i n s t a b i l i t y , w i t h a 
s h i f t to de f a c t o b a r g a i n i n g as a p o s s i b l e r e s u l t under some circums t a n c e s 
Chapter 7 c l a r i f i e d and confirmed the p l a u s i b i l i t y of t h i s argument. 
I t c h a r t e d a working c l a s s ideology which i t seems v a l i d to d e s c r i b e 
c o l l e c t i v e l y a s ambiguous and ambivalent, a c c e p t i n g c e r t a i n g e n e r a l i d e a s 
propagated by r u l i n g c l a s s i n t e r e s t s , but i n a l i m i t e d and f r a g i l e way 
o f t e n c o n t r a d i c t e d by everyday e x p e r i e n c e . Thus many a l t e r n a t i v e , 
l a b o u r i s t i d e a s were a l s o espoused, and moreover the hold o f 'dominant 
ideology' over the r e a c t i o n s of people to everday experience of the 
phenomenal forms of t h e i r e x p l o i t a t i o n a t work was p a r t i c u l a r l y tenuous. 
Thus f o r i n s t a n c e - a p a r t i c u l a r l y r e l e v a n t i n s t a n c e , of course - an 
acceptance of a g e n e r a l statement concerning the need for workers and 
managements' t o 'work together' i n i n d u s t r y i m p l i e s n e i t h e r the r e j e c t i o n 
of r a d i c a l l a b o u r i s t images about the need f o r c o n t r o l by workers over 
management nor the embracement of a p a r t i c i p a t i o n scheme which s e r v e s the 
i n t e r e s t s of management o n l y . Indeed, the evidence suggests t h a t such a 
scheme w i l l be ignored or a c t i v e l y r e p u d i a t e d . 

P a r t Four thus c o n f r o n t s the t a k e n - f o r - g r a n t e d assumptions about 
p a r t i c i p a t i o n w i t h an a l t e r n a t i v e s e t of p r e d i c t i o n s . Chapter 10 examines 
i n d e t a i l some of the most p u b l i c i s e d p a r t i c i p a t i o n schemes, to see what 
r e s u l t s they have i n f a c t produced. Chapter 11 s c r u t i n i s e s some of the 
m a t e r i a l on other c o u n t r i e s o f which i t i s so o f t e n claimed t h a t 
p a r t i c i p a t i o n has been introduced on a wide s c a l e and with unmitigated 
s u c c e s s . F i r s t l y , however, Chapter 9 t a k e s on one p a r t i c u l a r l y 
i n f l u e n t i a l element of management ideology invoked a t the o u t s e t of t h i s 
i n t r o d u c t i o n : the notion t h a t i n d u s t r i a l democracy i s a development which 
i s p a r t and p a r c e l of a s o c i a l e v o l u t i o n . J u s t what form t h i s s o c i a l 



35? 

e v o l u t i o n i s supposed t o take, and how i t connects w i t h other a s p e c t s 
of r u l i n g c l a s s ideology, w i l l be e l u c i d a t e d i n the course of Chapter 9. 

PART FOUR 
INTRODUCTION : NOTES 

1. T h i s survey was c a r r i e d out i n 1976 by the S o c i a l Survey D i v i s i o n 
of the O f f i c e of Population Censuses and Surveys. 

2. E.g. i n l a r g e companies (employing 2000+) n i n e - t e n t h s of c h i e f 
e x e c u t i v e s - a l s o the source f o r the OPCS survey, a s i g n i f i c a n t f a c t o r 
i n the l i g h t of Chapter 10's d i s c u s s i o n - claimed workers were r e g u l a r l y 
informed on t r a d i n g r e s u l t s , and t h r e e - q u a r t e r s s a i d they had j o i n t 
c o n s u l t a t i o n (Personnel Management 9 ( 9 ) , Sept. 1977:9). More r e c e n t l y , 
i n response to c r i t i c a l comments on management by P r i n c e C h a r l e s i n 1979, 
the CBI claimed 73% of companies had a works c o u n c i l , and 56% some l e s s 
formal arrangement (G 23.2.1979). 

3. See FT 13.5.1976. The N a t i o n a l F r o n t and N a t i o n a l P a r t y both p l a c e d 
a stamp of approval on some form of p a r t i c i p a t i o n a l s o . 



CHAPTER NINE : PLUS CA CHANGE 1 

I n Chapter 2, I examined v a r i o u s a n a l y s e s of the concept of i n d u s t r i a l 
democracy. Prominent among the p l u r a l i s t and u n i t a r y a n a l y s e s a l i k e was 
a seemingly unquestioning b e l i e f t h a t i n d u s t r i a l democracy had a r r i v e d 
or was i n e l u c t a b l y developing. I t was a l s o observed t h a t a t e l e o l o g i c a l 
argument underlay t h i s b e l i e f , t h a t modern Western s o c i e t y was good, and 
good equals democratic (equals good, to complete the c i r c l e ) . Such a 
se a l e d argument can be d i s r u p t e d o n l y w i t h d i f f i c u l t y . I t might be 
p o s s i b l e to show t h a t the assumption about democracy and the present-day 
working of s o c i a l i n s t i t u t i o n s i n those s o c i e t i e s do not match r e a l i t y j 
Chapters 10 and 11 seek i n a way to do t h i s (though the competing 
epistemologies d i s c u s s e d a t the s t a r t o f Chapter 6 form an o b s t a c l e to 
conv i n c i n g p l u r a l i s t a c o l y t e s ) . I t might a l s o be p o s s i b l e to a t t a c k t he 
way i n which h i s t o r y i s w r i t t e n (or l e f t unwritten) t o v i n d i c a t e the i d e a 
of e v o l u t i o n a r y development. 

The t e l e o l o g i c a l approach, when a p p l i e d to the i n t e r p r e t a t i o n of the p a s t , 
o p e r a t e s i n the manner e x e m p l i f i e d by Derber. Appropriate p a s t events are 
s e l e c t e d f o r h i g h l i g h t i n g , p r e s e n t e d a s step p i n g s tones to the p r e s e n t . 
Thus the p r e s e n t i s r e v e a l e d a s a n a t u r a l and i n e v i t a b l e development of 
the p a s t , and a l l other events and f o r c e s i n the p a s t a r e t r e a t e d as 
secondary, proven unimportant by t h e i r ( a l l e g e d ) e c l i p s e i n the p r e s e n t . 
An a l t e r n a t i v e t o Derber's approach i s to ignore the p a s t a l t o g e t h e r , and 
indeed t h i s method i s f a r more common amongst a n a l y s e s of worker 
p a r t i c i p a t i o n , though i n such c a s e s the h i s t o r i c a l account must be 
regarded as i m p l i c i t . 

The e v o l u t i o n a r y image of p a r t i c i p a t i o n i s not confine d to academic 
d i s c u s s i o n s . I t f i g u r e s prominently i n the pronouncements of would-be 
and a c t u a l p o l i c y makers on the p o l i t i c a l f r o n t . The beginning of the 
i n t r o d u c t i o n to P a r t Four showed t h i s f o r one M i n i s t e r i n the l a s t Labour 
government, but l e t us confirm the t y p i c a l i t y of t h a t image. 

... we conc e n t r a t e on how western c a p i t a l i s m can evolve to t h i s 
end guaranteeing i n d i v i d u a l freedom v i a c o - p a r t n e r s h i p a t work ... 
I n s h o r t , we are not merely concerned w i t h a b e t t e r approach to 
i n d u s t r i a l r e l a t i o n s , but wi t h a new s o c i e t y , indeed a new ideology 
r e l e v a n t to modern i n d u s t r i a l i s m throughout the world. 
( L i b e r a l P a r t y , 1968 : 3 2 ) . 
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G r e a t e r involvement not o n l y makes work f a r more rewarding but 
i n the longer run i t a l s o has a v i t a l r o l e to p l a y i n g r a d u a l l y 
breaking down the o l d a t t i t u d e s of c o n f l i c t and h o s t i l i t y i n our 
i n d u s t r i e s and indeed throughout s o c i e t y g e n e r a l l y . ( J . P r i o r , 
C o n s e r v a t i v e P a r t y spokesman on employment, re p o r t e d i n Times 
27.3.1978) . 

Our p r o p o s a l s would encourage a movement towards p a r t i c i p a t i o n 
i n democratic procedures! a n a t u r a l e v o l u t i o n r a t h e r than an 
attempt to c o n j u r e democracy out of the a i r . (1968 NEC statement 
from the Labour P a r t y , appendix to Labour P a r t y , 1967 : 6 2 ) . 

I n i t s e l f t h e r e i s l i t t l e s i g n i f i c a n c e i n the f a c t t h a t the p a r t i e s 
advance m i l l e n i a l elements i n t h e i r v i s i o n s of the purpose and e f f e c t s 
of p o l i c y ; they a r e h a r d l y l i k e l y to p r e s e n t views e x p r e s s i n g the temp
o r a r y and probably h i s t o r i c a l l y marginal impact of t h e i r p r o p o s a l s . Yet 
such d e c l a r a t i o n s as they do make a r e s t i l l o f some substance to the 
e x t e n t t h a t they r e f l e c t a t l e a s t p a r t l y the views of the p o l i t i c a l 
f i g u r e s themselves, and to the e x t e n t t h a t they r e f l e c t and communicate 
to a wider p u b l i c a s p i r a t i o n s and b e l i e f s . 

The Labour P a r t y r e f e r i n t h e i r 1967 comments to the slower e v o l u t i o n a t 
p l a n t l e v e l of union r e p r e s e n t a t i o n than t h a t achieved on NEDCs and the 
l i k e a t n a t i o n a l l e v e l . They a r e , n o n e t h e l e s s , c l e a r l y a t one w i t h the 
other p a r t i e s i n s e e i n g i n d u s t r i a l s o c i e t y , and the worker w i t h i n i t , 
on an upward path to prosperous, p a r t i c i p a t i v e n i r v a n a . Always provided 
someone (the o t h e r p a r t i e s , i r r e s p o n s i b l e elements i n i n d u s t r y e t c ) 
doesn't rock the boat, t h a t i s . T h i s k i n d of p i c t u r e i s expressed a 
l i t t l e more e l a b o r a t e l y i n two speeches i n the e a r l y ' s e v e n t i e s t o the 
I n d u s t r i a l C o - p a r t n e r s h i p A s s o c i a t i o n g i v e n by f i g u r e s of c o n s i d e r a b l e 
i n f l u e n c e when they spoke. The then S e c r e t a r y of S t a t e f o r I n d u s t r y 
plac e d h i s d i s c u s s i o n of the f u t u r e of p a r t i c i p a t i o n i n the context of a 
g l o b a l conception of growing "interdependence" i n s o c i e t y . I n a manner 
remi n i s c e n t of a Mayovian i n t e r p r e t a t i o n of Durkheim, he argued t h a t 
growing complexity e n t a i l e d g r e a t e r co-operation, and the conquering of 
"mythical p s e u d o - d i f f e r e n c e s " t h a t " f i g u r e too l a r g e l y i n our minds". 
(J . D a v i e s , 1972). Meanwhile, the Chairman of the Commission on I n d u s t r i a l 
R e l a t i o n s posed the q u e s t i o n : "What i s the reason f o r t h i s growing demand 
fo r v a r i o u s forms of p a r t i c i p a t i o n ? " H is c o n c l u s i o n i s t h a t "the answer 
i s e v o l u t i o n a r y " . They have grown out of expanding union power and 
c o l l e c t i v e b a r g a i n i n g scope, and out o f the worker's r e a c t i o n to h i s 
changing work and s o c i a l environment. (Neal, 1972). 
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To complete t h i s s k e t c h of the i d e o l o g i c a l moods t h a t surround the p u b l i c 
d i s c u s s i o n s of p a r t i c i p a t i o n p o l i c y , l e t us take a p r e l i m i n a r y look a t the 
B u l l o c k Report. There we f i n d a c l e a r e l a b o r a t i o n of an e v o l u t i o n a r y view 
a t the h e a r t of the M a j o r i t y Report, i n a chapter headed 'The P r e s s u r e s 
For Change'. 

New concepts of the r o l e of employees i n decision-making a t 
company l e v e l a r e not j u s t r e a c t i o n s to economic t r e n d s . 
They a l s o d e r i v e from s o c i a l changes which have taken p l a c e 
s i n c e the war .... (p22). 

Turning to the m i n o r i t y r e p o r t we f i n d h arsh c r i t i c i s m of the p r o p o s a l s 
of the m a j o r i t y , but h a r d l y a r e j e c t i o n of the b e l i e f i n the need to 
continue some 'advance' on a road a l r e a d y under c o n s t r u c t i o n . I f the 
emphasis i s on the g r e a t e r s o c i a l r e s p o n s i b l i t y of management than t h a t 
acknowledged by the m a j o r i t y r e p o r t a t one l e v e l of argument, i t i s a t 
the same time f o r a more g r a d u a l i s t p r o g r e s s i n the f u t u r e a t another. 
T h i s paradox a r i s e s , of co u r s e , from the competing union (as l a r g e l y 
embodied i n the m a j o r i t y r e p o r t ) and management conceptions of the 
purpose and r o l e o f p a r t i c i p a t i o n o u t l i n e d i n Chapter 3. For those 
s i g n i n g the m i n o r i t y r e p o r t , a l l businessmen, the emphasis i s a l l on 
"involvement" f o r " e f f i c i e n c y " , and away from the need to c o n t r o l 
management v i a p a r t i c i p a t i v e arrangement towards a need f o r management 
to harness ( c o n t r o l ) employee c o n t r i b u t i o n s . Thus the c a l l f o r 
" f l e x i b i l i t y " , and f o r "due regard f o r the e v o l u t i o n of the changes 
r e q u i r e d " ( p l 7 3 ) . 

The h i s t o r i c a l account i m p l i c i t i n t h i s view i s brought out by a l e t t e r 
to the F i n a n c i a l Times from the D i r e c t o r - G e n e r a l of the Chemical 
I n d u s t r i e s A s s o c i a t i o n a year l a t e r : 

I f we are to keep t h i s matter i n p e r s p e c t i v e we should 
remember t h a t the B u l l o c k Report was an i r r e l e v a n t mutant 
i n an a l r e a d y w e l l e s t a b l i s h e d e v o l u t i o n a r y p r o c e s s and 
not the s t i m u l a n t to a new approach conceived or implemented 
i n d e f e n s i v e p a n i c . (M.Trowbridge, 10.2.1978). 

Derber's s e l e c t i v e account of US i n d u s t r i a l r e l a t i o n s h i s t o r y presented 
i n s t i t u t i o n a l i s e d c o l l e c t i v e b a r g a i n i n g as the embodiment of i n d u s t r i a l 
democracy. That account has a l r e a d y come to seem p e r i l o u s l y f r a g i l e i n 
the l i g h t of events i n the 1970s, which have seen the i n c r e a s i n g l y 
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beleaguered s t a t e of c o l l e c t i v e b a r g a i n i n g o u t s i d e of a few w e l l -
o r g a n i s e d i n d u s t r i e s r e f l e c t e d i n the f a l l i n g d e n s i t y of t r a d e union 

2 
membership. I n the B r i t i s h c o n t e x t , the e q u i v a l e n t phrased i n terms of 
the emergence of a dia l o g u e between employer and employee i s presented 
by C h a r l e s (1973), whose t e x t i s s u b t i t l e d " S t u d i e s i n the e v o l u t i o n of 
c o l l e c t i v e b a r g a i n i n g a t n a t i o n a l and i n d u s t r y l e v e l " . C h a r l e s seeks t o 
r e p r e s e n t a s e r i e s of meetings between employers and unions i n the p e r i o d 
1911-1939, and the s e t t i n g up o f Whitley committees a f t e r 1917, as s i g n 
p o s t s to the f u t u r e i n which we now r e s i d e . T h i s he does d e s p i t e the 
f a c t t h a t each of the i n s t a n c e s he chooses to focus on was a manifest f a i l u r e a t 
producing the kind of labour-management co-operation he s e e s as the 
essence of the new order. He thus opts t o t r e a t as i n c i d e n t a l the i n t e n s e 
c o n f l i c t amidst which these bodies were s e t up, and i n response t o which 
they were d e f e n s i v e r e a c t i o n s (the Wh i t l e y s ) or l i t t l e more than token 
g e s t u r e s (the I n d u s t r i a l C o u n c i l , N a t i o n a l I n d u s t r i e s Conference, or the 
Mond-Turner t a l k s ) . 

I n c o n t r a s t , the p o s i t i o n adopted here i s t h a t p a s t p e r i o d s of 
p a r t i c i p a t i v e i n n o v a t i o n a r e f a r more r e a d i l y understood as management 
r e a c t i o n s to a s i t u a t i o n where they have f e l t t h e i r power to be under 
s i e g e . A s a l i e n t f e a t u r e o f t h i s i s t h a t management a u t h o r i t y i s 
challeng e d from below. But c e n t r a l to the a n a l y s i s , i n the l i g h t of what 
has been argued about i d e o l o g i e s i n P a r t Three, must be the way i n which 
people experience c i r c u m s t a n c e s - not only the c h a l l e n g e r s but a l s o those 
who f e e l themselves to be c h a l l e n g e d . C l e a r l y one would expect management 
to p e r c e i v e a t h r e a t as s h a r p e s t p r e c i s e l y when labour d i s c o n t e n t and 
d i s r u p t i o n i s g r e a t e s t , but t h e i r p e r c e p t i o n of the e x t e n t and urgency of 
the danger w i l l be mediated by how they experience i t , and i t i s p e r f e c t l y 
p o s s i b l e f o r a l o s s of l e g i t i m a c y to go unnoticed under some c i r c u m s t a n c e s , 
or f o r a minor d i s t u r b a n c e to be seen a s a major t h r e a t . (The l a t t e r i s 
perhaps e a s i e r to a p p r e c i a t e - l e t t e r s t o The Times by c a n d l e l i g h t e t c . . . ) . 
As Chapter 8 suggests, i t i s c e r t a i n l y f e a s i b l e t h a t d i f f e r e n t l e v e l s of 
management w i l l experience the t h r e a t i n d i f f e r e n t ways, as w e l l as viewing 
the p r a c t i c a b i l i t y of a l t e r n a t i v e s o l u t i o n s d i f f e r e n t l y . The same p o i n t 
a p p l i e s a c r o s s types of i n d u s t r y . I have not sought to pursue these p o i n t s 
i n t h i s account, however, p r e f e r r i n g to p r e s e n t a broad brush p i c t u r e f o r 
want of space and r e s e a r c h . 
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According to the way d i f f e r e n t c h a l l e n g e s or 'problems* p r e s e n t themselves 
t o management, then, t h e i r s e r i o u s n e s s w i l l be v a r i o u s l y a s s e s s e d , as w i l l 
the j u s t i f i c a t i o n and l i k e l y e f f i c a c y of d i f f e r e n t s t r a t e g i e s to cope w i t h 
them. A c o n s p i r a c y account of the i n t r o d u c t i o n o f p a r t i c i p a t i o n schemes 
i s thus not s t r i c t l y n e c e s s a r y (though i t should not thereby be r u l e d out 
a l t o g e t h e r , s i n c e r u l i n g c l a s s c o l l a b o r a t i o n i s v i s i b l e a t many p o i n t s i n 
h i s t o r y i n many a r e a s of s o c i a l c o n t r o l ) . With t h i s , l e t us t u r n to an 
h i s t o r i c a l account p r e s e n t e d without the g l o s s of e v o l u t i o n a r y assumptions. 

BRIGGS AND AFTER 

The e a r l i e s t p e r i o d i n which p a r t i c i p a t i v e schemes a t t r a c t e d s e r i o u s 
a t t e n t i o n from c a p i t a l i s t s saw the e s t a b l i s h m e n t of some t w e n t y - f i v e 
p r o f i t - s h a r i n g arrangements between 1865-1873. That the i d e a was not new 
i s shown by an examination, f o r i n s t a n c e , of French h i s t o r y , and i t was 
i n response to the e f f o r t s i n t h i s d i r e c t i o n by C h a r l e s Babbage 
( s i g n i f i c a n t l y a p r e c u r s o r o f T a y l o r i s m i n many r e s p e c t s ) t h a t Marx had 
commented t h a t p r o f i t - s h a r i n g s e r v e d only a s : 

... a s p e c i a l bonus which can a c h i e v e i t s purpose o n l y as an 
exception from the r u l e , and which i s i n f a c t , i n noteworthy 
p r a c t i c e , r e s t r i c t e d t o the buying-up of i n d i v i d u a l o v e r l o o k e r s 
e t c i n the i n t e r e s t s o f the employer a g a i n s t the i n t e r e s t o f 
t h e i r c l a s s ... or e l s e i t i s a s p e c i a l way of c h e a t i n g the 
workers and of deducting a p a r t of t h e i r wages i n the more 
p r e c a r i o u s form of a p r o f i t depending on the s t a t e o f the 
b u s i n e s s . (Marx, 1858:288). 

I n the UK the p i o n e e r s were the coalowners, Henry B r i g g s , Son & Co. 
T h e i r scheme, e x p l i c i t l y d i r e c t e d a t the e x c l u s i o n of unions from the 
company, followed a p e r i o d of p r o g r e s s i v e l y worsening labour r e l a t i o n s . 
E a r l y p r o f i t pay-outs h e r a l d e d a p e r i o d of apparent s u c c e s s i n the g o a l s 
of the p l a n u n t i l a renewal of r e c e s s i o n i n 1874 saw B r i g g s a c t i n g with 
other c o a l m a s t e r s to c u t wages. To t h e i r d i s g u s t , employees showed l i t t l e 
l o y a l t y , and j o i n e d a widespread s t r i k e a g a i n s t the employers' a c t i o n . 
Thus the ' p r e v e n t a t i v e ' r a t h e r than ' p a l l i a t i v e ' which the B r i g g s had 
a d v e r t i s e d i n t h e i r attempts to p u b l i c i s e t h e i r methods had a t b e s t 
temporary impact. The scheme was abondoned a t the s h a r e h o l d e r s ' 
i n s i s t e n c e i n the f a c e of f a i l u r e . 
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I t i s s i g n i f i c a n t t h a t t h i s and subsequent waves of i n t e r e s t on the p a r t 
of employers i n p a r t i c i p a t i o n schemes i n many r e s p e c t s f o l l o w the p a t t e r n 
noted by A l l e n (1964a) f o r the use of c o n c i l i a t i o n and a r b i t r a t i o n 
procedures. He too observes a p a t t e r n i n which apparent c o n c e s s i o n s were 
made i n those i n d u s t r i e s and a t those times when p r e s s u r e on employers 
was g r e a t e s t , but t h a t d e s p i t e the frequ e n t embracing of u n i v e r s a l i s t i c 
p r i n c i p l e s j u s t i f y i n g the new arrangements the b e s t e f f o r t s were made to 
avoid formal r e c o g n i t i o n so t h a t t he r e l a t i o n s h i p c o u l d be r e a d j u s t e d 
should ' b e t t e r ' times r e t u r n . A s i m i l a r a n a l y s i s can be a p p l i e d to the 
i n t r o d u c t i o n of employee w e l f a r e schemes (Hay, 1977, 1977a). 

The a n a l y s i s of two r e c e n t and one r a t h e r o l d e r study of p r o f i t - s h a r i n g 
before the F i r s t World War"* confirm t he p a t t e r n d e s c r i b e d above, and a l s o 
the i n t e r p r e t a t i o n o f f e r e d h e r e . I n Church's words: 

I f one examines the subsequent h i s t o r y o f p r o f i t - s h a r i n g 
down to World War 1 i t i s p o s s i b l e to i d e n t i f y a d i r e c t 
r e l a t i o n s h i p between the i n t r o d u c t i o n of p r o f i t - s h a r i n g 
or c o - p a r t n e r s h i p schemes w i t h a hi g h l e v e l o f employment 
and labour u n r e s t . (1971:10). 

A r e c e n t study of J.T. & T. T a y l o r ' s p r o f i t - s h a r i n g scheme ( P o l l a r d & 
Turner 1976) extends t h i s p r o f i l e w e l l beyond the p e r i o d examined by 
Church. T h i s scheme was i n f a c t begun du r i n g the second peak of p r o f i t -
s h a r i n g i n a u g u r a t i o n , 1889-1892. Where one e a r l y o b s e r v e r (Sedley T a y l o r , 
1884) had found l i t t l e i n t e r e s t among c a p i t a l i s t s i n p r o f i t - s h a r i n g i n 
preceding y e a r s , the c o n f l i c t of t h i s p e r i o d brought f o r t h a r e v i v a l of 
a t t e n t i o n . Subsequent p e r i o d s of i n t e r e s t i n 1908-1909 and 1912-1914 
are a s s o c i a t e d w i t h s i m i l a r c o n d i t i o n s . 

I n p r a c t i c e , p r o f i t - s h a r i n g does not appear to have been o v e r l y s u c c e s s f u l 
i n a c h i e v i n g an " e n t e r p r i s e c o n s c i o u s n e s s " ( B r i s t o w ' s term, 1974:262), 
wi t h a f a i l u r e r a t e w e l l over 50% (Bristow, 1974:288). Many c a s e s 
e x h i b i t i n g the s o r t of i n s t a b i l i t y shown by the B r i g g s ' scheme are 
apparent, but on top of these v i s i b l e f a i l u r e s must be sta c k e d schemes 
which became r i t u a l annual bonuses with l i t t l e s i g n i f i c a n c e to employer 
or employee, y e t s u r v i v i n g f o r many y e a r s as a token g e s t u r e . 

The u n i t a r y , e n t r e p r e n e u r i a l / m a n a g e r i a l ideology which guided these 
p r o f i t - s h a r i n g schemes i s m a n i f e s t . The United S t a t e s saw s i m i l a r attempts 
by employers: 
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I n t h e i r ways, employers had been responding s p o r a d i c a l l y 
to the demand of t h e i r workers w i t h schemes of employee 
r e p r e s e n t a t i o n ... by i n s t i t u t i n g schemes of p r o f i t - s h a r i n g , 
and by the c o n s t r u c t i o n o f company towns i n which they would 
e x h i b i t v a r y i n g degrees o f benevolence. By such measures 
American employers hoped to undermine the appeal of the 
t r a d e unions, and they r e a c t e d v i g o r o u s l y and w i t h h u r t 
i n d i g n a t i o n when they d i d not succeed. (Bendix, 1956:266). 

I have not attempted t o e x p l o r e US h i s t o r y i n the d e t a i l t h a t I have 
Great B r i t a i n , but my i m p r e s s i o n i s of a s i m i l a r p a t t e r n . Perhaps most 
s t r i k i n g i s the c o i n c i d e n c e i n time o f r a d i c a l working c l a s s movements 
i n many d i f f e r e n t c o u n t r i e s d u r i n g the t w e n t i e t h century, commencing w i t h 
the v a r i e t i e s of i n d u s t r i a l unionism and s y n d i c a l i s m i n the f i r s t two 
decades. Then as now, o f f e r s o f ' p a r t i c i p a t i o n ' i n some form were found 
i n many c o u n t r i e s a s a consequence, i l l u s t r a t i n g the e x t e n t of i n t e r l i n k a g e 
which has e x i s t e d f o r a v e r y long time a l r e a d y between the c a p i t a l i s t 
n a t i o n s , and so t h e i r c r i s e s . 

WHITLEYISM 

Thus we f i n d the e a r l y y e a r s o f the t w e n t i e t h c e n t u r y b e s e t by mounting 
u n r e s t , the v a r y i n g c a u s e s of which have been s e v e r a l l y i n v e s t i g a t e d by 
authors i n t e r e s t e d i n the g e n e r a t i o n o f the shop stewards movement from 

4 
1915. Our a t t e n t i o n must be c o n f i n e d to the consequences. 

As the r i g o u r s of the F i r s t World War p r e c i p i t a t e d the i n t e n s i f i c a t i o n of 
c o n f l i c t between working c l a s s movements, wi d e l y a n t a g o n i s t i c to an 
' i m p e r i a l i s t war', and t h e i r employers, the l a t t e r seen as backed by a 
v i s i b l y ' s e r v i l e s t a t e ' , so m i d d l e - c l a s s f e a r s grew. The events i n 
R u s s i a d i d l i t t l e to calm such a n x i e t y . At the same time, where the war 
e f f o r t d i d produce p a t r i o t i c e f f o r t from the shop f l o o r , the b e n e f i t s of 
c o - o p e r a t i v e a c t i v i t y were made c l e a r , as were those of d i l u t i o n f o r the 
i n t r o d u c t i o n of more e f f e c t i v e technology to speed the labour p r o c e s s . 
Thus w h i l s t a n t i - B o l s h e v i k f e e l i n g ran high^ t h e r e were a l s o moves af o o t 
to encourage the i d e a of s e t t i n g up a j o i n t committee of labour and 
management r e p r e s e n t a t i v e s i n each f i r m , w i t h a n a t i o n a l i n d u s t r i a l 
c o u n c i l i n each i n d u s t r y . These moves were f i r s t mooted by the Garton 
Foundation, a t the p a r t i c u l a r i n s t i g a t i o n of a Quaker, Malcolm Sparkes, 
and an a n c e s t o r of Anthony Wedgewood-Benn, Mr E r n e s t J.P. Benn. They 
provoked the e s t a b l i s h m e n t of a Government committee under the 



chairmanship of J.H. Whitley, which i n i t s d i v i s i o n between employer and 
union r e p r e s e n t a t i v e s was i n many ways a pre-echo of the B u l l o c k Committees 
of 1976-1977. White (1975) makes c l e a r the c o n t i n u i t y between the t a c t i c 
of Whitleyism which emerged, to t r y and ameliorate c o n f l i c t , and the 
p r e p a r a t i o n and u t i l i s a t i o n of other forms of s o c i a l c o n t r o l , i n c l u d i n g 
c o e r c i v e r e p r e s s i o n . 

I t i s s i g n i f i c a n t t h a t Whitleyism i s now a s s o c i a t e d w i t h d i l u t e d bargaining 
i n p a r t s of the p u b l i c s e c t o r and i n other a r e a s of employment with weak 
union o r g a n i s a t i o n . I t i s common to f i n d j o i n t c o n s u l t a t i o n g r a f t e d on 
top of these arrangements,even. T h i s a l s o makes i t a l l too easy to f o r g e t 
the o r i g i n a l a s p i r a t i o n s and r h e t o r i c which surrounded i t s emergence, and 
the i n i t i a l scope of i t s coverage. The f o l l o w i n g quotations from the 
F i r s t I n t e r i m Report of the Whitley Committee are i l l u s t r a t i v e here: 

What i s wanted i s t h a t the workpeople should have a g r e a t e r 
o pportunity o f p a r t i c i p a t i n g i n t h e d i s c u s s i o n about the 
adjustment of those p a r t s o f i n d u s t r y by which they are most 
a f f e c t e d ... 
I n c o n c l u s i o n i t may be pointed out t h a t the sub-committee 
has t r i e d to d e v i s e , i n g e n e r a l terms, a p l a n which would 
g i v e o p p o r t u n i t i e s f o r s a t i s f y i n g the growing demands made 
by the t r a d e unions f o r a share i n ' i n d u s t r i a l c o n t r o l ' ... 
(quoted by C h a r l e s , 1973:107, 1 1 2 ) . 

I f t h i s r h e t o r i c i s p l a i n , then d e s p i t e the appending of t h e i r s i g n a t u r e s 
to a document which t r o d with n o t able s k i l l a r h e t o r i c a l path t h a t both 
employer and union r e p r e s e n t a t i v e s could read t h e i r own i n t e r p r e t a t i o n 
i n t o , t h e r e was a l s o a r e j e c t i o n i n p a r t of the c o n c l u s i o n s on the p a r t 
of S m i l l i e e t a l which i s echoed i n many c a v e a t s today: 

... a complete i d e n t i t y of i n t e r e s t s between c a p i t a l and 
labour cannot thus be e f f e c t e d and t h a t such machinery 
cannot be expected to f u r n i s h a se t t l e m e n t f or the more 
s e r i o u s c o n f l i c t s of i n t e r e s t i n v o l v e d i n the working of 
an economic system p r i m a r i l y governed and d i r e c t e d by 
the motives o f p r i v a t e p r o f i t . (Ouoted by C h a r l e s , 
1973:101). 

What, then, was the r e s u l t of Whitleyism? At i t s peak i t covered 3*s 
m i l l i o n workers, i n a wide range of employment (Halevy, 1921:130). 
I n an e n t h u s i a s t i c review of exp e r i e n c e w i t h works committees e x i s t i n g 
p r i o r to the implementation of the Whitley recommendations, the M i n i s t r y 
of Labour^ proclaimed t h a t : 
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Works Committees have, i n the g r e a t m a j o r i t y of c a s e s , 
tended to i n t r o d u c e g r e a t e r harmony and, through i t , 
g r e a t e r e f f i c i e n c y [as]is proved by the evidence o f 
those concerned i n t h e i r working. I t i s not denied 
t h a t i n some c a s e s (though t h e s e a r e v e r y few) Works 
Committees have f a i l e d .... I n almost every c a s e , 
however, the testimony i s to the opposite e f f e c t . ( p46). 

Yet the optimism seems to have been misplaced, f o r even the f u l l f l u s h of 
Whitley propaganda, accompanied by the N a t i o n a l I n d u s t r i a l C o u n c i l of 1919, 
could not make the "new1 system, p r e s e n t e d then as now as p a r t of the 
e v o l u t i o n o f i n d u s t r i a l r e l a t i o n s t o a new b a s i s , i n t o a workable one. 
Behind the grand words, i n t e r p r e t a t i o n s were i n c o n s i s t e n t much i n the 
manner d e s c r i b e d i n Chapter 3 above: 

The workers t a l k about p a r t i c i p a t i o n i n the management 
of the b u s i n e s s . The employers r e p l y by t a l k i n g about 
p a r t i c i p a t i o n i n p r o f i t and, i n the most favourable 
c a s e s , concede only the most b a s t a r d form of j o i n t 
c o n t r o l t o the workers ... we know v e r y w e l l how 
i l l u s o r y t h i s c o n t r o l i s , and the appearance of c o n t r o l 
i s intended t o c r e a t e the narrowest p o s s i b l e bond 
between the i n t e r e s t s o f the worker and the i n t e r e s t s 
of the employer who h i r e s him. (Halevy, 1919:108). 

Thus i n the key term, *co-operation', Halevy f i n d s u n i o n i s t s t a l k i n g of 
the e l i m i n a t i o n of p r o f i t s and employers of t h e i r grand enhancement. 
I t i s not, t h e r e f o r e , s u r p r i s i n g t o f i n d t h a t Whitleyism was l a r g e l y 
ignored or r e j e c t e d by o r g a n i s e d t r a d e s who had a l r e a d y a t t a i n e d 
b a r g a i n i n g r i g h t s , and began t o d i s a p p e a r f a i r l y q u i c k l y i n other c a s e s . 
Some e x h i b i t e d an i n s t a b i l i t y i n h e r e n t i n c o n f l i c t over the terms o f the 
s o - c a l l e d c o-operation, o t h e r s faded i n t o d i s u s e more q u i e t l y . By 1926 
only 47 of 78 e s t a b l i s h e d schemes remained,^ with many of these almost 
c e r t a i n l y o p e r a t i n g on a r i t u a l i s t i c b a s i s o nly. 

The 1920s had seen a r e v e r s a l of the power and so of the c h a l l e n g e of 
labour to employers, of course, and under t h i s c ircumstance i n t e r e s t i n 
m a i n t a i n i n g the p a r t i c i p a t i v e p r e t e n c e s d e c l i n e d s h a r p l y , a p a r t from the 
impetus i n t h i s d i r e c t i o n from the widespread f a i l u r e of the c o u n c i l s i n 
managerial terms. The 1927 Mond-Turner t a l k s , which C h a r l e s , Chang (1936) 
and McDonald & Gospel (1973) a l l seem to regard as p a t h - b r e a k i n g l y 
s i g n i f i c a n t , s e r v e f a r b e t t e r to confirm the c y c l i c a l p a t t e r n , f o r they 
were p r a c t i c a l l y ignored by employers (who had p r i o r to the d e f e a t of 
the unions been so eager) and o f f e r e d the unions the most sketchy and 
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I n o p e r a t i v e of c o n s u l t a t i o n s . The treatment of t h i s conference i s a good 
i l l u s t r a t i o n o f the way modes of i n t e r p r e t a t i o n and e v o l u t i o n i s m l a y s t r e s s 
on events from which a r e f l e x i v e , a n a l y t i c a l h i s t o r y could only d e r i v e 
embarrassment. 

I n the eyes of a t l e a s t two authors the Whitley Committee system's 
p u b l i c i t y had achieved a t l e a s t a short-term s u c c e s s f o r the employers* 
s i d e : 

The t r i c k had come o f f , and the system of Whitley c o u n c i l s 
had done i t s work. I t had allowed c a p i t a l i s m to p l a y 
s t a t e c o l l e c t i v i s m f m a t e r i a l demands,/ and G u i l d s o c i a l i s m 
o f f a g a i n s t each other and t o c a n c e l each other out. 
[Halevy, 1922:152). 

Even before 1920, i t was becoming obvious t h a t some employers 
had only d e a l t w i t h the i d e a of shared c o n t r o l as a d e v i c e to 
buy time. ( C h i l d , 1969:48). 

To e n v i s i o n so c o n s p i r a t o r i a l and c o n s c i o u s a s t r a t e g y i s probably 
somewhat m i s l e a d i n g . No doubt t h e r e were some employers who d i d c a l c u l a t e 
on the v a l u e of a d e l a y i n g d e v i c e , but t h e r e w i l l have been many o t h e r s 
who were a t l e a s t p a r t l y (and r a t h e r t e m p o r a r i l y ) convinced of the need 
f o r p a r t i c i p a t i o n ; s t i l l o t h e r s would have always pushed f o r p a r t i c i p a t i o n , 
whether on i d e a l i s t i c or t a c t i c a l grounds, and t h e i r v o i c e s would have 
assumed prominence a t a time when t h i s approach was i n favour. Such 
•pioneers' tend t o fade back i n t o being ' e c c e n t r i c s ' when i n t e r e s t fades 
once more. Pace C h i l d t h i s i s a f a r more r e a l i s t i c account of the 

Q 

i n f l u e n c e of Quaker i d e a s . 

JOINT CONSULTATION 

The p a r t i c i p a t i o n panacea was thus d i s p l a c e d by other methods more v i s i b l y 
a s s o c i a t e d w i t h s o c i a l c o n t r o l f o r most of the i n t e r w a r y e a r s . Then the 
l a t t e r y e a r s of the 1930s w i t n e s s e d a r e v i v a l of the m i l i t a n c y of trade 
unionism i n i n d u s t r i e s where employment p r o s p e c t s were p i c k i n g up f a s t e s t 
due to m i l i t a r y p r e p a r a t i o n s . Those who r e b u i l t the s e v e r e l y d e p l e t e d 
t r a d e unions were, p r e d i c t a b l y , extremely h o s t i l e to the management 
es t a b l i s h m e n t t h a t had made t o o f f e r so much and then, once the 
opportunity a r o s e , r e s o r t e d to a l l the o l d t a c t i c s once more. C a p i t a l i s m 
had, moreover, f a i l e d i n i t s p r o j e c t of o f f e r i n g a t l e a s t the most 
economically e f f e c t i v e and s e c u r e system of production and employment. 
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The l e g i t i m a c y o f those who r a n i n d u s t r y was thus once again under s e v e r e 
p r e s s u r e . The Second World War was, however, l e s s s t r a i g h t f o r w a r d i n i t s 
impact on t h i s s i t u a t i o n than the F i r s t had been. 

Because of the shared o p p o s i t i o n to the Nazi enemy, p a r t i c u l a r l y once the 
S o v i e t Union had been a t t a c k e d by H i t l e r , the labour movement was t h i s 
time u n i t e d i n i t s support f o r the war e f f o r t . The r e s u l t was the 
appearance o f J o i n t Production Committees, a p p a r e n t l y much indebted to 
i n i t i a t i v e from the labour s i d e . The government r e a c t e d by g i v i n g o f f i c i a l 
approval to t h e s e committees and t h e i r e q u i v a l e n t s i n s h i p b u i l d i n g (yard 
committees) and the mines ( p i t committees). A committee was s e t up under 
the chairmanship o f the General S e c r e t a r y of the TUC, C i t r i n e , t o 
recommend a c t i o n to s e t up r e g i o n a l o r g a n i s a t i o n s to harness these l o c a l 
e f f o r t s (ILO, 1 9 4 4 : 1 4 f f ) . By J u l y 1943 t h e r e were 4169 JPCs c o v e r i n g 2h 

m i l l i o n workers (Clegg & C h e s t e r , 1954:338), and 4565 i n June 1944 
( F l a n d e r s , 1968:135). 

JPCs were forbidden to d i s c u s s matters covered by machinery f o r n e g o t i a t i o n . 
Thus they d e a l t almost e x c l u s i v e l y w i t h p r o d u c t i o n and e f f i c i e n c y . As 
such they came to seem a t t r a c t i v e p r o p o s i t i o n s to many managers, who 
found t h a t : 

... competent managers were given a means o f 'putting t h e i r 
p l a n s a c r o s s 1 t o t h e i r workers; t h a t an undoubted enthusiasm 
on the p a r t of many workers was c a n a l i z e d through the JPCs; 
and t h a t a number of workers gained some experience of the 
problems o f management ... 9. 

However, t h i s l a c k o f c h a l l e n g e to management, f o r them the essence of 
' r e a l ' p a r t i c i p a t i o n , encouraged l e s s enthusiasm from employees even under 
wartime c o n d i t i o n s . The l e f t had expected (as some i r o n i c a l l y hoped again 
i n the 1960s) t h a t a c c e s s to management d e c i s i o n s would expose the 
i n e f f i c i e n c i e s and u n s c i e n t i f i c nature of management, but then as now the 
source of ideology runs deeper than mere propaganda. There was a growing 
r e a c t i o n to the f a c t t h a t committees were i n s t e a d becoming the t o o l of 
management c o n t r o l and i m p o s i t i o n of d i s c i p l i n e . * 0 Despite i d e a l 
c o n d i t i o n s f o r co-operation, then, Clegg & Che s t e r (1954:339) conclude 
t h a t t h e r e was no more than h a l f - a n d - h a l f s u c c e s s and f a i l u r e (what they 
mean by the t e r m s i s u n c l e a r ) f o r JPCs. Thus a f t e r the war JPCs f e l l away 
i n numbers, to perhaps 550 i n 1948.*'*" I n f e a r of the new Labour Government 
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i n t r o d u c i n g a s t a t u t o r y form of p a r t i c i p a t i o n , some employers p r e f e r r e d 
not to pursue the matter (Wigham, 1973:158). 

I n the y e a r s f o l l o w i n g the war and the d e f e a t of C h u r c h i l l i n the 
e l e c t i o n s , the Labour Government put i n t o o p e r a t i o n the p u b l i c c o r p o r a t i o n , 
based not on the d i l u t e workers' c o n t r o l model proposed before the war 
but on the b a s i s proposed by Herbert Morrison. T h i s meant no r i g h t s to 
r e p r e s e n t a t i o n f o r workers a t the e x e c u t i v e l e v e l , where 'best man f o r 
the job' (judged i n t r a d i t i o n a l c a p i t a l i s t terms) continued; but 
compulsory e s t a b l i s h m e n t of c o n s u l t a t i v e and a d v i s o r y bodies i n the new 
o r g a n i s a t i o n s . Meantime, the t h r e a t of an economic c r i s i s l i k e t h a t a f t e r 
the F i r s t World War haunted government and many employers, and when the 
s i t u a t i o n worsened i n 1947 t h e r e emerged a r a p i d l y r e v i v e d i n t e r e s t i n 
j o i n t c o n s u l t a t i o n i n the p r i v a t e s e c t o r a l s o . The M i n i s t y of Labour 
again campaigned f o r the 'new' arrangements, which again were to be 
v o l u n t a r y for each i n d u s t r y and to a c t i n a d v i s o r y c a p a c i t y o n l y . They 
were a l s o to be s t r i c t l y d e l i m i t e d from a r e a s of acknowledged c o n f l i c t 
and so n e g o t i a t i o n . By 1949, o f 54 c h i e f i n d u s t r i e s , 26 had agreed to 
recommend s e t t i n g up j o i n t committees a t f a c t o r y and workshop l e v e l s , 
17 had decided to l e a v e i t e n t i r e l y t o l o c a l management, and 8 had decided 

12 
e x i s t i n g machinery was adequate. Three had not decided. 

The spread of j o i n t c o n s u l t a t i o n was r a p i d and v e r y e x t e n s i v e . Two 
s t u d i e s i n the p e r i o d a t the v e r y end o f the 1940s (NIIP, 1952; W.R.Brown 
& Howell-Everson, 1950) confirmed t h a t around t h r e e - q u a r t e r s of a l l 
companies (and over 90% i n engineering) had such c o u n c i l s . Seven per cent 
had a l r e a d y d i s c o n t i n u e d , i t should be noted. But i f the scope of t h i s 
c y c l e i s so o f t e n c o n v e n i e n t l y f o r g o t t e n today, so too i s the spread of 
i t s d e c l i n e . I n a p e r i o d of growing economic p r o s p e r i t y (and mounting 
Tory m a j o r i t i e s ) the r i s i n g apparent power of the unions d i d not c o n s t i t u t e 
a t h r e a t to management. Le g i t i m a c y was for the time being b u t t r e s s e d by 
the d e l i v e r i n g , l i t e r a l l y , of the goods. Moreover, the c o n s u l t a t i o n system 
produced r i f e t r i v i a l i t y , o f f e r i n g l i t t l e to e i t h e r s i d e of i n d u s t r y i n 
the l i g h t of e x p e r i e n c e , now t h a t the common war e f f o r t was over. By the 
e a r l y 1960s only one i n f i v e f i r m s w i t h over 150 employees reported having 
c o n s u l t a t i o n committees (Marsh & Coker, 1963), and e q u a l l y i n t e r e s t i n g l y 
under 30% of t h e s e companies re p o r t e d having such schemes i n 1955. W h i l s t 
some of these c a s e s can be accounted f o r by schemes which were r e t i r e d 
before 1955, t h e r e would have appeared to be a good d e a l of 'amnesia'. 
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whether d e l i b e r a t e or not, on the b a s i s of the e a r l i e r known f i g u r e s . 
P a r t of t h i s i s probably accounted f o r a t the other end, too, by f i r m s 
r e p o r t i n g schemes when they were f a s h i o n a b l e i n the l a t e 1940s which were 
so token as to be soon f o r g o t t e n . Some of these which had s u r v i v e d had 
done so i n a r i t u a l form, known only to stu d e n t s of the company r u l e book. 

Clegg & Ches t e r sum up the worker's view of c o n s u l t a t i o n as founded i n a 
cy n i c i s m based on a memory of pre-war management a t t i t u d e s and a b e l i e f 
t h a t l i t t l e had changed other than the cir c u m s t a n c e s of f u l l employment. 
I n such c i r c u m s t a n c e s " i t i s f o r the worker to make the best of i t w h i l e 
he can, f o r i f c o n d i t i o n s change t h e r e w i l l be l i t t l e heard of j o i n t 
c o n s u l t a t i o n . " (1944:345). For management such a t t i t u d e s were ready 
evidence of the cussed unpreparedness of the worker f o r p a r t i c i p a t i o n , 
on which they could blame any f a i l u r e . The p a t t e r n s a r e thus f a m i l i a r . 
As a c l o s i n g i l l u s t r a t i o n of t h i s , the f o l l o w i n g Tory p o l i c y statement 
from 1943, which but f o r a few s p e c i f i c terms could be l i f t e d from the 
October 1974 manifesto quoted e a r l i e r (or t h a t f o r 1979), speaks f o r 
i t s e l f : 

The standard of l i v i n g o f t h i s country can only be r e s t o r e d 
and improved i f maximum production i s regarded as the j o i n t 
r e s p o n s i b i l i t y o f c a p i t a l , management and labour, working a s 
p a r t n e r s . We c o n s i d e r t h a t a man who i n v e s t s h i s s k i l l and 
labour i n an i n d u s t r y should f e e l an i n t e r e s t i n and 
e x e r c i s e an i n f l u e n c e over t h a t i n d u s t r y , equal i n degree, 
i f not i n ki n d , t o t h a t e x e r c i s e d by a man who i n v e s t s h i s 
s a v i n g s . To t h i s end we welcome t he ex t e n s i o n of the 
system of production committees. (Forward By the R i g h t : 
A Statement by the Tory Reform Committee, 13th October 1943). 

ONCE MORE UNTO THE BREACH 

So we r e a c h the c u r r e n t p e r i o d of management i n t e r e s t i n p a r t i c i p a t i o n 
as a s o l u t i o n to a c h a l l e n g e from below. Only by presuming t h i s to be a 
permanent phenomenon i s an e v o l u t i o n a r y p e r s p e c t i v e made t e n a b l e , though 
t h i s assumption i s made with few v i s i b l e qualms i n the r e c e i v e d wisdom. 
I n the s e c t i o n f o l l o w i n g t h i s one I s h a l l l a y out my o b j e c t i o n s to such 
an assumption on t h e o r e t i c a l and e m p i r i c a l grounds. F i r s t l y , though, l e t 
us examine how t h i s l a t e s t wave came i n t o e x i s t e n c e f o r comparison w i t h 
i t s p r e d e c e s s o r s . 
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The '60s and '70s were decades when economic c r i s i s seemed t o become 
indigenous, the o n l y v a r i a t i o n being i n the s e v e r i t y of t h a t c r i s i s . 
The long-term d e c l i n e i n p r o f i t a b i l i t y noted by Glyn & S u t c l i f f e d i d not 
cease a f t e r the p u b l i c a t i o n (1972) of t h e i r study. From the e a r l y 1960s 
onwards a s o l u t i o n to t h i s and balance of payments problems was sought i n 
p o l i c i e s aiming t o l i m i t the r a t e of i n c r e a s e i n wages. Under the Labour 
government which came i n t o power i n 1964, incomes p o l i c y became a s s o c i a t e d 
w i t h a form o f wage b a r g a i n i n g which sought to safeguard p r o f i t s by t y i n g 
wage i n c r e a s e s to i n c r e a s e s i n p r o d u c t i v i t y ( i . e . to make them s e l f -
f i n a n c i n g ) . I n order to g a i n acceptance f o r t h i s p r o d u c t i v i t y b a r g a i n i n g , 
i n n o v a t i v e employers saw a need to ' i n v o l v e ' workers and to i n s t i t u t i o n a l i s e 
the g e n e r a t i o n o f i d e a s f o r i n c r e a s i n g the r a t e of output from the labour 
p r o c e s s . P r o d u c t i v i t y committees i n v a r i o u s forms were thus commonly a 
p a r t of p r o d u c t i v i t y agreements. 

A f u r t h e r a s p e c t of the growing p r e s s u r e on management was the spread o f 
trade union membership, p a r t i c u l a r l y i n the ' n o n - t r a d i t i o n a l ' s e c t o r s of 
w h i t e - c o l l a r employees and female workers i n manual and non-manual work. 
Above a l l , t h i s brought a development of l o c a l union r e p r e s e n t a t i o n , 
through the burgeoning of the shop steward system. Demands f o r g r e a t e r 
r i g h t s i n the d e t e r m i n a t i o n of company p o l i c i e s i n a r e a s t r a d i t i o n a l l y 
management's domain were r e f l e c t e d i n a s h i f t of the TUC's p o s i t i o n i n 
1966, when they advanced arguments f o r p a r t i c i p a t i o n i n d e c i s i o n s beyond 
orthodox c o l l e c t i v e b a r g a i n i n g matters. 1"* There followed a Labour P a r t y 

14 
Committee under the chairmanship of J a c k Jones i n 1967, the r e p o r t o f 
which (accepted by the 1968 P a r t y Conference) c a l l e d f o r extended 
information and b a r g a i n i n g r i g h t s and experiments w i t h worker d i r e c t o r s 
i n the p u b l i c s e c t o r . Demands such as these became a p o p u l i s t r a l l y i n g 
c a l l of the Labour movement i n the 1970s {though the p r e c i s e reforms 
demanded became i n c r e a s i n g l y fragmented as s p e c i f i c p r o p o s a l s were a i r e d 
from the mid-'70s). The o f f i c i a l demands of the Labour movement focussed 
on worker d i r e c t o r s from the p u b l i c a t i o n of TUC p r o p o s a l s i n 1973 (see 
TUC, 1973, 1974). 

Management awareness of t h i s c h a l l e n g e grew from the mid-'60s, e s p e c i a l l y 
once i t became apparent t h a t p r o d u c t i v i t y committees were not going to 
meet the needs o f l e g i t i m a c y and c o n t a i n i n g u n r e s t . I n p u b l i c , management 
spokesmen were eager to acknowledge t h e i r d e s i r e to meet the needs of 
working people (tempered, n a t u r a l l y , w i t h the s e n s i b l e p r o t e c t i o n of 
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r a t i o n a l decision-making by a p p r o p r i a t e e x p e r t s - so t h a t involvement, 
not power, became the o f f e r i n g ) . I n g a t h e r i n g s of f e l l o w managers, however, 
the contingent and r e l u c t a n t nature of any c o n c e s s i o n s , and the d e t e r m i n a t i o n 
to make them s e r v e r a t h e r than a t t e n u a t e management a u t h o r i t y , was p l a i n : 

... r a d i c a l r e l i e f w i l l soon be r e q u i r e d to avoid an 
e x p l o s i o n . We need not look f a r abroad to see the 
dangers. Soon we must take new measures to r e a l i s e 
the main i d e a l s o f i n d u s t r i a l democracy w h i l s t s a f e 
guarding the wealth producing i n d u s t r i a l framework. 
( B r i t i s h I n s t i t u t e of Management, 1968:8). 

There ought not now to be any doubt i n the mind of any 
businessman t h a t the whole o f our i n d u s t r i a l system i s 
under severe a t t a c k . I t s v a l u e s , e s p e c i a l l y , a r e under 
a t t a c k .... A u t h o r i t y needs some f i r m moral base. 
And the more a u t h o r i t y i s under a t t a c k , the f i r m e r and 
more e x p l i c i t t h a t base must be. A u t h o r i t y based s o l e l y 
on e l e c t i o n i n an annual g e n e r a l meeting by a f r a c t i o n 
of s h a r e h o l d e r s i s not the f i r m e s t base on which t o 
r e s i s t the p r e s e n t a t t a c k on our i n d u s t r i a l system ... 
t h e r e a r e companies where these problems have been 
overcome. There a r e a l l k i n d s of i n t e r n a l j o i n t c o u n c i l s 

( e x c e r p t s from Catherwood, 1973). 

The l a s t author, who has s i n c e been BIM chairman, and has been a noted 
management i d e o l o g i s t , author o f t h r e e books on the C h r i s t i a n view o f 
i n d u s t r y , and formerly D i r e c t o r General of NEDO, has elsewhere made h i s 
meaning p l a i n . I n an a r t i c l e r e c o u n t i n g v a r i o u s responses to 'shop f l o o r 
power' he a v e r s : 

The f o u r t h c o u n t e r f o r c e i s worker p a r t i c i p a t i o n ... 
I would urge the unions t o a c c e p t t h a t management 
understands the power of decision-making i n companies 
somewhat b e t t e r than they do and to r e c o g n i s e t h a t the 
r i g h t of unions to veto management d e c i s i o n s has l i t t l e 
to do with the p a r t i c i p a t i o n of employees a t a l l l e v e l s 
i n the a f f a i r s of the company. (Catherwood, 1976:300). 

For management, the schemes which seemed most a t t r a c t i v e were those which, 
f i r s t l y , p r o t e c t e d and promoted the company's p r o s p e r i t y , and secondly, 
d i d not encroach i n any s e r i o u s way on t h e i r freedom of ( ' r a t i o n a l and 
n e c e s s a r y " ) a c t i o n . C o n s u l t a t i v e and a d v i s o r y bodies whose scope and 
p e r t i n e n c e to b u s i n e s s d e c i s i o n s remained a t l o c a l managerial d i s c r e t i o n 
were looked upon f a v o u r a b l y , provided they were allowed to 'mature' 
g r a d u a l l y , t a k i n g on r e s p o n s i b i l i t i e s only i n s o f a r as the 'education' of 
worker r e p r e s e n t a t i v e s removed any dangerous, d e s t r u c t i v e dogmas of 
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ignorance. P r o f i t s h a r i n g and job reforms a l s o r e c e i v e d a t t e n t i o n as 
a p p e a l i n g l y innocuous d e v i c e s , though more m a r g i n a l l y i n the 1970s s i n c e 
they could not even pretend to appease and co-opt troublesome demands f o r 
j o i n t d etermination from o r g a n i s e d l a b o u r . 

The impression t h a t management were t u r n i n g back t o c o n s u l t a t i v e 
committees i n r e f u r b i s h e d packaging i s confirmed by survey f i g u r e s . Thus 
one survey of e n g i n e e r i n g f i r m s i n the l a t e 1960s (Marsh, Evans & G a r c i a , 
1971) showed an i n c r e a s e from the f i g u r e r e p o r t e d e a r l i e r f o r the s t a r t 
of the decade, to 30% r e p o r t i n g having j o i n t production and a d v i s o r y 
committees, and 16% ' s i m i l a r committees'. Another survey conducted i n 
1968 (Clarke e t a l , 1972) reported t h a t 32% of a l l f i r m s d e c l a r e d formal 
c o n s u l t a t i v e bodies, the p r o p o r t i o n r i s i n g s h a r p l y with the s i z e of the 
f i r m (12% under 199 employees up to 62% of those w i t h over 2000 employees) 
I n 1974 the I n s t i t u t i o n of Works Managers (1975) found 44% of f i r m s had 
or planned such machinery, w i t h the c o n c e n t r a t i o n h i g h e s t i n the 
n a t i o n a l i s e d s e c t o r ( t h r e e - q u a r t e r s ) . The i n t r o d u c t i o n to P a r t Four c i t e s 
the most r e c e n t a v a i l a b l e f i g u r e s , which show f u r t h e r r i s e s by the l a t e 
1970s. 

The 1970s were unquestionably a decade i n which worker p a r t i c i p a t i o n was 
a s u b j e c t of e x c e p t i o n a l t o p i c a l i t y , the g e n e r a t o r o f widespread debate 
among both management and t r a d e u n i o n i s t s , and a focus f o r frequent 
coverage i n the mass media. The l i t e r a t u r e poured f o r t h . But I t h i n k 
the i n t e r e s t can, i n r e t r o s p e c t , be seen to have been f a r from even 
throughout these y e a r s . The i s s u e faded f a r more i n t o the background f o r 
much of the Heath government of 1970-74, when unemployment and a n t i - u n i o n 
l e g i s l a t i o n occupied most of the Labour movement's e f f o r t s ( i n c l u d i n g the 
UCS, d e s p i t e the s i g n i f i c a n c e i n terms of i n d u s t r i a l democracy demands by 
labour s i n c e a t t a c h e d to t h i s ) . With the d e f e a t of Tory p o l i c i e s , the 
worsening of the c r i s i s from c a p i t a l ' s viewpoint 1974-75, and the p r e s s u r e 
of the labour movement on the Labour P a r t y to f u l f i l e l e c t i o n commitments 
and so r e t a i n union support, i n t e r e s t seems to have r e v i v e d . G i l e s Radice 
p r i v a t e members' b i l l , I n d u s t r i a l Democracy, s l i p p e d through two readings 
i n the Commons i n 1975, and was dropped only because of promises by the 
government to s e t up a Committee of I n q u i r y . E v e n t u a l l y a chairman was 
found i n Lord B u l l o c k , and the Committee was c o n s t i t u t e d w i t h academic, 
management and union r e p r e s e n t a t i v e s . I t s terms of r e f e r e n c e echoed TUC 
p o l i c y i n s p e c i f y i n g worker d i r e c t o r s as the channel for i n d u s t r i a l 
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democracy to be p a r t i c u l a r l y s c r u t i n i s e d . I n January 1977 the Commitee 
re p o r t e d ( B u l l o c k Report, 1977), the M a j o r i t y and M i n o r i t y r e p o r t s 
echoing to an e x t e n t the opposed view of management and unions on the 
whole s u b j e c t a r e a . The content of t h i s was i l l u s t r a t e d i n more g e n e r a l 
terms i n Chapter 3, but l e t us now b r i e f l y review the main recommendations 
and responses to the B u l l o c k Report. 

B u l l o c k supported the concept of worker d i r e c t o r s on the board, i n a 
r e p o r t which i n most r e s p e c t s followed the l i n e s of the TUC p r o p o s a l s . 
Thus i t advocated p a r i t y (with an 'independent' group of appointees to 
ward o f f s t a l e m a t e s ) , and a s i n g l e , union channel of r e p r e s e n t a t i o n to 
s e l e c t or determine the means of s e l e c t i o n f o r the worker s i d e . I n i t i a l l y , 
the p r o p o s a l s were to apply only i n p r i v a t e s e c t o r companies w i t h more 
than 20CO employees. The c h i e f departure from TUC p r o p o s a l s (the l o g i c 
of which the TUC subsequently accepted) was t h a t r e p r e s e n t a t i o n should be 
on a s i n g l e , e x e c u t i v e board, r a t h e r than on the policy-making or 
' s u p e r v i s o r y ' board of a t w o - t i e r system. 

B u l l o c k was greeted (or a n t i c i p a t e d , s i n c e the o u t c r y began w e l l i n 
advance of p u b l i c a t i o n of the r e p o r t ) w i t h a massive f u s i l l a d e of s c o r n 
and v i t r i o l from the b u s i n e s s community and the media. The form of the 
c r i t i c i s m was wholly p r e d i c t a b l e from the managerial conceptions of the 
nature and purpose of p a r t i c i p a t i o n s p e l l e d out i n Chapter 3, and I s h a l l 
r e s i s t the temptation to quote f u r t h e r from the b l o a t e d f i l e s of c u t t i n g s 
I have kept from t h a t p e r i o d . There was r e j e c t i o n of above a l l the t r a d e 
union channel of r e p r e s e n t a t i o n , secondly of p a r i t y , and a l s o of the s i n g l e -
t i e r i d e a . I t was argued t h a t the B u l l o c k formulae would exclude l a r g e 
numbers of n o n - u n i o n i s t s and l e a v e the r e s t w i t h a sham democracy c o n t r o l l e d 
by union p o t e n t a t e s . D e c i s i o n s would be blocked, c o n f i d e n t i a l i t y l o s t , 
r a t i o n a l s t r a t e g i e s r e q u i r i n g redundancies and the l i k e o b s t r u c t e d , and 
c o n f l i c t would be brought to the boardroom. 

Most of the c r i t i c i s m s were p o o r l y informed and l o g i c a l l y unsound, i n 
p a r t i c u l a r f a i l i n g to acknowledge and confront q u i t e d e t a i l e d j u s t i f i c a t i o n s 
f o r t h e i r p r o p o s a l s i n the B u l l o c k Report i t s e l f . For i n s t a n c e , the 
s i g n a t o r i e s mustered evidence t h a t union membership was f a r higher than 
the n a t i o n a l average i n the o r g a n i s a t i o n s they were concerned w i t h , and 
s e t out t h e i r r e a s o n i n g f o r r e l y i n g on the union channel c a r e f u l l y , but 
t h i s was almost e n t i r e l y ignored. However, i t i s not my t a s k to weigh up 
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the d e t a i l s of the pros and cons i n t h i s debate. My concern here i s w i t h 
the conceptions and subsequent p a t t e r n of events. Thus B u l l o c k was 
submerged under an a s s a u l t which demonstrated the s t r e n g t h of managerial 
conceptions of what ' i n d u s t r i a l democracy* was and was not about. There 
was outrage t h a t p a r t i c i p a t i o n schemes could be c o n s i d e r e d to be concerned 
w i t h anything above p r o f i t a b i l i t y and worker commitment to t h e i r companies. 
The boardroom was the l o c u s not of power p l a y between i n t e r e s t groups, but 
of t e c h n i c a l l y a p p r o p r i a t e decision-making i n the u l t i m a t e i n t e r e s t of 
everybody. P a r t i c i p a t i o n should take the form of experiments introduced, 
monitored and r e g u l a t e d from above, and extended a c c o r d i n g to the 
a p p r o p r i a t e n e s s of employee responses. They should seek involvement, and 
f o r t h i s works c o u n c i l s , p r o f i t s h a r i n g and the l i k e were f a r more s u i t a b l e 
and embraced f a r more people than worker d i r e c t o r p r o p o s a l s . Moreover, 
the e v o l u t i o n a r y theme was prominent. One could not l e a p i n w i t h i n d u s t r i a l 
democracy a t the top, because such a system had to develop and mature, and 
i t r e q u i r e d a long p e r i o d of employees l e a r n i n g from the o r g a n i c growth 
of works c o u n c i l arrangements what the r e a l problems and needs o f i n d u s t r y 

15 
were. 

These conceptions were proclaimed w i t h p a r t i c u l a r c l a r i t y - and i r o n y -
i n the m i n o r i t y r e p o r t of the employers' r e p r e s e n t a t i v e s on the B u l l o c k 
Committee. Not only do t h e i r comments u n s e l f c o n s c i o u s l y r e d e f i n e the 
whole purpose o f p a r t i c i p a t i o n i n terms of p r o f i t a b i l i t y and 'involvement' 
(see B u l l o c k Report: 171), but i n l i s t i n g the c r i t e r i a they f e e l a r e 
r e q u i r e d to f u l f i l the aims they s e t f o r p a r t i c i p a t i o n , t h e r e i s r e f e r e n c e 
to the need f o r " e v o l u t i o n " of i n f o r m a t i o n procedures, a t t i t u d e s o f a l l 
p a r t i e s , education, and ' s u b s t r u c t u r e s ' (works c o u n c i l s and the l i k e lower 
down the f i r m ) , and again f o r the "evolvement of s t r u c t u r e s and procedures" 

(Bull o c k Report: 173). 

The union response to B u l l o c k was a l s o f i r m l y w i t h i n the framework of 
conceptions i n d i c a t e d i n Chapter 3. But what t h i s e n t a i l e d was a d i v i d e d 
and u n c e r t a i n s e t of r e a c t i o n s which e f f e c t i v e l y removed any chance o f the 
Labour government p u t t i n g anything along the l i n e s of B u l l o c k i n t o 
o p e r a t i o n . For some prominent union spokesmen, from Arthur S c a r g i l l on 
the l e f t to Frank Chappie on the r i g h t , worker d i r e c t o r s reek of 
i n c o r p o r a t i o n and an undermining of union independence from management. 
While the T&GWU and ASTMS (both w i t h General S e c r e t a r i e s on the B u l l o c k 
Committee) back the p r o p o s a l , the EPTU, UCATT, and f o r t h a t matter the 
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N a t i o n a l Union of Hosiery and Knitwear workers opposed i t . The AUEW took 
the l i n e t h a t worker d i r e c t o r s were a c c e p t a b l e i n n a t i o n a l i s e d i n d u s t r i e s 
but not i n the p r i v a t e s e c t o r , w h i l e the G&MWU opposed worker d i r e c t o r s 
as the e x c l u s i v e formula f o r p r o g r e s s . The l a t t e r , t h e i r views w i d e l y 
w r i t t e n up i n the p r e s s by t h e i r General S e c r e t a r y David B a s n e t t , 
proposed t h a t an a l t e r n a t i v e l i n e of extended information and r i g h t s to 
re q u i r e employers to n e g o t i a t e on i s s u e s not t r a d i t i o n a l l y covered by 
c o l l e c t i v e b a r g a i n i n g (such as investment) be l e g i s l a t e d f o r as w e l l . 
These u n c e r t a i n t i e s and d i v i s i o n s d id not go unnoticed among employer or 
m i n i s t e r i a l c i r c l e s , and enabled them to s o f t pedal on the i s s u e . 

F i n a l l y , i n May 1978, the government produced a White Paper, I n d u s t r i a l 
Democracy which, t e n t a t i v e l y and i n f a r l e s s d e t a i l than B u l l o c k , suggested 
a d i l u t e d form of worker d i r e c t o r s surrounded by a u n i t a r y r h e t o r i c of the 
purpose o f the whole e x e r c i s e which the Guardian r e f e r r e d to as 'organic 
Jimmism'. Worker r e p r e s e n t a t i o n was proposed to be only o n e - t h i r d of the 
board, and companies were to be given the option of s e t t i n g up a formal 
t w o - t i e r system w i t h workers only on the 'upper', s u p e r v i s o r y body. Some 
con c e s s i o n s were made to the G&MWU pr o p o s a l s by the suggestion t h a t a 
J o i n t R e p r e s e n t a t i v e Committee be e s t a b l i s h e d by unions, who were to get 
c e r t a i n i n f o r m a t i o n and c o n s u l t a t i o n r i g h t s on company s t r a t e g y . A f t e r 
t h r e e or four y e a r s only, t h i s JRC could demand worker r e p r e s e n t a t i v e s on 
the board. The r o l e of non-union employees i n a l l t h i s was l e f t u n s e t t l e d 
by the White Paper. I t was emphasised, though, t h a t worker d i r e c t o r s 
would have to take the same r e s p o n s i b i l i t i e s as other d i r e c t o r s . 

The d i s c u s s i o n which followed was r e l a t i v e l y muted by comparison w i t h t h a t 
a f t e r B u l l o c k . I t was g e n e r a l l y r e c e i v e d i n the media as a welcome 
moderation of B u l l o c k , but s t i l l s u s p e c t . Employers remained g e n e r a l l y 
opposed, p a r t i c u l a r l y to the whole p r i n c i p l e of p o l i c i e s being imposed on 
them by law. Meanwhile, unemployment problems had i n t e n s i f i e d , and the 
main concern of the unions (and of many l o c a l a c t i v i s t s ) was moving away 
from s h o r t term anger a t economic f a i l u r e to f e a r s of long term retrenchment. 
T h i s , coupled w i t h the d i s i l l u s i o n wrought by t h e i r own d i v i s i o n s (and 
perhaps by the experience of many with r e v i v e d forms of works c o u n c i l s ) , 
pushed i n d u s t r i a l democracy p r o p o s a l s t h a t had no immediate purchase on 
barg a i n i n g matters i n t o the background. The same c o n d i t i o n s eased the 
management experience of a need to concede. I n the event the only formal 
moves were minor c o n c e s s i o n s by the C h a n c e l l o r of the Exchequer to g r a n t 
tax r e l i e f to c e r t a i n k inds of p r o f i t - s h a r i n g as p a r t of the agreements 



3 7 7 

made f o r the support of the L i b e r a l P a r t y i n P a r l i a m e n t (the 'Lib-Lab 
p a c t 1 ) . 

The C o n s e r v a t i v e P a r t y came to power i n 1979, committed to p r e v e n t i n g 
l e g i s l a t i o n imposing a p a r t i c i p a t i v e c o n s t i t u t i o n on companies, r e j e c t i n g 
the s o l e , union channel, and c a l l i n g , a f t e r the manner of many management 
spokesmen, f o r p a r t i c i p a t i o n to develop from the bottom upwards. 1 6 

The raucous i r o n y of t h i s e v o l u t i o n a r y c a l l i n the l i g h t of the h i s t o r y 
of d i l u t e c o n s u l t a t i o n and p r o f i t - s h a r i n g r e l a t e d above, i s deafening. 
P r o f i t - s h a r i n g was endorsed, and to date the only d e f i n i t e a c t i o n by the 
government has been the e x t e n s i o n of tax r e l i e f f o r such schemes i n the 
1980 Budget. 

I t seems f o r the moment, then, t h a t we a r e i n the midst of an ebb t i d e 
once a g a i n . Gone a r e the grand f a n f a r e s f o r the e v o l u t i o n of a new order. 
I n one r e c e n t meeting a t which I was p r e s e n t , a prominent management 
spokesman responded to mention of the i s s u e o f i n d u s t r i a l democracy w i t h 
a puzzled s m i l e and the words, 'Oh, I thought we'd brushed a l l t h a t under 
the c a r p e t ' . So we have. 

THE HISTORICAL PATTERN 

The b a s i c c o n c l u s i o n s to which the above observations l e a d confirm the 
c r i t i c a l p e r s p e c t i v e which was developed i n e a r l i e r c h a p t e r s . P a r t i c i p a t i o n 
has a t t r a c t e d management a t t e n t i o n on a l a r g e s c a l e a t p a r t i c u l a r p e r i o d s 
of time, thus producing a c y c l e or w a v e - l i k e p a t t e r n . W h i l s t labour 
i n t e r e s t i n i n d u s t r i a l democracy formed p a r t of the c o n d i t i o n s , on some 
o c c a s i o n s , which u l t i m a t e l y provoked the s e t t i n g up o f p a r t i c i p a t i o n 
schemes, the i n i t i a t i v e i n formulating and i n i t i a t i n g a c t u a l schemes l a y 
on each o c c a s i o n w i t h the management s i d e . Thus the ge n e r a t i n g c o n d i t i o n s 
were those which management p e r c e i v e d a s r e q u i r i n g t h i s a c t i o n for one 
or both of two reasons: (a) i n t e n s i f i c a t i o n of e f f o r t and so of 

17 
e x p r o p r i a t i o n of the worker (the u s u a l r a d i c a l i n t e r p r e t a t i o n ) ; 
(b) the p r o t e c t i o n of managerial l e g i t i m a c y i n the f a c e of a p e r c e i v e d 
c h a l l e n g e from below. The l a t t e r has r e c e i v e d the g r e a t e s t emphasis i n 
the i n t e r p r e t a t i o n o f f e r e d here, although the two can only be separated 
i n a somewhat a r t i f i c i a l a n a l y t i c a l manner i n p r a c t i c e . I t seems 
important to s t r e s s the p e r c e p t i o n of a t h r e a t , as compared f o r i n s t a n c e 
to Poole's account i n terms of crude ' l a t e n t power', s i n c e i n the terms 
Poole uses t h i s , i t becomes hard to see why the 1950s should not produce 
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a p e r i o d of mounting i n t e r e s t i n p a r t i c i p a t i o n i f union membership and 
b a r g a i n i n g power alone a r e taken i n t o account. T h i s connects c l o s e l y 
w i t h the c r i t i c i s m s of Poole's use of the notion of power a t the end of 
Chapter 6. I t should be s a i d , though, t h a t f o r much of the time Poole's 
approach y i e l d s a s i m i l a r i n t e r p r e t a t i o n to t h a t o f f e r e d here. 

For management, then, p a r t i c i p a t i o n has indeed been intended as a 
c o u n t e r f o r c e to what were seen as a n a r c h i c and i r r a t i o n a l t h r e a t s to the 
n e c e s s a r y and a p p r o p r i a t e c o - o p e r a t i v e r e l a t i o n s h i p s between manager and 
s u b o r d i n a t e s . Thus, too, the schemes which were introduced were founded 
on the i n t e g r a t i v e , c o n s e n s u s - o r i e n t e d assumptions of management about 
p a r t i c i p a t i o n t h a t were o u t l i n e d i n Chapters 3 and 5. 

I t can be added t h a t the r e s u l t s of p a r t i c i p a t i o n schemes i n p e r i o d s o f 
h i g h a c t i v i t y p r i o r to the c u r r e n t one f a l l i n t o the p a t t e r n of outcomes 
suggested i n Chapter 5 as those l i k e l y to occur where consensus-based 
schemes a r e introduced i n a c o n f l i c t u a l s i t u a t i o n . I f e i t h e r s i d e has 
gained, i t seems c l e a r t h a t i t i s management, but more s t r i k i n g i s the 
f r a g i l i t y of i n t e r e s t which would be u n l i k e l y were management to a c h i e v e 
t h e i r i n i t i a l o b j e c t i v e s on a l a r g e s c a l e . Rather the t r i v i a l i t y or 
i n s t a b i l i t y of arrangements seems to emerge a s more t y p i c a l from the 
information we have d e s p i t e the c a s t of r e p o r t i n g of schemes a t the time 
of t h e i r o p e r a t i o n during the c y c l e . I n some c a s e s , a s h i f t of committee 
s t a t u s i s i n d i c a t e d (as with some W h i t l e y s ) , but only where b a r g a i n i n g 
i s not a l r e a d y i n s t i t u t i o n a l i s e d and management f i n a l l y a ccept i t s a r r i v a l . 
The k i n d of sweeping data w i t h which we a r e d e a l i n g i n t h i s chapter do not 
a l l o w any more thorough o b s e r v a t i o n s to be made on t h i s f r o n t , s i n c e i t 
i s only i n d i v i d u a l c a s e s t u d i e s which can r e a l l y provide a f u l l y t e x t u r e d 
t e s t of the v a l i d i t y of these c a t e g o r i e s and the theory with which they 
ar e connected. That i s a t a s k for Chapter 10. 

H i s t o r y i s not being presented here as simply a s e t of r e p e a t i n g 
c o n j u n c t u r e s , echoing t h e i r p r e d e c e s s o r s i n every way. I t has, however, 
been argued t h a t t h e r e i s an element of r e p e t i t i o n , t h a t i n c i r c u m s t a n c e s 
d i s r u p t i n g the a u t h o r i t y of those i n power, a p a r t i c u l a r s t r a t e g y i s 
l i k e l y to become a t t r a c t i v e . S i n c e the u n d e r l y i n g c o n f l i c t of c a p i t a l 
and labour endures, the consequences of such p r o j e c t s a l s o f a l l i n t o a 
p a t t e r n . I n t h i s sense the p a r t i c u l a r form of the dominant p a r t i c i p a t i v e 
proposal - p r o f i t - s h a r i n g , c o n s u l t a t i o n e t c - i s secondary to the 
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u n d e r l y i n g p r o c e s s e s i d e n t i f i e d above. Of course, each ' c y c l e ' i s very 
d i f f e r e n t to o t h e r s i n c e r t a i n important r e s p e c t s : e.g. the c u r r e n t 
s i t u a t i o n i s not a post-war one as i n 1918/19 or the l a t e 1940s. Nor i s 
the growth i n m a n i f e s t union power and the spread of membership i r r e l e v a n t 
to an a n a l y s i s of the s p e c i f i c c o n j u n c t u r e of the 1970s i n B r i t a i n , any 
more than the s e v e r i t y and d u r a b i l i t y of the economic c r i s i s i t accompanies 
Yet t h i s does not a t t e n t u a t e the s i g n i f i c a n c e of the r e g u l a r i t i e s t h a t 
have emerged. I t has become p l a i n t h a t the e v o l u t i o n a r y model i s 
untenable. 

Nonetheless, one more for m u l a t i o n remains to be d i s c u s s e d , r a r e l y e x p l i c i t 
i n the p a r t i c u l a r l i t e r a t u r e , but embedded i n the p l u r a l i s t theory t h a t 
u n d e r l i e s much contemporary d i s c u s s i o n . T h i s argues f o r the c u r r e n t 
p e r i o d of i n t e r e s t as marking a d e c i s i v e break from the p a s t , u s u a l l y 
a s s o c i a t e d w i t h a fundamental t r a n s i t i o n i n the morphology of the whole 
of B r i t i s h s o c i e t y . 

A QUALITATIVE SHIFT? 

The m a j o r i t y B u l l o c k Report addresses the reasons f o r a move towards 
i n d u s t r i a l democracy. I t s s i g n a t o r i e s argue t h a t a number of " p r e s s u r e s 

18 
f o r change" have produced {by what p r o c e s s i s not made c l e a r ) p r o p o s a l s 
f o r extending p a r t i c i p a t i o n . Amongst these p r e s s u r e s a r e i n c l u d e d the 
growth i n power, s i z e and complexity of the e n t e r p r i s e , making the need 
f o r a c c o u n t a b i l i t y more urgent; g r e a t e r union s t r e n g t h to d i s r u p t an 
unresponsive company; the growth of education, r i s i n g l i v i n g standards 
and an e r o s i o n of d e f e r e n t i a l a t t i t u d e s ; and development i n other 

19 
c o u n t r i e s , p a r t i c u l a r l y EEC members. A l l of these a r e seen as marking 
a new and permanent e r a . 
T h i s theme of a q u a l i t a t i v e s h i f t onto f r e s h t e r r a i n which p r o v i d e s a 
secure r o o t h o l d for the p a r t i c i p a t i o n p l a n t , whatever the i n f i r m i t y of 
p a s t e f f o r t s , i s expressed i n a number of v e r s i o n s d e r i v i n g from accounts 
of ' p o s t - c a p i t a l i s m 1 . I s h a l l b r i e f l y summarise the main c o n t e n t i o n s , 
and o f f e r a c r i t i c a l assessment. 

F i r s t l y , the power of trade unions i s claimed to have grown, to the p o i n t 
where they a r e a b l e to launch an a s s a u l t on managerial p r e r o g a t i v e s , any 
g a i n s from which they should be a b l e to s u s t a i n . As an e x t e n s i o n of t h i s . 



i t i i i a r g u e d t h a t u n i o n s have become ' r e s p o n s i b l e ; ' , and t h a t t h e i r r o l e 
has a c q u i r e d p u b l i c l e g i t i m a c y ; t h u s t h e y can now e x p e c t t o be g r a n t e d 
c o - d e t e r m i n a t i o n r i g h t s , and t o a c c e p t t h e new r e s p o n s i b i l i t i e s t h i s b r i n g 

S econdly, g r o w i n g e q u a l i t y o f o p p o r t u n i t y , c o u p l e d w i t h t h e s u p p o r t o f a 
b e n e v o l e n t w e l f a r e s t a t e , d e f u s e s c l a s s o p p o s i t i o n s and makes p a r t n e r s h i p 
b o t h l e g i t i m a t e and p o s s i b l e . S o c i a l m o b i l i t y , e d u c a t i o n , r e l a t i v e 
a f f l u e n c e o f manual employees and t h e l i k e a r e c i t e d h e r e . 

T h i r d l y , t h i s i s seen as p r o v o k i n g a change o f a t t i t u d e s . D e f e r e n t i a l 
a c c e p t a n c e o f a u t h o r i t y i s undermined, b u t so t o o a r e c l a s s o p p o s i t i o n a l 
a t t i t u d e s , b o t h o f w h i c h encourage t h e move t c s h a r e i n d u s t r i a l d e c i s i o n 
making power. 

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

F i f t h l y , and c o n n e c t e d l y , comes t h e v i s i o n o f a m a n a g e r i a l r e v o l u t i o n i n 
i n d u s t r y , r e p l a c i n g c a p i t a l i s t s w i t h a p r o f e s s i o n a l , w e l l - r e w a r d e d g r o u p 
'who a r e n o n e t h e l e s s employees. hs> v.-e saw i n Chapter 8, t h i s new r u l i n g 
e l i t e i n i n d u s t r y s u p p o s e d l y i m p o r t a r e s p o n s i v e n e s s t o s o c i a l 
r e s p o n s i b i l i t i e s , as w e l l as n o t b e i n g s e p a r a t e d f r o m o t h e r employees 
by a c l a s s g u l f . 

S i x t h l y , t h e r o l e o f modeln t e c h n o l o g y i s sometimes a l l u d e d t o . I n 
B l a u n e r ' s work, f o r i n s t a n c e , i t i s sug g e s t e d t h a t a u t o m a t i o n and p r o c e s s 
p r o d u c t i o n chancy j o b s :> s\ ways t h a t make them l e s s ' a l i e n a t i n g ' , and 
i n c r e a s e o p p o r c u n i t i e s f o r w o r k e r - s u p e r v i s o r i n t e r a c t i o n and f o r 
t r a n s f e r r i n g g r e a t e r v a r i e t y and r e s p o n s i b i l i t y t o t h e s e a t t h e p o i n t o f 
p r o d u c t s on. 

S e v e n t h l y , t h e new s o c i a l o r d e r i s seen as c h a r a c t e r i s e d by an i n c r e a s i n g i 
i n t t - r v e n t i o n i s t r o l e f o r a d e m o c r a t i c a l l y e l e c t e d and r e a s o n a b l y benevoier. 
s t a t e . Thi.s i s m a n i f e s t e d n o t j u s t i n w e l f a r e p r o v i s i o n s , b u t i n t h e 
g r o w t h o f p u b l j c o w n e r s h i p arid t i v ; s t a t e 1 s own r o l e 'as an e^p.l o y e r (so 
t h a t i t can e x e m p l i f y p r o g r e s s i v e i n d u s t r i a l r e l a t i o n s p r a c t i c e ) . 
M o r e o v e r r t h e s t a t e i n c r e a s i n g l y s e t s t h e s t a g e (by l e g i s l a t e d and/or 



v o l u n t a r y p r o c e d u r e s and s u b s t a n t i v e r u l e s ) f o r i n d u s t r i a l r e l a t i o n s , 
i n c l u d i n g p r e s s i n g f o r g r e a t e r p a r t i c i p a t i o n i n management. Bv 
e n c o u r a g i n g t r i p a r t i t e d i s c u s s i o n s on key p o l i c y i s s u e s , t h e s t a t e c o u l d 
a l s o be r e p r e s e n t e d as i n i t i a t i n g p a r t i c i p a t i o n a t t h e v e r y t o p . 

The e v o l u t i o n a r y p e r s p e c t i v e emerges most p l a i n l y i n e x p o s i t i o n s o f t h e 
' p o s t - c a p i t a l i s m ' { o r ' p o s t - i n d u s t r i a l i s m 1 ) t h e s i s . D a h r e n d o r f ' s (1959) 
a c c o u n t d e t a i l s many o f t h e above changes, f o r i n s t a n c e , though he 
remained a t t h a t t i m e h o s t i l e t o p a r t i c i p a t i o n prernissed on common 
i n t e r e s t s between management and workers. A t e c h n o c r a t i c mode] o f t h e 
change i s p a r t i c u l a r l y common - notable, v a r i a n t s b e i n g t h e work o f B e l l 
( 1 9 7 3 ) , K e r r e t a l (19G0) o r G a l b r a i t h ( 1 9 6 0 ) . I t i s n o t e w o r t h y t h a t 
t h e emphasis on t e c h n i c a l knowledge as t h e sou r c e o f d e c i s i o n - m a k i n g 
c a p a c i t y i n a l l o f t h e s e t e x t s r e n d e r s B e l l 1 s c l a i m t h a t democracy i n 
i n d u s t r y w i l l be extended (or t h a t " t h e a x i a l p r i n c i p l e o f t h e modern 
p o l i t y i s p a r t i c i n a t I o n " - 3 973:12) h i g h l y q u e s t i o n a b l e even i n h i s own 
t e r m s . I s h a l l r e t u r n t o t h i s p o i n t below. 

One e t h e r v e r s i o n o f t h e 'now e r a 1 t h e s i s , t h i s t i m e advanced from a 
21 

p a r t i a l l y M a r x i s t s t a n d p o i n t c a l l s f o r a t t e n t i o n . I n t h e p o s t s c r i p t 
t o a Loo}; on w o r k e r d i r e c t o r s i n t h e B r i t i s h S t e e l C o r p o r a t i o n , 
(Branncn e t a l , 1 9 76), t h e e x i s t e n c e o f p a s t c y c l e s o f i n t e r e s t and 
d i s i n t e r e s t i n p a r t i c i p a t i o n i s r e c o g n i s e d . These a r e r e l a t e d t o an 
a n a l y s i s o f s o c i e t a l r e a c t i o n s t o t h e need f o r i n t e r n a l i n t e g r a t i o n , 
a p p a r e n t l y d r a w i n g on a D u r k h e i n i a n a n a l y s i s w i t h a l l i e d f u n c t i o n a l i s t 
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i m p l i c a t i o n s . T h i s i s a l l i e d t o a r a t h e r more c o n v i n c i n g a n a l y s i s o f 
c o n d i t i o n s w h i c h p r o v o k e t h e p a r t i c i p a t i v e s o l u t i o n t h a n do p l u r a l i s t 
a c c o u n t s . I n c r e a s i n g p r e s s u r e on management i s d e t e c t e d , f o r reasons 
i n c l u d i n g e s c a l a t i n g c a p i t a l i n t e n s i t y o f p r o d u c t i o n , and t h e i n t e r 
depend once o f i n c r e a s i n g l y complex manuf ac t u r i.ng p r o c e s s e s . These, i t 
i s a r g u ed, d i c t a t e t h e n e c e s s i t y o f p r o g r e s s i v e l y more c o - o r d i n a t e d 
p r o d u c t i o n , r e q u i r i n g l a b o u r c o - o p e r a t i o n . C r i s e s i n t e n s i f y t h e p r o c e s s , 
f o r c i n;; ciovernmc- -nts t o t r y t o t r y and m a i n t a i n c o - o p e r a t i o n . However, 
i t i s suggested t h a t t h e above developments mean t h a t , a t l e a s t i n t h e 
' f r o n L j e r ' i n d u s t r i e s , management w i l l now be i n c l i n e d t o t a k e t h e 
i n i t i a t i v e and e s t a b l i s h p a r t i c i p a t i o n on t h e i r own te r m s on a more 
permanent b a s i s . 
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T h i s argument i s supported by r e f e r e n c e to a n a l y s e s by Goldman and o t h e r s 
o f a new t e c h n i c a l working c l a s s with both s p e c i a l s k i l l s r e n d e r i n g 
employers v u l n e r a b l e , and a growing r a d i c a l c o n s c i o u s n e s s . I t i s 
acknowledged t h a t p a r t i c i p a t i o n schemes here remain r e s t r i c t e d i n scope 
i n power terms, and l a r g e l y aim a t motivation and i n c o r p o r a t i o n ( i . e . i n 
the terms used here, they should be a management s u c c e s s ) . I t i s i n d i c a t e d 
t h a t i n d e c l i n i n g , t r a d i t i o n a l i n d u s t r i e s , meantime, a d i f f e r e n t p r e s s u r e 
i n i t i a t e d from below, f o r workers' c o n t r o l to a r r e s t rundown, i s found. 
On t h i s l a s t p o i n t , to which I s h a l l not r e t u r n , I s h a l l j u s t note: 
f i r s t l y , t h a t i t would be e q u a l l y p l a u s i b l e to see p a r t i c i p a t i o n i n 
d e c l i n i n g s e c t o r s as a management s t r a t e g y to co-opt r e s i s t a n c e and engage 
worker o r g a n i s a t i o n s i n the a d m i n i s t r a t i o n of dismantlement; secondly, 
t h a t the evidence i n d i c a t e s t h i s i n BSC i t s e l f and i n other such s e c t o r s , 
o f t e n f o l l o w i n g s t a t e takeover to handle the p r o c e s s (see Chapter 10 below); 
and, t h i r d l y , t h a t such p a r t i c i p a t i o n i s h a r d l y meaningful as i n d u s t r i a l 
democracy and does not betoken a new e r a . Thus the focus of the 

q u a l i t a t i v e break view remains the ' f r o n t i e r ' i n d u s t r i e s c a s e . 

A CRITIQUE OF 'NEW ERA' ARGUMENTS 

The c o n t e n t i o n s t h a t a new e r a i s upon us can be c r i t i c i s e d on a number 
of grounds, perhaps the most t e l l i n g of which w i l l be time, i f the trends 
s i n c e the B u l l o c k Report noted e a r l i e r c o n t i n u e . The other most important 
c r i t i c i s m s a r e summarised below. 

F i r s t l y , the epistemology of t h i s p e r s p e c t i v e draws a t t e n t i o n once more. 
Goldthorpe (1971) exposes e f f e c t i v e l y the nature and f l a w s i n i d e a l i s a t i o n 
of the f u t u r e i n terms of p e r s o n a l attachments to the p r e s e n t by 'post-
i n d u s t r i a l i s m ' w r i t e r s . He l a b e l s i t ' c r y p t o - h i s t o r i c i s m ' , and ponders 
why l i b e r a l arguments a g a i n s t the (supposed) e v o l u t i o n i s m of Marxism have 
not been brought to bear on t h i s t a r g e t . I n a d d i t i o n , i t may be observed 
t h a t these authors indulge i n a t e c h n o l o g i c a l determinism outmatching the 
worst v i c e s of M a r x i s t adherents to a ' b a s e / s u p e r s t r u c t u r e * conception 
c r i t i c i s e d i n Chapter 6. 

Secondly, the t r e n d s to a more democratic and equal s o c i e t y as a whole 
are v u l n e r a b l e to e m p i r i c a l a s s a u l t . The i d e a t h a t education, s o c i a l 
m o b i l i t y , incomes and o t h e r i n d i c a t o r s o f r e l a t i v e q u a l i t y o f l i f e have 
brought a l e v e l l i n g up negating c l a s s d i s c u s s i o n s i s e f f e c t i v e l y demolished 
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by any number of s t u d i e s . Moreover, arguments on these l i n e s r e f l e c t 



an impoverished, s u p e r f i c i a l conception of c l a s s , r a t h e r than a 
s t r u c t u r a l and r e l a t i o n a l a n a l y s i s . Thus the d i s c u s s i o n , even from the 
l e f t c r i t i c a l s t a n c e , i s i n c l i n e d to miss the p o i n t of c l a s s a n a l y s i s and 
the c o n t i n u i t y o f e x p l o i t a t i v e and s u b o r d i n a t i n g r e l a t i o n s of c a p i t a l i s m 
today. 

T h i r d l y , the same p o i n t s apply to d i s c u s s i o n s of changing c l a s s a t t i t u d e s 
and c o n s c i o u s n e s s . T h i s a r e a was explored i n d e t a i l i n Chapter 7 above, 
where i t was found t h a t working c l a s s c o n s c i o u s n e s s could not be 
s t r a i g h t f o r w a r d l y a s s e s s e d . I t was ambivalent and c o n t r a d i c t o r y , with 
acceptance of the s t a t u s quo c o - e x i s t i n g with p o t e n t i a l l y r a d i c a l 
p e r s p e c t i v e s t h a t o r i g i n a t e d i n or could be provoked by e x p e r i e n c e . 
Without an a n a l y s i s of how the system appears and i s experienced, then, 
no ready p r e d i c t i o n of the development of c o n s c i o u s n e s s one way or the 
other can r e a d i l y be made. The same f r a g i l i t y a p p l i e s t o the notion of 

24 
p a s t d e f e r e n c e and p r e s e n t c r i t i c a l a t t i t u d e s . 

F o u r t h l y , the i d e a of a t r a n s f o r m a t i o n of management has a l s o been 
s u b j e c t e d to c r i t i c a l e v a l u a t i o n a l r e a d y , t h i s time i n Chapter 8. Here 
I s h a l l r e s t r i c t myself to echoing the d e c i s i v e p o i n t , t h a t the e n t i r e 
approach of the m a n a g e r i a l i s t argument f a i l s to grapple with the key 
c o n t e n t i o n of M a r x i s t a n a l y s i s . Marx h i m s e l f p r e d i c t e d a d i v i s i o n of 
labour i n i n d u s t r i a l c o n t r o l , but t h i s was shown to be p a r t of the 
maintenance and e x t e n s i o n of c a p i t a l i s t production r e l a t i o n s , as opposed 
to t h e i r t r a n s f o r m a t i o n . De Vroey (1975) makes t h i s p o i n t p a r t i c u l a r l y 
c l e a r l y , and reproduces Sweezy's o b s e r v a t i o n t h a t t h e r e should be no 
c o n f u s i o n : 

... between making d e c i s i o n s w i t h i n a given frame and 
d e c i d i n g what g o a l s a r e imposed by t h i s frame on those 
o p e r a t i n g w i t h i n i t .... The u l t i m a t e purpose of the 
e n t e r p r i s e i s determined not by any i n d i v i d u a l or group 
but by the very nature of the b u s i n e s s system. 
(Sweezy, 1973, quoted de Vroey, 1973:13). 

F i f t h l y , the conception of a transformed labour p r o c e s s , experience of 
work, and managerial approach i n ' f r o n t i e r ' i n d u s t r i e s r e q u i r e s c l o s e r 
s c r u t i n y . To some extent, the l i m i t s of the managerial s h i f t a r e 
d e s c r i b e d i n the above c r i t i c i s m of the managerial r e v o l u t i o n t h e s i s . 
However, the experience of labour r e l a t i o n s may s t i l l be a l t e r e d i f the 
newer technology r e a l l y does a l t e r the whole nature of work and immediate 
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e x e r c i s e of a u t h o r i t y . The r e s e a r c h of G a l l i e (1978) and N i c h o l s & Beynon 
(1977) exposes some of the myths here, p a r t i c u l a r l y on the m o t i v a t i o n 
behind management s t r a t e g y and the nature of work (see Chapter 7 above). 
The experience of p a r t i c i p a t i o n i n these companies shows t h a t w h i l e 
management were more ready to experiment with i t on a pseudo-democratic 
b a s i s ( N i c h o l s , 1975), the r e s u l t remained f r a g i l e and not, t h e r e f o r e , 
c o n v i n c i n g l y permanent under f u t u r e c o n c e i v a b l e labour market c o n d i t i o n s 
or other s o u r c e s of i n c r e a s e d management power. 

S i x t h l y , the i d e a of a benevolent s t a t e p l a y i n g a permanent extended r o l e 
i n the husbandry of p a r t i c i p a t i o n i s a l s o h i g h l y q u e s t i o n a b l e . The 
a n a l y s i s of the s t a t e as a r e l a t i o n of c a p i t a l i s t production, not an 
autonomous e n t i t y or n e u t r a l t h i r d p a r t y s t a n d i n g o u t s i d e the employer-
worker r e l a t i o n s h i p , w a s s c h e m a t i c a l l y presented i n the I n t r o d u c t i o n . 
From t h i s p e r s p e c t i v e , the s t a t e may w e l l take major i n i t i a t i v e s to 
encourage p a r t i c i p a t i o n schemes among i t s own employees and by l e g i s l a t i o n 
or other encouragement i n the p r i v a t e s e c t o r . That i n i t i a t i v e has tended 
to be confined to the c y c l e s o f p r e s s u r e i d e n t i f i e d above, however, as 
w i t n e s s the low p r o f i l e of the c u r r e n t C o n s e r v a t i v e government. While 
l e g i s l a t i o n may not be a b o l i s h e d , the a t t e n t i o n to i t s promotion and 
a p p l i c a t i o n can v a r y d e c i s i v e l y , as i n B r i t a i n can be seen i n the 
n a t i o n a l i s e d i n d u s t r i e s . T h e i r j o i n t c o n s u l t a t i o n was r e q u i r e d by the 
A c t s b r i n g i n g about s t a t e ownership, i n the 1940s but the i n t e r e s t i n i t 
and a t t e n t i o n p a i d t o i t , and so the concern to develop i t f u r t h e r , 
evaporated for s t a t e s e r v a n t s as i t d i d f o r managers more g e n e r a l l y . 

Are t h e r e , then, no t r e n d s or developments p e r t i n e n t to the emergence of 
worker p a r t i c i p a t i o n as a more permanent s t r a t e g y ? C l e a r l y , as a l r e a d y 
acknowledged, the p a r t i c u l a r form of the e n t e r p r i s e , and of i n d u s t r i a l 
r e l a t i o n s , a r e f a r from s t a t i c or merely c y c l i c a l r e p e t i t i o n s . 
Developments were, however, shown not to e l i m i n a t e the p r o c e s s e s which 
provoke the p e r i o d i c r e s u r r e c t i o n and r e i n t e r m e n t of i n t e r e s t i n 
p a r t i c i p a t i o n . T h i s can now be extended to confront the c l a i m t h a t the 
c u r r e n t wave i s a d i f f e r e n t and permanent phenomenon. 

Thus M a r x i s t s (most notably Braverman) have a l s o pointed to c e r t a i n 
developments i n c a p i t a l i s m which bear on the notion t h a t the p o s i t i o n of 
the worker, i n d i v i d u a l l y and c o l l e c t i v e l y , i s one of i n c r e a s i n g autonomy, 
i n t e r e s t i n g work,and power. I n some c a s e s , i t w i l l be observed t h a t the 
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t r e n d s i d e n t i f i e d a r e h i s t o r i c i s t and q u e s t i o n a b l e j u s t as a r e t h e i r 
p l u r a l i s t c o u n t e r p a r t s . Nonetheless, these and the other p r o c e s s e s 
i n d e n t i f i e d s e r v e to counterbalance the l i t t l e - q u e s t i o n e d assumption of 
an ever-improving s i t u a t i o n f or labour which must b r i n g r e a l and l a s t i n g 
changes i n i n d u s t r i a l democracy. 

The power of management would seem to be f a r from d e c l i n i n g i f the 
accounts of the development of monopoly c a p i t a l i s m are accepted. The 
growth of the g i a n t c o r p o r a t i o n and e v e r - g r e a t e r c o n c e n t r a t i o n of 
production i n the c a p i t a l i s t world i n t o a s m a l l number of m u l t i - n a t i o n a l 
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e n t e r p r i s e s (and so a t i n y group of e x e c u t i v e s ) with immense c a p a b i l i t i e s 
beyond the c o n t r o l of not only labour, but of n a t i o n - s t a t e s , h a r d l y needs 
e l a b o r a t i o n once mentioned. I f anything, t h i s p r o c e s s might imply t h a t 
p a r t i c i p a t i o n would be a t most a short-term s t r a t e g y aimed a t b r i d g i n g 
the gap t i l l s u f f i c i e n t c o - o r d i n a t i o n of m u l t i - n a t i o n a l s t r a t e g y o b v i a t e s 
the need f o r compromise. T h i s , of course, depends on one's a n a l y s i s of the 
dynamics of c r i s i s and the c o n t r o l t h e r e o f i n monopoly c a p i t a l i s m , a 
s u b j e c t which f o r now I must n e g l e c t . 

The same o b s e r v a t i o n concerning the growing power of management f o l l o w s , 
i r o n i c a l l y , from the d e s c r i p t i o n of an i n c r e a s i n g l y t e c h n o c r a t i c , 
knowledge-based system by B e l l and other p o s t - i n d u s t r i a l t h e o r i s t s . As 
Goldthorpe s a y s , the prime s o c i a l g o a l i s s e t as economic growth, and the 
key d e c i s i o n s are claimed to r e q u i r e s p e c i a l e x p e r t i s e , so " p a r t i c i p a t i o n 
i n the democratic p r o c e s s must, f o r the mass of the po p u l a t i o n , 
n e c e s s a r i l y be of a d e c i d e d l y r e s t r i c t e d and i n d i r e c t k i n d . " (1971:276). 
Such an o b s e r v a t i o n t i e s i n c l o s e l y w i t h the c r i t i c i s m s l e v e l l e d a t the 
dominance of a t e c h n o c r a t i c ideology by Habermas, and before him Marcuse. 
G a l b r a i t h (1968) a c t u a l l y p r e d i c t s a d e c l i n e i n union power r a t h e r than 
the r e v e r s e . Marglin (1973) e x p l o r e s t h i s q u e s t i o n more deeply, and 
argues t h a t the notion of h i e r a r c h y and d i v i s i o n of labour between 
management and men a r i s e s h i s t o r i c a l l y not from the o f f i c i a l cause, of 
e f f i c i e n c y of opera t i o n , but r a t h e r from the need to ensure and extend 
s o c i a l c o n t r o l w i t h i n the f a c t o r y (by denying s k i l l s and by i d e o l o g i c a l 
m y s t i f i c a t i o n of the e x p e r t i s e i n v o l v e d i n the management f u n c t i o n ) . 

The nature of t h i s knowledge thus r e f l e c t s not some i n h e r e n t move to 
democracy, i n i n d u s t r y or elsewhere, but the p o l i t i c a l economy of c a p i t a l , 
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as observed by Miliband (commenting on G a l b r a i t h ) and Ross (on B e l l ) . 
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I t seeks to s u s t a i n and r e i n f o r c e management's p o s i t i o n , not to transform 
r e l a t i o n s t o a new b a s i s . Kumar's q u e s t i o n i n g of p o s t - i n d u s t r i a l 
t h e o r i s t s seems p a r t i c u l a r l y a p p o s i t e f o r t h i s t h e s i s : 

Old q u e s t i o n s reappear : knowledge f o r what, and for whom? 
(1976:461). 

T h i s c o n c e n t r a t i o n of a c c e s s to knowledge a p p l i e s a l s o to o b s e r v a t i o n s 
Kumar makes on the p r o g r e s s i v e r e g u l a t i o n and ' T a y l o r i z a t i o n ' of white-
c o l l a r and t e c h n i c a l j o b s . T h i s , he s a y s , robs them of any q u a l i t a t i v e 
s u p e r i o r i t y to the manual job B e l l sees them as d i s p l a c i n g . However, 
the i s s u e of T a y l o r i s m (considered as a g e n e r a l p r o c e s s of s u b j e c t i o n of 
labour to the p o l i t i c a l economy of c a p i t a l ) r a i s e s the more g e n e r a l 
p r o p o s i t i o n s advanced by Braverman i n p a r t i c u l a r . Braverman has argued 
t h a t the t w e n t i e t h century has seen a p r o g r e s s i v e degradation, 
s u b d i v i s i o n and ever t i g h t e r c o n t r o l by c a p i t a l of the labour p r o c e s s . 
F a r from g i v i n g way to human r e l a t i o n s and p a r t i c i p a t i v e management 
d o c t r i n e s , t hese management themes a r e seen as a means to g a i n l a b o u r ' s 
acceptance of t h i s T a y l o r i z a t i o n of work. Sowell (1960) has shown how 
the ' i n c r e a s i n g misery' and e x p l o i t a t i o n of the worker p r e d i c t e d by 
Marx remains p e r f e c t l y c o n s i s t e n t w i t h a r i s i n g a b s o l u t e income l e v e l . 

I f such a t r e n d to work degradation can be confirmed, then i t p o i n t s i n 
the o p p o s i t e d i r e c t i o n to the e v o l u t i o n a r y assumptions confronted e a r l i e r . 
G r e a t e r power f o r labour i s not o n l y not automatic; i t becomes improbable. 

Such an a n a l y s i s i s not beyond c h a l l e n g i n g . I t ignores the r e s i s t a n c e 
which workers can mount to management e f f o r t s to erode t h e i r c o n t r o l s , 
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and the advances as w e l l a s r e t r e a t s p o s s i b l e on t h i s f r o n t . Yet i f 
the Braverraan a n a l y s i s r e l i e s on an overpowerful conception of management, 
i t s e r v e s to o f f s e t and show the presumption of i t s p l u r a l i s t c o u n t e r p a r t . 

There i s y e t another r e c e n t l y burgeoning theme of a n a l y s i s from a more 
c r i t i c a l s t a n d p o i n t than the p l u r a l i s t c e l e b r a t i o n of the f u t u r e . T h i s 
concerns the nature and r o l e of the s t a t e , which i s seen as p r o g r e s s i v e l y 
extending i t s arena of d i r e c t i o n and i n t e r v e n t i o n , g e n e r a l l y i n defence 
of c a p i t a l ' s i n t e r e s t s r a t h e r than l a b o u r ' s . T h i s p r o c e s s i s r e f e r r e d to 
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as ' c o r p o r a t i s m . 
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The c o r p o r a t e s t a t e i s seen as a new mode of production, i n e f f e c t , b y some 
w r i t e r s , though f o r o t h e r s i t i s merely an e l a b o r a t i o n of c a p i t a l i s m . 
P a r t i c i p a t i o n i s suggested (e.g. by Crouch 1976) as one i n t e g r a t i v e 
s t r a t e g y such a s t a t e may adopt, but c e r t a i n l y not as the b a s i s f o r a 
new, enhanced democracy i n i n d u s t r y . Thus the substance of development 
i s q u i t e d i f f e r e n t t o p l u r a l i s m , though cor p o r a t i s m i s almost a s suspect 
as i t s p l u r a l i s t c o u n t e r p a r t as a p r e d i c t i o n of permanent change. Again, 
though, the f r a g i l i t y of p l u r a l i s t p r e s u p p o s i t i o n s i s t r a n s p a r e n t . 

At the v e r y l e a s t i t can be s a i d t h a t the n a t u r a l ease with which an 
e v o l u t i o n to g r e a t e r shop f l o o r power and p a r t i c i p a t i o n i n d e c i s i o n s i s 
so w i d e l y presupposed to be o c c u r r i n g has evaporated. Any i d e n t i f i c a t i o n 
and e x t r a p o l a t i o n of t r e n d s on these l i n e s now appears g l a r i n g l y and 
i d e o l o g i c a l l y s e l e c t i v e and e x c l u s i v e . My own i n c l i n a t i o n would be to 
pursue q u i t e d i f f e r e n t threads concerning the growing r e s o u r c e s of c o n t r o l 
a c c r u i n g to the c a p i t a l i s t s t a t e and the m o n o p o l i s t i c c o r p o r a t i o n , to 
i n s i n u a t e a p o s s i b l e d e c l i n e i n l a b o u r ' s power. Yet t h i s , too, would be 
q u e s t i o n a b l e , e x c l u d i n g key a r e a s of p o t e n t i a l r e s i s t a n c e , and could not 
be s a t i s f a c t o r i l y s u s t a i n e d here. So I r e s t r i c t myself to stamping 
h e a r t i l y on p l u r a l i s t ' p o s t - c a p i t a l i s m ' and the i d e a o f an o r g a n i c 
a c c r e t i o n o f p a r t i c i p a t i o n . 

CYCLES REDISCOVERED : THE HISTORY OF MANAGEMENT THOUGHT 

The o r i g i n a l i n d i c a t i o n s of the c y c l e s a n a l y s i s have now been r e i n f o r c e d 
by an examination of the p r e c e p t s u n d e r l y i n g the e v o l u t i o n a r y a l t e r n a t i v e . 
To conclude the i n v e s t i g a t i o n I s h a l l r e t u r n to the i s s u e of management 
thought touched on i n Chapter 8. I t i s here t h a t we f i n d c o n f i r m a t i o n 
of the p a t t e r n from another angle. The main i n v e s t i g a t o r s of management 
thought a r e a s developmental i n many r e s p e c t s as t h e i r c o u n t e r p a r t s on 
p a r t i c i p a t i o n . Bendix, C h i l d and McGivering e t a l a l l appear to be f i x e d 

on t r a c i n g the emergence of the p r e s e n t as a s e t of i n e l u c t a b l e t r e n d s 
from the p a s t . Thus d e s p i t e the emphasis i n a l l t h r e e (pace C h i l d ' s 
misplaced d e n u n c i a t i o n of the determinism of the other two) on the 
d e t e r m i n a t i o n of the development by socio-economic f a c t o r s , t h e r e i s 
e f f e c t i v e l y presumed to be a u n i l i n e a r t r e n d with a t most a few h i c c u p s . 
Yet t h e i r p r e s e n t a t i o n s c o n t a i n enough information i n d i c a t i n g the d u b i e t y 
of these presumptions a s to lend weight to the argument here. 
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I n B r i t i s h Management Thought(1969) C h i l d p u r p o r t s to be t r a c i n g a s i n g l e 
c y c l e of management thought, budding and f i n a l l y blossoming a s j u s t i f i c a t i o n 
of the managerial r o l e f i r s t became n e c e s s a r y , then important, then 
w i t h e r i n g as i n the l a s t couple of decades s o c i a l s c i e n c e p u r p o r t e d l y 
takes over. I t t a k e s only a glance a t h i s d e s c r i p t i o n s , however, to 
r e v e a l a r a t h e r l e s s neat p a t t e r n . Thus up to the F i r s t World War he 
notes t h a t i n d u s t r i a l democracy was pai d a t most l i p - s e r v i c e . A n t i -
unionism he f e e l s d e c l i n e d a f t e r the 1890s, though l e a s t r e a d i l y where 
c o n f l i c t was g r e a t e s t and unions most m i l i t a n t (which may w e l l t i e up wi t h 
the i n t r o d u c t i o n of p r o f i t - s h a r i n g and a s s o c i a t e d counter-union 
' p a r t i c i p a t i v e ' p r a c t i c e s a t times of such m i l i t a n c y i n such i n d u s t r i e s 
as g a s ) . He d e s c r i b e s the wave of i n t e r e s t t h a t was expressed i n 
Whitleyism, but admits t h a t t h i s was an expedient and temporary 
'conversion', so t h a t by the l a t e 1920s the argument was i n s t e a d t h a t 
i n d u s t r i a l democracy hampered attainment of the prime g o a l , e f f i c i e n c y . 
Management was viewed as being morally and t e c h n i c a l l y s u p e r i o r i n i t s 
supposed common e n t e r p r i s e with labour. S o c i a l r e s p o n s i b i l i t y r e c e i v e d 
l i t t l e a t t e n t i o n i n the 1930s, with human r e l a t i o n s being used i n s o f a r 
as i t emphasised what management could c o n t r o l . Only with the renewed 
"peri o d of s t r e s s " , as C h i l d c a l l s i t , i n the 1940s, d i d the sense o f 
s o c i a l m i s s i o n i n most of Mayo's w r i t i n g r e c e i v e s e r i o u s a t t e n t i o n . 
With the 1950s C h i l d ' s a n a l y s i s c o l l a p s e s , as we have seen, i n t o a paean 
to the a r r i v a l of o b j e c t i v e , academic management theory. But the p a t t e r n 
which t r a c e s the path o f the p a r t i c i p a t i o n c y c l e s w i t h which t h i s chapter 
i s concerned i s e a s i l y followed up to t h i s p o i n t . 

Although McGivering e t a l a l s o c l a i m to be t a l k i n g of the development 
of modern management, thus t r a c i n g the i n t e r - w a r y e a r s through the agency 
of Mond who, we have seen, was ver y much a maverick (for which C h i l d 
c o r r e c t l y reprimands them), the c y c l i c a l s t o r y peers through between the 
l i n e s i n t h e i r account a l s o . I t i s most apparent i n the d e s c r i p t i o n of 
the r i s e of personnel management i n and a f t e r the F i r s t World War, i t s 
retrenchment once unemployment s e t i n and employer v i c t o r i e s had been 
won i n c o n f r o n t a t i o n , then i t s r e v i v a l from the end of the 1930s. The 
s t o r y i s t o l d more f u l l y i n McGivering, 1970 (and see a l s o Watson, 1977:41). 

The evidence on the United S t a t e s i s l e s s easy to decipher, p a r t i c u l a r l y 
given the fragmented and c h r o n o l o g i c a l l y g r a s s h o p p e r - l i k e q u a l i t y o f 
Bendix's account, and the r i g i d l y e v o l u t i o n i s t i n t e r p r e t a t i o n s of 



387 

Derber's h i s t o r y . Without undertaking the lengthy s l o g t h a t would 
consequently be n e c e s s a r y to r e c o n s t r u c t American management-labour 
r e l a t i o n s h i s t o r y , i t can f a i r l y e a s i l y be observed t h a t p r o f i t - s h a r i n g 
and r e p r e s e n t a t i o n schemes under management c o n t r o l emerged as one 
favoured employer response d u r i n g times when the p r e s s u r e of unionism was 
experienced p a r t i c u l a r l y s t r o n g l y by management. Thus i t i s p a r t i c u l a r l y 
c l e a r from Derber t h a t i n t e r e s t d i s s o l v e s among employers during the 
d e p r e s s i o n y e a r s as i n B r i t a i n . The r e v i v a l of human r e l a t i o n s i n the 
l a s t ten to f i f t e e n y e a r s , w i t h much t a l k of job enrichment and the l i k e , 
seems to echo l o u d l y the t u r n of events elsewhere too (and i n c i d e n t a l l y 
shows up f u r t h e r Derber's flawed futurology when cons i d e r e d along w i t h 
the l i m i t e d and besieged union and i n s t i t u t i o n a l i s e d c o l l e c t i v e b a r g a i n i n g 
system i n the USA). The e l a s t i c a d a p t a b i l i t y of management thought i s 
r e f l e c t e d by Bendix's l a t e r (1974) o b s e r v a t i o n t h a t i d e o l o g i c a l vocabulary 
had undergone " y e t another" s h i f t to encompass the campaigns of 
e n v i r o n m e n t a l i s t s and of those who speak of the p s y c h o l o g i c a l needs o f 
the worker i n d i f f e r e n t terms to the 1920s ( p . x f ) . 

C h i l d p r o v i d e s us w i t h a u s e f u l d i s t i n c t i o n between l e g i t i m a t o r y and 
t e c h n i c a l elements i n management thought, the former s e e k i n g to e l i c i t 
no more v i a b l e g e n e r a l i s a t i o n than the other crude d e v e l o p m e n t a l i s t 
g e n e r a l i s a t i o n reviewed thus f a r . Anthony has a r r i v e d a t the q u i r k i s h 
c o n c l u s i o n t h a t m o t i v a t i o n a l impulses a r e now aimed a t the key f i g u r e s 
i n p roduction as he s e e s them, the expert-managers. Probing a l i t t l e 
f u r t h e r , t h i s t u r n s out to be another v e r s i o n of the ' p o s t - i n d u s t r i a l ' 
s o c i e t y t h e s i s . Thus Anthony r e f e r s to a t l e a s t a l i m i t e d "end of 
ideology", which i s a t t r i b u t e d (and here we see the connection to C h i l d ' s 
account) to the r e c r u i t m e n t of the s o c i a l s c i e n t i s t i n t o i n d u s t r y (1977: 
259). T h i s time, N i c h o l s does not agree, s i n c e h i s study of Chemco 
i d e n t i f i e s as a key i s s u e f o r modern management i n advanced technology 
i n the socio-economic c o n d i t i o n s of the 1970s "the problem of motivat i o n " 
(1975:249). 

CONCLUSIONS 

The h i s t o r i c a l p a t t e r n of p a r t i c i p a t i o n d e s c r i b e d here j a r s w i t h almost 
the e n t i r e l i t e r a t u r e on the development, p a s t , p r e s e n t and f u t u r e , of 
such schemes. On the other hand, i t f i t s c l o s e l y w i t h the a n a l y s i s which 
has informed the p r e v i o u s c h a p t e r s of t h i s t h e s i s . P a r t i c i p a t i o n has 
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h i s t o r i c a l l y been an attempt by management to r e s o l v e t h e i r problems, by 
e r a s i n g the s o c i a l c o n f l i c t a t the r o o t of those problems. P a r t i c i p a t i o n , 
though, i s not an agent of t r a n s f o r m a t i o n ; i t i s , on the c o n t r a r y , a 
component of the system which i t i s supposed to t r a n s c e n d . 

The p l u r a l i s t e v o l u t i o n a r y account begs the key q u e s t i o n , a s Goldthorpe 
observes: 

What e x a c t l y i s a problem to whom? Whose i n t e r e s t s and 
v a l u e s a r e a t s t a k e ? Through whose a c t i o n (or i n a c t i o n ) 
does the problem a r i s e ? I n other words, the language 
of s o c i a l problems can be used to d i s c u s s what are o f t e n 
i n f a c t s i t u a t i o n s of s o c i a l c o n f l i c t i n such a way as 
to p o l i t i c a l l y 'defuse* them. (1971:284, emphasis i n 
o r i g i n a l ) . 

P a r t i c i p a t i o n i s , e m p h a t i c a l l y , a d e v i c e to r e s o l v e management's problems, 
but the u n i v e r s a l i s i n g of problems and p r i n c i p l e s i s accompanied by a 
b l i n d n e s s to the p a s t . The i r o n y of c u r r e n t managerial appeals to the 
need to w a i t f o r an 'organic' e v o l u t i o n of below-board p a r t i c i p a t i o n , 
when almost a l l s i z e a b l e f i r m s i n t h i s country must have t r i e d works 
c o u n c i l s a t a t l e a s t one p o i n t t h i s century, i s i n e s c a p a b l e . 

H i s t o r i c a l l y , p a r t i c i p a t i o n has not performed i t s managerial t a s k very 
w e l l . The echoes of management and government statements on the nature 
and purpose o f p a r t i c i p a t i o n schemes i n the p a s t a r e matched by the 
r e p r o d u c t i o n of t h e i r inadequacy i n a c h i e v i n g labour a c q u i e s c e n c e . But 
i f they a r e o n l y o c c a s i o n a l l y c o n t r o l d e v i c e s , i t i s as c o n t r o l d e v i c e s 
they a r e proposed i n the l a s t a n a l y s i s . Thus one observer on the United 
S t a t e s t e l l s t h i s s t o r y : 

A f t e r the war p r i v a t e i n d u s t r y , r e v e l l i n g f o r a b r i e f 
space i n the f l u s h of long d e f e r r e d demand, was confronted 
by the same problem of removing blockages to production 
and works c o u n c i l s were widely adopted as the t a l i s m a n 
l i k e l y to ward o f f s t r i k e s . When the d e p r e s s i o n of 1921 
followed, w h i l e many of these c o u n c i l s were abandoned 
because p l a n t s were shut down, many ot h e r s served to 
f a c i l i t a t e wage and personnel readjustments which permitted 
continuance of o p e r a t i o n . Thus a f u r t h e r c l a i m was made 
fo r works c o u n c i l s as c o n t r i b u t i n g to the " s t a b i l i z a t i o n " 
of i n d u s t r y . (Burton, 1926:63). 

The reason I am drawn to t h i s account i s t h a t Burton's example f o r the 
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above i s the Bethlehem S t e e l p l a n t , where F r e d e r i c k T a y l o r was a b l e to 
c a r r y out h i s work study and a n t i - u n i o n p o l i c i e s . 

D a n i e l has claimed t h a t w i t h the a r r i v a l of the B u l l o c k Report i n B r i t a i n 
"the t i d e seems i r r e s t i b l e " (1978:49). But t i d e s , though they swallow 
Canutes, a r e a l s o p e r s i s e n t l y i n c l i n e d to t u r n when the f o r c e s t h a t cause 
them r e v e r s e t h e i r p u l l . P a r t i c i p a t i o n i s not, a f t e r a l l , the agent o f 
e v o l u t i o n a r y change. 

I n the words of an e r s t w h i l e i n f l u e n t i a l t r a d e union l e a d e r : 

I t does not seek to change. I t seeks to perpetuate. 
(Scanlon, 1975:31). 
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CHAPTER NINE : NOTES 

1. T h i s chapter r e s t a t e s arguments made elsewhere (Ramsay, 1977), 
condensing the h i s t o r i c a l account p r i o r to the 1970s, updating the 
s t o r y to the time of w r i t i n g , and extending the a n a l y s i s somewhat. 

2. See Hart, 1978. The USA has a l s o witnessed the growth of the 
'union-busting' consultancy i n r e c e n t y e a r s , and the c o n t i n u i n g use 
o f e x t e n s i v e v i o l e n t and i n t i m i d a t o r y t a c t i c s by employers to r e s i s t 
unions. 

3. Church, 1971; Bristow, 1974; Pease, 1913. Sedley T a y l o r , a 
p r o t a g o n i s t of p r o f i t - s h a r i n g , n o n e t h e l e s s a l s o p r o v i d e s t e l l i n g 
evidence (1884). 

4. See e s p e c i a l l y Hinton, 1973; K e n d a l l , 1969; Cole, 1923; Holton, 1976. 

5. See White, 1975. The government r e c e i v e d r e g u l a r r e p o r t s on the 
s t a t e of r e v o l u t i o n a r y o r g a n i s a t i o n throughout the war and f o r a good 
many y e a r s t h e r e a f t e r . 

6. M i n i s t r y of Labour, 1918. T h i s p u b l i c a t i o n , o f which I was unaware 
when w r i t i n g 'Cycles of C o n t r o l ' n e a t l y p r e f i g u r e s the treatment, i n c l u d i n g 
'evidence' i n the form of b r i e f , u n c r i t i c a l c a s e s t u d i e s , c u r r e n t l y 
adopted by the B r i t i s h S t a t e towards p a r t i c i p a t i o n . See, f o r comparison, 
the s e r i e s of case s t u d i e s p u b l i s h e d i n the Department o f Employment 
Gazette during 1977. The 1918 v e r s i o n ' s i n t r o d u c t i o n (by D.J.Shackleton) 
t e l l us t h a t "the o l d t r a d e union machinery has o f t e n been overburdened", 
and t h a t works committees had grown up to enhance communication i n these 
c i r c u m s t a n c e s . I n f a c t , many of these committees t u r n out to be e a r l y 
b a r g a i n i n g channels r e c o g n i s i n g shop stewards (the f i r s t c a s e study i s 
of Renolds, d i s c u s s e d over g r e a t e r temporal length i n Chapter 1 0 ) , and 
b e l i e i n g the u n i t a r y and e v o l u t i o n a r y aura c a s t around them by t h i s 
p u b l i c a t i o n . 

7. The f i g u r e s a r e taken from E.Wigham, 'Worker p a r t i c i p a t i o n : a new 
look a t an o l d p r i n c i p l e * , Times. F l a n d e r s , (1968:209) g i v e s d i f f e r e n t 
though s i m i l a r f i g u r e s , as does the f u l l e r account by Seymour (1932). 

8. The p e r s i s t e n c e of S i r A l f r e d Mond with works c o u n c i l s i n I C I during 
the 1930s i s i n t e r e s t i n g not because i t h e r a l d s the f u t u r e but because of 
i t s e c c e n t r i c i t y . But Mond's i n t e n t i o n s were never ones which pretended to 
benevolently grant power to labour; h i s s t r a t e g y f o r c o n t r o l was simply a t 
odds with t h a t of most management of the time. Thus i n 1923 Mond showed 
h i s b e l i e f s i n r e p l y i n g t o Snowden's speech a t t a c k i n g c a p i t a l i s m i n a 
r i p o s t e which Mowat (1955:154) d e s c r i b e s a s : 

... a panegyric on i n d i v i d u a l i n i t i a t i v e and a condemnation 
of s o c i a l i s m as a robbing of the r i c h and a c l i p p i n g of the 
wings of e n t e r p r i s e i n a ' b u r e a u c r a t i c , s o u l l e s s machine'. 

H i s t o r y i s echoed today i n more ways than one, i t i s confirmed. 

9. Clegg & C h e s t e r , 1954:339. See a l s o Walpole, 1944; ILO, 1944; 
and Coates and Topham, 1972, who f i n d t h a t : 

With a few e x c e p t i o n s , shop stewards and unions a l i k e combined 
to strengthen orthodox managerial power r a t h e r than c o n t r o l i t . 
(p48). 



10. See Agar, 1944; C a l d c r , 1969, 1973. 

1 1 . Clegg f. Chen t o r , 1954:339; P.E.P., 1955:181. 

12. F l a n d e r s , 1960:135-136; Clegg ft C h e s t e r , 1954:343. 

13. C o n f i r m e d i n c o r r e s p o n d e n c e w i t h t h e TUC as t h e i r f i r s t i n t e r v e n t i o n 
o f t h i s s o r t I n t h e c u r r e n t wave. 

14. Jones had a l r e a d y made h i m s e l f p r o m i n e n t i n t h e d e b a t e by an e a r l y 
i n t e r v e n t i o n c a l l i n g f o r p a r t i c i p a t i o n , 'A P l a n f o r a B r e a k t h r o u g h i n 
P r o d u c t i o n 1 , T r i b u n e , 11 Fob.1966. S u b s e q u e n t l y he was t o be a member 
o f t h e B u l l o c k Committee. 

15. I t was common f o r t h i s p o i n t t o be made w i t h r e f e r e n c e t o European 
' e v o l u t i o n ' o f p a r t i c i p a t i v e a r r a n g e m e n t s . See e.g. EEF, 1977. 

•16. Few p o l i c y s t a t e m e n t s were made by t h e T o r i e s b e f o r e o r a f t e r t h e 
e l e c t i o n - a sure s i g n o f t h e d e c l i n e i n s a l i e n c y o f t h e i s s u e . The 
c l e a r e s t was an a r t i c l e by James P r i o r , Shadow spokesman on Employment 
(and l a t e r M i n i s t e r ) , i n The Times, 24 May 1978, r e s p o n d i n g t o t h e White 
Paper w i t h t h e t e l l i n g t i t l e , 'Keeping w o r k e r p a r t i c i p a t i o n i n t u n e w i t h 
i n d u s t r i a l r e c o v e r y ' . 

17« ? . C l a r k e , 1977 i s a r e c e n t example o f t h i s i n t e r p r e t a t i o n f r c n a 
c r i t i c a l l e f t i s t s t a n d p o i n t : - see e.g. page 375. 

18. "The p r e s s u r e s f o r change" i s t h e t i t l e o f C h a p t e r 3 o f t h i m a j o r i t y 
re-por t . 

19. T h i s l a s t p o i n t r e f e r s b o t h t o d e m o n s t r a t i o n e f f e c t s o f p a r t i c i p a t i o n 
•advances' e l s e w h e r e and t o t h e moves t o r e q u i r e a l l EEC member c o u n t r i e s 
t o a c c e p t a minimum common f o r m o f r e p r e s e n t a t i o n on b o a r d s and t h r o u g h 
company c o u n c i l s ( i n t e r n a t i o n a l where n e c e s s a r y ) . Thsse p r o p o s a l s arc 
o u t l i n e i n Commission f o r t h e European Communities, 1975, and 1 vegan w:.v:: 

t h e ' f i f t h d i r e c t i v e ' on h a r m o n i s i i;g company law in 3.972 . However, i n 
1979 t h e 3.o•:!<:-. 1 a f f a i r s c o m m i t t e e o f t h e European P a r l i a m e n t r e j e c t e d t h e 
p r o p o s a l s i:nan>:s t o a c o a l i t i o n o f r i g h t - c e n t r e p a r t i e s i n c l u d i n g t h e 
B r i t i s h C o n s e r v a t i v e s (see FT 10.9.79, T 2 1 . 2 . 8 0 ) . T h i s e n t a i l s a d e l a y 
o f any i m p l e m e n t a t i o n o f s u b s e q u e n t l y agreed p r o p o s a l s , i f such s h o u l d 
emerge, u n t i l t h e v e r y end o f t h e 1930s o r beyond (FT 1.1.3.80). 

20. Blauner.. 1964 , S i m i l a r i m p l i c a t i o n s a r e c o n t a i n e d i n "Woodward ' s 
o b s e r v a t i o n s (19G5). D a n i e l £ M c i n t o s h (1972) e x t e n d t h e argument by 
c l a i m i n g t h a t , s i n c e most o f t h e Maslow ' n e e d - h i e r a r c h y 1 has been 
f u l f i l l e d , companies must a d a p t t e c h n o l o g y and o f f e r p a r t i c i p a t i o n t o 
meet s e l f - a c t u a l i s a t i o n demands. 

2 1 . frn a s s o c i a t i o n between Marxism and t e l e o l o g i c a l e v o l u t i o n a r y . f o r m s 
o f s o c i a l a n a l y s i s i s n o t , o f c o u r s e , a n y t h i n g new. I have a v o i d e d 
becoming e n t a n g l e d i n a d i s c u s s i o n o f t h e s e , however, s i n c e i t r a i s e s 
c o m p l i c a t i o n s w h i c h a r e beyond t h e scope o f t h e t h e s i s . 

22. See Ramsay, 1977b, f o r f u r t h e r comments on t h i s . The a u t h o r o f t h e 
p o s t s c r i . p t s u b s e q u e n t l y t o l d me he had n o t i n t e n d e d t o t a k e on h e a r d the 
I X i r k h e i n i a r ! t r a p p i n g s , and was s e e k i n g t o f o r m u l a t e a M a r x i s t a n a l y s i s . 
N o n e t h e l e s s . one o f h i s c o - a u t h o r s has a l s o i n t e r p r e t e d h i s a n a l y s i s as 
D u r k h e i m i a n - see F a t c h e t t & VJhittingham, 1976. 
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23. Westergaard & R e s l e r , 1975, provide an overview. On i n e q u a l i t i e s 
g e n e r a l l y , see a l s o Townsend, 1979. R.K.Brown, 1978, summarises m a t e r i a l 
on the workplace. S o c i a l m o b i l i t y s t u d i e s a r e numerous, but i n B r i t a i n 
the most r e c e n t c o n t r i b u t i o n s a r e Halsey e t a l , 1980; Goldthorpe e t a l 
1980. 

24. See the d i s c u s s i o n i n Newby, 1975. 

25. Bob Edwards, (1977:17) r e p o r t s e s t i m a t e s t h a t by 1985 300 c o r p o r a t i o n s 
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CHAPTER TEN : BETWEEN THE LINES 

In t h i s chapter a t t e n t i o n i s turned to the p r a c t i c e of p a r t i c i p a t i o n i n 
the UK as known from case s t u d i e s . On the face of i t , the odds a r e a g a i n s t 
showing anything other than overwhelming s u c c e s s and enthusiasm f o r 
p a r t i c i p a t i o n schemes. We are besieged by accounts of new a r e a s of 
co-operation and understanding being opened up by the e s t a b l i s h m e n t of 
c o n s u l t a t i o n procedures, job r e - o r g a n i s a t i o n programmes, d i s c u s s i o n groups 
and so f o r t h . A quick run-down on a t e l e v i s i o n programme, a l a r g e , s p l a s h 
review every y e a r or two i n the ' q u a l i t y ' d a i l i e s and Sundays, two or 
t h r e e pages of e n t h u s i a s t i c e x e g e s i s i n one of the management j o u r n a l s -
a l l t h e se are f a m i l i a r . In r e c e n t y e a r s , they have been augmented by a 
s e r i e s of books from p r a c t i s i n g managers, j o u r n a l i s t s , c o n s u l t a n t s , and 
the o c c a s i o n a l academic o p e r a t i n g through a p r o f e s s i o n a l management 
association.''" The most important e f f e c t of a l l t h i s comes not through 
one or even a few accounts together, but through the cumulative e f f e c t 
of so much favourable r e p o r t i n g w i t h so l i t t l e c r i t i c i s m . What c r i t i c i s m 
t h e r e i s comes a t a time when a l e s s d e s i r a b l e ( i n management eyes) 
a l t e r n a t i v e i s on parade, and then the condemnation i s clamorous. T h i s 
i s p r e c i s e l y what we saw over the proposals of the B u l l o c k Committee. 

U n s u r p r i s i n g l y , the enthusiasm has not been confi n e d to management 
p u b l i c a t i o n s . The government, too, has taken an i n t e r e s t . Thus the 
r e p o r t on the ' q u a l i t y of working l i f e " r e v i e w i n g forms of job 
r e - o r g a n i s a t i o n (N.A.B.Wilson, 1973), the e s t a b l i s h m e n t of a Work Research 
U n i t of the Department of Employment i n 1975, and the more r e c e n t s e r i e s 
of p r o t o t y p i c a l s h o r t , favourable r e v i e w s i n the Department of Employment 
Gazette during 1977. I found myself f a s c i n a t e d by the use of evidence i n 
the i n t r o d u c t o r y a r t i c l e i n t h i s l a s t s e r i e s (Jessup, 1977), where the 
g e n e r a l statement i s made t h a t r e c e n t surveys show the demand for g r e a t e r 
say among employees. The r e f e r e n c e s used are a Times ORC p o l l , and two 
a r t i c l e s of my own; y e t t h e r e i s no mention of the c r i t i c a l m a t e r i a l 
concerning the nature and o p e r a t i o n of p a r t i c i p a t i o n which was contained 
i n those a r t i c l e s . S e l e c t i o n i s , of course, p e r f e c t l y v a l i d , and i s 
p l e n t i f u l l y indulged i n w i t h i n these pages; but for so many sources to 
operate so e x c l u s i v e a system i s to i n v i t e charges of ideology. 

There w i l l undoubtedly be r e a d e r s who f e e l t h a t I have e q u a l l y winnowed 
out f i n d i n g s which do not support ray i n t e r p r e t a t i o n s above and below. 
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I acknowledge u n h e s i t a t i n g l y t h a t t h i s may be the case and i t w i l l 
c l e a r l y take f a r more argument t o f i n a l l y e s t a b l i s h the case one way 
or the other- At the same time, i t seems necessary to muster the 
evidence i n a strong c o n c e n t r a t i o n given the odds a g a i n s t which i t 
has to stand. Thus i n the chapter below, as the t i t l e I have s e l e c t e d 
i n d i c a t e s , one i s commonly d e a l i n g with a s t r o n g l y p a r t i s a n support of 
a scheme, and the i n c o n s i s t e n c i e s or giveaway comments must be teased 
out and h i g h l i g h t e d . T h i s I t h i n k reasonable under the circumstances, 
and I hope t h a t the proof of the r e s u l t a n t v e r s i o n s w i l l be found i n 
the reading. F o r t u n a t e l y there are a t l e a s t some r e l a t i v e l y independent 
assessments of a few of the b e t t e r known schemes, most of them produced 
by authors who would h a r d l y f a l l i n t o the same category p o l i t i c a l l y as 
myself. While these accounts have been swamped by the favourable f l o o d 
d e s c r i b e d e a r l i e r , t h e i r d e t a i l and independence are a t t r i b u t e s which 
lend them t e l l i n g weight. 

Emphasis must be pl a c e d on the managerial c o n c e n t r a t i o n of the 
conventional accounts. Union v o i c e s a r e r a r e l y heard; when they a r e , 
p u b l i c l y or i n p e r s o n a l c o n t a c t , t h e i r views a r e commonly f a r more 
c r i t i c a l of p a r t i c i p a t i o n schemes i n o p e r a t i o n . No c l a i m t h a t union 
views are any l e s s i n t e r e s t - r e l a t e d than management's i s made; t h a t , 
a f t e r a l l , i s p r e c i s e l y the point, t h a t e x i s t i n g accounts are only one 
s i d e , and t h a t they r e f l e c t p a r t i a l i n t e r e s t s . The i r o n y i s , of course, 
t h a t t h i s p a r t i a l view which i s so comprehensively a i r e d has as i t s 
most common component a d e c l a r a t i o n of the e s s e n t i a l consensus between 
employer and employee, to be brought out by the p a r t i c i p a t i o n scheme. 

There are s e v e r a l good reasons f o r b e l i e v i n g t h a t there i s l i k e l y to be 
a c o n s i s t e n t and powerful b i a s i n the a v a i l a b l e accounts from managers 
and/or t h e i r c o n s u l t a n t s (or from u n c r i t i c a l v i s i t o r s who l a r g e l y 
r e p o r t management views) which predominate among a v a i l a b l e r e p o r t s : 
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- the conceptions of the purpose and the p e r c e p t i o n s 
of the 'achievements' of p a r t i c i p a t i o n are l i k e l y f or 
reasons of ideology and experience to be d i f f e r e n t 

to those of employees. 
- p r e s e n t a t i o n of a x^ublic r e l a t i o n s image to the 
o u t s i d e world by management i s l i k e l y to be common. 
In my own experience I have found managers f a r more 
open and s c e p t i c a l about the r e a l i t y of p a r t i c i p a t i o n 
as i t operates i n other f i r m s than t h e i r own. T h e i r 
p r e s e n t a t i o n of what happens i n t h e i r own e n t e r p r i s e 

I have found repe a t e d l y to be laudatory a t f i r s t , 
and then to r e l a x i n t o g r e a t e r admission of d i f f i c u l t i e s 
as time went on (or i f the p o s s i b i l i t y was r a i s e d 
of o u t s i d e i n s p e c t i o n ) . There i s a l s o a r e l a x a t i o n 
i n a t e a c h i n g s i t u a t i o n when information about problems 
with well-known schemes such as those d i s c u s s e d below 
i s conveyed by the t e a c h e r . Thus the response to a 
q u e s t i o n n a i r e or a c u r s o r y survey i s l i k e l y to be 
h i g h l y m i s l e a d i n g . 
- the s e l e c t i o n process of r e p o r t e r s and/or p u b l i s h e r s . 
S i n c e p a r t i c i p a t i o n i s b i l l e d as the 'coming t h i n g ' , 
e v o l v i n g as ' p r o g r e s s i v e management', the r e i s an 
i n h e r e n t tendency to r e p o r t only s u c c e s s . T h i s then 
forms 'best p r a c t i c e ' as guidance to o t h e r s . 
F a i l u r e , i n contemporary counterpart schemes or l a t e r 
i n the same scheme, i s j u s t not 'news' on these 
d e f i n i t i o n s . 

There i s l i k e l y to be an i d e o l o g i c a l f a l l - o u t from t h i s kind of biased 
r e p o r t i n g . I t i s probable t h a t where p a r t i c i p a t i o n breaks down, the 
g e n e r a l propaganda could do l i t t l e to save i t . However, the media 
message about s u c c e s s being the overwhelming r e s u l t may w e l l l e a d 
both management and workers l o c a l l y to see t h e i r own case as 
e x c e p t i o n a l and to p l a c e blame on p e r s o n a l awkwardness or other 
shortcomings. The g e n e r a l i n c a p a c i t y of p a r t i c i p a t i o n argued here 
i s not p e r c e i v e d , and t h i s w i l l have c l e a r consequences f o r the 
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r e p u t a t i o n of those on each s i d e (and of the other s i d e by each camp) 
who must on t h i s evidence be h e l d r e s p o n s i b l e . Hence, too, the 
p o s s i b i l i t y of s t r u c t u r a l f a c t o r s rendering harmony i n the employment 
r e l a t i o n s h i p u n a t t a i n a b l e i s not widely e n t e r t a i n e d as e s t a b l i s h e d 
by events s i n c e no a c c u r a t e account of events i s permitted to 
c i r c u l a t e . 

I n Chapter 5 c e r t a i n outcomes were argued to be l i k e l y given the 
assumptions about i n d u s t r i a l r e l a t i o n s h i p s made and e l a b o r a t e d here. 
I t was suggested t h a t i f p a r t i c i p a t i o n were management-initiated and 
c o n t r o l l e d (and i t has been shown i n l a t e r c h a p t e r s t h a t i t g e n e r a l l y 
i s ) then i t would take a consensus-oriented form t h a t amounted to 
pseudo-democracy, paying only l i p - s e r v i c e to a l l o w i n g employees a r e a l 
i n f l u e n c e over decision-making. I n more s t r u c t u r a l terms, the argument 
has a l s o been developed t h a t the nature of the s i t u a t i o n i n which 
p a r t i c i p a t i o n would take p l a c e c o n s t r a i n s and impedes any other than 
those d e c i s i o n s which conform to the p o l i t i c a l economy of c a p i t a l i s m . 
F i n a l l y , Chapter 5 presented a typology of outcomes of p a r t i c i p a t i o n 
schemes, according to c i r c u m s t a n c e s , which included ' s u c c e s s 1 f o r 
management, f o r labour (seen as extremely u n l i k e l y ) , t r i v i a l i t y , 
i n s t a b i l i t y , and change of committee s t a t u s to t h a t of a b a r g a i n i n g 
body. The p a t t e r n p r e d i c t e d t h e r e i s summarised i n f i g . 10.1, w i t h 
the most l i k e l y r e s u l t s i n d i c a t e d by a s t e r i s k s : 
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F i g . 10.1 : Outcomes of Type A ( H i g h e r - l e v e l , consensus -oriented) 

P a r t i c i p a t i o n Schemes 

1 p a r t i c i p a t i o n * bar g a i n i n g no b a r g a i n i n g no b a r g a i n i n g 
introduced when: channel channel channel 

e x i s t s - management - management 
d o g m a t i c a l l y pragmatic 
u n i t a r y 

(1) ( I D ( I I I ) 
labour (2) t r i v i a l (2) * t r i v i a l or (4) - low key 
o r g a n i s a t i o n (1) management ba r g a i n i n g 
weak/absent • s u c c e s s ' 

(IV) (V) (VI) 
labour w e l l (2) * t r i v i a l (3) * u n s t a b l e (4) *change 
organized and s t a t u s 
p l a c e d 

With the spread of union a c t i v i t y , the most common outcome i s expected 
to be t r i v i a l i t y . I n s t a b i l i t y i s more l i k e l y where management r e t a i n 
some p a r t i c u l a r commitment to c o n f i n i n g c e r t a i n d e c i s i o n s to a consensus-
based body i n p r a c t i c e (or otherwise r e s i s t i n g the union, even where i t 
i s o f f i c i a l l y condoned), or where f o r some reason the ' p a r t i c i p a t i o n ' 
body p r o v i d e s a b a s i s f o r r e c o n s t i t u t i n g or e s t a b l i s h i n g on i t s f i r s t 
proper f o o t i n g the p r o c e s s of n e g o t i a t i o n . 

I t i s t r u e t h a t some support f o r the c a s e argued here i s a v a i l a b l e from 
surveys i n the l i t e r a t u r e . Thus D.L.Davies (1962) observed, on the b a s i s 
of a c r i t i c a l r e a ding of management responses to h i s q u e s t i o n n a i r e , t h a t : 

The g e n e r a l impression gained i s t h a t the m a j o r i t y of f i r m s 
do not f u l l y b e l i e v e i n and p r a c t i c e formal c o n s u l t a t i o n and 
a l l t h a t i t i m p l i e s but use i t r a t h e r as a forum for company 
pronouncements and the a i r i n g of employee i r r i t a n t s . ( p l 7 ) . 

P r e l i m i n a r y f i n d i n g s from r e s e a r c h a t Nottingham U n i v e r s i t y , r e p o r t e d by 
C h e l l (1977) confirm the poverty of p a r t i c i p a t i o n by o b s e r v a t i o n o f 25 
j o i n t c o n s u l t a t i v e committees. She argues t h a t " j o i n t c o n s u l t a t i o n i s 
n e i t h e r democratic nor p a r t i c u l a r l y p a r t i c i p a t i v e " . Management dominated 
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the o p e r a t i o n of the committees! w h i l s t t h e r e was a l s o an observed 
d i v i s i o n between management who viewed the committees a s " a l l i n i t 
together", and unions who saw t h e i r own and management i n t e r e s t s a s 
s e p a r a t e . Here we see i n p r a c t i c e , then, a rep r o d u c t i o n of the d i v i s i o n 
i n a t t i t u d e s o u t l i n e d a t a more g e n e r a l l e v e l i n Chapter 3 (and i n a 
d i f f e r e n t way i n Chapters 7 and 8 ) . That t h i s may have r e a l consequences 
i n the r e a c t i o n to experience of p a r t i c i p a t i o n ( p a r t i c u l a r l y l i k e l y to 
cause d i s i l l u s i o n w i t h the scheme from one or both s i d e s ) seems e v i d e n t . 

I n the s e c t i o n s o f t h i s chapter which f o l l o w , p a r t i c u l a r a t t e n t i o n w i l l 
be p a i d to four c a s e s t u d i e s where o u t s i d e academic i n v e s t i g a t i o n has 
affo r d e d much g r e a t e r purchase on the t e x t u r e o f p a r t i c i p a t i o n schemes 
i n the companies s t u d i e d than i s normally a v a i l a b l e . Three a r e p r i v a t e 
s e c t o r concerns and one a n a t i o n a l i s e d i n d u s t r y . While other c a s e s w i l l 
be d i s c u s s e d , these four form the core o f the m a t e r i a l f o r t h i s chapter. 
A l l have r e c e i v e d a c o n s i d e r a b l e amount of p u b l i c a t t e n t i o n , and so form 
a s i g n i f i c a n t p r o p o r t i o n of the dominant mythology, though i t i s a l s o 
t r u e to say t h a t the f a c t o r s which have brought them to such g e n e r a l 
a t t e n t i o n may be c o n s i d e r e d to render them i n some r e s p e c t s a t y p i c a l . 
Yet i f t h i s be admitted, t h e i r unusual c i r c u m s t a n c e s as u s u a l l y 
c o n s i d e r e d should make f o r more r a t h e r than l e s s h o s p i t a b l e environments 
f o r p a r t i c i p a t i o n . 

I PRIVATE SECTOR EXAMPLES 

THE JOHN LEWIS PARTNERSHIP 2 

The f i r s t example i s perhaps the l e a s t t y p i c a l . The P a r t n e r s h i p i s a 
l a r g e r e t a i l o r g a n i s a t i o n with over 23,00O employees. Formally i t seems 
more l i k e a worker c o - o p e r a t i v e than a c o n v e n t i o n a l e n t e r p r i s e , s i n c e 
Spedan Lewis decided to make over h i s sha r e s to employees of the company. 
According to one p o r t r a y e r : 

... s i n c e 1950 i t can be p r o p e r l y s a i d t h a t the ownership 
and o v e r a l l c o n t r o l of the company has been i n the hands 
of the members. (Farrow, 1964:87). 

The s h a r e s a r e h e l d by the John Lewis P a r t n e r s h i p T r u s t L t d . , t h r e e out 
of f i v e of whose members are e l e c t e d by the C e n t r a l C o u n c i l of the 
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P a r t n e r s h i p i t s e l f . The C e n t r a l C o u n c i l a l s o e l e c t s f i v e out of the 
twelve d i r e c t o r s of the C e n t r a l Board of the P a r t n e r s h i p i t s e l f , the 
remaining seven being the chairman / h i s deputy (whom he s e l e c t s ) , and 
f i v e nominees of the chairman. The C e n t r a l C o u n c i l i t s e l f i s about 140 
s t r o n g , and c o n s i s t s of r e p r e s e n t a t i v e s from the v a r i o u s s t o r e s e l e c t e d 
by members a t the branch l e v e l , together w i t h ex o f f i c i o or nominated 

4 
management members. The powers of the C e n t r a l C o u n c i l i n c l u d e the r i g h t 
to d i s m i s s the chairman w i t h a t w o - t h i r d s vote, and to i n s p e c t and i f 
d e s i r e d veto any major c a p i t a l d e c i s i o n . Other i n s t i t u t i o n s i n c l u d e 
branch c o u n c i l s , and non-executive communication committees. 

The John Lewis P a r t n e r s h i p has been an experiment. 
I n s t e a d of the many being e x p l o i t e d by the few, t h e r e 
would be genuine p a r t n e r s h i p f o r a l l , managers and 
managed a l i k e , a l l p u l l i n g together f o r t h e i r common 
advantage. 

T h i s i s the view of Spedan Lewis, expressed on f i l m screened from a r c h i v e s 
i n the ITV programme 'What About the Workers'. 5 Much emphasis i s put on 
' a c c o u n t a b i l i t y ' and the spread of i n f o r m a t i o n . I f the o p e r a t i o n of the 
scheme i s examined more c a r e f u l l y , however, the element of p a t e r n a l i s m 
becomes i n c r e a s i n g l y apparent, as does the f a c t t h a t formal i n s t i t u t i o n s 
t e l l one l i t t l e about the r e a l d i s t r i b u t i o n and o p e r a t i o n of power. 

F i r s t l y , the consensus o r i e n t a t i o n of the scheme i s r e a d i l y confirmed. 
I n the t e l e v i s i o n programme mentioned above, the management spokesman 
p r o f e s s e d to have no knowledge of the number of u n i o n i s t s i n the f i r m 
and s e v e r a l o t h e r s a r e quoted w i t h him as f e e l i n g t h a t the spread of 
the union would break the c o - o p e r a t i v e s p i r i t of the P a r t n e r s h i p . The 
c o u n c i l r e p r e s e n t a t i v e i s a s s e r t e d to be q u i t e other than a shop steward, 
who would oppose management i n s t e a d of h e l p i n g them. Trade Unions are 
not o f f i c i a l l y excluded, but the a t t i t u d e to them i s h a r d l y p o s i t i v e : 

C o l l e c t i v e b a r g a i n i n g may, t h e r e f o r e , have to be accepted 
where th e r e i s a demand f o r i t , but i t should not be 
encouraged. The p r i n c i p l e s of the P a r t n e r s h i p are h e l d 
to have deprived i t of i t s ' r a i s o n d ' e t r e ' w i t h i n the 
o r g a n i s a t i o n . ( F l a n d e r s e t a l , 1968:181). 

The g e n e r a l l y weak o r g a n i z a t i o n of unions i n the r e t a i l t r ade undoubtedly 
he l p s to keep t h i s a r e l a t i v e l y v i a b l e outlook, and l e a d s to a p r e d i c t i o n , 
i n terms of the terminology developed e a r l i e r , t h a t the scheme w i l l e i t h e r 
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be a managerial ' s u c c e s s ' or a t r i v i a l one f o r most of those i n v o l v e d . 
Of course, no r e a l world example i s l i k e l y to f i t e x a c t l y i n t o a category, 
but the s t r e n g t h of the evidence suggesting some combination of j u s t these 
types i s extremely encouraging { f o r the author a t l e a s t ! ) . 

The p a t e r n a l i s t i c , pseudo-democratic nature of the scheme i s , t h e r e f o r e , 
a l s o r e a d i l y e s t a b l i s h e d . Spedan L e w i s ' s own words w i l l s e r v e f o r the 
former: 

Our own p a r t n e r s h i p has now almost e x a c t l y twelve thousand 
members. Many of them a r e young and i n e x p e r i e n c e d . Many 
of them have had l i t t l e education. Many of them would not 
be very wise however much education they had had. For the 
most p a r t they are honourable people ... But they are no 
more capable of g r a s p i n g the problems of a b i g b u s i n e s s and 
of managing i t i n the r e a l sense of the word than most of us, 
no matter how long and c a r e f u l l y we were t r a i n e d , would be 
capable of holding our own i n the p r o f e s s i o n a l boxing r i n g ... 
(quoted from Spedan Lewis, P a r t n e r s h i p For A l l , by the 
Rev.J.F.Maxwell, 1962:176-177, emphasis i n o r i g n i n a l ) . 

Yet t h i s would be of l i t t l e consequence i f a genuine r e d i s t r i b u t i o n of 
power were demonstrated. According to F l a n d e r s e t a l the r e d i s t r i b u t i o n 
i s i n the opposite d i r e c t i o n : 

Another major e f f e c t of the system on management i s 
p a r a d o x i c a l l y to r e i n f o r c e t h e i r a u t h o r i t y so t h a t i t 
i s s t r o n g e r and commands g r e a t e r power than i s u s u a l , 
and o f t e n p o s s i b l e , i n the normal run of p r i v a t e and 
p u b l i c e n t e r p r i s e today. (1968:183). 

T h i s operates through the system of communication and o f f i c i a l 
a c c o u n t a b i l i t y . The communication i s e x t e n s i v e , the authors acknowledge, 
but "Any system of communication ... i s always a u x i l i a r y to some system of 
c o n t r o l " ( p l 8 6 ) . Moreover, " c o n t r o l by a c c o u n t a b i l i t y i s i n e f f e c t 
c o n t r o l by ideology" (pl88) they conclude. The reasoning behind t h i s i s 
simple. The c r i t e r i a by which management are to be judged are m a n a g e r i a l l y 
determined, so t h e r e i s no c o n t r o l t h a t enables employees to d i r e c t 
management "to f u r t h e r t h e i r i n t e r e s t s as they see them" (pl87, o r i g i n a l 
emphasis). 

I t i s thus made c l e a r t h a t democracy should i n f l u e n c e d e c i s i o n s only i f i t 
does not harm e f f i c i e n c y . Again i t i s made c l e a r t h a t the d i v i s i o n of 
labour i s s u s t a i n e d and sharpened. Thus the t e l e v i s i o n programme to 
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which we have r e f e r r e d a l r e a d y i n t e r v i e w s a c o u n c i l l o r who c l a i m s t h a t 
anyone can be e l e c t e d , then a s k s a manager whether a shop g i r l has ever 
been e l e c t e d to the C e n t r a l Board, to which he r e p l i e s : "Not i n my memory, 
which goes back some time". L a t e r he i s found s a y i n g : 

I t h i n k we must get one t h i n g c l e a r , and t h a t i s t h a t 
i t ' s management's job to manage and to make p l a n s . I t ' s 
the C o u n c i l ' s job to look a t t h a t ... to d i s c u s s i t , and 
from t h a t h e l p management probably to improve p l a n s . 6 

So i n the end the a d v i s o r y r a t h e r than t r u e e x e c u t i v e nature of the 
r e p r e s e n t a t i v e becomes c l e a r . 

Although employees share i n the p r o f i t s of the e n t e r p r i s e , t h e i r s h a r i n g 
does not extend to other a s p e c t s of pay. Remuneration i s according to 
supposed worth of s e r v i c e to the e n t e r p r i s e , not equal, and worth i s 
e f f e c t i v e l y measured by market p r i c e , i . e . by the c r i t e r i a of c a p i t a l i s m . 
I t would be d i f f i c u l t on t h i s evidence to view Lewis's as anything other 
than an e x e r c i s e i n pseudo-democracy, then. Yet one prominent commentator, 
reviewing F l a n d e r s e t a l , concludes t h a t the experiment i s "a c l e a r , but 
q u a l i f i e d s u c c e s s " (Lupton, 1968). His c r i t e r i a a r e i n c r e a s e d e f f i c i e n c y 
and commitment of the workforce; they appear to r e f l e c t more on the 
commentator than on the democratic value of the scheme i t s e l f . 

As y e t , the evidence appears only p a r t l y to support the arguments of t h i s 
t h e s i s . We have the c o n s e n s u s - o r i e n t a t i o n , the management i n i t i a t i v e and 
c o n t r o l , and the l a c k of a r e a l share i n decision-making power. But where 
i s the c o n f l i c t ? 

I n the case of John L e w i s ' s , c o n f l i c t i s manifested most c l e a r l y , d e s p i t e 
a l l the whitewashing r e f e r r e d to above, i n the form of t r i v i a l i t y . Despite 
the c o n c l u s i o n s quoted above, the most outstanding f e a t u r e of the scheme 
appears from other evidence to l i e i n t h i s d i r e c t i o n , r a t h e r than the 
a c c r e t i o n of managerial power beyond what i s i n f a c t apparent i n most 
s e c t o r s of the r e t a i l t r a d e a l r e a d y . I f i n t e r e s t i n the system i s 
considered, i t emerges t h a t a m a j o r i t y of employees e x h i b i t e d a low l e v e l 
(60% of men, 62% of women). 7 The m i n o r i t y who d i d express g r e a t e r i n t e r e s t 
did show more s a t i s f a c t i o n with job and f i r m , and so tended to be longer 
s e r v e r s . Yet the r e s e a r c h e r s found t h a t : 
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... even t h i s m i n o r i t y continue to view t h e i r immediate job 
i n t e r e s t s i n much the same f a s h i o n as the m a j o r i t y of rank 
and f i l e P a r t n e r s ; i n t h i s r e s p e c t involvement i n the 
P a r t n e r s h i p system has no p a r t i c u l a r i n f l u e n c e on t h e i r 
a t t i t u d e s . Hence our c o n c l u s i o n t h a t the ethos of the 
employment r e l a t i o n s h i p for the non-managerial employees 
of the P a r t n e r s h i p c l o s e l y resembles that to be found i n 
employing o r g a n i z a t i o n s of the u s u a l kind. Although they 
may regard the P a r t n e r s h i p as a 'good' employer, t h e i r 
r e l a t i o n s h i p with i t remains a ' c a l c u l a t i v e ' r a t h e r than 
a 'normative' one; except f o r a s m a l l m i n o r i t y i t does 
not e n t a i l any f i r m commitment to the P a r t n e r s h i p ' s 
ideology. ( F l a n d e r s e t a l , 1968:189). 

T h i s k i n d of a t t i t u d e i s a l s o given away by one of the r e p r e s e n t a t i v e s 
most v o c a l i n her support f o r the i d e a l s of the P a r t n e r s h i p when 
i n t e r v i e w e d f o r the What About The Workers? programme. 

What I would l i k e to see i s the ignorance and apathy. 
I ' d l i k e to get r i d of t h a t , t h a t i s amongst my 
c o n s t i t u e n t s , because a l o t of them are not convinced 
t h a t the P a r t n e r s h i p works. They r e a l l y do think 
t h e r e ' s a 'them-and-us 1 s i t u a t i o n . 

A f e l l o w c o u n c i l l o r admits t h a t many come j u s t f o r the money. Yet these 
are meant to be r e p r e s e n t a t i v e s . And not one v o i c e i s heard i n the 
programme which r e p r e s e n t s the many c a l c u l a t i v e or opposed views which 
F l a n d e r s e t a l uncovered, and the e x i s t e n c e of which those i n t e r v i e w e d 
admit. 

As f o r the o p e r a t i o n of the v a r i o u s i n s t i t u t i o n s , a m a j o r i t y agree t h a t 
they would be s o r r y i f they were dismantled. But the f o l l o w i n g quotations, 
a l l from t h i s m a j o r i t y , i n d i c a t e t h a t t h i s i s a matter of choosing 
something r a t h e r than nothing: 

Only power can t a l k to power and these committees a r e 
a waste of time. 

They're u s e f u l but so f a r as I can see from r e p o r t s i n 
the C h r o n i c l e they don't get a tremendous amount achieved. 
They couldn't r e a l l y / b e given7up because we have to b r i n g 
complaints up. 

I t ' s good i n theory but i t doesn't r e a l l y work i n p r a c t i c e . 
Management squashes a l o t of good i d e a s . I suppose they do 
s e r v e a purpose. 

... my experience has been t h a t t h e y ' r e very, very poor. 
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I don't t h i n k t h e y ' r e worth t h e i r s a l t ... But t h e y ' r e 
the best of the bunch. 

These comments (from F l a n d e r s e t a l : 115) r e f e r to the Committee f o r 
Communication, which i t was found were r a t e d more v a l u a b l e than Branch 
or C e n t r a l C o u n c i l s . 

For the John Lewis P a r t n e r s h i p , then, i f anyone gains from the scheme i t 
i s management, but the o v e r r i d i n g impression i s of apathy or l i m i t e d 
i n t e r e s t a r i s i n g from the i n h e r e n t c o n f l i c t s i n the employment s i t u a t i o n , 
and i n the absence of e f f e c t i v e union o r g a n i z a t i o n , which f i t s remarkably 
n e a t l y i n t o the p r e d i c t e d p a t t e r n . 

THE GLACIER METAL COMPANY 

I f the John Lewis P a r t n e r s h i p i s w e l l known, i t s r e p u t a t i o n i s s m a l l 
compared to t h a t of the G l a c i e r Metal Company, and of the ' G l a c i e r P r o j e c t ' 
which has grown out of i t . "The G l a c i e r P r o j e c t occupies a unique p l a c e 
i n r e c e n t B r i t i s h management thought", acknowledges C h i l d (1969b:195), 
and h i s opinion i s not c o n t r o v e r s i a l . An e x t e n s i v e l i t e r a t u r e has now 
flowed, above a l l from the pens of E l l i o t t Jaques and W i l f r e d (now Lord) 
Brown. The former was brought i n as p a r t of a r e s e a r c h team from the 
T a v i s t o c k I n s t i t u t e a t the height of the post-Second World War j o i n t 
c o n s u l t a t i o n wave, w h i l e the l a t t e r was managing d i r e c t o r of G l a c i e r a t 
the time of the scheme's i n c e p t i o n . Jaques subsequently became a c o n s u l t a n t . 
There i s now a G l a c i e r I n s t i t u t e of Management, and managers continue to 
g e n e r a l i s e from t h e i r experience to e l a b o r a t e on the b a s i c argument around 

g 
which the I n s t i t u t e has a r i s e n . I t has a t t r a c t e d much a t t e n t i o n i n 
consequence, some of i t i n f o r m a t i v e l y c r i t i c a l enough t o be u s e f u l i n 
attempting a balanced assessment, though no attempt to p l a c e the G l a c i e r 
system and i t s outcome w i t h i n a broader i n t e r p r e t i v e framework seems to 
have been made. Nonetheless, the P r o j e c t has become important enough to 
have a t t r a c t e d a r e c e n t l a r g e volume devoted to a n a l y s i s of i t {Gray, 1976). 

I n many minds G l a c i e r i s a standard-bearer of worker p a r t i c i p a t i o n i n 
B r i t a i n . Emery & Thorsrud not only t h i n k t h a t the system "works", but 
t h a t i t c o n s t i t u t e s an a l t e r n a t i v e to b o a r d - l e v e l r e p r e s e n t a t i o n (1969:60). 
C h i l d (1969a) r a t e s i t as f o r m a l l y f a l l i n g i n t o h i s h i g h e s t category of 
'whole o r g a n i z a t i o n ' and 'goals + means (democratic)' p a r t i c i p a t i o n . 
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S a w t e l l r a t e s a company I , which i s f a i r l y e a s i l y t r a n s l a t e d as G l a c i e r , 
as high on h i s s c a l e of p a r t i c i p a t i o n , and r e f e r s to the works c o u n c i l as 
"a powerful shared decision-making body" (1968:47). T h i s , then, seems an 
eminently a p p r o p r i a t e t e s t case f o r our c o n s i d e r a t i o n . 

A d e s c r i p t i o n of the s t r u c t u r e and r a t i o n a l e of the G l a c i e r system i s a 
formidable t a s k given the extent of the l i t e r a t u r e i t s c o n s t r u c t o r s have 

g 
produced on the t o p i c , and only the b r i e f e s t of resumes i s o f f e r e d here. 
Broadly, t h r e e management systems are i d e n t i f i e d i n Brown's key e x p o s i t i o n 
(1960). The 'executive' system determines ' d e f i n i t i v e ' p o l i c y , and here 
management take d e c i s i o n s u n i l a t e r a l l y . The r e p r e s e n t a t i v e system i s the 
channel f o r n e g o t i a t i o n and c o n s u l t a t i o n . F i n a l l y , the l e g i s l a t i v e system 
the main channel f o r ' p a r t i c i p a t i o n ' , c o n s i s t s of a works c o u n c i l , which 
has the formal r i g h t to d i s c u s s a l l manner of i s s u e s , i n c l u d i n g wage 
payment systems, redundancy, f a c t o r y c l o s u r e , working c o n d i t i o n s and hours 
and so f o r t h . The l a t t e r o r g a n i z a t i o n i s , as w i l l be seen, regarded as of 
more importance than n e g o t i a t i o n or c o n s u l t a t i o n (which are not separated) 
though d e s p i t e the p a r t i a l i t y f o r formal a l l o c a t i o n of f u n c t i o n s I f i n d 
i t hard to determine the p r e c i s e demarcation between the l e g i s l a t i v e and 
r e p r e s e n t a t i v e systems (as from the vagueness of other accounts do f e l l o w 
i n t e r p r e t e r s ) . 

The Works C o u n c i l i s o f f i c i a l l y an employee body with management 
r e p r e s e n t a t i o n . I t c o n s i s t s of seven manual s t a f f , t h r e e c l e r i c a l workers 
two middle managers and a s e n i o r e x e c u t i v e , together with one management 
r e p r e s e n t a t i v e ( u s u a l l y the managing d i r e c t o r ) . ̂  D e c i s i o n s must be 
unanimous: the unanimous v o t i n g c o u n c i l has subsequently been proposed 
by Brown as a s o l u t i o n to wage i n f l a t i o n (1973), and by Jaques and Brown 
as a p r e f e r a b l e a l t e r n a t i v e to the B u l l o c k Report's proposals (1977). 
The b a s i c concept which i s s a i d to dominate t h i s system i s "management by 
consent", the c l a i m being t h a t managers can have only as much e f f e c t i v e 
a u t h o r i t y as the managed are prepared to concede them. I f t h i s exposes 
the l e g i t i m a t i o n - s e e k i n g a spect of the s t r u c t u r e , gaining acquiescence 
to r a t h e r than democratising the process of management, then i t would 
s t i l l seem t h a t the r e s u l t i s to grant a g r e a t d e a l of i n t e r v e n t i o n i s t 
power to e l e c t e d employee r e p r e s e n t a t i v e s . On c l o s e r examination, however 
the G l a c i e r system t a k e s on an appearance which i s l e s s f l a t t e r i n g . 

The i n i t i a t i v e i n s e t t i n g up the system a t G l a c i e r was a management one. 
Jaques' f i r s t book (1951) i s an expanded account of the c a j o l i n g and 
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coaxing n e c e s s a r y to draw workers' r e p r e s e n t a t i v e s i n t o the system a t a l l ; 
d e s p i t e h i s i n t e r p r e t a t i o n (see below) t h e i r r e s i s t a n c e seems on r e f l e c t i o n 
to have been well-founded. Unions are not o f f i c i a l l y opposed, and indeed 
these days, w i t h the G l a c i e r f a c t o r i e s being i n a w e l l - o r g a n i z e d economic 
s e c t o r , they are s o l i d l y e s t a b l i s h e d i n the f i r m . Nonetheless, the concept 
of 'management by consent', and a s s o c i a t e d v a l u e s which we have seen to be 
apparent i n the type of p r o j e c t the G l a c i e r spokesmen have committed 
themselves to, e n t a i l a marked degree of t e n s i o n between t h i s philosophy 
and a t l e a s t some of the requirements of pragmatic p l u r a l i s m . For p a r t 
of the time, an e f f e c t i v e change of s t a t u s i n the i n s t i t u t i o n s may take 
p l a c e , but a t o t h e r s the u n i t a r y ideology r e g a i n s predominance with e f f e c t s 
t h a t w i l l be seen to be d i r e c t l y p r e d i c t a b l e from the framework of a n a l y s i s 
i n use here. 

The 'management by consensus 1 d o c t r i n e and the c o n c e p t u a l i s a t i o n of works 
c o u n c i l s t h a t goes w i t h i t thus confirm the p l a c i n g of the G l a c i e r system 
i n the consensus-oriented category. Jaques and Brown a l s o p resent the 

p r o t o t y p i c a l view of the boardroom as a c e n t r e for n e u t r a l , r a t i o n a l and 
n o n - i n t e r e s t - b a s e d decision-making which management spokesmen g e n e r a l l y 
adopt, thus arguing a g a i n s t a c t u a l r e p r e s e n t a t i o n a t t h i s l e v e l (though 
not a g a i n s t u n i o n i s t s on the board per se) . O f f i c i a l l y , though, t h e r e 

12 
i s r e c o g n i t i o n of " n e g o t i a t i n g " r i g h t s , but as Pateman comments (1970: 
75n2) i n p r a c t i c e management r e s i s t e d t h i s as an encroachment on t h e i r 
p r e r o g a t i v e s . We have seen t h a t t h ese p r e r o g a t i v e s are a t the h e a r t 
of the l e g i t i m a t o r y e n t e r p r i s e of both Jaques'and Brown's w r i t i n g s . 
Consequently, n e g o t i a t i o n was i n p r a c t i c e subordinated, whenever p o s s i b l e 
(and sometimes when i t proved i m p o s s i b l e as we s h a l l s e e ) , to the 
c o n s u l t a t i v e , consensual approach, conceding bargaining r i g h t s only under 
great p r e s s u r e . 

I t remains the case as noted above, t h a t f o r m a l l y the works c o u n c i l seems 
to be granted c o n s i d e r a b l e powers f o r the implementation of employee 
i n t e r e s t s . According to an o f f i c i a l d e s c r i p t i o n i t meets "not j u s t to 
d i s c u s s but a c t u a l l y to take p a r t i n f i x i n g what the firm's p o l i c y should 
be" ( G l a c i e r Metal Company, 1965:2). T h i s i s hard to r e c o n c i l e with a 
c o n s i d e r a t i o n of the r e s t of the formal s t r u c t u r e , however, where i t i s 
c l e a r both from Brown's accounts and from K e l l y ' s d e s c r i p t i o n t h a t the 
source of p o l i c y i s the Board of D i r e c t o r s i n a l l matters of s i g n i f i c a n t 
weight (and the views of Jaques and Brown on the boardroom we have a l r e a d y 



s e e n ) . " I am the a c t i v e i n i t i a t o r of new p o l i c i e s which, however, can 
be implemented only i f I have s u f f i c i e n t a u t h o r i t y " a s s e r t s Brown (1960: 
250), narrowing the source of d e c i s i o n s down s t i l l f u r t h e r . The complex 
network of p a r t i c i p a t i v e s t r u c t u r e s i s q u i t e openly d e s c r i b e d as a 
l e g i t i m a t o r y d e v i c e , the d e s c r i p t i o n of them f a l l i n g i n t o a s e c t i o n i n 
Brown's t e x t headed 'Sources of Managerial A u t h o r i t y ' . The unanimous 
vo t i n g p r i n c i p l e a l s o emerges as a means to prevent any dangers a r i s i n g 
from the e x i s t e n c e of an employee body w i t h only one management 
r e p r e s e n t a t i v e which could complicate d e c i s i o n s by going a g a i n s t Board 
p o l i c y . 

Thomason c l a r i f i e s the mechanism: 

I f t h e r e were l i k e l y to be a c l a s h between d e f i n i t i v e 
and c o n d i t i o n a l p o l i c y d e c i s i o n s . Brown, as a member 
of both Works C o u n c i l and Board of D i r e c t o r s could 
withhold h i s vote i n the former, and prevent t h i s 
from happening. (Thomason, 1973:148). 

From t h i s appear the f i r s t i n d i c a t i o n s t h a t confirm the pseudo-democratic 
nature of the G l a c i e r arrangements. C h i l d summarises thus: 

As w i t h Mayo a fundamental po i n t i n the Jaques system 
i s the avoidance of c o n f l i c t ... t o be achieved by means 
of an i n c r e a s e i n management c o n t r o l over employees. (1969:200). 

For Brown t h i s seems to be i n harmony, too, w i t h what he r e f e r s to as "the 
r e q u i s i t e r e a l i t y of the manager-subordinate r e l a t i o n s h i p " (1960:149). 

Other examples of the pseudo-democratic nature of the G l a c i e r e n t e r p r i s e s 
i n c l u d e the running of some of the i n s t i t u t i o n s . Thus K e l l y ' s o b s e r v a t i o n s 
showed t h a t management tend to d i r e c t the path of d i s c u s s i o n and to dominate 
the works c o u n c i l , the Chairman and General Manager speaking f o r 74% of the 
time i n the meetings he attended (1968:245). I n the use of appeals 
procedure, where the managing d i r e c t o r hears the appeal (not a 
p a r t i c u l a r l y convincing democratic mechanism), according to Brown's own 
f i g u r e s (1960:278) from January 1953 to the end of 1958, 58 appeals were 
heard. F o r t y - t h r e e were d i s a l l o w e d , and i n f i v e compromise s o l u t i o n s 
were found, so t h a t only one i n s i x succeeded u n e q u i v o c a l l y . S i n c e these 
were i n d i v i d u a l s who presumably f e l t s u f f i c i e n t l y incensed and j u s t i f i e d 
to take t h e i r case to appeal, the f i g u r e s are not c a l c u l a t e d t o i n s p i r e 
confidence. 



The G l a c i e r P r o j e c t ' s i n i t i a t o r s advocate the 'working through' of 
problems i n d i s c u s s i o n , and i n t e r p r e t a t i o n s i n connection with t h i s 
s t y l e a r e p l a c e d on the a c t i o n s of employee p a r t i c i p a n t s . T h i s 'working 
through' i d e a , taken from the use of groups or c o n s u l t a n t - p a t i e n t 
techniques i n p s y c h i a t r y , a f f o r d s a f u r t h e r c l e a r i m p o s i t i o n of a u n i t a r y 
frame of r e f e r e n c e , s i n c e i t e v i d e n t l y presumes a b a s i c a l l y common goal 
of c o n s u l t a n t and ' p a t i e n t ' , and f u r t h e r j o i n s hands w i t h other human 
r e l a t i o n s approaches i n assuming t h a t a ' c o n s t r u c t i v e ' and mutually 
b e n e f i c i a l s o l u t i o n to 'problems' i s always a v a i l a b l e i f co-operation i s 
achieved. The c o n c e p t u a l i s a t i o n of c i r c u m s t a n c e s which i t produces comes 
a c r o s s r e p e a t e d l y as not only dubious but a l s o as markedly p a t r o n i s i n g . 
Repeatedly we are t o l d by Jaques i n h i s 1951 account of the l a c k of s e l f -
confidence and m a t u r i t y which a f f l i c t s employee r e p r e s e n t a t i v e s and l e a d s 
them to f i n d excuses f o r r e f u s i n g r e s p o n s i b i l i t y or adopting c o n f l i c t u a l 
s t a n c e s . Thus a t one p o i n t we are t o l d t h a t the Shop Committee: 

... c r i t i c i s e d the Works C o u n c i l and the f i r m ' s c o n s u l t a t i v e 
set-up, maintaining t h a t top management could get whatever 
i t wanted by t a l k i n g the workers' r e p r e s e n t a t i v e s out of 
t h e i r demands or t h e i r arguments. (1951:98-99). 

Jaques r e p o r t s h i s response to t h i s , g i v i n g an impression (to t h i s reader 
a t l e a s t ) of heavy s l a n t i n g of the account to get a c r o s s h i s own 
i n t e r p r e t a t i o n , and e n t i r e l y i g n o r i n g any v a l i d i t y i n the workers' account. 
He c l a i m s to have suggested: 

... d i d t h i s not i n d i c a t e some i n s e c u r i t y and a f e a r t h a t 
they/'the Shop Committee^ were not strong enough to cope 
by themselves with t h e i r present s i t u a t i o n ? (1951:99). 

T h i s was denied, he admits, y e t c l a i m s t h a t i t was nonetheless p a r t l y 
accepted. There are c o u n t l e s s examples of t h i s s o r t throughout Jaques' 
d e s c r i p t i o n s . Brown makes fewer such r e f e r e n c e s , h i s approach being more 
f o r m a l i s t i c and l e s s dependent on i n t e r p r e t a t i o n of s p e c i f i c i n t e r a c t i o n s . 
He does, however, o f f e r h i s own v e r s i o n when he accuses trade union 
o f f i c i a l s , who f e a r employee entanglement i n management d e c i s i o n s , of a 
" l a c k of o b j e c t i v i t y " (1960:242). 

C h i l d i s c o r r e c t to p o i n t to the methodological problems of accounts such 
as these which a f f o r d only the manager or c o n s u l t a n t ' s v e r s i o n of the 
s i t u a t i o n and presume i t to be n a t u r a l l y s u p e r i o r and o b j e c t i v e (see 
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1969:197). K e l l y , though,is more f o r t h r i g h t . Rather than p e r s o n a l 
i n c a p a c i t i e s on the p a r t of employees being the reason f o r the r e t i c e n c e 
observed by Jaques: 

A more p l a u s i b l e view would be t h a t the r e p r e s e n t a t i v e s 
i n t u i t i v e l y r e a l i s e d t h a t they could never f u l l y c o n t r o l 
the p o l i c y of the company. (1968:54). 

I n f a c t , i t h a r d l y needed much i n t u i t i o n f o r t h i s to be seen, given the 
s t r u c t u r e s a l r e a d y d e s c r i b e d . T h i s was p l a i n l y r e s p o n s i b i l i t y without 
power, f o r d e c i s i o n s could only be 'made' i f they were i n accordance with 
management p o l i c y and approval. 

Another noteworthy f e a t u r e i s the s h i f t i n emphasis as to the nature and 
philosophy of the G l a c i e r system as between Jaques i n 1951, where g r e a t 
s t r e s s i s l a i d on p a r t i c i p a t i o n and communication, and Brown from 1960 
w i t h h i s emphasis on formal a u t h o r i t y , e f f i c i e n c y , and the achievement of 
p o l i c y implementation. T h i s i s K e l l y ' s i n t e r p r e t a t i o n (1968:251), and i s 
accepted by Pateman, and i n a review by Revans (1968). As the l a s t of these 
authors puts i t , i n the 1940s i n d u s t r i a l democracy was ' u s e f u l ' , but by 
1960 i t was f a r l e s s n e c e s s a r y and was "dropped i n favour of u n i l a t e r a l 
demands". Such an i n t e r p r e t a t i o n has some v a l i d i t y ; i t c e r t a i n l y f i t s 
very n e a t l y w i t h the t h e s i s of the previous chapter as w e l l as t h i s , and 
to e x t r a p o l a t e from t h i s e x p l a i n s the r e v i v a l of concern w i t h 
p a r t i c i p a t i o n from the end of the 1960s. I t i s h o t l y denied by Jaques 
h i m s e l f , " ^ perhaps u n s u r p r i s i n g l y . My own f e e l i n g on t h i s i s t h a t i t 
would be too convenient to r e l y overmuch on such a g e n e r a l i s a t i o n , and 
t h a t p a r t of the d i f f e r e n c e a r i s e s from the d i f f e r i n g p e r c e p t i o n s and 
approaches of Jaques and Brown, as seems n a t u r a l given t h e i r d i f f e r i n g 
r o l e s i n the p r o j e c t . I t would a l s o be f o o l i s h to overlook the p l e n t i f u l 
evidence of an o v e r r i d i n g concern w i t h the management go a l s of a u t h o r i t y 
production, e f f i c i e n c y and p r o f i t a b i l i t y i n Jaques' account, j u s t because 
i t i s l e s s b l a t a n t . Perhaps what remains s i g n i f i c a n t i s the timing 
( r e l a t i v e to the broader ' c y c l e s ' d e s c r i b e d i n Chapter 9) of each book's 
p u b l i c a t i o n and so the s t r e s s w i t h i n the P r o j e c t of d i f f e r e n t a s p e c t s at 
d i f f e r e n t times, 

A f i n a l c o n f i r m a t i o n of the i n s u b s t a n t i a l i t y of democracy i n the scheme 
at G l a c i e r comes from C h i l d (1976), who r e p o r t s t h a t when the most 
s i g n i f i c a n t d e c i s i o n of a l l was made i n the company, to s e l l i t , no 
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c o n s u l t a t i o n took p l a c e . There are, i t seems, o c c a s i o n s when the 
managing d i r e c t o r ceases t o have to seek l e g i t i m a c y ; one wonders what 
happens t o a l l the good i n t e n t i o n s towards the workforce a t such times. 

Next we must ask whether t h i s i s a system where management are v i c t o r s , 
a c c r u i n g gains i n terms of c o n t r o l from the system. I t s p e r s i s t e n c e over 
the y e a r s , and my own d i s c u s s i o n s with people who have experienced i t , 
suggests t h a t a t times i t may indeed operate to management's advantage and 
to the detriment of union s t r e n g t h . However, given the l e v e l of 
o r g a n i z a t i o n of the workers i n the company, the a n a l y s i s advanced e a r l i e r 
would suggest t h a t when management concede b a r g a i n i n g r i g h t s i n the c o u n c i l 
i t w i l l change s t a t u s , or where they a r e conceded i n other channels the 
c o u n c i l w i l l l a c k s i g n i f i c a n c e . Both of these e v e n t u a l i t i e s seem to have 
occurred, but management's attachment to a u n i t a r y ideology suggests a 
p o t e n t i a l f o r managerial obstinancy which i s more l i a b l e to c r e a t e the 
c o n d i t i o n s f o r i n s t a b i l i t y . To quote an exchange reported by (but 
d i f f e r e n t l y i n t e r p r e t e d by) Jaques: 

The Shop Committee Chairman opposed/th^/ " i n v e s t i g a t i o n 
of workers' a t t i t u d e s , s i n c e a l l s u p e r v i s o r s were on 
management's s i d e . " 

The D i v i s i o n a l Manager complained: "You're suggesting 
t h e r e are two s i d e s to the t a b l e . I f e e l t h a t we're 
a l l i n t h i s together." 

"There are two s i d e s to the t a b l e , and I don't want 
the s u p e r v i s o r s poking t h e i r noses i n t o the Shop 
Committee's b u s i n e s s . " (Jaques, 1951:79). 

More g e n e r a l l y t h i s d i v i s i o n between the r e s e a r c h e r - c o n s u l t a n t and the 
management he r e p r e s e n t s on the one hand, and those who they are t r y i n g 
to co-opt on the other, i s acknowledged i n c r y p t i c form by Brown and 
Jaques. They r e f e r to i t as a d i s a p p o i n t i n g p e r s i s t e n c e of "the s p l i t 
a t the bottom of the e x e c u t i v e c h a i n " , which appears to be a contorted way 
of saying t h a t the workforce are not i n v o l v e d . 

One good example of t h i s ' s p l i t ' i s found i n the f a t e of the 'equitable 
payment' proposals by Jaques. B r i e f l y , Jaques has argued for many y e a r s 
t h a t remuneration should be governed by s c i e n t i f i c p r i n c i p l e r a t h e r than 
bargaining power (see esp. 1967). The p r i n c i p l e he advocates i s the 
'time-span of d i s c r e t i o n ' , a rough measure of r e s p o n s i b i l i t y which he 
b e l i e v e s to be c o n s c i o u s l y or u n c o n s c i o u s l y accepted as f a i r by a l l men. 



He c l a i m s s u c c e s s f o r h i s approach i n experiments i n G l a c i e r . Amongst 
many, of t e n c r i t i c a l assessments of the time-span theory, ̂  probably the 
most damaging and c e r t a i n l y the most t e l l i n g i n the context of the 
d i s c u s s i o n here i s t h a t of Fox (1966). By and l a r g e , he observes, time-
span methods have only been a p p l i e d to s t a f f whose e v a l u a t i o n can be 
u n i l a t e r a l l y determined by management, i . e . s a l a r i e d managerial s t a f f . 
Works c o u n c i l r e p r e s e n t a t i v e s i n G l a c i e r have not only r e f u s e d to recognise 
i t as a f i n a l a r b i t e r on pay, but have vetoed s y s t e m a t i c r e s e a r c h on i t 
w i t h i n the f a c t o r i e s (pp 363-364). For Jaques t h i s stems from a f a m i l i a r 
source, "an unconscious persecuted f e e l i n g of l o s s of p e r s o n a l freedom", 
but once again the t h r e a t to worker i n t e r e s t s and e x i s t i n g scope f o r 
c o n t r o l , not l e a s t through the i m p l i e d t h r e a t ot the union i t s e l f , i s a 
a f a r more p l a u s i b l e e x p l a n a t i o n . To extend Fox's argument along the 
l i n e s of e a r l i e r d i s c u s s i o n i n these pages, i t can be s a i d t h a t more 
important than the c r i t e r i a i s who i s to c o n t r o l t h e i r s e l e c t i o n and 
a p p l i c a t i o n . Who a l l o c a t e s revenue between p r o f i t s and wages? Who decides 
how great a time-span one person has r e l a t i v e to another, what the 
d i s t r i b u t i o n of people among jobs should be, whether people should 
be a b l e to e x e r t p e r s o n a l c o n t r o l over t h e i r work ( u s u a l l y a u n i l a t e r a l 
matter anyway), even whether t h e r e should be a d i v i s i o n of labour? I n 
other words,at a whole s e r i e s of l e v e l s Jaques attempts to pretend 
u n d e r l y i n g harmony and the absolute r a t i o n a l i t y of management and the 
labour process they oversee. The r e s u l t i s a t r a n s p a r e n t attempt to 
i n c r e a s e management power, as C h i l d has observed, and thereby i t founders 
on the c o n f l i c t i t d e n i e s . 

The c l e a r e s t i l l u s t r a t i o n of the i n s t a b i l i t y engendered by the G l a c i e r 
system i s , however, t h a t afforded by K e l l y ' s account of two s t r i k e s i n 
the Kilmarnock f a c t o r y . I s h a l l c oncentrate on the former, f o r each shows 
very s i m i l a r management a t t i t u d e s and consequences. T h i s f i r s t s t r i k e i n 
1957 arose from a s h i f t i n the balance of power when management decided 
to announce 200 redundancies. The works c o u n c i l , management-dominated, 
accepted t h i s , and on the b a s i s of management s e l e c t i o n agreed a t an 
e a r l i e r l e g i s l a t i v e meeting. The AEU, however, c a l l e d f or a ' l a s t i n , 
f i r s t out' p o l i c y to avoid any v i c t i m i s a t i o n i n the name of management 
s e l e c t i n g to r i d i t s e l f of the ' l e a s t s u i t a b l e ' elements. Management 
claimed t h a t the works c o u n c i l , o f f i c i a l l y drawn from a l l employees, was 
more r e p r e s e n t a t i v e than the union. The consequence was a l a r g e number 
of men j o i n i n g the trade union, a nine-day s t r i k e , and the e v e n t u a l 
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me e t i n g of the c h i e f union demand. 

I n E x p l o r a t i o n i n Management Brown d e s c r i b e s a s t r i k e which seems almost 
sur e to be the same one, but h i s account of the outcome i s q u i t e d i f f e r e n t 
to K e l l y ' s : 

We had a one week's s t r i k e i n one o f our f a c t o r i e s 
... one of the major f a c t o r s was the need to reduce 
the s t r e n g t h of the f a c t o r y by about f i f t e e n per cent 
because of work shortage. There e x i s t e d a t the time, a 
standing order on redundancy which had been duly 
passed by the f a c t o r y c o u n c i l some y e a r s e a r l i e r . 
I t was a sound p i e c e of l e g i s l a t i o n .... I t was c l e a r 
from the comments made during the s t r i k e which 
ensued t h a t the o p e r a t i o n of the l e g i s l a t i v e system 
was not understood and was, t h e r e f o r e , m i s t r u s t e d . 
A g r e a t d e a l of e f f o r t was expended by management 
during the s t r i k e to e x p l a i n the l e g i s l a t i v e system. 
I t h i n k t h i s made a s u b s t a n t i a l c o n t r i b u t i o n to the r e t u r n 
to work on a b a s i s which was a l i t t l e d i f f e r e n t from t h a t 
e x i s t i n g before the s t r i k e . (1960:259-260). 

K e l l y , on the other hand, quotes a comment i n the Glasgow Observer: 

... because many regarded the Works C o u n c i l as a pet idea 
of management and l i t t l e concern of t h e i r s , they d i d not 
f e e l morally bound - whether r i g h t l y or wrongly - by the 
c o u n c i l ' s d e c i s i o n s . (1968:177). 

G o l d r i n g {1971:118) admits more r e a d i l y the problems, but c l a i m s t h a t 
s h o r t l y the G l a c i e r system c r e a t e d the i n t e g r a t e d atmosphere i t needed 
Yet K e l l y ' s account of the 1962 s t r i k e shows a s i m i l a r p a t t e r n of 
management r e s i s t a n c e to a l l union r i g h t s , and p r e c i p i t a t e a c t i o n such 
as i n s t r u c t i n g management to run the machines. For K e l l y , the c h i e f 
consequence of these episodes was "an a g o n i s i n g r e a p p r a i s a l of the G l a c i e r 
system" (1968:118) and two p e r i o d s of prolonged h o s t i l i t y . 1 * * 

One must regard w i t h some sa r d o n i c i s m then, H e l l e r ' s recent argument f o r 
c l o s e r a t t e n t i o n to be paid to the s u c c e s s e s of G l a c i e r i n an a r t i c l e 
e n t i t l e d 'The R e a l i t i e s of P a r t i c i p a t i o n 1 (1978), or Jaques' (1964) 
statement t h a t : 

... on the whole people a r e not a l l t h a t anxious to explore 
s o c i a l r e a l i t y . 
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SCANLON AT LINWOOD 

In October 1963 a Scanlon Plan was introduced a t the Pressed S t e e l p l a n t 
a t Linwood i n R e n f r e w s h i r e . The p l a n t i n q u e s t i o n i s b e t t e r known f o r 
being a p a r t of the C h r y s l e r c o r p o r a t i o n which has a t t r a c t e d a great d e a l 
of ( u s u a l l y unfavourable) p u b l i c i t y f o r i t s labour r e l a t i o n s i n r e c e n t 
y e a r s . The account here w i l l not attempt to explore these more 
contemporary events, though the p a t t e r n of these seems to i n d i c a t e not 
only the m o r t a l i t y of the Scanlon P l a n ' s aims but other r e l e v a n t p a r a l l e l s 
w i t h the p a s t a l s o . 

The aim of a Scanlon Plan can be broadly summarised as being the r a i s i n g 
of p r o d u c t i v i t y and the improvement of labour r e l a t i o n s ( i n c l u d i n g the 
r e d u c t i o n of absenteeism, s t r i k e s , turnover and so f o r t h ) through the 
i n t r o d u c t i o n of p r o f i t - s h a r i n g i n the form u s u a l l y of a p r o d u c t i v i t y bonus, 
together w i t h a replacement of a u t h o r i t a r i a n management s t y l e s by more 
p a r t i c i p a t i v e or 'democratic' ones. The l a t t e r aim i s p a r t i c u l a r l y to 
be achieved through the s e t t i n g up of p r o d u c t i v i t y or suggestion committees 
and encouraging c o n t r i b u t i o n s from employees to enhance output and so, 
i t i s argued, everbody's w e l f a r e . The u n d e r l y i n g philosophy i s based on 
neo-human r e l a t i o n s t h e o r i e s , p a r t i c u l a r l y those of McGregor. There i s , 
then, l i t t l e q u e s t i o n as to the u n i t a r y c a s t of the scheme, a t l e a s t as 
seen by management who took the i n i t i a t i v e t o employ c o n s u l t a n t s and 
introduce i t . 

The Linwood scheme was an attempt to overcome problems of a crumbling 
piecework system, an a u t h o r i t a r i a n management s t y l e , and a l l the above-
mentioned a s p e c t s of poor labour r e l a t i o n s which went along w i t h these. 
Management had r e s i s t e d s t r o n g l y the c e s s i o n of b a r g a i n i n g r i g h t s to trade 
unions; f o r them t h i s was a l a s t - d i t c h attempt to c r e a t e c o - o p e r a t i v e 
r e l a t i o n s . The unions, too, were concerned a t the f a s t - d e c l i n i n g fortunes 
of the p l a n t ^ i n an area which was not w e l l endowed wi t h employment 
o p p o r t u n i t i e s , and were e n t h u s i a s t i c about what they saw t o be the 
p r o s p e c t i v e b e n e f i t s of the scheme, i n c l u d i n g g r e a t e r s t a b i l i t y of earnings 
and job c o n t r o l f o r t h e i r members. Thus the s u p e r s t r u c t u r e of a Scanlon 
Plan was c o n s t r u c t e d , i n c l u d i n g p r o f i t - s h a r i n g - b y - r e s u l t s bonuses, 
suggestion schemes and p r o d u c t i v i t y committees. 

I n the e a r l y days of the scheme a t l e a s t , t h e r e was enthusiasm f o r 
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apparent s u c c e s s not only from c o n s u l t a n t s engaged to s e t i t i n motion, 
but a l s o i n a F i n a n c i a l Times a r t i c l e of 11.3.1964, r e l y i n g apparently on 

18 
b r i e f i n t e r v i e w s i n the manner of such r e p o r t s . I t a l s o r e c e i v e d broadly 

19 
favourable reportage (apparently h i g h l y i n a c c u r a t e i n s e v e r a l ways) i n a 
r e s e a r c h paper w r i t t e n f o r the Donovan Commission by R.B.McKersie (1968). 
On the suggestions f r o n t t h e r e seems to have been an e a r l y surge i n i d e a s 
put forward from the shop f l o o r t h a t compared w e l l w i t h other such schemes, 
When problems were encountered, though, the expla n a t i o n s e n t e r t a i n e d by 
managers and c o n s u l t a n t s were t y p i c a l of those advanced to e x p l a i n the 
f a i l u r e of such schemes, and so c a s t doubt on i n t e r p r e t a t i o n s of those 
other p l a n s a l s o . As Gray observes: 

When Scanlon e n t h u s i a s t s mention f a i l u r e of the Plan i t i s 
always because of t r a n s g r e s s i o n of the human r e l a t i o n s 
r u l e s of the game. (1971:301). 

I n other words blame i s a l l o c a t e d according to the ideology which informed 
the o r i g i n a l scheme, and events are p e r c e i v e d (or ignored) according to 
t h e i r f i t with such i n t e r p r e t a t i o n s , r a t h e r than any r e v i s i o n of the 
philosophy being e n t e r t a i n e d . Moreover, l i t t l e i n the way of a l t e r n a t i v e 
examination and so i n t e r p r e t a t i o n has been p o s s i b l e . I n the case of 
Linwood, we f o r t u n a t e l y have Gray's own i n v e s t i g a t i o n to he l p us (see 
1971, 1972). 

Gray shows t h a t a f t e r the i n i t i a l p e r i o d of high suggestion r a t e s the 
scheme ran i n t o mounting d i f f i c u l t i e s . Suggestions f e l l o f f , as did 
p r o d u c t i v i t y and the bonuses a s s o c i a t e d w i t h i t . Job f l e x i b i l i t y remained 
a s e r i o u s problem f o r management (as i n other c a r p l a n t s , f o r reasons of 
the severe drawbacks of redeployment o u t l i n e d by Gray i n 1971:299), w h i l e 
"the Scanlon Plan d i d not a b o l i s h r e s t r i c t i v e p r a c t i c e s , but cre a t e d a new 
and very s e r i o u s one" (1971:301). I n f a c t i t seems to have generated 
g r e a t e r r e l u c t a n c e f o r labour to move f o r reasons a s s o c i a t e d w i t h , amongst 
other t h i n g s , the d i f f e r e n t i a l r a t e s of bonus earned i n d i f f e r e n t shops. 
By March 1964 the scheme was a l r e a d y p l a i n l y i n s e r i o u s t r o u b l e i n Gray's 
e s t i m a t i o n . Absenteeism seems not to have improved e i t h e r - i t may even 
have worsened through the removal of the i n d i v i d u a l i n c e n t i v e (Gray, 
1971:306). On the other hand, a c u r s o r y glance a t the s t r i k e f i g u r e s shows 
t h a t i n 1964 the proportion of working time l o s t through s t r i k e s f e l l to 
0.29% from 1.68% the previous year (1971:307). But e n t h u s i a s t i c r e p o r t i n g 
based on t h i s ignores the f a c t t h a t i n the r e s t of Pressed S t e e l the 



4 1 3 

d e c l i n e was as great or g r e a t e r without the agency of a Scanlon Plan, 
which appears to l o c a t e the cause i n more general socio-economic f a c t o r s . 

The Scanlon Plan was thus rooted i n consensus-oriented management 
conceptions of i n d u s t r i a l r e l a t i o n s , and i t was these which formed the 
b a s i s f o r i t s i n e f f e c t i v e n e s s . Managers r a t i o n a l i s e d f a i l u r e with c l a i m s 
t h a t workers d i d not enter the scheme with goodwill (which the e a r l y 
response w i t h suggestions makes nonsense o f ) , t h a t the suggestions v e i n 
was worked out a f t e r an e a r l y b u r s t , t h a t the machinery became overloaded 
i n the e a r l y stages and r e s u l t i n g d e l a y s stoked d i s i l l u s i o n , or t h a t the 
workers were i n t e r e s t e d only i n money and so opted out when d e c l i n i n g s a l e 
of the Hillman Imp cut the bonus t h a t could be e a r n e d . 2 0 Yet another 
view was t h a t men were too l a z y for the Plan, or not ready f o r i t (Gray, 
1972:180); Gray ponders on the meaning of the l a t t e r , but i t c l e a r l y f i t s 
the e v o l u t i o n a r y p e r s p e c t i v e t h a t we have found so dominant, and echoes 
the Fox, Head & Co. c l a i m back i n the f i r s t h i s t o r i c a l c y c l e t h a t workers 
were not yet " c i v i l i s e d " enough to p a r t i c i p a t e . Management c o n s u l t a n t s , 
on the other hand, were more i n c l i n e d to blame the l a c k of human r e l a t i o n 
s k i l l s on the p a r t of management. For Gray, these e x p l a n a t i o n s remain 
stuck i n the r u t of human r e l a t i o n s philosophy. Refusing to r e c o g n i s e 
r e a l c o n f l i c t s , a l l of these a r e v a r i a n t s on the views of the personnel 
manager who Gray says "cannot break out of the very framework of thought 
which has brought the f a c t o r y ' s problem." The p e r s i s t e n c e and even 
ex a c e r b a t i o n of problems arose from the c o n t i n u i n g matters of power and 
c o n f l i c t of i n t e r e s t s , he f i n d s (1971:302), which were merely r e a l i g n e d 
by a Plan which attempted to ignore them. Thus piecework d i s p u t e s were 
r e p l a c e d by ones on production standards and redeployment (1971:308). 
I f management remained a u t h o r i t a r i a n , t h e n t h i s did not seem to be a 
s i g n i f i c a n t c a u s a l f a c t o r i n d e c l i n e - the h i g h e s t r a t e of suggestions 
came i n the shop t h a t was acknowledged to be most a u t h o r i t a r i a n before 
and a f t e r the Plan, f o r i n s t a n c e . 

I n Gray's view, i t was management's u n w i l l i n g n e s s to accept the r e a l i t y 
of c o n f l i c t which made the Linwood scheme not only i n e f f e c t i v e ( t r i v i a l ) 
but a l s o u n s t a b l e , g e n e r a t i n g f r e s h c o n f l i c t s and i n t e r e s t groupings whose 
cl a i m s remained unrecognised and so undealt with. Management resented 
c o n f l i c t i s s u e s when the stewards introduced them i n t o the p a r t i c i p a t i v e 
committees (1972:482), and t h e r e r a p i d l y emerged a disagreement over the 
very nature of j o i n t c o n s u l t a t i o n and i t s purposes which echoes the 
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21 c o n f l i c t i n g management-union p e r c e p t i o n s o u t l i n e d i n Chapter 3. The 
g o a l s are management-oriented, as we have seen, w i t h b e n e f i t s f o r the shop 
f l o o r being m o t i v a t i o n a l c a r r o t s ; the pseudo-democratic nature of 
p a r t i c i p a t i o n a t Linwood s u r v i v e s , too, i n the d r a f t document of the 
revamped 'New Linwood Plan' of November 1965, which s t a t e s t h a t "Unions 
have an a d v i s i n g and a s s i s t i n g r o l e i n j o i n t c o n s u l t a t i o n , so t h a t the 
d e c i s i o n s of the Management can b e n e f i t from s e a r c h i n g c r i t i c i s m and from 

22 
i n t e l l i g e n c e t h a t might otherwise be overlooked." 

I n Gray's view: 

.,. what was r e q u i r e d was a s e r i o u s attempt to understand 
the causes of bargaining and how b a r g a i n i n g might be 
harnessed c o n s t r u c t i v e l y w i t h i n the p l a n . (1972:452). 

I n s h o r t , Gray i s advocating a p l u r a l i s t i c s o l u t i o n , a k i n to the 'change of 
committee s t a t u s ' which i t has been argued here i s the only means by which 
p a r t i c i p a t i o n can expect to cope w i t h c o n f l i c t s and the s h i f t i n g balance 
of power, by becoming n e g o t i a t i v e r a t h e r than c o n s e n s u a l . I t i s hard to 
see, though, where the ' c o n s t r u c t i v e * t r a n s f o r m a t i o n of r e l a t i o n s could 
a r i s e from,- a t most, such a change might overcome some of the worse unstable 
f e a t u r e s of the system. Meanwhile, Gray's i n v e s t i g a t i o n of other Scanlon 
plans i n o p e r a t i o n r e v e a l s t h a t behind the l a r g e , acclamatory l i t e r a t u r e 
he could f i n d evidence of only one apparent s u c c e s s , a t Laporte. 
Subsequently an American r e s e a r c h e r reported to him t h a t the Laporte scheme, 
too, showed l i t t l e t h a t would support the p r o t a g o n i s t s of Scanlon on c l o s e r 
s c r u t i n y (Gray, 1972:362-363). Thus another myth b i t e s the dust. 

RENOLD AND COVENTRY CHAIN 

Renolds have p r a c t i s e d a form of j o i n t c o n s u l t a t i o n apparently f a i r l y 
c o n t i n u o u s l y s i n c e the F i r s t World War. They are the f i r s t case d e s c r i b e d 
i n the 1918 M i n i s t r y of Labour r e p o r t r e f e r r e d to i n Chapter 8, and the 
main d e s c r i p t i o n i s t h a t of the Managing D i r e c t o r of the f i r m a t the time 
of i t s p u b l i c a t i o n , and the f i r s t chairman of the B.I.M., S i r C h a r l e s 
Renold. As such t h i s scheme c l e a r l y f a l l s i n t o a category, i n the l i g h t 
of previous f i n d i n g s , of 'read w i t h extreme c a u t i o n ' or 'between the l i n e s ' . 
The account u r g e n t l y needs both an updating, and a check v i a independent 
r e s e a r c h e r s or a t l e a s t from an a l t e r n a t i v e v e r s i o n from the union s i d e . 
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Neither of these can be o f f e r e d a t t h i s time, and normally the case would 
not be d e s e r v i n g of i n c l u s i o n . However, i t appears to me t h a t the 
d u r a b i l i t y of the scheme emphasised i n the t i t l e of Renold's book, and 
the g e n e r a l form which i t i n f a c t took from an i n t e r p r e t a t i o n of the 
r e p o r t t h e r e i n , a l l o w s us to say something about the sources of t h i s 
apparent ' s u c c e s s ' . What w i l l be s a i d does not, however, accord w i t h the 
view of Emery & Thorsrud (1969:60-63) when they say t h a t i t confirms the 
l e s s o n s of G l a c i e r . On the c o n t r a r y , Renold seems to i l l u s t r a t e a case 
of a d i f f e r e n t category, of being w i l l i n g t o accept what G l a c i e r management 
proved, a t the c o s t of i n s t a b i l i t y , to be i l l prepared to do. 

I t i s i n t r i g u i n g to f i n d t h a t the f i r s t committee s e t up i n Renolds, 
l a s t i n g from 1917-1920 and reported as we have seen by the M i n i s t r y of 
Labour, was a f a i l u r e . I t was c o n s t i t u t e d as a w e l f a r e committee, and to 
meet the emergent shop steward o r g a n i s a t i o n s e p a r a t e l y on c o n t r a c t u a l 
matters t h a t had to be ne g o t i a t e d . I t was a management i n i t i a t i v e a t a 
time when, as i n many f i r m s , d i r e c t o r s " f e l t the need f o r c l o s e r c o n t a c t 
with t h e i r workpeople" (Renold, 1950:18). Thus i t took on a u n i t a r y c a s t . 
I n consequence, the committee "lac k e d 'pep'" (p23), i . e . became t r i v i a l . 
A f t e r 1920 the shop stewards committee was accepted as the s o l e channel 
f o r both n e g o t i a t i o n and c o n s u l t a t i o n , and while the arrangement i s 
surrounded by Renold w i t h r e f e r e n c e s to seeking harmony and understanding 
e t c . , i t i s apparent t h a t t h i s l e d to the more ready acceptance of the 
r i s i n g s t r e n g t h and so p o t e n t i a l scope of trade union b a r g a i n i n g power 
when the p o s i t i o n of organized labour improved. The system was extended 
to the branches of the Coventry Chain Co. a f t e r i t s takeover i n 1930. 

The pragmatic acceptance r a t h e r than determined d e n i a l of c o n f l i c t i s 
what d i s t i n g u i s h e s Renolds from G l a c i e r as f a r as can be t o l d from t h i s 
account: 

As events turned out, e f f e c t i v e c o n s u l t a t i o n only began 
when the Shop Stewards Committee was accepted as the 
mouthpiece of the workers f o r a l l purposes. (Renold, 
1950:110, emphasis i n o r i g i n a l ) . 

Renold does not abandon appeals to common i n t e r e s t s . He d i s t i n g u i s h e s 
n e g o t i a t i o n , f o r r e c o n c i l i a t i o n of d i v e r g e n t i n t e r e s t s , from c o n s u l t a t i o n 
implying a common e n t e r p r i s e , but argues t h a t when n e g o t i a t i o n was kept 
out of p a r t i c i p a t i v e arrangements they f a i l e d . C u r r e n t schemes ( i n c l u d i n g 
the JPC introduced i n the war, and the o f f i c i a l e x t e n t i o n s t o "organized 
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j o i n t c o n s u l t a t i o n " i n 1948 (p57)) he saw as e f f e c t i v e because "they 
provide f o r both, though i t i s t r u e t h a t n e g o t i a t i o n i s perhaps the more 
prominent f e a t u r e ( p i l l ) . The change o f committee s t a t u s i s thus c l e a r . 

T h i s appears to be managerial ideology tempered by a pragmatism, then, 
and i f so i t not o n l y accords w i t h the typology c o n s t r u c t e d here but 
thereby f u r t h e r r e i n f o r c e s the t h e o r e t i c a l arguments behind t h a t typology. 
A c a u t i o n a r y note on the f a t e of c o n s u l t a t i o n a t C a l a i s , i n a branch of 
the Coventry Chain company, shows t h a t p o s s i b l e v a r i a t i o n s i n management 
and employee a t t i t u d e s from p l a c e to p l a c e i n ap p l y i n g company p o l i c y can 
a f f e c t the a p p l i c a t i o n of pragmatism. The o f f i c i a l acceptance of 
n e g o t i a t i o n i s i n s u f f i c i e n t , as G l a c i e r showed. Thus Renold r e g r e t f u l l y 
notes the domination of the stewards committee by "communists" who have 
destroyed the v a l u e of c o n s u l t a t i o n (1950:63). P l u r a l i s m , too, s t i l l 
has i t s l i m i t s . 

I I PUBLIC SECTOR EXAMPLES 

Although the number of n a t i o n a l i s e d i n d u s t r i e s i s s m a l l , they occupy a 
d i s p r o p o r t i o n a t e l y prominent p l a c e i n the i n c i d e n c e o f p a r t i c i p a t i o n 
schemes, and even more so i n schemes which a t t r a c t widespread a t t e n t i o n . 
To some ex t e n t t h i s a r i s e s from the importance of the i n d u s t r i e s , u t i l i t i e s 
and s e r v i c e s i n q u e s t i o n ; to a degree i t a l s o d e r i v e s from the t r a d i t i o n 
of worker demands f o r g r e a t e r c o n t r o l i n some of these a r e a s , such as the 
c o a l i n d u s t r y or the r a i l w a y s which were both a t the f o r e f r o n t of movements 
fo r n a t i o n a l i s a t i o n and workers' c o n t r o l i n the p e r i o d before and during 
the F i r s t World War. But above a l l i t probably o r i g i n a t e s i n the 
o b l i g a t i o n s p l a c e d on S t a t e - r u n o r g a n i z a t i o n s to conform a t l e a s t f o r m a l l y 
to the requirements of what the government of the day p r e s e n t s as good 
i n d u s t r i a l r e l a t i o n s p r a c t i c e . Hence n a t i o n a l i s a t i o n b i l l s i n the 1940s 
l a i d a formal duty to c o n s u l t on management i n p u b l i c concerns where f o r 
p r i v a t e i n d u s t r y the v o l u n t a r y p r i n c i p l e was not i n t e r f e r e d with, and so 
s i n c e t h a t time p u b l i c s e c t o r management have been r e q u i r e d to maintain 
committees { i f f a r from a l l of them appear to have done so) when p r i v a t e 
s e c t o r employers l o s t i n t e r e s t . The same a p p l i e s to r e c o g n i t i o n of trade 
unions and of n e g o t i a t i n g r i g h t s , so t h a t i n d u s t r i a l r e l a t i o n s i n the 
p u b l i c s e c t o r cannot be t r e a t e d without q u a l i f i c a t i o n as i f i t were merely 
c a p i t a l i s m i n no d i f f e r e n t g u i s e . The forms a t l e a s t are a l i t t l e 
d i f f e r e n t . I t i s my i n t e n t i o n to c o n s i d e r b r i e f l y how f a r these 
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d i f f e r e n c e s go, and t h e r e f o r e whether the p r i n c i p l e s i d e n t i f i e d thus f a r 
r e t a i n r e l e v a n c e f o r what i s sometimes c a l l e d a ' s o c i a l i s e d ' s e c t o r of 
the economy. The o p e r a t i o n of p a r t i c i p a t i o n i n the p u b l i c s e c t o r w i l l 
then be reviewed, w i t h p a r t i c u l a r a t t e n t i o n being p a i d to the worker 
d i r e c t o r scheme i n the B r i t i s h S t e e l Corporation, c h i e f l y because t h i s 
experiment i s another of the few which have been c l o s e l y s c r u t i n i s e d by 
o u t s i d e o b s e r v e r s . 

F o l l o w i n g from the tendency of the p u b l i c s e c t o r of employment to show 
more uniform standards i n i n d u s t r i a l r e l a t i o n s p r a c t i c e and to conform 
to the S t a t e ' s view of ' p r o g r e s s i v e ' arrangements, i t i s found t h a t 83% 
of p u b l i c s e c t o r workers are i n unions as compared to 39% i n the p r i v a t e 

23 
s e c t o r . I f the l e v e l of d i s p u t e s i s taJcen a s an i n d i c a t o r (and i t i s 
always a dubious one), then the p u b l i c s e c t o r r e c o r d appears poor. 
However, i f the c o a l i n d u s t r y i s excluded ( s i n c e i t i s almost i n v a r i a b l y , 
n a t i o n a l l y and i n t e r n a t i o n a l l y , a massive f a c t o r i n the s t a t i s t i c s ) the 
l e v e l of d i s p u t e s i s s i m i l a r to t h a t i n the p r i v a t e s e c t o r . I n o c c a s i o n a l 
y e a r s o f f i c i a l d i s p u t e s w i l l boost the p u b l i c s e c t o r f i g u r e s u b s t a n t i a l l y ; 
i n o t h e r y e a r s working days l o s t have been l e s s than i n the p r i v a t e s e c t o r , 
and i t would seem to f o l l o w t h a t the r e c o r d on u n o f f i c i a l s t r i k e s should 
show fewer l o s s e s . ^ 

The p u b l i c s e c t o r thus appears to be more thoroughly endowed w i t h both 
n e g o t i a t i n g and c o n s u l t a t i v e machinery than the p r i v a t e . Thus C l a r k e 
e t a l (1972) found t h a t 60% of p u b l i c s e c t o r e s t a b l i s h m e n t s r e p o r t e d both 
n e g o t i a t i o n and c o n s u l t a t i v e machinery as compared w i t h 33% i n the p r i v a t e 
s e c t o r . They a l s o r e p o r t f i g u r e s on the s a t i s f a c t i o n w i t h such bodies 
as expressed by those f i l l i n g i n t h e i r survey r e p o r t . I n the l i g h t of what 
has been s a i d here about the methodology and r e l i a b i l i t y of such s e l f -
r e p o r t i n g the r e s u l t s must be t r e a t e d w i t h some s c e p t i c i s m , p a r t i c u l a r l y 
as r egards a b s o l u t e l e v e l s of s a t i s f a c t i o n . Nonetheless, l e t i t be noted 
t h a t 100% of p u b l i c s e c t o r n e g o t i a t i n g bodies were r e p o r t e d extremely 
e f f e c t i v e or e f f e c t i v e as compared with 90% i n the p r i v a t e s e c t o r ? 94% 
of j o i n t c o n s u l t a t i v e and n e g o t i a t i n g bodies i n p u b l i c and 92% i n p r i v a t e 
s e c t o r l i k e w i s e ; and 75% and 74% r e s p e c t i v e l y of c o n s u l t a t i v e - o n l y bodies 
the same. Thus the s t a t e s e c t o r comes out each time a l i t t l e b e t t e r than 
the p r i v a t e s e c t o r (though the d i f f e r e n c e s a r e too s m a l l to be s i g n i f i c a n t 
i n s t a t i s t i c a l o r other t e r m s ) . S o l e l y c o n s u l t a t i v e bodies i n each case 
seem the l e a s t s a t i s f a c t o r y . 
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The message appears to be, then, t h a t S t a t e employment has a ma r g i n a l l y 
s u p e r i o r i n d u s t r i a l r e l a t i o n s record, i f no more than t h a t , over the 

25 
p r i v a t e . I t i s a l s o more l i k e l y to have some form of ' p a r t i c i p a t i o n ' 

26 
scheme i n ope r a t i o n . Among the v a r i o u s views of S t a t e employment on 

27 
the l e f t , ranging from arguments t h a t i t r e p r e s e n t s a p r o g r e s s i v e 
and worker-achieved advance from p r i v a t e ownership to those who see i t as 
a new and s t i l l more o p p r e s s i v e form of e x p l o i t a t i o n , the p o s i t i o n adopted 
here i s t h a t S t a t e employment i s an i n t e g r a l p a r t of the c a p i t a l i s t labour 
process. For the reasons o u t l i n e d above the S t a t e s e c t o r i s not merely 
i d e n t i c a l to the p r i v a t e s e c t o r , but the d i f f e r e n c e s are f a r l e s s sharp 
than i s sometimes claimed. Westergaard & R e s l e r show, f o r i n s t a n c e , the 
overwhelmingly managerial c a p i t a l i s t background of board members i n 
n a t i o n a l i s e d i n d u s t r i e s (1975:213). I t i s t o be expected, then, t h a t the 
kinds of a n a l y s i s adopted f o r outcomes of p a r t i c i p a t i o n i n p r i v a t e s e c t o r 
employment w i l l be a p p l i c a b l e to the p u b l i c s e c t o r a l s o . T h i s i s important, 
s i n c e the p u b l i c s e c t o r has, f o r i n s t a n c e , i n c r e a s e d i t s share of p u b l i c 
wealth from 8% i n 1966 to 26% i n 1975, according to government f i g u r e s 
reported i n The Times (8.2.78) and accounted f o r g e t t i n g on f o r 7 m i l l i o n 
employees as a g a i n s t a p r i v a t e s e c t o r t o t a l of 18 m i l l i o n ( B u l l o c k 
Report: 6 ) . 

L e t us now t u r n our a t t e n t i o n to the a c t u a l o p e r a t i o n of p a r t i c i p a t i o n 
i n some p a r t s of the S t a t e s e c t o r : 

THE BRITISH STEEL CORPORATION 

The n a t i o n a l i s a t i o n of the s t e e l i n d u s t r y was promised i n the 1964 
manifesto of the Labour Par t y , and i n 1967 the pl a n s f o r c a r r y i n g out 
t h i s p a r t of the programme were drawn up. Already Lord Melchett had been 
appointed chairman, and together w i t h Ron Smith ( e r s t w h i l e General 
S e c r e t a r y of the Post O f f i c e Workers and now r e s p o n s i b l e f o r the pers o n n e l / 
i n d u s t r i a l r e l a t i o n s s i d e of the new Corporation) i t appears t h a t he pushed 
hard f o r the inaugu r a t i o n not j u s t of the standard c o n s u l t a t i v e arrangements 
but a l s o f o r the appointment of worker d i r e c t o r s . Melchett was the 
grandson of S i r Arthur Mond of I C I , and l i k e h i s forebear he seems to have 
been p a r t i c u l a r l y keen on the f o r e s t a l l i n g of p r e s s u r e from below by taking 
the i n i t i a t i v e from above. T h i s emerges from the account by Brannen et a l 
who o u t l i n e the r a d i c a l demands being formulated or more f o r m l e s s l y 
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28 expressed among some groups of employees. 

The scheme was t h u s , once more, a management i n i t i a t i v e i n the f a c e of 
p e r c e i v e d p r e s s u r e . So was i t s form, as we s h a l l see. For an account of 
the r e s u l t s o f the scheme, we have a v a i l a b l e a study by four academics of 
the f i r s t four y e a r s of i t s o p e r a t i o n (Brannen e t a l , 1976). To some 
e x t e n t t h i s v e r s i o n comes under a t t a c k from i n t e r n a l accounts, p a r t i c u l a r l y 
of BSC Worker D i r e c t o r s (1977) w r i t i n g w i t h the a i d of two authors ( i n 
whose names the book i s copyrighted) one of whom was Senior Advisor on 
the c o r p o r a t i o n ' s Personnel S t r a t e g y . The s t a t u s of t h e i r c r i t i c i s m s w i l l 
be c o n s i d e r e d l a t e r , but f i r s t l e t us summarise the f i n d i n g s of the 
academic study. 

The r e s e a r c h e r s found t h a t the i d e a of employee d i r e c t o r s gained m a j o r i t y 
support among employees, though only m i n o r i t y support among management. 
There was a l s o a c o n t r a s t i n the p e r c e p t i o n of these groups as to what 
' p a r t i c i p a t i o n ' was a l l about, with management viewing i t f a r more i n 
terms of p r o f i t s and e f f i c i e n c y (see Chapter 3 f o r a more d e t a i l e d account 
of t h e s e f i n d i n g s ) . I t was the managerial model which took precedence i n 
the c o n s t r u c t i o n of the scheme, w i t h twelve employee d i r e c t o r s being 
appointed, not e l e c t e d , from union l i s t s . The s e l e c t i o n was management's, 
and the appointment was to Group Boards r a t h e r than to the Main Board 
of the c o r p o r a t i o n . T h i s meant t h a t o b s e r v a t i o n and p a r t i c i p a t i o n i n the 
u l t i m a t e d e c i s i o n s was not p o s s i b l e f o r employee d i r e c t o r s (and t h a t they 
d i d not share f u l l c o rporate r e s p o n s i b i l i t y which accrued only t o the 
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chairman of t h e s e b o a r d s ) . However, w h i l e s e l e c t i o n was f e l t by the 
r e s e a r c h e r s t o be important i n e n s u r i n g the p l a c i n g of r e l a t i v e l y 
compliant men i n management h e a r t l a n d , each l i k e l y to take a ' r e s p o n s i b l e ' , 
n o n - o p p o s i t i o n a l a t t i t u d e to the p o s i t i o n and to be someone who "always 
attempts to see management's p o i n t of view",'* 0 s o c i a l i s a t i o n was probably 
s t i l l more c r u c i a l . 

The f i r s t stage of s o c i a l i s a t i o n was the t r a i n i n g course. Though t h i s 
was p a r t l y run by the TUC, t h e i r element of the course seems to have been 
poorly r e c e i v e d and to have f a i l e d to get a c r o s s a counter-view to the 
r o l e of (worker) d i r e c t o r emphasised i n the management course a t the S t e e l 
I n d u s t r y Management C o l l e g e i n Ashorne H i l l . The 'worker' i s d e l i b e r a t e l y 
p l a c e d i n p a r a n t h e s i s i n the p r e v i o u s sentence, s i n c e the emphasis seems 
to have been on the 'problems* of the Corporation i n management terms. 
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and on the r e s p o n s i b l i t y of d i r e c t o r s o f a l l k i n d s i n r e s o l v i n g t h e s e . 
Two q u o t a t i o n s from worker d i r e c t o r s a r e p a r t i c u l a r l y r e v e a l i n g : 

"... i t c o n d i t i o n e d our minds to the job we would come up 
a g a i n s t i n the board room and the problems of management." 

"There's a p s y c h o l o g i c a l approach to t h i s ; [ i f we hadn't 
been thrown in/we would probably never have been j o l t e d 
out of our a t t i t u d e t h a t we had on the shop f l o o r . " 
(Brannen e t a l : 131). 

According t o the a l t e r n a t i v e account by the worker d i r e c t o r s themselves, 
c r i t i c s who say the employees were s o c i a l i s e d i n t o management were working 
on a misunderstanding ( p 2 2 ) b u t as an i n t e r p r e t a t i o n by those who were 
making comments l i k e the above,the defence i s u n s u r p r i s i n g and h a r d l y v e r y 
c o n v i n c i n g . The p r o c e s s of s o c i a l i s a t i o n would h a r d l y be e f f e c t i v e i f 
those undergoing i t saw i t a s manipulation of any k i n d . 

The s u r r e n d e r i n g of union o f f i c e which was r e q u i r e d f o r the f i r s t batch 
of worker d i r e c t o r s was seen both by the r e s e a r c h e r s and the unions as a 
s i g n i f i c a n t source of d i f f i c u l t i e s which helped to account f o r the 
d i s t a n c i n g which occurred between the worker d i r e c t o r s and t h e i r unions. 
There were p r a c t i c a l l y no c o n t a c t s w i t h f u l l - t i m e union o f f i c i a l s (Brannen 
e t a l , 1976: 16o), and the o f f i c i a l s had a low o p i n i o n o f the i n f l u e n c e of 
the worker d i r e c t o r s , 39% saying they had no i n f l u e n c e , and 52% t h a t they 
wielded some but not much; the remainder were Don't Knows/Not Answereds 

(p!88) . The reasons given were c h i e f l y r e l a t e d to the s t r u c t u r e of the 
board i t s e l f , and the l a c k of p e r s o n a l s k i l l s of the worker d i r e c t o r s 
(which was a l s o seen as a f e a t u r e of the scheme, not of the i n d i v i d u a l 
s k i l l s of the worker d i r e c t o r s t h e m s e l v e s ) . 

However, w h i l e those who r e j e c t the r e s e a r c h e r s ' f i n d i n g s make much of a 
f o r m a l i s t i c i n t e r p r e t a t i o n of the l a c k of union c o n t a c t s , and p o i n t 
t h e r e f o r e to reforms s i n c e 1972 (when the study concluded) which a l l o w 
h o l d i n g of union o f f i c e and purport to o t h e r w i s e strengthen union c o n t a c t s , 
t h i s a s p e c t of the weakness of the worker d i r e c t o r r o l e i s f a r from the 
most important i d e n t i f i e d . I t i s the p r e s s u r e s for conformity to a 
management-defined r o l e which are found to provide the more potent f o r c e s 
of f u r t h e r s o c i a l i s a t i o n . According to the r e s e a r c h e r s , "management have 
a monopoly o f knowledge, of language, and of a u t h o r i t y " (p236) which g i v e s 
them adequate sou r c e s of power to d e f i n e the s i t u a t i o n . I n a lengthy and 
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d e t a i l e d d i s c u s s i o n we a r e shown how the worker d i r e c t o r s were brought 
to n e g o t i a t e a p a r t i c u l a r r o l e f o r themselves. They f e l t " s e cond-class 
d i r e c t o r s ' ( p l 3 6 ) , and so too were they viewed by management, who adjudged 
t h e i r c o n t r i b u t i o n no higher than d i d union o f f i c i a l s ( pl48, 188). They 
came s t r o n g l y to favour u n i t a r y views of i n d u s t r i a l r e l a t i o n s , supporting 
i d e a s t h a t the unions and workers should take a p o s i t i v e , c o - o p e r a t i v e 
view of management, and of j o i n t c o n s u l t a t i o n and the l i k e . The r o l e 
which emerged f o r them was t h a t ; 

On the one hand the d i r e c t o r s expected t h e i r new c o l l e a g u e s 
to accept the coventions of boardroom behaviour and the 
o v e r a l l g o a l s o f the board which they took f o r granted. 
I n exchange they were w i l l i n g to a c c e p t the worker d i r e c t o r s 
as bona f i d e members and to l i s t e n to them a s people who 
r e f l e c t e d a v a l i d and r e l i a b l e shop f l o o r p e r s p e c t i v e . 
(p235). 

The l a t t e r q u a l i f i c a t i o n was, i t would seem, e x a c t l y what the worker 
d i r e c t o r s had ceased to p o s s e s s . 

I t i s t h e r e f o r e not s u r p r i s i n g to f i n d t h a t the c o n t r i b u t i o n s o f worker 
d i r e c t o r s i n the boardroom were r a r e l y c h a l l e n g i n g to management. 
According to the r e s e a r c h e r s ' c l a s s i f i c a t i o n of c o n t r i b u t i o n s , 39% sought 
inf o r m a t i o n , 18% gave i t , 14% were c r i t i c a l (and most of these r e l a t e d 
o n l y to poor communication to employees i n g e n e r a l , not to s u b s t a n t i v e 
i s s u e s ) , 5% were su p p o r t i v e views, 15% ' n e u t r a l * v i e w s , 6% p r o p o s a l s , 
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3% 'other' (pp 182-183). C o n f l i c t was r a r e , and became l e s s frequent 
as the scheme proceeded, but i f worker d i r e c t o r s f a i l e d t o a c c e p t t h e i r 
r o l e they were appar e n t l y put i n t h e i r p l a c e f i r m l y ( p l 7 7 ) . Perhaps the 
most t e l l i n g i l l u s t r a t i o n of the p r o c e s s e s a t work i s found i n the 
changing a t t i t u d e s of one respondent who argued a t the s t a r t of the 
experiment t h a t r e g a r d l e s s of the l a c k of any o f f i c i a l r e p r e s e n t a t i v e 
c a p a c i t y he f e l t he couldn't j u s t i f y h i s p o s i t i o n u n l e s s he were a 
r e p r e s e n t a t i v e of "the people below us"; two y e a r s l a t e r he viewed h i m s e l f 
as p a r t of the BSC a u t h o r i t y system, "we're not r e p r e s e n t a t i v e of the 
unions a t a l l " ( p l 3 3 ) . 

I n the terms employed here, the BSC scheme j o i n s the o t h e r s we have 
examined i n being managerial i n o r i g i n . I t a l s o appears to have been 
'pseudo-democratic', and ' t r i v i a l ' i n terms of i t s i n d u s t r i a l r e l a t i o n s 
impact. The worker d i r e c t o r s have e x e r t e d l i t t l e i n f l u e n c e , have l a r g e l y 
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come t o accept managerial p e r c e p t i o n s , but seem to have had l i t t l e e f f e c t 
on the a t t i t u d e s or a c t i o n s o f employees or unions i n the i n d u s t r y , l e t 
alone those of management. 

The defence of the worker d i r e c t o r scheme by managers and the employee 
d i r e c t o r s themselves has a l r e a d y been r e f e r r e d to a t v a r i o u s j u n c t u r e s . 
P a r t i c u l a r l y v o c a l has been the co-author of the worker d i r e c t o r s ' own 
book, T.K.Jones, who had a l s o w r i t t e n a c r i t i c a l r eview of Brannen e t a l 
(1976) and an apology f or the scheme u s i n g the r e s e a r c h e r s ' f i n d i n g s i n 
advance of t h e i r being ab l e to p u b l i s h (1973). I n each c a s e , much i s 
made of post-1972 changes, as was the ca s e i n the worker d i r e c t o r s ' 
account where t h i s i s e l e v a t e d to a s e p a r a t e s e c t i o n and c a l l e d "A New 
I n s t i t u t i o n " . The supposed r e f u t a t i o n s were q u i c k l y a c c l a i m e d i n the 
media, rev i e w s i n both Times and F i n a n c i a l Times t a k i n g the worker 
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d i r e c t o r s ' accounts l a r g e l y a t f a c e v a l u e . I n other ways, too, the 
media have o f f e r e d a l a r g e l y u n c r i t i c a l r e p r e s e n t a t i o n of the BSC scheme, 
s e v e r a l t e l e v i s i o n programmes, for i n s t a n c e , i n t e r v i e w i n g employee 
d i r e c t o r s on the s t r e n g t h s of the scheme without a c l e a r , c r i t i c a l 
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a l t e r n a t i v e being made a v a i l a b l e . 

Yet the substance of the worker d i r e c t o r s ' g r i e v a n c e s about the r e s e a r c h e r s 
appears v e r y watery on i n s p e c t i o n . They c l a i m to be r e p r e s e n t a t i v e s of 
employees, but t h e i r admission (1977:60-61, phrased as a p o s i t i v e a s p e c t 
of t h e i r performance) to keeping c o n f i d e n t i a l i t y confirms the f e a r s 
roused by the r e s e a r c h e r s ' f i n d i n g s t h a t not only a r e d e c i s i o n s not 
a f f e c t e d but even advance warning i s not given to workforce. The te n t h 
chapter of the academics' r e p o r t o u t l i n e d the way worker d i r e c t o r s e i t h e r 
were not t o l d of c l o s u r e d e c i s i o n s or kept them s e c r e t anyway from p l a n t s 
they went to v i s i t and r e a s s u r e . T h i s seems not pr a i s e w o r t h y but 
h o r r i f y i n g . N a t u r a l l y , i t may be r e p l i e d , BSC has e x t e n s i v e and thorough 
c o n s u l t a t i v e arrangements not only of the t r a d i t i o n a l s o r t , but a l s o a 
promise of two y e a r s warning to the unions and proper d i s c u s s i o n s of any 
c l o s u r e d e c i s i o n s . The r e c o r d on t h i s has not seemed too good, though, 
of which more i n a moment. 

The k i n d of p o i n t s made by the BSC worker d i r e c t o r s i n t h e i r r e p l y (see 
esp. 1977:Chl2) to Brannen e t a l i n c l u d e arguments such as " I f the 
experiment was as poor as they s a i d i t was, why was i t t h a t the employee 
d i r e c t o r system was made a permanent f e a t u r e . . . ? " , or t h a t the r e s e a r c h e r 
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was "a c o l d chap" who "couldn't a p p r e c i a t e t h a t the members of the 
board were guided by the managing d i r e c t o r and had an agreed agenda, so 
i t was d i f f i c u l t f o r an employee d i r e c t o r to p i c k up a l l c o n t r o v e r s i a l 
m a t t ers," (both 1977:66). Such p o i n t s seem to work b e t t e r f o r the c r i t i c s 
than a g a i n s t them. So, too, does the aggrieved review of the accused t e x t 
by an employee d i r e c t o r i n S t e e l Manager, quoted 1977:66-67, where he 
complains t h a t t h e r e i s c o n t i n u a l r e f e r e n c e t o the "balanced and r e s p o n s i b l e " 
view of the employee d i r e c t o r s . T h i s i s taken as an i n s u l t to many union 
o f f i c i a l s "who a c t i n a v e r y r e s p o n s i b l e and balanced manner." The 
incomprehension of the worker d i r e c t o r s of the c r i t i c i s m of the scheme 
( r e f l e c t e d i n the f a c t t h a t they appear to take a s p e r s o n a l i n s u l t what 
i s e m p h a t i c a l l y expressed as c r i t i c a l e v a l u a t i o n of t h e i r c i r c u m s t a n c e s ) 
comes through s t r o n g l y here, f o r the r e s e a r c h e r s were r e f e r r i n g to what 
management saw as balanced and r e s p o n s i b l e (see e.g. 1976:175), i . e . to 
the acceptance o f managerial v a l u e s as i f they were a b s o l u t e . 

The worker d i r e c t o r s c l a i m , too, t h a t the r e s e a r c h e r s were wrong i n arguing 
t h a t because they p l a y e d only a managerial r o l e , t h e r e was no c o n f l i c t i n 
the r o l e (p46); y e t only 4 out of 17, i t i s r e v e a l e d on the next page, 
do admit to e x p e r i e n c i n g any r o l e c o n f l i c t . C e r t a i n l y t h e r e i s room f o r 
f u r t h e r i n v e s t i g a t i o n here, s i n c e many of the post-1972 worker d i r e c t o r s 
do hold union o f f i c e , but Chapter 10 of t h e i r book makes f a s c i n a t i n g 
r e a ding for the confusion and c o n t r a d i c t i o n s expressed from one worker 
d i r e c t o r to another on the p e r c e i v e d problems (or absence of them) c r e a t e d 
by t h e i r p o s i t i o n s . The view of t h i s author i s e m p h a t i c a l l y t h a t to 
experience no c o n f l i c t i s to be s u f f e r i n g from an i l l u s i o n , s i n c e the 
r o l e of a union o f f i c i a l i n the present-day s t e e l i n d u s t r y , given what 
we know about the two r o l e s , must c o n f l i c t s h a r p l y i n i n t e r e s t terms w i t h 
t h a t imposed on the employee on the board. 

I n the f a c e of c o n c r e t e c r i t i c i s m o f the i n e f f e c t i v e n e s s of the worker 
d i r e c t o r r o l e , i t i s r e v e a l i n g t h a t the r e p l y o f f e r s nothing i n the way 
of concrete i l l u s t r a t i o n of t h i n g s a c h i e v e d . As has been s a i d , the 
B r i t i s h S t e e l C o rporation has o f f i c i a l l y e s t a b l i s h e d e x t e n s i v e 
c o n s u l t a t i v e arrangements with i t s unions. Ken Jones has even w r i t t e n a 
textbook for the I n s t i t u t e of Personnel Management, based on h i s 
experience and e n t i t l e d The Human Face of Change. Yet the l a s t few y e a r s 
have been a saga of repeated b i t t e r n e s s and antagonism between the unions 
and p a r t i c u l a r l y workers i n some thr e a t e n e d p l a n t s on the one hand and 
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the C o r p o r a t i o n on the o t h e r . I n 1975, the year a f t e r the p u b l i c a t i o n 
o f Jones' book, t h e r e was a massive row over the seemingly p r e c i p i t a t e 
announcement t h a t 20,000 jobs would have to be c u t f o r t h w i t h . The 
government had to s t e p i n . Repeatedly i n the p e r i o d before and s i n c e , 
s t r i n g e n t c r i t i c i s m s of the f a i l u r e of " r e a l c o n s u l t a t i o n " to take p l a c e 
have come from the unions, the most r e c e n t a t the time of w r i t i n g being 
the row over the l e t t e r from l o c a l management a t the B i l s t o n p l a n t (June 
1978) which seemed to confirm t h a t the c l o s u r e d e c i s i o n had e f f e c t i v e l y 
a l r e a d y been taken, and t h a t any ' c o n s u l t a t i o n ' would be t a k i n g p l a c e i n 
the wake of management having a l r e a d y decided. 

One worker d i r e c t o r r e c e n t l y , ^ a d m itting t h a t he could not r e v e a l 
company p l a n s i n advance t o employees, argued t h a t i n any c a s e BSC had 
"a v e r y good c o n s u l t a t i o n p r o c e s s " so t h a t d i s c u s s i o n took p l a c e w e l l i n 
advance. So the c o n s u l t a t i v e mechanisms t h a t seem to have been so 
i n e f f e c t u a l a r e advanced as a l e t - o u t f o r the need f o r worker d i r e c t o r s 
to break c o n f i d e n t i a l i t y . I n f a c t the r e p u t a t i o n of the worker d i r e c t o r 
system has not been too good among the unions e i t h e r , f o r i n 1976 they 
asked BSC t o f r e e z e any e x t e n s i o n , and the F i n a n c i a l Times re p o r t e d 
(18.5.76) t h a t "Some members of the s t e e l committee are known to favour 
a b o l i t i o n of even the p r e s e n t worker d i r e c t o r s t r u c t u r e because they f e e l 
i t has made no c o n t r i b u t i o n to r e a l p a r t i c i p a t i o n . " S i n c e then, the 
S t e e l C o r p o r a t i o n have been pushing hard to a c h i e v e a new i n d u s t r i a l 
r e l a t i o n s package t h a t would i n v o l v e e n t e n s i v e p a r t i c i p a t i o n i n formal 
terms. The unions have been r e p e a t e d l y r e l u c t a n t , but the s e v e r i t y of 
d e p r e s s i o n i n the i n d u s t r y has made a w i l l i n g n e s s to show co-o p e r a t i o n 
d i f f i c u l t to a v o i d . 

The new argument t a k e s the form of a ' S t e e l C o n t r a c t ' , w i t h a revamped 
s e t of c o n s u l t a t i v e arrangements topped by a N a t i o n a l S t e e l Trades Union 
Advisory Conference. There are a l s o to be worker d i r e c t o r s , i n c l u d i n g 
r e p r e s e n t a t i v e s on the main board. The unions have demanded a s w i f t move 
to h a l f the board s e a t s , but p r e d i c t a b l y management are not so keen on 
t h i s f o r a l l t h e i r enthusiasm about ' p a r t i c i p a t i o n ' , and have even 
r e s i s t e d f i e r c e l y the g r a n t i n g of a seventh union p l a c e to g i v e o n e - t h i r d 
r e p r e s e n t a t i o n (Guardian, 29.6.78)."^ The judgement even o f the Times 
correspondent i s t h a t i t i s " o f f e r i n g the form r a t h e r than the substance 
of power s h a r i n g i n the i n d u s t r y " (17.6.78). He quoted passages from 
the working p a r t y r e p o r t , t h a t c o n s u l t a t i o n would have "a r e a l e f f e c t 
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on decision-making", y e t a l s o t h a t : 

I t does of course stop w e l l s h o r t of worker c o n t r o l . 
There i s no doubt w i t h i n the group t h a t day to day 
d e c i s i o n s w i t h i n the works w i l l be taken by i n d i v i d u a l 
members of management. 

The working p a r t y proposes an " e v o l u t i o n a r y approach". The unions continue 
to express s e v e r e m i s g i v i n g s . Well they might. The o r i g i n a l worker 
d i r e c t o r scheme was c r i t i c i s e d by the r e s e a r c h e r s p a r t l y because d e c i s i o n s 
d i d not take p l a c e where the worker d i r e c t o r s were. Some of them were 
taken on the main board, but of f a r more s i g n i f i c a n c e i s the e f f e c t i v e 
s e a l i n g of major d e c i s i o n s among management before being brought to the 
board f o r r a t i f i c a t i o n . T h i s was s t a r t l i n g l y confirmed a few y e a r s ago 
when a unique t e l e v i s i o n documentary, ' D e c i s i o n S t e e l ' , f i l m e d the p r o c e s s 
of making the d e c i s i o n to b u i l d new, s p e c i a l i s e d p l a n t s a t Hunterston. 
S i r Monty F i n n i s t o n was shown p a s s i n g i n s t r u c t i o n s f o r the a p p a r e n t l y 
a r b i t r a r y r e c a l c u l a t i o n of the f i g u r e s on d i f f e r e n t c r i t e r i a t i l l the 
d e c i s i o n to b u i l d two new p l a n t s r a t h e r than c o n v e r t o l d ones, cheaper 
on the f i r s t e s t i m a t e , could be j u s t i f i e d . The d e a l was then n e g o t i a t e d 
w i t h a German f i r m , agreed, and only then taken to the Board for rubber-
stamping . 

A review of BSC experience, then, confirms the f i n d i n g s o f the r e s e a r c h e r s , ' 
and t h e i r agreement w i t h the a n a l y s i s of t h i s t h e s i s , d e s p i t e the v o l l e y 
of c r i t i c i s m t h a t has been directed, a t them. Perhaps more j u s t i f i e d would 
be a query as to why the most t e l l i n g c o n c l u s i o n s of a l l i n t h e i r study 
were i n t r o d u c e d so l a t e and developed so l i t t l e . T h i s comes a t the end 
of t h e i r chapter showing the i n c a p a c i t y of the worker d i r e c t o r s t o do 
anything f o r workers i n the f a c e o f redundancy t h r e a t s . I t l e a d s t o 
c o n c l u s i o n s not only t h a t worker d i r e c t o r s a r e about the l a s t source of 
r e l i a b l e accounts about t h e i r own performance, but a l s o to r e i n f o r c e m e n t 
of the argument t h a t m o d i f i c a t i o n of the scheme to a more union 
r e p r e s e n t a t i v e b a s i s would have brought no fundamental improvements. 

... the l a c k of e f f e c t i v e n e s s of worker d i r e c t o r s ... 
r e f l e c t s not only the s t r u c t u r e of t h i s scheme of 
p a r t i c i p a t i o n and the o r i e n t a t i o n of the worker 
d i r e c t o r s themselves; i t a l s o r e f l e c t s the s t r u c t u r e 
of power and system of v a l u e s and l e g i t i m a t i o n s i n 
the economic system g e n e r a l l y . (1976:208). 
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Not only i s t h i s seen to imply t h a t a f a r more r a d i c a l ideology than i s 
pr e s e n t among most s t e e l w o r k e r s would be needed f o r them to formulate an 
e f f e c t i v e answer to c l o s u r e s . I t a l s o means t h a t : 

Given the s t r u c t u r e of our i n d u s t r i a l system, and i t s 
acceptance, wholeheartedly or r e s i g n e d l y , by workers, 
i t might be argued t h a t the impact of any p a r t i c i p a t o r y 
scheme w i l l be l i m i t e d because of the i n e v i t a b l e primacy 
of p a r t i c u l a r d e f i n i t i o n s of what i s economic or 
p r o f i t a b l e . (p209). 

T h i s r a i s e s q u e s t i o n s f a r more fundamental than any addressed elsewhere 
i n the study, or i n the other e v a l u a t i o n s of which use has been made i n 
the preceding pages. U n f o r t u n a t e l y i t s s i g n i f i c a n c e seems l a r g e l y 
unappreciated elsewhere i n the d i s c u s s i o n and i n the P o s t c r i p t which 
i m p l i e d an e v o l u t i o n to p a r t i c i p a t i o n (see Chapter 9 above). I t i s a l s o 
r a t h e r vaguely formulated, p a r t l y i n the 'dominant ideology' terms which 
we have found i t n e c e s s a r y t o c r i t i c i s e ( C h a p t e r 6 ) . 

However, the groundwork of Chapters 6, 7 and 8 enable us to extend the 
p o i n t made by the r e s e a r c h e r s on the BSC. F i r s t l y , w h i l e worker d i r e c t o r s 
a r e a f f e c t e d by d i r e c t p e r s u a s i o n (the s o c i a l i s a t i o n p r o c e s s the authors 
d e s c r i b e e x t e n s i v e l y ) , more potent s t i l l i n c o n s t r a i n i n g t h e i r a c t i o n s 
i s the s t r u c t u r e of r e a l i t y i n which they a r e l o c a t e d . They must make 
d e c i s i o n s f or a c o r p o r a t i o n which operates i n a c a p i t a l i s t environment 
( s t a t e ownership notwithstanding) according to c a p i t a l i s t p r i n c i p l e s of 
e f f e c t i v e n e s s and s u r v i v a l . I t was from t h i s t h a t I argued t h a t the 
nature o f ideology must be seen to o r i g i n a t e , as an i n t e g r a l f e a t u r e 
of the s t r u c t u r e of power. A l t e r n a t i v e v i s i o n s a r e , thus, not a matter 
of t e c h n i c a l r e c a l c u l a t i o n s , but of changing the whole b a s i s of 
c a l c u l a t i o n and then somehow being a b l e to c a r r y i t through i n the f a c e 
of management i n c r e d u l i t y . T h i s was h a r d l y l i k e l y , and any o p p o s i t i o n 
t h e r e might have been was l i k e l y to be stunned i n t o i n a r t i c u l a c y by the 
l a c k of a vocabulary to express i t . Thus the o b s t a c l e s to r e a l i s i n g 
the p o l i t i c a l economy of labour through even the p a r i t y of s u p e r i o r i t y 
of r e p r e s e n t a t i o n on the board of a c a p i t a l i s t company remain seemingly 
insurmountable. 



THE COAL BOARD 

L e t us l e a v e a s i d e these fundamental c o n c l u s i o n s f o r the moment and r e t u r n 
to the survey of the p r a c t i c e of p a r t i c i p a t i o n i n n a t i o n a l i s e d i n d u s t r i e s . 
The N a t i o n a l Coal Board experience can be summarised r a t h e r more b r i e f l y 
than t h a t of s t e e l . 

The NCB has an o b l i g a t i o n to c o n s u l t i t s employees l a i d upon i t by the 
1946 N a t i o n a l i s a t i o n Act. A s t r i c t d i s t i n c t i o n was c r e a t e d from the s t a r t 
between matters f o r n e g o t i a t i o n and those adjudged s u i t a b l e f o r c o n s u l t a t i o n 
The l a t t e r covers a c c i d e n t s , canteen and w e l f a r e matters, t r a i n i n g , c o l l i e r y 
e f f i c i e n c y and the l i k e . According to the Coal Board "Everybody has the 
r i g h t to say how he t h i n k s the work of the N a t i o n a l Coal Board can be 
improved", and they go on to r e f e r to the d e s i r a b i l i t y of " c o n s t r u c t i v e 
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c r i t i c i s m " of the p r e s e n t set-up. The miners, having fought f o r decades 
f o r n a t i o n a l i s a t i o n of the i n d u s t r y , could be expected to approach S t a t e 
employers with a good de a l of goodwill, though the appointment of chairman 
l i k e Robens or S i r Derek E z r a ( c u r r e n t l y p r e s i d e n t of the B.I.M.) h a r d l y 
matches the s o c i a l i s t i n t e n t w i t h which t h a t goal was o r i g i n a l l y pursued. 
And as Anthony observes (1973:56) the c o n s u l t a t i v e machinery was l i t t l e 
d i f f e r e n t from t h a t proposed by the coalowners to the Sankey Commission 
j u s t a f t e r the F i r s t World War. 

Nonetheless, the c o n s u l t a t i v e machinery i s reported i n some q u a r t e r s as 
being a c o n s i d e r a b l e s u c c e s s . Horner (1974) b e l i e v e s t h a t t h a t system 
has helped to make the c o a l i n d u s t r y achieve a l l the o b j e c t i v e s s e t out 
by the Labour Working Pa r t y report of 1967 except f o r board r e p r e s e n t a t i o n . 
The Times (4.2.77) c l a i m s t h a t the c o a l i n d u s t r y "boasts a t n a t i o n a l l e v e l 
the most developed c o n s u l t a t i v e machinery anywhere." 

Other assessments of the c o n s u l t a t i v e machinery i n the mines are l e s s 
complimentary, however. Anthony f i n d s t h a t the i n t e n t i o n of the 
c o n s u l t a t i v e arrangements, which e x i s t a t c o l l i e r y , a r e a , d i s t r i c t and 
n a t i o n a l l e v e l s was c l e a r l y to t r y and c r e a t e a "sense of u n i t y " i n the 
i n d u s t r y (1973:69). T h i s i t f a i l e d to achieve but not, he f e e l s , for 
want of t r y i n g on the p a r t of management. For Anthony c o n s u l t a t i o n i s 
not about ' o b j e c t i v e ' p a r t i c i p a t i o n , but about ' p s y c h o l o g i c a l p a r t i c i p a t i o n ' 
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i . e . g e t t i n g the worker to f e e l as i f he has a say. 
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I t a f f o r d e d workers and t h e i r r e p r e s e n t a t i v e s l i t t l e 
i n f l u e n c e on the d i r e c t i o n of a f f a i r s . D i s c u s s i o n 
concerned events t h a t had taken p l a c e r a t h e r than 
changes to be made and the low i n c i d e n c e of c o n f l i c t 
demonstrates the weakness of worker i n f l u e n c e . 
(1973:71). 

I t i s i n t e r e s t i n g to f i n d Lord Robens derogating the use of p a r t i c i p a t i o n 
as an i n t e g r a t i v e d e v i c e , and i n s t e a d invoking the worker's r a t i o n a l 
demand f o r more cash and s e c u r i t y of employment. Yet h i s view of j o i n t 
c o n s u l t a t i o n i s , i n the context of i t s own ideology and the c a p i t a l i s t 
labour process i t continues to l e g i t i m a t e , e q u a l l y pseudo-democratic. 
"There are those who manage and those who a r e managed" he announces 
( l a t e r i t ' s " s u b j e c t to management"). J o i n t c o n s u l t a t i o n e x i s t s "to 
maximise the use of the a s s e t s of the b u s i n e s s by the most e f f e c t i v e use 

40 
of the manpower r e s o u r c e s " . 

Anthony shows t h a t p a r t i c u l a r l y a t the l o c a l l e v e l s management dominated 
the committees, t h e i r domination i n c r e a s i n g , moreover, over time (1973:59) . 
The unions came to regard the committees as l a r g e l y a managerial instrument, 
Anthony r e p o r t s (p72), and indeed i t i s "as a managerial instrument t h a t 
j o i n t c o n s u l t a t i o n must be judged" (p73). His f i n d i n g s are l a r g e l y 
confirmed by G r i f f e n (1972), who i s an I n d u s t r i a l R e l a t i o n s O f f i c e r i n the 
c o a l i n d u s t r y h i m s e l f . For some managers, he f e e l s , *''consultation' means 
t e l l i n g workers what you have a l r e a d y decided to do and why you have 
decided to do i t " (1972:38). Of the meetings he s a y s : 

The method of r e p o r t i n g on things l i k e output and 
p r o d u c t i v i t y a t C o n s u l t a t i v e Committee meetings 
r e a l l y assumes t h a t the o b j e c t i v e s s e t by management 
ar e shared o b j e c t i v e s . (1972:43) 

Thus he confirms Anthony's f i n d i n g t h a t j o i n t c o n s u l t a t i o n i n mining i s 
"dominated by a u n i t a r y frame of r e f e r e n c e " (1973:77). 

The next q u e s t i o n i s whether the c o n s u l t a t i v e committees achieve t h e i r 
managerial o b j e c t i v e s or not. I n f a c t , as the d i s c u s s i o n above i m p l i e s , 
they have been experienced as a marked f a i l u r e i n t h i s r e s p e c t a l s o , 
given the d i s i l l u s i o n and s u s p i c i o n i n which the unions have come to 
regard them. The c h i e f outcome i s the c h a n n e l l i n g of important matters 
e i t h e r i n t o i n f o r m a l channels of d i s c u s s i o n between union l e a d e r s and 
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management, or i n t o orthodox bargaining procedures. Formal j o i n t 
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c o n s u l t a t i o n "purports to be a process of j o i n t c o n t r o l but i t i s l a r g e l y 
concerned w i t h the t r i v i a l i n which employee i n t e r e s t i s low" (Anthony, 
1973:78). He shows t h a t 89.7% of a l l items r a i s e d by management are 
matters of communication to the employees through the committees. Most 
of the union c o n t r i b u t i o n s , on the other hand, are complaints (71% of a l l 
NUM c o n t r i b u t i o n s , f o r i n s t a n c e ) . The l a t t e r i m p l i e s an element of 
i n s t a b i l i t y i n the system, and i t was the case t h a t f a r more NUM items, 
p a r t i c u l a r l y , r a i s e d matters of c o n f l i c t i n g i n t e r e s t s (some of them of 
the most fundamental kind, 'value c o n f l i c t ' ) - C o n f l i c t and c o n t e n t i o n 
became l e s s , however, as one moved down through the h i e r a r c h y of 
committees. I n 93% of d i s c u s s i o n s no c o n f l i c t or agreement was recorded. 
T h i s i s understandable with management items intended only to inform, 
but f o r complaints i t i s more p u z z l i n g . I t must be presumed t h a t t h i s 
means they, too, were l a r g e l y noted and/or t h a t the important a r e a s of 
contention were l e f t f o r other p a r t s of the system to d e a l with. 
Graham confirms t h i s kind of p a t t e r n , arguing t h a t the r e s t r i c t e d scope 
and l i m i t e d a c c e s s to information of the committees renders them l a r g e l y 
i n e f f e c t u a l (1967:189). Anthony f i n d s t h a t the c o n s u l t a t i v e channel i s 
commonly d e l i b e r a t e l y by-passed by both s i d e s (1973:66), w h i l e G r i f f e n 
(1972:35) notes the f a i l u r e of the unions to take advantage of the 
apparent strengthening of formal r i g h t s of the committees a f t e r 1968. 
He a l s o remarks on the very low l e v e l of communication between the 
committees and the rank and f i l e (1972:34), thus dashing any c l a i m t h a t 
a t l e a s t the system works to t h i s end. I n the course of my own r e s e a r c h 
I encountered a manager who had once been head of a c o l l i e r y ; he d e s c r i b e d 
how c o n s u l t a t i v e committee b u s i n e s s would be so r o u t i n e t h a t the minutes 
could be d r a f t e d i n advance, and i f they could not be w r i t t e n up w i t h i n 
h a l f an hour of the end i t was an unusual event. 

I t i s i n t e r e s t i n g t o observe t h a t a debate i s c u r r e n t l y i n progress i n 
the c o a l i n d u s t r y on the extension of i n d u s t r i a l democracy. One idea t h a t 
has been f l o a t e d i n the context of the B u l l o c k Report has been worker 
d i r e c t o r s on the NCB. For Graham (1967) i t seems these r e p r e s e n t a t i v e s 
are a l r e a d y t h e r e through the p e r s i s t e n t s e l e c t i o n of e x - u n i o n i s t s to 
serve on the NCB. Graham seems encouraged by h i s f i n d i n g t h a t : 

Any suggestion t h a t an ex-trade u n i o n i s t I n d u s t r i a l 
R e l a t i o n s Member would play any r o l e remotely implying 
s o f t n e s s towards labour i s completely d i s c r e d i t e d . 
(1967:197). 
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Perhaps t h i s h e l p s to e x p l a i n the d i s l i k e on the p a r t of the unions i n 
the i n d u s t r y , p a r t i c u l a r l y the NUM, f o r worker d i r e c t o r p r o p o s a l s . Over 
re c e n t y e a r s the NUM has r e j e c t e d the id e a , and a t the important Harrogate 
Conference of the union on I n d u s t r i a l Democracy (December 1977) the 
proposal was again shunned not only by the l e f t but a l s o by the p r e s i d e n t , 
Joe Gormley ( F i n a n c i a l Times 7.12.77). 

What the NUM have proposed i s a plan for transforming c o n s u l t a t i v e 
committees a t p i t l e v e l i n t o management committees composed e n t i r e l y of 
NUM members or o f f i c i a l s e l e c t e d by s e c r e t b a l l o t ( F i n a n c i a l Times 5.5.76). 
The counter proposal from the Coal Board suggested C o l l i e r y P o l i c y 
Committees of 14, i n c l u d i n g 6 NUM, 2 NACODS (overmen), 1 BACM (managers' 
unio n ) , and 5 NCB appointees i n c l u d i n g the c o l l i e r y manager as chairman. 
The NUM i n r e p l y demanded 8 members on a 16-man committee, to which the 
BACM responded w i t h h o r r o r . T h e i r g e n e r a l s e c r e t a r y s a i d , a ccording to 
The Times (26.9.77) "We are i n favour of worker p a r t i c i p a t i o n . What they 
want i s workers' c o n t r o l . We w i l l not t o l e r a t e t h a t . " However, a t the 
Harrogate Conference a management spokesman ( C l i f f Sheppard, NCB member 
fo r i n d u s t r i a l r e l a t i o n s ) i n d i c a t e d t h a t ^ i n t h e i r eyes a t l e a s t the new 
committees would not run the p i t s . I t would i n v o l v e only 'some genuine 
j o i n t decision-making' (Times paraphrase, 7.12.77). A committee could 
not run an e n t e r p r i s e i n a modern economy, so "The f u n c t i o n s and 
r e s p o n s i b i l i t i e s of day-to-day management ... are a b s o l u t e . " The 
committees would operate "by consensus and not by the use of weight of 
r e p r e s e n t a t i o n . " 

T h i s r e v i v a l of the u n i t a r y p r i n c i p l e s of d i l u t e d c o n s u l t a t i o n f o r the 
new proposals i n d i c a t e t h a t l i t t l e has changed, and must have confirmed 
the f e a r s of the many de l e g a t e s a t the conference who expressed severe 
m i s g i v i n g s about any form of involvement w i t h management. The best-known 
c r i t i c of t h i s s o r t i s Arthur S c a r g i l l , who has expounded such o p p o s i t i o n 
p u b l i c l y f o r a long time (see e.g. 1975:25-26). S h o r t l y before the 
Harrogate Conference he repeated h i s arguments: 

Our c o n s t i t u t i o n c a l l e d not f o r c o l l a b o r a t i o n with 
c a p i t a l i s m , but for a change of s o c i e t y ... I t i s 
impo s s i b l e to have workers' c o n t r o l w i t h i n a 
c a p i t a l i s t s o c i e t y ... we do not need workers' 
p a r t i c i p a t i o n to play our p a r t as a trade union 
i n s i d e the Nat i o n a l Coal Board or any other i n d u s t r y 
i n B r i t a i n ... (Times 5.12.77). 



The debate a t Harrogate thus took a f a m i l i a r form along the contours of 
the union dilemma i d e n t i f i e d i n Chapter 3, but d e s p i t e an e f f e c t i v e speech 
by the Energy M i n i s t e r , Benn, arguing t h a t the union could not a c t " l i k e 
Joshua going around J e r i c h o t o o t i n g h i s horn t i l l the w a l l s f a l l down" the 
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backing f o r S c a r g i l l ' s p o s i t i o n was c o n s i d e r a b l e . The words of a South 
Wales dele g a t e , Mike G r i f f e n , w i l l s erve a p t l y to conclude t h i s s e c t i o n : 

" I f they want production committees, l e t them say so -
don't d r e s s i t up i n fancy c l o t h e s and c a l l i t i n d u s t r i a l 
democracy. We have never had power and we have never 
had anything out of c o n s u l t a t i o n . A l l we have i s what 
we have fought f o r . " 

THE NATIONAL HEALTH SERVICE 

Of the remaining a r e a s of the p u b l i c s e c t o r , s e v e r a l might have been chosen 
fo r the f i n a l example. Worker d i r e c t o r s e x i s t or are being proposed i n 
many a r e a s , i n c l u d i n g the Post O f f i c e , B r i t i s h Aerospace, and Harland & 
Wolff, s h i p b u i l d e r s . The p a r t i c i p a t i o n machinery a t the State-backed 
B r i t i s h Leyland, C h r y s l e r or even R o l l s Royce f a c t o r i e s would a l s o y i e l d 
i n t e r e s t i n g (and supportive) evidence. B r i t i s h Gas, the F i r e S e r v i c e , 
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E l e c t r i c i t y Generation and Supply, the docks or B r i t i s h R a i l might a l l 
have f i g u r e d s t r o n g l y f o r t h e i r c o n s u l t a t i o n machinery. One n a t i o n a l i s e d 
i n d u s t r y w i l l be d i s c u s s e d l a t e r , s i n c e i t was the s u b j e c t of fie l d w o r k 
of my own. L o c a l and Na t i o n a l Government pose c e r t a i n i n t r i g u i n g i s s u e s 
a l l t h e i r own, but a l s o stand r a t h e r a p a r t from the other kinds of 
employment concentrated on thus f a r and would complicate the d i s c u s s i o n 
unduly. 

The N a t i o n a l Health S e r v i c e , l i k e the c i v i l s e r v i c e or l o c a l government, 
i s a p u b l i c s e r v i c e r a t h e r than simply a n a t i o n a l i s e d i n d u s t r i a l concern. 
As such, i t provides a v a l u a b l e t e s t of the arguments developed i n t h i s 
t h e s i s i n a c o n t r a s t i n g employment s e c t o r to those examined thus f a r . 
The nature of the work i n the NHS can be expected to c r e a t e f a r g r e a t e r 
a r e a s of co-operation and commitment than i n manufacturing, or even i n 
most other s e r v i c e s . 

Nonetheless, r e c e n t y e a r s have seen the emergence of something much c l o s e r 
to 'conventional' i n d u s t r i a l r e l a t i o n s problems i n the NHS. The problems 
le d t o an i n q u i r y by Lord McCarthy a t the i n s t i g a t i o n of the S e c r e t a r y of 
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S t a t e f o r S o c i a l S e r v i c e s . The r e p o r t which r e s u l t e d provides an assessment 
of the j o i n t c o n s u l t a t i v e machinery which was tacked onto the system of 
labour r e l a t i o n s i n the NHS i n 1950. The e x i s t e n c e of t h i s study makes the 
NHS a convenient as w e l l as v a l u a b l e case to examine. 

Management and many employees i n the NHS ( p a r t i c u l a r l y those w i t h 
' 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 and i n t e r n a l i s e d o b l i g a t i o n s ) r e s i s t 
s t r e n u o u s l y any i d e a of p a r a l l e l s between labour r e l a t i o n s t h e r e and i n 
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i n d u s t r y . I n recent y e a r s , however, the a t t e n t i o n of M a r x i s t s has turned 
to a p p a r e n t l y 'anomalous 1 a r e a s such as the h e a l t h s e r v i c e , and some moves 
have been made towards c l a r i f y i n g the nature of r e l a t i o n s h i p s i n such 
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s e c t o r s . At the same time i n t e r n a l changes have brought m i l i t a n c y , a 
d e c l i n e i n d e d i c a t i o n where t h i s becomes t r a n s p a r e n t l y a c o n t r o l d e v i c e , 
and the growth of more orthodox trade unionism. To a b b r e v i a t e the f i n d i n g s , 
i t becomes apparent t h a t the demarcation of s k i l l s i n the NHS d e f i n e s a l s o 
a sharp h i e r a r c h y of supposed competence i n medical treatment which i s 
r e i n f o r c e d by the d e f e n s i v e d o c t o r a l myths of p r o f e s s i o n a l i s m , p l a c i n g 
nurses lower i n the s t r u c t u r e and denying them much of t h e i r competence, 
and p u t t i n g a n c i l l a r y s t a f f (the o r i g i n s of the g r e a t e s t r i s e i n m i l i t a n c y 
now being followed by nurses) a t the bottom of the p i l e . 

B e l l a b y & Oribabor (1977) argue t h a t a h o s p i t a l i s a c a p i t a l i s t system of 
production because i t produces commodities, a c t s as a d i s t r i b u t i v e network 
f o r the output of p r i v a t e c a p i t a l i s m , and a l s o performs c e r t a i n key f u n c t i o n s 
i n the reproduction of the labour f o r c e . T h i s r a t h e r f o r m a l i s t i c and 
incomplete a n a l y s i s nonetheless c l a r i f i e s the p r o c e s s e s a t work, and w h i l e 
the B r i t i s h system operates i n marked c o n t r a s t to the t e r r i f y i n g cash-
o r i e n t a t i o n t h a t seems to dominate the United S t a t e s medical s e r v i c e i t i s 
s t i l l apparent t h a t i t i s h e a v i l y marked by these f a c t o r s . The form of 
treatment and i t s a v a i l a b i l i t y i s o f t e n d i c t a t e d by the medical p r o f e s s i o n ' s 
panache f o r the s p e c t a c u l a r as we know (hence the r e s i s t a n c e , i n c o u n t r i e s 
l i k e Tanzania, to devoting funds to mass medicine r a t h e r than u l t r a -
modernity) , but i t i s f a r more c i r c u m s c r i b e d by the a v a i l a b i l i t y determined 

by the p r o f i t a b i l i t y of any p a r t i c u l a r medicine to the p r i v a t e companies 
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who w i l l produce i t . 

The d i v i s i o n of labour i n the h e a l t h s e r v i c e thus maintains a c l a s s 
r e l a t i o n which became e x p l i c i t i n the c o n f l i c t a f t e r 1973 over the c o n t r o l 
of pay-beds. T h i s not only a t t a c k e d p r i v i l e g e but a l s o p r o f e s s i o n a l 



c o n t r o l of the means of production [Parry & Parry, 1977:835). I t was 
a l s o a form of c o n t r o l , as elsewhere, d i v i d i n g s t a f f among themselves 
( T a y l o r , 1973:169)- Trade unionism i s seen as a f e a t u r e of the r e a c t i o n 
to t h i s i n a l l the s t u d i e s we have mentioned, and i t has reached f a i r l y 
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high d e n s i t i e s of membership i n s e v e r a l p a r t s of the workforce. The 
news media have v i g o r o u s l y deprecated the attendant t h r e a t s of a c t i o n 
from these employees. The Royal Commission on the NHS r e c e i v e d evidence 
from ACAS (1978) which suggested t h a t "a f e e l i n g of d i s t a n c e between 
management and s t a f f " had developed, and t h a t d i v e r g e n t i n t e r e s t groups 
had r e p l a c e d the o l d f a m i l y o r g a n i z a t i o n (Times 5.7.78). I n r e c e n t y e a r s 
we have a l s o seen unprecedented events i n the form of occupations and 
work-ins a t h o s p i t a l s where a close-down i s threatened or the e x i s t i n g 
o r g a n i z a t i o n i s regarded as unbearable. 

There appears to be widespread agreement t h a t a t l e a s t p a r t of the blame 
f o r the d i s r u p t i v e n e s s of the c u r r e n t d i s p u t e s a r i s e s from the l a c k of an 
e f f e c t i v e n e g o t i a t i n g machinery. Whitleyism has operated on a presumed 
b a s i s of consensus ( B e r r i d g e , 1976:21), and has thus prevented the 
adoption of p l u r a l i s t s o l u t i o n s . Both the ACAS re p o r t and the r e p o r t by 
Lord McCarthy mentioned above confirm t h i s and advocate the development 
of more r e p r e s e n t a t i v e and e f f e c t i v e b a r g a i n i n g channels, p a r t i c u l a r l y 
a t l o c a l l e v e l s where Whitleyism i s most d e f i c i e n t . I f Whitleyism i s 
d e f i c i e n t , however, t h i s suggests t h a t the c o n s u l t a t i o n machinery 
a s s o c i a t e d with i t i s a l s o l i k e l y to be so. S i n c e the a n a l y s i s thus f a r 
makes c l e a r the a p p r o p r i a t e n e s s of t r e a t i n g the h e a l t h s e r v i c e w i t h i n the 
same a n a l y t i c a l framework as other c a p i t a l i s t o r g a n i z a t i o n s , we can 
proceed to c o n s i d e r the r e s u l t s f o r the c o n s u l t a t i o n machinery as with 
other c a s e s . 

Although th e r e i s no proper channel f o r the e x p r e s s i o n of c o n f l i c t , i t 
would appear t h a t much of the r e s u l t i n g d i s r u p t i o n has been channelled 
through the Whitley machinery and i n t o v a r i o u s forms of a c t i o n . The 
c o n s u l t a t i v e committees, i t appears, have been almost ignored. P r e d i c t a b l y , 
a l l matters such as wages, d i s c i p l i n e and the l i k e t h a t might have 
connotations of bargaining were removed from the purview of the system. 
While c o n s u l t a t i o n f i t t e d management ideology, p a r t i c u l a r l y i n the NHS, 
and d e s p i t e supposed a t t r a c t i o n s f o r other p a r t i e s and repeated DHSS 
encouragement, " j o i n t c o n s u l t a t i o n has f l o u r i s h e d no b e t t e r w i t h i n the 
NHS than g e n e r a l l y w i t h i n the UK" (Berridge, 1976:30). 



434 

I t emerges t h a t i n many cases no committees were s e t up d e s p i t e the 
requirement to do so, and t h a t many of those t h a t were had a s h o r t l i f e s p a n 
(McCarthy, 1976). M.Taylor (1973) c i t e s a study i n the l a t e 1960s which 
found t h a t 76 out of 197 h o s p i t a l s i n the sample alone had s e t up 
c o n s u l t a t i o n i n 1950, and by 1963 only 19 of the committees had s u r v i v e d . 
Another study, he observes, found i n 1970 t h a t 72% of h o s p i t a l s s t i l l had 
no JCC ( I say ' s t i l l ' as t h i s i s a p e r i o d of r e v i v a l of i n t e r e s t i n 
p a r t i c i p a t i o n ) , and 60% of JCCs i n e x i s t e n c e met j u s t t h r e e or four times 
a y e a r . McCarthy l i s t s the problems as u n c e r t a i n t y over matters f o r 
c o n s u l t a t i o n which l e d to a d e t e r i o r a t i o n i n t o t r i v i a l i t y and a p r o g r e s s i v e 
r e d u c t i o n i n frequency of meetings i n consequence; n o n - p a r t i c i p a t i o n by 
d o c t o r s ; p a t e r n a l i s t i c management; and the r e l u c t a n c e of unions to get 
i n v o l v e d , p a r t i c u l a r l y a l o n g s i d e s t a f f a s s o c i a t i o n s . I t worked worse 
the lower i n the s t r u c t u r e one went ( c . f . the c o a l i n d u s t r y e x p e r i e n c e ) . 
T h i s suggests t h a t even i n the absence of proper l o c a l b a r g a i n i n g 
machinery, c o n s u l t a t i o n was never taken s e r i o u s l y as an a l t e r n a t i v e . 
T a y l o r ' s assessment i s s t i l l more s c a t h i n g , and he quotes a 1972 assessment 
by F a r r e l l of a South Warwickshire scheme whose purpose was "to c o n s i d e r 
how f a r the p a r t i c i p a t i v e approach can h e l p a Management Committee to 
implement change". 

The p a t t e r n i s thus repeated, w i t h pseudo-democratic schemes degenerating 
i n t o t r i v i a l i t y . I t i s worth quoting the comment of one student w r i t i n g 
an essay on j o i n t c o n s u l t a t i o n as an e r s t w h i l e manager i n the h e a l t h 
s e r v i c e . Managers, he s a y s , determined the t o p i c , and the b a s i c assumption 
was t h a t "management i s always r i g h t " , though a l i t t l e p r e s s u r e would do 
no harm and "ought to keep the t r o g l o d y t e s happy." I n consequence "the 
f i r s t r e a c t i o n t h a t the JCC r a i s e d was angry f r u s t r a t i o n which has now 
subsided i n t o a c y n i c a l d i s d a i n on the p a r t of the workforce (and s e n i o r 
managers) except perhaps those who count t o i l e t s , restrooms and o f f i c e 
p a r t i e s as the main f a c t o r s of human employment." 

McCarthy's s o l u t i o n of developing more e f f e c t i v e bargaining machinery i s 
vague but probably reasonably sane. His c a l l s f or more e f f e c t i v e 
c o n s u l t a t i v e machinery are u n l i k e l y to improve matters much i n the absence 
of a proper understanding of the f a i l i n g s of such bodies. 

There i s a s t i n g i n the t a i l of the s t o r y of the NHS. I n 1974, the NHS 
was reorganized along l i n e s advocated by managerial c o n s u l t a n t s . The 



435 

major s o u r c e s of the p r i n c i p l e s used was the G l a c i e r P r o j e c t ( C h i l d , 
1976:439). Much o f f i c i a l r h e t o r i c was, t h e r e f o r e , i n c l u d e d , about the 
p o s s i b i l i t i e s f o r p a r t i c i p a t i o n both f o r s t a f f and f o r the p u b l i c , but 
i n p r a c t i c e " t r a d i t i o n a l h i e r a r c h i c a l management p r i n c i p l e s are being 
a p p l i e d to a p r o f e s s i o n a l and p u b l i c s e r v i c e , to the e x c l u s i o n of e f f e c t i v e 
p a t i e n t and l a y p u b l i c p a r t i c i p a t i o n . " ( C h i l d , 1976:440). C h i l d ' s a n a l y s i s 
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t i e s him to myths about the fundamental nature of the h e a l t h s e r v i c e , 
but h i s a n a l y s i s of the way i n which i n p r a c t i c e ' e x p e r t i s e ' came 
i n c r e a s i n g l y to d i s p l a c e any c a p a c i t y f o r r e a l p a r t i c i p a t i o n i s nonetheless 
convincing and t e l l i n g . Another, r e l a t e d r e s u l t has been the emergence 
of a managerial ideology w i t h i n the s e r v i c e which not only strengthens 
the s i m i l a r i t y to i n d u s t r y and r e i n f o r c e s the d i v i s i o n of labour but a l s o 
b r i n g s i n t o play a new concern with ' e f f i c i e n c y ' which goes along w i t h , 
f o r the o u t s i d e world, a process of ' b u r e a u c r a t i s a t i o n ' (see note 48) t h a t 
works i n the opposite d i r e c t i o n . Condemnation of the reorganized system 
i s now u b i q u i t o u s , but r a r e l y other than a vague condemnation of 
'bureaucracy'. 

The r e a c t i o n of the unions has been to demand more e f f e c t i v e p a r t i c i p a t i o n 
( i n a way which suggests they too are not aware of the roots of the f a i l u r e 
of e x i s t i n g arrangements). I n 1975 the S e c r e t a r y of S t a t e proposed t h a t 
two union r e p r e s e n t a t i v e s other than doctors and nurses should be e l e c t e d 
to the Area and Regional Health A u t h o r i t i e s who c a r r y the management 
r e s p o n s i b i l i t i e s roughly e q u i v a l e n t to boards of d i r e c t o r s i n orthodox 
companies. ( R . E l l i o t t e t a l , 1977:136). The TUC h e a l t h s e r v i c e committee 
r e j e c t e d the o f f e r as inadequate, and a l s o pointed out t h a t p r o p o s a l s 
would g i v e the non-TUC bodies on the Whitley C o u n c i l the the a b i l i t y to 
usurp the management r o l e the TUC unions were seeking (Times 8.11.76). 
COHSE has s i n c e demanded h a l f the s e a t s on reor g a n i z e d h e a l t h a u t h o r i t i e s 
be e l e c t e d by employees ( F i n a n c i a l Times 11.5.77). Even i f accepted, one 
could h a r d l y have much f a i t h i n such proposals. 

CONCLUDING REMARKS 

There a r e , of course, a few more favourable r e p o r t s of p a r t i c i p a t i o n 
schemes, though my own i n c l i n a t i o n i s to say t h a t such i s the weight of 
evidence t h a t they should be c a r e f u l l y checked before being c r e d i t e d . 
One example i s the r e l a t i v e l y glowing p i c t u r e p a i n t e d i n s e v e r a l accounts 
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by Cotgrove et a l (1971) and by D a n i e l (1970, 1972 with N.Mcintosh) of a 
job enrichment-cum-productivity b a r g a i n i n g scheme i n a t e x t i l e - s y n t h e t i c s 
process p l a n t . What emerges c l e a r l y , p a r t i c u l a r l y from D a n i e l ' s 
i n t e r p r e t a t i o n , i s , however, the bargained b a s i s of any co-operation. 
Management would have sought, i n l i n e with human r e l a t i o n s ideology, to 
o f f e r enrichment i n r e t u r n f o r p r o d u c t i v i t y . But the workforce demanded 
i n c r e a s e d cash f o r i n c r e a s e d r e s p o n s i b i l i t y and output, t h i s being kept 
a p a r t from and seen as a p r i o r i t y over g r e a t e r job s a t i s f a c t i o n . 
Meanwhile, a f a r l e s s c h e e r f u l p i c t u r e of a s i m i l a r management s t r a t e g y 
i n a s i m i l a r f a c t o r y i s pa i n t e d by N i c h o l s & Beynon (1977) who f i n d t h a t : 

When Chemco management t a l k of ' p a r t i c i p a t i o n ' they don't 
mean 'equal p a r t i c i p a t i o n 1 , nor does trade unionism imply 
equal r i g h t s f o r a l l . I n t h e i r view - a view t h a t i s 
f i r m l y e s t a b l i s h e d w i t h i n the s t r u c t u r e of corporate 
c a p i t a l i s m - ' p a r t i c i p a t i o n ' and 'trade unionism' a r e 
i n e v i t a b l y subordinate to the need f o r h i e r a r c h y and the 
need f o r p r o f i t . The need f o r management to manage. 
(1977:115). 

Thus they r e t u r n us to Brannen e t a l ' s c o n c l u s i o n . . Here, too, the employees, 
though g e n e r a l l y accepting the notions t h a t unions were n a t i o n a l l y too 
powerful and so f o r t h , r esented the t h r e a t of management t r i c k e r y and the 
weakness of t h e i r own unions i n t h e i r own p l a n t . Hence the f o r c e of 
management's methods was l i m i t e d i n i t s d i r e c t e f f o r t . 

I f the case s t u d i e s reviewed i n t h i s chapter a r e examined i n terms of the 
typology of outcomes advanced i n Chapter 5, and elab o r a t e d a t the beginning 
of t h i s chapter, the r e s u l t s a r e encouragingly i n l i n e with t h a t a n a l y s i s . 
Labour o r g a n i z a t i o n was weak i n the John Lewis P a r t n e r s h i p , and f a i r l y 
d i v i d e d ( f o r more complex reasons) i n the NHS. I n each case, the main 
experience of p a r t i c i p a t i o n was t r i v i a l i t y , w i t h the absence of an e f f e c t i v e 
b a r g a i ning channel i n the NHS being r e f l e c t e d p a r t l y i n disagreements 
w i t h i n the c o n s u l t a t i v e system, but more e m p h a t i c a l l y i n other ways 
( i n c l u d i n g h o s p i t a l s i t - i n s ) . I n the other c a s e s , labour o r g a n i z a t i o n 
was more f u l l y e s t a b l i s h e d . Renold's found a pragmatic management 
prepared to accept the c o n s u l t a t i v e committee becoming e f f e c t i v e l y a 
n e g o t i a t i o n channel, an adaptation which seemed l i n k e d to long-term 
s u r v i v a l of the body i n a s i g n i f i c a n t r o l e . G l a c i e r management, and to 
some extent the management a t Linwood, r e s i s t e d bargaining i n favour of 
u n i t a r y p a r t i c i p a t i o n , although i n each case formal bargaining channels 
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d i d e x i s t . The extent of the r e s i s t a n c e i n each case provoked a degree of 
i n s t a b i l i t y , most marked i n G l a c i e r . BSC and the NCB both had w e l l -
e s t a b l i s h e d n e g o t i a t i o n , and the u n i t a r y p a r t i c i p a t i o n schemes were 
consequently t r i v i a l i n t h e i r impact, though again elements of f r u s t r a t i o n 
(a gap between management propaganda about p o s s i b i l i t i e s of p a r t i c i p a t i o n 
and experienced r e a l i t y ? ) threatened touches of i n s t a b i l i t y . 

I n many ways, these c a s e s f i t the a n a l y s i s more c l o s e l y than r e a l world 
examples could have been expected to. Of course, the a n a l y s i s was not 
p u r e l y h y p o t h e t i c a l , i n t h a t i t d e r i v e d from my i n i t i a l , poorly organized 
o b s e r v a t i o n s . I t i s my contention, moreover, t h a t most other c a s e s on 
which a s i g n i f i c a n t amount of information i s a v a i l a b l e f i t w e l l with and 
can be f a r b e t t e r comprehended through t h i s a n a l y s i s . For example the 
B r i t i s h R a i l c ase, mentioned e a r l i e r , suggests t r i v i a l i t y consequent upon 
an a l t e r n a t i v e b a r g a ining channel i n a w e l l unionised s e c t o r . The demise 
of the GPO experiment with worker d i r e c t o r s has brought r a t h e r more anger 
because of the attachment to i t on l a r g e l y symbolic grounds by the unions. 
The B r i t i s h L e y l a n d and C h r y s l e r c a s e s , much a d v e r t i s e d when i n i t i a t e d , have 
been outstanding f a i l u r e s , again l a r g e l y t r i v i a l but with the breaking of 
management promises perhaps provoking some anger (though somewhat 
overshadowed by other e v e n t s ) . 

Rather than continuing w i t h i n d i v i d u a l examples-by-assertion, I s h a l l turn 
f i n a l l y to a survey study of the operation of p a r t i c i p a t i o n whose f i n d i n g s 
have been presented as running counter to those i n d i c a t e d here. A survey 
of the s t a t e of i n d u s t r i a l r e l a t i o n s by Turner, Roberts & Roberts (1977) 
i s s a i d by E r i c Wigham i n h i s review to show " t h a t formal p r o v i s i o n f o r 
employee communications, p a r t i c u l a r l y formal j o i n t c o n s u l t a t i o n , favours 
i n d u s t r i a l peace." (Times 4.10.77). The s t a t i s t i c a l r e l a t i o n s h i p i n 
q u e s t i o n only produces such an i n t e r p r e t a t i o n i f looked a t w i t h i n the 
orthodox assumptions a l r e a d y i d e n t i f i e d . A l t e r n a t i v e i n t e r p r e t a t i o n s 
could i n c l u d e the p o s s i b i l i t y t h a t managements with low s t r i k e r a t e s are 
a l s o more l i k e l y to announce the e x i s t e n c e of c o n s u l t a t i o n i n a p u b l i c 
r e l a t i o n s e x e r c i s e , or t h a t the c o n s u l t a t i o n channel o f t e n f u n c t i o n s 
as a n e g o t i a t i n g body i n p r a c t i c e , e n a b l i n g c o n f l i c t to be r e s o l v e d by 
b a r g a i n i n g . 

These are p o s s i b l e e x p l a n a t i o n s , but more l i k e l y s t i l l seems a r e v e r s e d 
c a u s a l e x p l a n a t i o n - formal c o n s u l t a t i o n schemes s u r v i v e best i n 
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c i r c u m s t a n c e s where a s t a b l e balance of power and/or an a l t e r n a t i v e 
b a r g a i n i n g channel prevents i t f a c i n g i n s t a b i l i t y and d i s s o l u t i o n . T h i s 
i n t e r p r e t a t i o n i s i n f a c t given strong support by a f i n d i n g which Turner 
e t a l f i n d i t d i f f i c u l t to e x p l a i n : t h a t when they t r i e d to measure 
' a c t u a l ' c o n s u l t a t i o n the r e s u l t s c o n t r a d i c t e d those f o r formal 
c o n s u l t a t i o n , and appeared dependent on the degree of m i l i t a n c y i n the 
labour f o r c e . For ' a c t u a l ' c o n s u l t a t i o n , ' n e g o t i a t i o n ' was scored as the 
h i g h e s t development, so the c o n c l u s i o n t h a t seems most p l a u s i b l e i s indeed 
t h a t which p o i n t s to t r i v i a l i t y as the most common f a t e of schemes i n the 
i l l - o r g a n i z e d or s t a b l e power balance a r e a s . Where n e i t h e r of these 
c o n d i t i o n s holds, ' a c t u a l ' c o n s u l t a t i o n as measured by the study r i s e s , 
but formal c o n s u l t a t i o n schemes s u r v i v e l e s s r e a d i l y . 

The authors a l s o found t h a t 80% of the p l a n t s they i n v e s t i g a t e d had some 
ki n d of j o i n t c o n s u l t a t i v e machinery. T h i s confirms the high and upward 
tre n d evidenced s i n c e the l a t e 1960s (back to the l e v e l of the e a r l y 1950s) 
by other surveys. But i f , as the CBI's own r e c e n t f i g u r e s confirm, j o i n t 
c o n s u l t a t i o n i s so widespread, why i s i t one may ask t h a t the dawn of an 
e v o l u t i o n to new ' c o n s t r u c t i v e ' r e l a t i o n s h i p s i s not a l s o i n evidence? 
Why do employer o r g a n i z a t i o n s , as with employer r e p r e s e n t a t i v e s on the 
B u l l o c k Committee i n t h e i r m i n o r i t y r e p o r t , f e e l so u r g e n t l y t h a t 
p a r t i c i p a t i o n must be allowed to 'evolve' and 'grow n a t u r a l l y ' ? The 
c o n c l u s i o n s of the a n a l y s i s o f f e r e d here c a s t a hard l i g h t on t h i s 
phenomenon. C o n s u l t a t i o n has r a r e l y worked, a t l e a s t not as employer 
conceptions of ' p a r t i c i p a t i o n ' would l e a d them to wish. The prospect of 
worker d i r e c t o r s t h e r e f o r e seems to them l i k e a l l o w i n g the u n c i v i l i s e d 
v andals e n t r y to sack the c i t a d e l (however groundless t h e i r i n s e c u r i t y 
i n the f a c e of BSC and other experiences) . Rather, t h i s can only be 
allowed when c o n s u l t a t i o n f i n a l l y does work (which they s t i l l b e l i e v e 
i t somehow must), and c r e a t e s ' r e s p o n s i b l e ' , mature and so prepared 
worker r e p r e s e n t a t i v e s . 
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CHAPTER TEN : NOTES 

1. See f o r examples of v a r i o u s of the s p e c i e s of t h i s genre: 
Dickson, 1975; J e n k i n s , 1974; L . T a y l o r , 1972; B u t t e r i s s , 1971; 
Thomason, 1971; J . E l l i o t t , 1978; Ceramics, G l a s s and Mineral Products 
I n d u s t r y T r a i n i n g Board, 1976; S c o t t i s h C o u n c i l f o r Development and 
I n d u s t r y , 1976, 1978. See a l s o S a w t e l l , 1968. 

2. T h i s d e s c r i p t i o n of the John Lewis P a r t n e r s h i p i s based on F l a n d e r s , 
Pomerantz & Woodward, 1968; Farrow, 1964; Page, 1977 and more 
i n c i d e n t a l l y on E l l i o t t , 1978; S a w t e l l , 1968 (see 'Company O') and 
the second i n the ITV 'What About the Workers?' s e r i e s ( t r a n s m i t t e d 
22.6.78). The accounts a r e not always e n t i r e l y i n agreement (see e.g. 
Note 3 below) but the broad s t r u c t u r e i s not a l t e r e d s i g n i f i c a n t l y by 
i n c o n s i s t e n c i e s (confirmed by a check a g a i n s t an o u t l i n e h e l p f u l l y 
forwarded from the John Lewis P a r t n e r s h i p i n 1979). 

3. According to Farrow, 1964:87. The t r u s t i s h e l d i n 40/60 r a t i o betwee 
the chairman and three t r u s t e e s of the c o n s t i t u t i o n a n n u ally e l e c t e d 
by the c e n t r a l c o u n c i l (Page, 1977 and J L P ' s own o u t l i n e ) . 

4. As w i l l be seen, F l a n d e r s e t a l show the importance of these ex 
o f f i c i o members who are f r e q u e n t l y not mentioned a t a l l i n more 
'popular' accounts, the impression given i n the l a t t e r being t h a t 
the C e n t r a l C o u n c i l i s a l l e l e c t e d . 

5. T h i s programme emphasises a p o s i t i v e i n t e r p r e t a t i o n of the scheme, 
i n t e r v i e w i n g employees or c o u n c i l l o r s a l l of whom gave a p o s i t i v e 
account of i t . T h i s c o n t r a s t s s h a r p l y w i t h the o v e r a l l f i n d i n g s of 
F l a n d e r s e t a l and t h e r e f o r e i m p l i e s some form of s e l e c t i o n , conscious 
or unconscious. At the end a passing r e f e r e n c e to c r i t i c i s m of the 
p a t e r n a l i s m of the scheme i s made, but w i t h no e l a b o r a t i o n and w i t h 
the immediate q u a l i f i c a t i o n t h a t the experiment i s nonetheless an 
i n v a l u a b l e one. The e v o l u t i o n i s t p e r s p e c t i v e i s thus c l e a r l y and 
s i g n i f i c a n t l y prominent. 

6. T h i s i s confirmed by the c r i t i c a l foreword to F l a n d e r s e t a l by 
S i r Bernard M i l l e r , then chairman of the P a r t n e r s h i p . He r e j e c t s 
the p l u r a l i s t assumptions of the authors, and argues t h a t e x e c u t i v e 
d e c i s i o n s must be concentrated i n few hands ( p l 7 ) , then ponders why 
"the managed" ignore suggestions t h a t e l e c t o r a l arrangements be 
changed to favour rank and f i l e c andidates ( p l 9 ) . The ideology and 
p a t e r n a l i s t c o n t r o l i n the P a r t n e r s h i p accounts p e r f e c t l y w e l l f o r 
t h i s l a t t e r phenomenon - and j u s t i f i e s the c r i t i c a l assessment of i t 
as a 'democratic' set-up by F l a n d e r s , Woodward and Pomerantz. Thus 
only 12% of the C e n t r a l C o u n c i l membership was found i n t h e i r study 
to be made up of rank and f i l e r e p r e s e n t a t i v e s . 

7. C a l c u l a t e d from F l a n d e r s e t a l Table 13, p86. 

8. See e.g. G o l d r i n g , 1971 (when he was p r i n c i p a l of the G l a c i e r 
I n s t i t u t e of Management); C o l l y e a r , 1975 (then chairman and managing 
d i r e c t o r of the company). 

9. See e.g. Brown, 1960, 1971; Jaques, 1951, 1964; Brown & Jaques, 
1965. G e n e r a l i s a t i o n s from G l a c i e r experience are found e.g. i n 
Jaques, 1967, 1970; Brown, 1962, 1973; Brown & Jaques, 1977. 
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10. K e l l y , 1968:58; Brown, 1960:245, o u t l i n e t h i s same s t r u c t u r e f o r 
Kilmarnock and London f a c t o r i e s r e s p e c t i v e l y . 

11. See Jaques, 1977, 1977a; Brown & Jaques, 1977. 

12. See Brown, 1960:221; Brown & Jaques, 1977:8. 

13. In a l e t t e r to New S o c i e t y , 14.11.68 where he r e f e r s to a paper 
'Employee P a r t i c i p a t i o n and Managerial A u t h o r i t y ' w r i t t e n to g i v e an 
e x e g e s i s of G l a c i e r philosophy on p a r t i c i p a t i o n . 

14. T h i s was confirmed to me by shop stewards a t G l a c i e r i n 
c o n v e r s a t i o n . 

15. See e.g. Fox, 1966, a l s o i n J.L.Gray ( e d ) , 1976 along with 
commentaries by Beal and Goodman; and the comprehensive reviews 
by Cameron, 1976. 

16. More r e c e n t l y , the o f f i c i a l G l a c i e r c o n s t i t u t i o n c o n t a i n s 
elements which suggest t h a t consensus may no longer be so 
r i g i d l y adhered t o . Thus the Company P o l i c y Document (quoted 
i n G l a c i e r Metal Company, 1965) acknowledges t h a t : "Realism 
f o r c e s the r e c o g n i t i o n t h a t power may be r e s o r t e d to from 
time to time"; and f u r t h e r "The whole system would break down 
i f managers, w h i l e n e g o t i a t i o n s w i t h r e p r e s e n t a t i v e s were going 
on, t r i e d to n e g o t i a t e d i r e c t l y with members ..." (p8). Whether 
t h i s marks a v i c t o r y f o r pragmatism, or a temporary c e s s a t i o n 
i n o b s t i n a c y which c o n c e a l s a continuing i d e o l o g i c a l h o s t i l i t y 
to employee o p p o s i t i o n i s not c l e a r . 

17. For an account of preceding events see Gray, 1972; C a r t y , 1978. 

18. See Gray, 1972:187-188. Gray sees t h i s as evidence of e a r l y 
management ignorance of problems. I t may be p a r t l y t h i s , but i n 
the l i g h t of e a r l i e r d i s c u s s i o n of media r e p o r t i n g the s e l e c t i v e 
c h o i c e of quotes (Gray observes t h a t t h e r e were a l r e a d y a r e a s of 
sharp d i s s a t i s f a c t i o n among the men a t l e a s t ) t a k e s on a d i f f e r e n t 
s i g n i f i c a n c e . 

19. See Gray, 1972, 1971:294 f o r examples. McKersie does not seem 
to report the c o l l a p s e of the Linwood plan. He does note t h a t i t 
i s the "most p u b l i c i s e d " such p l a n i n B r i t a i n (196:42), though l e s s 
p u b l i c i t y seems to have atta c h e d to i t s demise. 

20. C.f. Gray, 1972:ch.9. The l a s t of these e x p l a n a t i o n s was t r a c e d 
to an a r t i c l e by A.Berry i n Personnel Magazine, Nov. 1965. 

21. T h i s i s based on Dr Gray's own o b s e r v a t i o n s a t Linwood and i s 
confirmed by minutes of the committees k i n d l y shown to me by him 
which show e a r l y exchanges about the s t r i c t l y a d v i s o r y nature of 
the committee from management, together with c r i t i c i s m s of union 
" r i g i d dogma" w h i l e the union s i d e i n s i s t management make up t h e i r 
minds i n advance so t h a t c o n s u l t a t i o n remains a sham. 

22. Again I have drawn on Dr Gray's r e s e a r c h f i l e f o r t h i s document. 
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23. R . E l l i o t t e t a l , 1977:126; see H.Clegg, 1976:2 f o r s i m i l a r 
f i g u r e s on the UK which show a s i m i l a r p a t t e r n i n A u s t r a l i a , 
France, Sweden and West Germany, though the USA i s s h a r p l y a t 
v a r i a n c e w i t h the o t h e r s . 

24. These f i n d i n g s (though not the l a s t c o n j e c t u r e ) a r e taken 
from F i n a n c i a l Times 14.2.77, summarising a NEDO repo r t . 

25. T h i s may be a l i t t l e u n f a i r on the n a t i o n a l i s e d s e c t o r , s i n c e 
f i g u r e s show c l e a r l y a strong r e l a t i o n s h i p between s i z e of company 
and p l a n t and poor i n d u s t r i a l r e l a t i o n s measured by c r i t e r i a such 
as s t r i k e s . S i n c e p u b l i c s e c t o r employment tends to be i n l a r g e 
u n i t s t h e i r performance r e l a t i v e to comparable p r i v a t e s e c t o r 
employment may be f a r b e t t e r measured thus. 

26. T h i s i s r e a f f i r m e d i n the I n s t i t u t i o n of Works Managers Survey 
(1975), which found t h a t 44% of companies responding to t h e i r 
q u e s t i o n n a i r e had or planned to in t r o d u c e p a r t i c i p a t i o n of some 
s o r t ; the f i g u r e f o r the n a t i o n a l i s e d s e c t o r was 72%. 

27. Urry, 1977; Barker, 1977,offer d i s c u s s i o n s of the a l t e r n a t i v e 
approaches here. 

28. The account from w i t h i n the ranks of the employee d i r e c t o r s 
(BSC Worker D i r e c t o r s , Bank & Jones, 1977) i s , s i g n i f i c a n t l y , f a r 
l e s s open on t h i s . The scheme i s d e s c r i b e d much more as the benign 
beneficence of Lord Melchett. For another account which l i e s 
somewhere between the r e s e a r c h e r s ' account and t h a t of the worker 
d i r e c t o r s themselves, remaining f a i r l y c r i t i c a l , see Horner, 
1974:ch.2. 

29. C.f. BSC Worker D i r e c t o r s e t a l , 1977:11. 

30. A quote from one of the worker d i r e c t o r s , i n the BSC Worker 
D i r e c t o r s book (pp 18-19). 

31. The course i s t r e a t e d almost t o t a l l y u n c r i t i c a l l y i n the 
worker d i r e c t o r s ' own assessment. 

32. Worker d i r e c t o r c o n t r i b u t i o n s a l s o seem to have been above a l l 
on personnel and w e l f a r e matters and r e l a t i v e l y l i t t l e on b u s i n e s s 
or o ther economic d e c i s i o n s (Brannen e t a l : 181). 

33. C.f. I.Macbeath, Times, 25.7.77; J . E l l i o t t , F i n a n c i a l Times, 
1.6.77 and i n h i s 1978:169-175. 

34. T h i s I have recorded on ITV ('What About the Workers?', 6.7.78) 
and BBC ('The Right to Manage', BBC2, 12.9.76) to g i v e two examples. 

35. David W i l l i a m s on the 'What About the Workers?' programme, 
6.7.78, screened i n the immediate wake of the B i l s t o n i n c i d e n t . 

36. On the f i n a l 'What About the Workers?' programme, 20.7.78 
Ward G r i f f i t h s , e m p l o y e e d i r e c t o r and produced as evidence of 
workers on the board, showed h i s a f f i l i a t i o n s (and hence h i s 
a t t r a c t i v e n e s s to management) by s a y i n g o n e - t h i r d r e p r e s e n t a t i o n 
was adequate. He saw i t merely as a matter of p r e s e n t i n g r a t i o n a l 
arguments, as i f to a s e t of n e u t r a l a r b i t e r s - a s t e r e o t y p i c a l 
managerial image of the board. 
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37. I t would appear t h a t l a r g e p r o p o r t i o n s of BSC s t a f f s t i l l show 
l i t t l e i n t e r e s t i n the worker d i r e c t o r scheme. Thus Tom F o r r e s t , 
an undergraduate a t S t r a t h c l y d e w r i t i n g h i s honours d i s s e r t a t i o n 
on the scheme i n 1978, found widespread ignorance among management 
as w e l l as employees on the s u b j e c t . 

38. NCB, Guide to C o n s u l t a t i o n i n the Coal Mining I n d u s t r y 1968, 
quoted by G r i f f i n 1972:34. See a l s o Rhodes, 1977:26-28. 

39. 1973:68. The terms are Kaplan's, i n Kahn & Boulding Power and 
C o n f l i c t i n O r g a n i s a t i o n s a c c o r d i n g to Anthony. The concepts were, 
i n f a c t , d i s c u s s e d i n Chapter 4, where they were found not i n Kaplan 
but i n French's (1964) c o n t r i b u t i o n to the same book and correspond 
to the terms 'perceived' and ' a c t u a l 1 p a r t i c i p a t i o n s e t t l e d on i n 
Chapter 4's a n a l y s i s . 

40. Quoted i n Horner, 1974:52-53 from Human En g i n e e r i n g , London: 
Cape, 1970. Robens was a long-standing chairman of the NCB as the 
t i t l e of h i s Ten Year S t i n t (London: C a s s e l l , 1972) shows, y e t i n 
t h a t d i s c u s s i o n the c o n s u l t a t i o n machinery i s almost t o t a l l y ignored. 

41. W i l l Paynter, ex-General S e c r e t a r y of the NUM, regarded i n f o r m a l 
d i s c u s s i o n as f a r more e f f e c t i v e i n p r a c t i c e than formal c o n s u l t a t i o n 
machinery (Anthony, 1973:71} Horner, 1974:54). 

42. See "The Miners' Debate: P i t Democracy', Workers' C o n t r o l B u l l e t i n , 
January, 1978:16-17 (and preceding pages f o r Benn's s p e e c h ) . 

43. An academic study of BR does e x i s t , but i t i s h i g h l y managerial 
and p y s c h o l o g i s t i c i n i t s approach - not s u r p r i s i n g l y , s i n c e i t i s 
the product of the T a v i s t o c k I n s t i t u t e . The authors do, r e v e a l i n g l y , 
conclude a n x i o u s l y t h a t p a r t i c i p a t i o n seemed to make employees more 
c r i t i c a l of management (Hilgendorf & I r v i n g , 1976; see a l s o a more 
e x t e n s i v e account i n 1970). 

44. T h i s was confirmed i n the r e a c t i o n s of some members of the audience 
when I gave a t a l k to the I n s t i t u t e of Health S e r v i c e A d m i n i s t r a t o r s . 
S e v e r a l times p l e a s were made t h a t the NHS 'should not' be d i s c u s s e d 
l i k e any other s i t u a t i o n - r e g a r d l e s s of what was o b j e c t i v e l y the c a s e . 

45. See e.g. B e l l a b y & Oribabor, 1977; P a r r y & P a r r y , 1977; Stacey 
e t a l , 1977j Nararro, 1978; C a r c h e d i , 1977. 

46. A p e r c e p t i v e d i s c u s s i o n of these i s s u e s i s found i n two a r t i c l e s 
by Lyn Owen i n the Guardian 1 s t and 2nd August, 1978. 

47. See B e r r i d g e , 1976:23-24; P.Clarke, 1978; M.Taylor, 1973:171ff 
f o r d e t a i l s . 

48. Thus C h i l d views the p r o c e s s of b u r e a u c r a t i s a t i o n i n some a b s t r a c t 
Weberian sense, where the P a r r y s view i t as c l a s s - o r i e n t e d bureaucracy 
(1977) and B e l l a b y & Oribabor more a c c u r a t e l y d e p i c t i t as a s p e c i f i c 
consequence of the c o n t r o l by monopoly c a p i t a l and i t s p r i n c i p l e s of 
o p e r a t i o n i n the S t a t e and ' p u b l i c s e r v i c e s ' (1977:806). 



CHAPTER 11 : A COSMOPOLITAN CIPHER 

I n t h i s chapter I s h a l l examine the experience o f p a r t i c i p a t i o n i n a 
number of European s o c i e t i e s (plus I s r a e l , who do a t l e a s t q u a l i f y for 
the E u r o v i s i o n Song C o n t e s t ) . The d e s c r i p t i v e review w i l l be b r i e f , 
s i n c e a g r e a t many such accounts e x i s t . My aim w i l l r a t h e r be to b r i n g 
together and r e i n t e r p r e t , w i t h i n the g e n e r a l framework o f a n a l y s i s of 
t h i s t h e s i s , the r e s e a r c h f i n d i n g s on the o p e r a t i o n of p a r t i c i p a t i o n i n 
other c a p i t a l i s t s o c i e t i e s . P a r t l y t h i s w i l l seek to v a l i d a t e the 
c o n c l u s i o n s , drawn from the B r i t i s h m a t e r i a l i n the p r e v i o u s two c h a p t e r s , 
i n a l e s s n a t i o n a l l y p a r o c h i a l c o n t e x t . F u r t h e r , i t w i l l thereby confront 
those accounts which r e f e r t o the supposed e v o l u t i o n and s u c c e s s o f 
p a r t i c i p a t i o n elsewhere as proof of i t s i n e v i t a b i l i t y i n B r i t a i n , or of 
a p e c u l i a r d e f i c i e n c y i n labour r e l a t i o n s here. As such i t c o n t e s t s key 
myths of the p a r t i c i p a t i o n debate i d e n t i f i e d e a r l i e r . 

The d i s c u s s i o n of each country below w i l l n e c e s s a r i l y be f a r more c u r s o r y 
than f o r the B r i t i s h c a s e , (though c a r e must be taken not to r e l y too 
h e a v i l y on sweeping g e n e r a l i s a t i o n s about e n t i r e s o c i e t i e s ) . T h i s i s 
p a r t l y , i f u n f o r t u n a t e l y , f a c i l i t a t e d by the p a u c i t y of p e n e t r a t i n g case 
study m a t e r i a l f o r supposedly p a r t i c i p a t i o n - i n u n d a t e d s o c i e t i e s , even by 
comparison with B r i t a i n . To a g r e a t e r e x t e n t than before, evidence w i l l 
be s e l e c t i v e l y used - not, I would c o n t e s t , i n a m i s l e a d i n g manner, though 
i t might be argued t h a t I am not the b e s t judge - to demonstrate c e r t a i n 
f e a t u r e s . These i n c l u d e , once ag a i n , managerial i n i t i a t i v e i n f o r m u l a t i n g 
and i n s t i t u t i n g the scheme; pseudo-democratic p r o f i l e of the p a r t i c i p a t i v e 
arrangement i n consequence; and the p a t t e r n of outcomes ( t r i v i a l i t y , 
i n s t a b i l i t y e t c . ) o u t l i n e d i n Chapter 5. Some r e f e r e n c e w i l l be made 
where p o s s i b l e to h i s t o r i c a l p a t t e r n s , and p a r t i c u l a r l y t o the p o l i t i c a l , 
s o c i a l and economic c o n d i t i o n s under which r e c e n t i n t e r e s t i n p a r t i c i p a t i o n 
was developed i n these s o c i e t i e s . E v o l u t i o n a r y accounts f o r the European 
scene i n g e n e r a l can soon be found to accompany those r e f e r r i n g p a r t i c u l a r l y 
to the UK. 1 

The account below w i l l continue the focus on 'higher l e v e l ' p a r t i c i p a t i o n 
schemes, p a r t i c u l a r l y works c o u n c i l s and worker d i r e c t o r s , though some 
comment w i l l be made on the g e n e s i s and o p e r a t i o n of work r e o r g a n i s a t i o n 
schemes i n Sweden. Apart from Sweden, the c o u n t r i e s covered w i l l be 
Norway, the F e d e r a l R e p u b l i c of Germany, France and I s r a e l . Germany and 
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Sweden w i l l r e c e i v e the most a t t e n t i o n , i n rough p r o p o r t i o n to the 
a t t e n t i o n they have a t t r a c t e d i n the B r i t i s h debate. 

I n the UK employer spokesmen have c o n s i s t e n t l y adopted the view t h a t f or 
worker p a r t i c i p a t i o n to be e s t a b l i s h e d p r o p e r l y i t must f i r s t develop 

2 
out of a s u b s t r u c t u r e ' of works c o u n c i l s and c o n s u l t a t i v e procedures. 
I n support of t h i s the p r i o r e x i s t e n c e o f works c o u n c i l s i n c o u n t r i e s 
now experimenting with or f u l l y i n s t i t u t i o n a l i s i n g worker d i r e c t o r s i s 
f r e q u e n t l y c i t e d , ^ and thus slow 'e v o l u t i o n a r y ' (the word r e c u r s 
r e p e a t e d l y ) development i s r e q u i r e d . Some comment on t h i s has a l r e a d y 
been passed, p a r t i c u l a r l y i n the l i g h t of the h i s t o r i c a l review 
undertaken i n Chapter 9 which showed t h a t works c o u n c i l s are h a r d l y a 
new concept w i t h i n B r i t a i n . To t h i s can be added the o b s e r v a t i o n -
to a n t i c i p a t e what f o l l o w s a l i t t l e - t h a t works c o u n c i l s i n Europe 
o f t e n emerge as the only r e p r e s e n t a t i v e body a t p l a n t l e v e l , i n the 
absence of the u n u s u a l l y w e l l - o r g a n i s e d a c t i v i t y of the union and so 
the shop stewards committee a t t h i s l e v e l i n the UK. Most t e l l i n g of 
a l l , though, i s the f i n d i n g of an OECD r e p o r t t h a t : 

No matter how works c o u n c i l s have been conceived -
as complementary to c o l l e c t i v e b a r g a i n i n g , or as a 
permanent problem-solving i n s t i t u t i o n - i n Western 
European i n d u s t r y they have been a f a i l u r e . 
... i n most c o u n t r i e s workers' r e a c t i o n s to the 
c o u n c i l s a r e overwhelmingly n e g a t i v e . ^ 

The reason given f o r f a i l u r e i s "the complete l a c k of decision-making 
power". Thus the f a c t u a l r e p o r t s of these B r i t i s h employers' s t u d i e s 
t u r n out to be p r e d i c t a b l y one-sided, and of more i n t e r e s t as a case 
study i n the managerial ideology than as sources of inf o r m a t i o n . I t 
becomes necessary to l a y the myths such r e p o r t s propagate. 

WEST GERMANY 

In Chapter 2 we reviewed what has become a modern c l a s s i c among c r i t i q u e s 
of the idea of worker p a r t i c i p a t i o n , Hugh Clegg's A New Approach To 
I n d u s t r i a l Democracy. Clegg's argument i s developed through a review of 
evidence from s e v e r a l of the c o u n t r i e s d i s c u s s e d here. I t a t t r a c t e d , 
c r i t i c i s m i n t u r n from Blumberg (1968), i t w i l l be r e c a l l e d ; p a r t l y h i s 
a t t a c k was based on weaknesses i n the t h e o r e t i c a l b a s i s of Clegg's 
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approach, but the h a r d e s t blows were those s t r u c k a g a i n s t Clegg's 
i n t e r p r e t a t i o n s of the German and I s r a e l i evidence - or r a t h e r , a t the 
i n c o n s i s t e n c y of h i s acceptance of t h a t evidence and h i s g e n e r a l t h e s i s . 

We s h a l l come t o the case of I s r a e l s h o r t l y . F i r s t l y , f o r German 
Co-determination^ i t must be acknowledged t h a t d e s p i t e h i s view t h a t 
p a r t i c i p a t i o n must weaken a t r a d e union and/or undermine i t s independence 
(by p r o v i d i n g a competing channel o f r e p r e s e n t a t i o n , and by i m p l i c a t i n g 
unions i n management d e c i s i o n - m a k i n g ) , Clegg s t a t e s t h a t German unions 
are powerful (1960:50) and remain unweakened by p a r t i c i p a t i o n (1960:54,94). 
Blumberg's o n s l a u g h t / i n which he argues t h a t union o p p o s i t i o n t o 
management i s not undermined by p a r t i c i p a t i o n , appears to c a r r y the day, 
then, and w i t h l i t t l e r e s i s t a n c e from h i s opponent.^ Clegg attempts to 
e x p l a i n away the paradox by arguing t h a t the p a r t i c i p a t i o n web i s weakened 
by r e p r e s e n t a t i o n being o n l y on a s u p e r v i s o r y board, and t h a t i n any case 
the German t r a d e unions s t a r t e d from such a low p o i n t a f t e r the war t h a t 
the only way was up (which a c t u a l l y makes t h e i r r i s e to supposed s t r e n g t h , 
even i f Clegg b e l i e v e s t h e i r system i n f e r i o r to the B r i t i s h shop steward 
a l t e r n a t i v e as he i m p l i e s , s t i l l harder t o e x p l a i n ) . A l l t h i s e f f e c t i v e l y 
abandons the f i e l d to the p a r t i c i p a t o r y p l u r a l i s t , and i t i s not s u r p r i s i n g 
t o f i n d t h a t i n h i s more r e c e n t accounts^ Clegg t a k e s a f a r l e s s coherent 
t h e o r e t i c a l p o s i t i o n on the whole matter. 

Blumberg has, however, ignored the d e s c r i p t i o n of the e f f e c t of 
co-determination by a w r i t e r whose b a s i c assumptions seem very c l o s e to 
those informing Clegg's p r i n c i p l e s of i n d u s t r i a l democracy - Dahrendorf 
(1959,1967). Taking up Neumann's e a r l y m i s g i v i n g s (1951), Dahrendorf 
argues t h a t t h e r e i s an i n c o m p a t i b i l i t y between i n s t i t u t i o n s t h a t seek to 
i n s t i t u t i o n a l i s e c o n f l i c t i n ( f o r him) the d e s i r a b l e manner, and o t h e r s 
l i k e the works c o u n c i l s and s u p e r v i s o r y board r e p r e s e n t a t i v e s who are 
s t r a i t - j a c k e t e d by a u n i t a r y frame of r e f e r e n c e t h a t d e f i n e s t h e i r r o l e s 
and a c t i v i t i e s . I n 1959 Dahrendorf's c h i e f f e a r appeared t o be t h a t the 
p l u r a l i s t mechanisms would s u f f e r , and so u n i n s t i t u t i o n a l i s e d c o n f l i c t s 
would e v e n t u a l l y i n c r e a s e s o c i a l c leavage; by 1967 he has become convinced 
t h a t i n s t e a d he has w i t n e s s e d 'The Tragedy of the German Labor Movement' 
(the t i t l e of Chapter 1 2 ) . I n i t s s e a r c h for 'utopia' i n the post-war 
e r a , the labour movement has become i n c o r p o r a t e d i n t o the s o c i a l order i n 
a way t h a t echoes Clegg's f e a r s of the d e s t r u c t i o n of o p p o s i t i o n and so 
p l u r a l i s t democracy. Dahrendorf, then, endorses Clegg's p e r s p e c t i v e on 
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independence, notwithstanding the remarkable complacency of the l a t t e r 
on the e m p i r i c a l c a s e . 

D e s p i t e Clegg's and Blumberg's o p i n i o n s as to the s t r e n g t h of the German 
unions, from a l l but the most u n c r i t i c a l view of German unions, i t i s 
d i f f i c u l t t o escape a s t r o n g impression of the k i n d of weakness Dahrendorf 
d e s c r i b e s . Thus from an o v e r a l l membership d e n s i t y c l o s e to the B r i t i s h 
f i g u r e a t 39% i n 1951,a remarkable r e v i v a l from the scourge of H i t l e r ' s 
y e a r s , by 1967 the l e v e l had f a l l e n to 30% and remains around t h a t l e v e l 

8 
or a l i t t l e higher to the p r e s e n t . But more s i g n i f i c a n t s t i l l a re 
c o n s i d e r a t i o n s r a i s e d by employing a concept of union power wider than 
the narrow, m a n i f e s t r e c o g n i t i o n ones t h a t seem to be common to Clegg, 
Blumberg and other approving o b s e r v e r s . As Dahrendorf has observed, the 
p u r s u i t of opposing i n t e r e s t s seems to have been l a r g e l y s h e l v e d beyond 
a f a i r l y s u p e r f i c i a l l e v e l f or many y e a r s , and the danger of i n c o r p o r a t i o n 
seems a v e r y r e a l one. Two other p l u r a l i s t s have more r e c e n t l y mapped 
out a more d e t a i l e d v e r s i o n of the problems, arguing t h a t unions become 
i m p l i c a t e d i n managerial d e c i s i o n s and a t the same time run the r i s k of 
having a wedge d r i v e n between themselves and union members a t p l a n t l e v e l 
(Kirkwood & Mewes, 1976). I t should be remembered t h a t German n e g o t i a t i o n s 
take p l a c e a t r e g i o n a l and n a t i o n a l l e v e l s f o r the most p a r t , and t h a t the 

9 
union i s not o f f i c i a l l y r e p r e s e n t e d i n the p l a n t a t a l l . 

S t i l l more t e l l i n g i s the account o f f e r e d by Schauer (1973), who operates 
with a more comprehensive, m a r x i s t concept of power ( i f w i t h a strong 
f l a v o u r of the s i m p l i s t i c i n c o r p o r a t i o n approach c r i t i c i s e d i n Chapter 6 ) . 
For Schauer the unions have d e t e r i o r a t e d to a p o i n t where t h e i r l e a d e r s 
a t l e a s t have come t o share most of the assumptions of management: 

The DGB ... advances the concept of the ' f u n c t i o n a l l y 
n e c e s s a r y g r a d a t i o n of decision-making a u t h o r i t y i n 
e n t e r p r i s e s ' . Managerial a u t h o r i t y i n i n d u s t r y i s 
presented as n a t u r a l and e s s e n t i a l . Hence i t i s not 
only accepted, but p r o t e c t e d ... i t i s no longer 
l e g i t i m a t e to q u e s t i o n i t ... 

The r e p r e s e n t a t i v e s of the workers a r e expected to take 
d i r e c t r e s p o n s i b i l i t y f o r c a p i t a l i s t production .... 
I t i s a form of s o c i o - p o l i t i c a l r e g u l a t i o n and adjustment 
of i n t e r e s t s which corresponds to n e o - c a p i t a l i s t c o n d i t i o n s 
of p r o d u c t i o n .... I n p r a c t i c e , the r o l e of the unions 
a s i n t e r e s t groups t u r n s them i n t o mediators and 
d i s c i p l i n e d organs f o r the p u b l i c a t i o n and d i s s e m i n a t i o n 
of the s o c i o - p o l i t i c a l d e c i s i o n s of the r u l i n g system. 
(Schauer, 1973: 211, 215, 216). 
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C l e a r l y on t h i s account the q u a l i t a t i v e assessment of union p e r s p e c t i v e s 
(and of c l a s s c o n s c i o u s n e s s more g e n e r a l l y ) must become of extreme 
importance - though for such e v a l u a t i o n s to be p r o p e r l y c a r r i e d out 
r e q u i r e s e x t e n s i v e s u b s t a n t i v e v e r i f i c a t i o n . We s h a l l have to r e l y , 
o b v i o u s l y , on the c o n c l u s i o n s of o t h e r s and on the arguments developed 
i n preceding c h a p t e r s . Thus a tendency for unions to accept managerial 
o b j e c t i v e s i s seen here as evidence of a t l e a s t some degree of v i c t o r y 
f o r the p o l i t i c a l economy of the b o u r g e o i s i e , of c a p i t a l i s t ideology. 
I n terms of our own a n a l y s i s of power, then, German unions appear 
c o n s i d e r a b l y more a c q u i e s c e n t towards and even su p p o r t i v e of managerial 
ideology and so l e s s powerful. Whether t h i s i s a consequence of 
co-determination or an e x p l a n a t i o n of the acceptance of i t by unions and 
workers i s more p r o b l e m a t i c a l , though some attempt to comment w i l l be 
made l a t e r i n the s e c t i o n . 

F i r s t l e t us c o n s i d e r the h i s t o r i c a l g e n e s i s of the German system^" 0. 
The f i r s t wave of i n t e r e s t i n the s u b j e c t of p a r t i c i p a t i o n came i n the 
1830s and 1840s, i n the p e r i o d of u n r e s t t h a t culminated i n the 1848 
r e v o l u t i o n . A f t e r the d e f e a t of the r e b e l l i o n , i n t e r e s t waned, u n t i l 
w i t h the r i s e of union o r g a n i s a t i o n s towards the l a s t q u a r t e r of the 
century i n t e r e s t was r e v i v e d , c u l m i n a t i n g i n a 1891 law encouraging 
the e s t a b l i s h m e n t of f a c t o r y committees. Only a few employers took t h i s 
opportunity, however. The German S t a t e adopted a more i n t e r v e n t i o n i s t 
p o l i c y on s o c i a l i s s u e s from the time of Bismarck ( p r o v i d i n g a model 
which Lloyd George's p a r t y was to f o l l o w c l o s e l y i n s e v e r a l r e s p e c t s , 
however, and so i n 1905 a major s t r i k e i n the mines l e d to the s e t t i n g 
up of works c o u n c i l s being made compulsory. 

During the F i r s t World War the government i s s u e d wartime i n s t r u c t i o n s f o r 
n e g o t i a t i o n committees of s o r t s to be s e t up i n p l a n t s , as a c o n c e s s i o n 
to t r y and secure labour co-operation? employers r e s i s t e d t h i s s t e p i n a 
s e r i e s of ways. Thus the i d e a of l i b e r a l p a t e r n a l i s t employers and of 
a l i b e r a l c o r p o r a t i s t S t a t e was hard put to make headway a g a i n s t the 
r e s i s t a n c e of these employers who f e l t no need for them, and as i n 
B r i t a i n numbers of c o u n c i l s remained dependent on the amount of p r e s s u r e 
labour was f e l t to be e x e r t i n g . The e x p l o s i o n of m i l i t a n c y a f t e r d e f e a t 
i n 1918 was a n a t u r a l source of employer and government f e a r s , and the 
Weimar Repu b l i c saw the p a s s i n g of a Works' C o u n c i l Act i n 1920, followed 
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i n 1922 by the r i g h t f o r workers to e l e c t o n e - t h i r d of the s u p e r v i s o r y 
boards of companies. Trade unions were r e l u c t a n t to get too deeply 
i n v o l v e d , however, w h i l e employers were determined to l i m i t d i s c u s s i o n 
to matters of common i n t e r e s t . A N a t i o n a l Economic C o u n c i l was a l s o 
s e t up with the i n t e n t i o n of g i v i n g unions an apparent say a t the macro 
l e v e l , but a f t e r the d e f e a t of the KPD i n 1923 the i n t e r e s t from the 
employers' s i d e i n a l l these arrangements went i n t o sharp d e c l i n e . Often 
works c o u n c i l s , where they s u r v i v e d a t a l l , became r e s p o n s i b l e c h i e f l y 
for the s e l e c t i o n of f e l l o w workers f o r redundancy. F i n a l l y , the formal 
apparatus i t s e l f came to an abrupt and b r u t a l end, along with the unions 
themselves, w i t h the a c c e s s i o n to power of the N a t i o n a l S o c i a l i s t s . 

I n 1945 the unions began to r e b u i l d , amidst a powerful movement f o r the 
n a t i o n a l i s a t i o n of l a r g e t r a c t s of i n d u s t r y and the t o t a l d i s p o s s e s s i o n 
of the employers who had, almost without exception, appeared as f a i r l y 
e n t h u s i a s t i c s u p p o r t e r s of the p o l i c i e s of H i t l e r ' s r u l e . I n many c a s e s 
employers were f o r c e d to concede de f a c t o l a r g e a r e a s of c o n t r o l to 
p l a n t l e v e l worker o r g a n i s a t i o n s . For the A l l i e s , the dilemma was t h a t 
to hand c o n t r o l back to f a s c i s t employers was i n f e a s i b l e and not 
a l t o g e t h e r t a c t i c a l l y d e s i r a b l e , but t h e r e was c l e a r l y massive r e v u l s i o n 
a g a i n s t s o c i a l i s t measures of n a t i o n a l i s a t i o n , p a r t i c u l a r l y on the p a r t 
o f the United S t a t e s . The co-determination experiment began i n the 
B r i t i s h - c o n t r o l l e d s e c t o r (the Labour Government i n B r i t a i n being l e a s t 
a p p a l l e d a t the method), and became f o r m a l i s e d i n the laws of 1951 and 
1952. I n the end, then, not only was the amount of power 'granted' to 
workers by the A l l i e s and the new German government probably i n most 
c a s e s f a r l e s s than they e x e r t e d i n the p e r i o d immediately a f t e r the war, 
but i n the p r o c e s s a new i n s t i t u t i o n was c r e a t e d , the works c o u n c i l , 
which supplanted the union r o l e i n the e n t e r p r i s e . 

Up to 1952, then, the p a t t e r n of German h i s t o r y accords c l o s e l y w i t h the 
c y c l i c a l account advanced i n the B r i t i s h c ase, the apparent problems f o r 
a n a l y s i s a r i s i n g a f t e r t h i s time w i t h the l e g i s l a t e d p e r s i s t e n c e of the 
new system. As was observed e a r l i e r , however, t h i s may be regarded as 
the i n s t i t u t i o n of a system of i n d u s t r i a l r e l a t i o n s i n a vacuum c r e a t e d 
by the Nazi y e a r s . Within t h i s system the p a r t i c i p a t i o n element may 
s t i l l a t t r a c t v a r i a b l e i n t e r e s t over time. T h i s i s the impression given 
by the German s i t u a t i o n . Thus i n the 1950s and e a r l y 1960s r e c o v e r y and 
a f f l u e n c e generated a complacency on the p a r t of the workforce towards 
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g r e a t e r s e l f - d e t e r m i n a t i o n , and l i t t l e a c t i v i t y on the p a r t i c i p a t i o n 
f r o n t . The end of the 1960s brought a p e r i o d of u n r e s t a t p l a n t l e v e l , 
as i n other European c o u n t r i e s a t the time, and t h i s prompted i n c r e a s i n g 
S t a t e and union i n t e r e s t i n advancing worker r i g h t s , w h i l s t on the 
employers' s i d e a few experiments i n 'the humanisation of work' began. 
(Engelen-Kefer, 1976). The l a t t e r approach has been t y p i c a l l y a 
managerial response to p r e s s u r e ( c . f . the c a s e of Sweden, d i s c u s s e d 
below) which, l i k e j o i n t c o n s u l t a t i o n , f i t s a u n i t a r y ideology w h i l s t 
appearing to o f f e r something to the shop f l o o r , but a t the same time 
posing no t h r e a t to the s t r u c t u r e of a u t h o r i t y r e l a t i o n s . 

The r e s u l t of r i s i n g p r e s s u r e from below has been c h i e f l y the p a s s i n g 
of a s e r i e s of f r e s h l e g i s l a t i v e measures appearing to i n c r e a s e worker 
decision-making power, but without changing the s t r u c t u r e w i t h i n which 
t h a t supposed power has to operate and which i n broader terms negates 
any r e a l g a i n . The Works C o n s t i t u t i o n Act of 1972 thus i n c r e a s e d the 
formal r i g h t s of works c o u n c i l s , w h i l e the Co-determination Act of 1976 
extended an emasculated ( i n the unions' view) form of p a r i t y 
r e p r e s e n t a t i o n t o f i r m s o u t s i d e the Montan s e c t o r . The l a t t e r i s s t i l l 
the s u b j e c t of d i s p u t e , w i t h employers c h a l l e n g i n g i t s v a l i d i t y i n the 
c o u r t s , and unions responding by withdrawing from formal p a r t i c i p a t i o n 
i n the Concerted A c t i o n meetings which had been the b a s i s of t h e i r 
acceptance of t a r g e t s of an incomes p o l i c y s o r t i n t h e i r n e g o t i a t i o n s . 
Employer ideology on the matter shows a s t a r t l i n g i d e n t i t y with t h a t i n 
B r i t a i n , expressed i n response to the B u l l o c k Report. 

I n many ways, then, the impression gained from a c o n s i d e r a t i o n of the 
German system of p a r t i c i p a t i o n i n the post-war y e a r s continues to confirm 
the g e n e r a l f e a t u r e s of i n t e r e s t or l a c k of i t , and of a t t i t u d e s of 
employers to union i d e a s of advance, observed i n the UK c a s e . 
I t remains to examine the working of the i n s t i t u t i o n s of p a r t i c i p a t i o n 
more c l o s e l y . 

The Works C o u n c i l 

The u n i t a r y emphasis of the works c o u n c i l system i s deeply embedded 
i n the l e g i s l a t i o n which e s t a b l i s h e d i t . Thus S e c t i o n 2 of the 1972 Act 
s t a t e s t h a t "the employer and the works c o u n c i l s h a l l work together i n 
the b e s t i n t e r e s t s o f the employees and the works, and s h a l l do so ... 
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i n a s p i r i t of mutual t r u s t " . S e c t i o n 74(2) p r o h i b i t s the o r g a n i z a t i o n 
of i n d u s t r i a l a c t i o n by the works c o u n c i l a g a i n s t the employer, thus 
assuming t h a t employees must r e f r a i n from u s i n g power to conform to 
a c t i n g f o r the good of t h a t f a m i l i a r , m y t h i c a l e n t i t y , 'the company'. 

One notable f e a t u r e of the works c o u n c i l system has been the w i l l i n g n e s s 
and a b i l i t y of l a r g e numbers of employers (mostly those i n s m a l l companies 
to avoid having works c o u n c i l s a t a l l . A 1957 study suggested t h a t only 
40% of e l i g i b l e p l a n t s h e l d e l e c t i o n s , w h i l e i n 1961 o n e - t h i r d of p l a n t s 
with 1OO-20O workers i n one c i t y were found to have no councils?"^" I t 
would appear t h a t n e g l e c t subsequently got worse, not b e t t e r as the 
' e v o l u t i o n i s t s ' would have i t , f o r i n 1968 the F e d e r a l Labour M i n i s t e r 
announced t h a t only 6% of e n t e r p r i s e s l e g a l l y r e q u i r e d t o have works 

12 
c o u n c i l s a c t u a l l y possessed them. Supposedly the 1972 Act and the 
renewal of i n t e r e s t should have amended t h i s , but i t would seem only 
p a r t i a l l y so, judging by 1975 f i g u r e s from the M i n i s t e r of Labour showing 
t h a t from 1968-1975 the number of works c o u n c i l s i n o p e r a t i o n r o s e only 
from 25,000 to 34,000. 1 3 

I n those l a r g e r companies which have acquiesced i n the l e g a l requirement, 
however, management appear to be w e l l p l e a s e d w i t h the system: 

Management g e n e r a l l y c o n s i d e r s t h a t the works c o u n c i l i s 
e s s e n t i a l and conducive to e f f e c t i v e management. There 
i s very l i t t l e f e e l i n g t h a t management i s hindered i n i t s 
a c t i o n s by the works c o u n c i l and many managers take the 
view t h a t the works c o u n c i l s make them more e f f i c i e n t than 
they would otherwise be on the grounds t h a t good human 
r e l a t i o n s makes f o r an e f f i c i e n t f i r m . (CIR, 1974:31). 

I f t h i s were not so, we could expect s q u e a l s of i n d i g n a t i o n from German 
employers, who a l r e a d y argue s t r o n g l y a g a i n s t the e x t e n s i o n of r i g h t s 
i n t o economic a r e a s t h a t they f e a r would invade t h e i r p r e r o g a t i v e s 

ii 

(Furstenburg, 1969:19). For management, then, works c o u n c i l s a r e 
d e s i r a b l e because they become agencies of management c o n t r o l : 

A f t e r having overcome i t s i n i t i a l r e s e r v e and u n c e r t a i n t y 
towards newly e l e c t e d members of works c o u n c i l s , management 
u s u a l l y attempts t o u t i l i s e t h e i r f u n c t i o n s f o r i t s own 
purposes and t o i n t e g r a t e them wholly i n t o the e x i s t i n g 
s t r u c t u r e of the f a c t o r y . (Furstenburg, 1969:22). 
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I n r e t u r n f o r 'company-mindedness', argues Furstenburg, the management 
w i l l often make minor c o n c e s s i o n s on a r e a s of marginal importance; i f they 
meet r e s i s t a n c e they can i n s t e a d f i n d p e t t y matters to occupy and entangle 
the r e p r e s e n t a t i v e s . But by and l a r g e , i n Dahrendorf's view the problems 
should not be too g r e a t f o r management, s i n c e he f e l t t h a t the works 
c o u n c i l has come to f i l l a r o l e i n the a u t h o r i t y s t r u c t u r e of the f a c t o r y 

14 
s i m i l a r to t h a t of the foreman (1967:173). 

T h i s c r i t i c a l view of the o p e r a t i o n of works c o u n c i l s t r e s s e s the pseudo-
democratic nature of the system. I t needs to be s a i d t h a t t h e r e i s , 
however, a s u r p r i s i n g l a c k of hard information on the way i n which German 
works c o u n c i l s or s u p e r v i s o r y boards operate (Wilpert, 1975:61), and t h a t 
i n consequence g e n e r a l i z a t i o n s abound where B r i t i s h experience would l e a d 
one to expect c o n s i d e r a b l e d i f f e r e n t i a l a c t i v i t y . I f t h i s v a r i e d 
experience i s , as seems p l a u s i b l e , reproduced i n West Germany,to some 
extent d i f f e r i n g opinions on the o p e r a t i o n of the system may prove more 
compatible than at f i r s t s i g h t seems l i k e l y . 

There i s some evidence of a strong attachment to works c o u n c i l s on the 
p a r t of workers. The f i n d i n g s of Blume (1964) a r e by f a r the most widely 
c i t e d ; though they are not the only such r e s u l t s i t appears t h a t they a r e 
the most supportive of works c o u n c i l s . ^ The problems f o r such evidence 
based on q u e s t i o n n a i r e s concern the i n t e r p r e t a t i o n of the f i n d i n g s , i n 
p a r t i c u l a r the s i g n i f i c a n c e of t h e i r own response t o the respondents, 
and the context i n which i t i s forthcoming. Other s t u d i e s have found, f o r 
i n s t a n c e , t h a t workers remain d i s s a t i s f i e d with, l i t t l e a f f e c t e d by, and 
l i t t l e a b l e to a f f e c t t h e i r own d e s t i n y as a r e s u l t of works c o u n c i l s , 
and ' a l i e n a t e d ' from t h e i r work.1** Even the favourable sources reported 
i n f n . 15 show a c l e a r gap between enthusiasm f o r the idea and t h a t f o r 
i t s a c t u a l operation, and Hartmann (1975:60) suggests t h a t t h i s i s more 
sh a r p l y i n d i c a t e d by other s t u d i e s . Nor i s t h e r e any information on the 
a t t i t u d e s to s o c i a l and i n d u s t r i a l r e l a t i o n s h i p s t h a t f o s t e r s t h e i r 
outlook, i . e . the g e n e r a l l e v e l and nature of consciousness. The f i n d i n g s 
of Chapter 7 suggest t h a t the ambivalence and v o l a t i l i t y of consciousness 
r e q u i r e t h a t any q u e s t i o n n a i r e r e s u l t s such as these need to be t r e a t e d 
w i t h massive c a u t i o n , whereas l i t t l e a t t e n t i o n to such methodological 
i s s u e s appears to have been pa i d i n the German c a s e . 1 7 F i n a l l y , whatever 
the judgement one makes from without of the e f f e c t i v e n e s s of the German 
works c o u n c i l , i t should be remembered t h a t f o r the German worker i t i s 



her or h i s only channel f o r l o c a l d e a l i n g s w i t h management. Any 
c o n c e s s i o n s which management make (perhaps due to n a t i o n a l p r e s s u r e s or 
n e g o t i a t i o n s ) a r e l i k e l y to be c r e d i t e d to the works c o u n c i l , and i n 
the absence of the e xperience of m i l i t a n t shop steward r e p r e s e n t a t i o n the 
employee has l i t t l e e l s e to judge by. 

Other f i n d i n g s on the operation of the works c o u n c i l s t h a t confirm t h e i r 
weaknesses can be summarised. Thus they a r e widely agreed to be 
compromised by the r o l e d u a l i t y b u i l t i n t o t h e i r d u t i e s by the requirement 

18 
to r e p r e s e n t employees and the i n t e r e s t s of the f i r m . I t seems, too, 
t h a t w h i l s t personnel and s o c i a l i s s u e s are a t l e a s t p a r t l y coped with by 
the works c o u n c i l s (though s a t i s f a c t i o n on the p a r t of the c o u n c i l l o r s 
themselves reported by Blume and o t h e r s i s h a r d l y the s u f f i c i e n t evidence 
to show t h i s t h a t many commentators seem to t h i n k i t i s ) , even 
the Biedenkopf Commission was brought to the c o n c l u s i o n t h a t economic 
i s s u e s , d e a l t w i t h by a s p e c i a l l y e s t a b l i s h e d Economic Committee, a r e 

19 
p r a c t i c a l l y untouched. T h i s f a m i l i a r p a t t e r n , whereby i n f l u e n c e i s 
e xerted only w i t h i n s a f e boundaries e r e c t e d by management, ensures the 
s e c u r i t y of managerial power and a u t h o r i t y i n p r a c t i c e . I t i s a r a r i t y 
f o r the f a c t o r y assembly o r company c o u n c i l t o query the t a k i n g of 
d e c i s i o n s . ^ Works c o u n c i l l o r s a r e found not only to be h i g h l y i n t e g r a t e d 
i n t o managerial a t t i t u d e s , but a l s o to be p a t e r n a l i s t i c towards t h e i r 
c o n s t i t u e n t s , and estranged from t h e i r o r i g i n a l t a s k s by becoming 

21 
' p r o f e s s i o n a l i s e d ' i n t h e i r new r o l e . There a r e r e p o r t s , too, of 

22 
s k i l l e d men dominating the e l e c t i o n s . S c h r e g l e notes t h a t f o r e i g n 
v i s i t o r s may n e a r l y be l u r e d i n t o mistaking works c o u n c i l l o r s f o r managers 
(1978:88). Two phenomena of r e c e n t y e a r s i n d i c a t e t h a t the shortcomings of the works 
c o u n c i l as a r e p r e s e n t a t i v e body a t p l a n t l e v e l are beginning to come 
home to r o o s t d e s p i t e the apparent s t r e n g t h of c a p i t a l i s t hegemony. 
F i r s t l y t h e r e i s the growth i n c e r t a i n key i n d u s t r i e s of the V e r t r a u e n s l e u t e , 
a shadowy form of shop steward. 2"* Secondly, the inadequacy of the c o u n c i l 
as a means to cope w i t h and so i n s t i t u t i o n a l i s e matters of c o n f l i c t emerged 

24 
with the upsurge of u n o f f i c i a l s t r i k e s . 

The impotence of the works c o u n c i l , as suggested by the above f i n d i n g s , 
and r e i n f o r c e d by the peace o b l i g a t i o n t h a t f o r b i d s i t to be a s s o c i a t e d 
w i t h any o r g a n i z a t i o n of c o n f l i c t , seems conducive to a c o n c l u s i o n t h a t 



i n e f f e c t i v e n e s s has l e d to t r i v i a l i t y ( e x h i b i t e d i n the low s a l i e n c e of 
the system f o r workers) or perhaps management ' s u c c e s s ' . The l a s t seems 
most apparent i n the de f u s i n g of g l o b a l o p p o s i t i o n , but other comments 
suggest t h a t t h i s may operate a t p l a n t l e v e l a l s o , with the works c o u n c i l 

25 
taking the employers' p a r t a g a i n s t union p o l i c y . Yet where labour i s 
or i s becoming able (and t h i s must i n c l u d e r e a d i n e s s ) to oppose the 
employer, the works c o u n c i l of t h i s s o r t would be unable to provide an 
app r o p r i a t e channel. One r e s u l t we would expect i s i n s t a b i l i t y , so i t i s 

it 

most s i g n i f i c a n t to d i s c o v e r Furstenburg observing t h a t c o u n c i l s a r e of t e n 
unable to c o n t r o l u n r e s t , but i n s t e a d become "barometers of s t a b i l i t y " , 
showing "many f e a t u r e s of a compromise between c o n f l i c t i n g i n t e r e s t " . 
He adds t h a t a t times: 

... the g e n e r a l c o n f l i c t s i t u a t i o n w i l l a l s o a f f e c t the 
works c o u n c i l by provoking i n s t a b i l i t y which w i l l be 
f u r t h e r aggravated by the l a c k of a s u i t a b l y d i f f e r e n t i a t e d 
a d m i n i s t r a t i v e apparatus. (1969:25). 

Already, then, we have i n d i c a t i o n s t h a t t h e r e are d i f f e r e n t i a l e x p e r i e n c e s 
of German works c o u n c i l s depending on t h e i r c i r c u m s t a n c e s . I t i s p o s s i b l e 
to account f o r another apparently sharp d i s j u n c t u r e i n the evidence by 
c o n s i d e r i n g d i f f e r i n g outcomes a l s o , namely those i n t e r p r e t a t i o n s which 
view works c o u n c i l s as reasonably e f f e c t i v e c o n f l i c t channels. For t h i s 
group of o b s e r v e r s , the most s u c c e s s f u l form t h a t works c o u n c i l s take i s 

26 
one of n e g o t i a t o r , a t l e a s t w i t h i n a l i m i t e d range. The emphasis here 
i s on the works c o u n c i l as the arm of the union i n the e n t e r p r i s e , a l i n k 
seen as s e a l e d by the f a c t t h a t although non-union members outnumber 
u n i o n i s t s , and the system al l o w s a l l to vote and stand, union members i n 

27 
p r a c t i c e predominate i n the ranks of those e l e c t e d . 

T h i s added dimension to the p a t t e r n h e l p s make more sense of the p e r s i s t e n c e 
of the German works c o u n c i l s , but i t should not l e a d to the o v e r - e s t i m a t i o n 
of t h e i r c a p a c i t i e s . They remain f a r i n f e r i o r ( i n p l u r a l i s t as w e l l as 
Marxist terms) t o f u l l y independent shop steward o r g a n i z a t i o n . Indeed, 
as one B r i t i s h steward v i s i t i n g Volkswagen i n Germany r e l a t e d , when the 
chairman of the works c o u n c i l was asked as to h i s f u n c t i o n he d e s c r i b e d 

28 
h i m s e l f as "a c a s t r a t e d shop steward". I n p r a c t i c e the works c o u n c i l 
may be inundated with union members, but i s f a r more s t r u c t u r a l l y 
dependent on management and t h e i r w i l l i n g n e s s to play the game than i t 
i s on the union's support, even a l l o w i n g f o r the minor r e v i s i o n s of the 
1972 Act. 



The works c o u n c i l may, then, be "the most e f f e c t i v e mechanisms to be 
found i n any of the s i x c o u n t r i e s ( A u s t r a l i a , USA, UK, Sweden, France, 
Germany) f o r f u l f i l l i n g the purposes g e n e r a l l y a s c r i b e d to j o i n t 
c o n s u l t a t i v e committees" (Clegg, 1976:93). But t h a t does not seem to be 
saying very much, even i f a managerial view of "those purposes" i s adopted. 

Co-determination On S u p e r v i s o r y Boards 

The other, s t i l l more widely c e l e b r a t e d f e a t u r e of German i n d u s t r i a l 
r e l a t i o n s i s the system of worker r e p r e s e n t a t i v e s on the policy-making 
upper or "supervisory" board of companies. T h i s i s p a r t i c u l a r l y t r u e of 
the p a r i t y r e p r e s e n t a t i o n s t r u c t u r e i n the c o a l , i r o n and s t e e l s e c t o r , 
though a l e s s c o nvincing ( s t i l l ) form of p a r i t y has been l e g a l l y extended 

29 
t o the r e s t of the p r i v a t e s e c t o r s i n c e 1976. 

As with works c o u n c i l s , so here too the u n i t a r y p r i n c i p l e i s the 
predominant one i n the l e g a l codes governing co-determination. Thus 
S e c t i o n 6 of the 1951 Co-determination Act r e q u i r e s a l l members of the 
board t o work " f o r the good of the e n t e r p r i s e " (Hanson, 1977:36). The 
e n t e r p r i s e ' s i n t e r e s t has, moreover, been i n t e r p r e t e d by the labour c o u r t s 
i n a way which l e d to a p r o h i b i t i o n being plac e d on a l l r e p r e s e n t a t i v e s 
from p a r t i c i p a t i n g i n the withholding of labour i n an " a c t i v e way" 
( S i m i t i s , 1975:12). As S i m i t i s goes on to observe: 

... nobody has ever suggested suing those members of the 
managerial organs who c a t e g o r i c a l l y r e j e c t e d the employees' 
c l a i m s and thus provoked the s t r i k e . What i s t h e r e f o r e 
d e s c r i b e d as the company's b e n e f i t seems to be more or l e s s 
i d e n t i c a l with the i n t e r e s t s of the owners. (1975:13).-*° 

The assumptions which generate t h i s judgement a l s o make a major c o n s t r a i n t 
of the requirement f o r a l l board members to perform t h e i r d u t i e s w i t h 'the 
care and p r o p r i e t y of a c o n s c i e n t i o u s and o r d e r l y businessman',^ 1 the 
breaching of which can l e a d to c r i m i n a l proceedings. F u r t h e r s h a c k l i n g 
(or i n t h i s case gagging) i s secured by the 1 vow of s i l e n c e ' which imposes 
c o n f i d e n t i a l i t y i n the absence of r e l e a s e of information by the whole 
boa rd. 

These l e g a l r e s t r i c t i o n s seem to have markedly hamstrung workers' 
r e p r e s e n t a t i v e s on the s u p e r v i s o r y board. Moreover, the p a r i t y which 
unions were demanding i n the i n d u s t r i e s o u t s i d e the Montan s e c t o r has 



been undermined by the s t i p u l a t i o n t h a t the chairman always be a 
s h a r e h o l d e r s ' r e p r e s e n t a t i v e , and t h a t the 'employee' s i d e must i n c l u d e 
r e p r e s e n t a t i v e s of s e n i o r management (the p o i n t a t which the "we're a l l 
employees now" ideology r e c a l l e d i n Chapter 3 shows some b i t e , perhaps). 
The unions have long attempted to j u s t i f y t h e i r r o l e i n co-determination 
and continue to do so ( i n a remarkably confused manner to these e y e s ) , 3 3 

e x p e l l i n g m i l i t a n t s i n t h e i r own ranks i f they become too e f f e c t i v e l y 
c r i t i c a l (Bye, 1974:30). Furstenburg has f u r t h e r suggested t h a t 
co-determination has the e f f e c t of c r e a t i n g e l i t e p o s i t i o n s f o r l e a d e r s 
i n the movement, so tempering t h e i r r e s i s t a n c e w h i l e promoting o l i g a r c h i c 
t endencies i n the unions (1969:36). 

There i s l i t t l e evidence to support the notion t h a t co-determination i s 
s i g n i f i c a n t or has achieved much f o r workers. Surveys i n the mid-1950s 
showed t h a t few people f e l t they had b e n e f i t e d i n the e a r l y y e a r s (Adams 
& Rummel, 1977:11), and w h i l e i t i s claimed t h a t more r e c e n t r e s e a r c h 
shows " c o n s i d e r a b l e improvements" ( i b i d ) a 1972 p o l l showed th a t 66% 
considered the present system u n s a t i s f a c t o r y ( K r e j c i , 1976:160). The 
p r i n c i p l e remains a t t r a c t i v e , but the p r a c t i c e i s c r i t i c i s e d (Hartmann, 
1975:58), and the s a l i e n c e of reform i n t h i s area r a t e s low among the 

34 
p r i o r i t i e s of German workers. T h i s i s a f a m i l i a r combination of approval 
of the broad ideology (which l e a d s to the tendency to blame l o c a l 
c i r c u m s t a n c e s or r e p r e s e n t a t i v e s r a t h e r than the system i t s e l f f o r f a i l i n g s 
- a form of 'success' f o r the r u l i n g ideology t h a t we a l s o found i n the 
B r i t i s h c o n t e x t ) , and a t the same time r e l a t i v e d i s i n t e r e s t i n the r e s u l t i n g 
i n s t i t u t i o n . 

S i m i l a r c o n c l u s i o n s f o l l o w from a c o n s i d e r a t i o n of the l a c k of knowledge 
of the working of the co-determination arrangements on the part of German 
workers. Only h a l f of those i n t e r v i e w e d appear to e x h i b i t any c l e a r 
knowledge of the meaning of c o - d e t e r m i n a t i o n . 3 ^ A q u a r t e r of workers i n 
one study, and a h a l f i n another, were not even aware t h a t co-determination 
had been introduced i n t h e i r p l a n t s 3 6 and not s u r p r i s i n g l y , t h e r e f o r e , 
few knew the d e t a i l e d mechanics of the system or who t h e i r r e p r e s e n t a t i v e s 
were. F e e l i n g s towards employers and the operation of co-determination 
are i n f a c t apparently somewhat worse i n the Montan i n d u s t r i e s where 
p a r i t y r e p r e s e n t a t i o n on the board e x i s t s . 3 7 A l l t o l d , IG M e t a l l 
concluded as a r e s u l t of a survey of t h e i r own t h a t "one cannot r e a l l y 
speak of a r e a l p o s i t i v e co-determination consciousness among the 
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m a j o r i t y of employees". 

I n s t u d i e s of the operation of co-determination, the r e s u l t s are s t r i k i n g l y 
s i m i l a r to those f o r BSC reviewed i n the l a s t chapter (Brannen et a l , 
1976:218 confirm t h i s ) . The main study of the system i s t h a t undertaken 
by the Co-determination Commission (Biedenkopf Report, 1970), but the 
methodology of t h a t study has been s e v e r e l y mauled (see e.g. Daheim, 
1973:24). The mauling i s deserved, s i n c e i t seems only chairmen of company 
c o u n c i l s , works c o u n c i l s and boards were asked to complete q u e s t i o n n a i r e s , 
though the apparent s i m i l a r i t y of t h e i r p e r c e p t i o n s , which l i k e the 
c o n c l u s i o n s of the Commission are markedly managerial i n nature, do remain 
of i n t e r e s t . Broadly the Commission approved the working of p a r t i c i p a t i o n , 
but as Hartmann observes: 

On balance the Commission was a p p a r e n t l y more impressed 
with the p a c i f y i n g e f f e c t s which co-determination had on 
organized labour than by the sense of p a r t i c i p a t i o n which 
i t imparted to i n d i v i d u a l employees. (1975:56) . 

As Bye puts i t , they take the view t h a t "co-determination was not a 
q u e s t i o n of c o n t r o l l i n g c a p i t a l or power, but only a q u e s t i o n of the 
i n t e r n a l running of the p l a n t " (1974:28). I n other words, e f f i c i e n c y 
was the u l t i m a t e goal, a view t h a t was w e l l represented i n the review i n 
Chapter 3 above. And B iedenkopf was w e l l p l e a s e d t h a t t h e r e seemed to 
be no d e t r i m e n t a l e f f e c t on e f f i c i e n c y a t a l l , w i t h no evidence of stalemate 
i n board d e c i s i o n s d e s p i t e p a r i t y . The board members, and indeed the 
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unions seemed to accept p r o f i t a b i l i t y as the c e n t r a l c r i t e r i o n of s u c c e s s . 
I n Biedenkopf's terms, the workers showed "understanding" of the 

40 
requirements of the c a p i t a l market. Redundancies and c l o s u r e s had 

41 
remained unhindered. 

There appears to be a p r e d i c t a b l e r e a c t i o n to the r o l e c o n f l i c t faced by 
the s u p e r v i s o r y board r e p r e s e n t a t i v e s of workers, whereby an informal 

42 
d i v i s i o n of r o l e s takes p l a c e . Thus shareholders w i l l be l e f t to e l e c t 
the chairman, and worker r e p r e s e n t a t i v e s the vice-chairman, so t h a t i n one 
study, f o r i n s t a n c e , two-thirds of chairmen were found to be shareholder 

43 
r e p r e s e n t a t i v e s , and only 5% employee r e p r e s e n t a t i v e s . The chairman 
can powerfully i n f l u e n c e decision-making by c o n t r o l l i n g information 
a v a i l a b i l i t y and by handling the agenda. F u r t h e r , s u p e r v i s o r y board 
committees are important sources of i n f l u e n c e , given the cumbersome 
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nature of a f u l l board and i t s l i m i t e d time. Here i t i s found t h a t 
s h a r e h o l d e r s r e s e r v e most p o s i t i o n s on committees d e a l i n g w i t h f i n a n c i a l 
and investment matters for themselves, and worker r e p r e s e n t a t i v e s end up 
on those d e a l i n g with s o c i a l and personnel i s s u e s . Hence the c o n c l u s i o n 
t h a t the e f f e c t of s u p e r v i s o r y board r e p r e s e n t a t i o n , even w i t h p a r i t y , 
has been p r i m a r i l y i f a t a l l on s o c i a l i s s u e s , w i t h i n p r o f i t a b i l i t y 

44 
c o n s t r a i n t s , i . e . on the 'consequences' s i d e of d e c i s i o n s . Should the 
s u p e r v i s o r y board members from the workers s i d e be thought unmanageable, 
however, i n a d d i t i o n to the d e v i c e of l i m i t i n g the number of s u p e r v i s o r y 
board meetings to cut i n t e r f e r e n c e w i t h management (one IG M e t a l l member 
of a s u p e r v i s o r y board i n Hamburg i s reported to have s a i d t h a t the 
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board had not met s i n c e 1971), i t appears t h a t the management board 
members w i l l o f t e n turn to making agreements i n advance w i t h the t y p i c a l l y 
more compliant works c o u n c i l , thus c u t t i n g the ground from beneath the 

46 
worker d i r e c t o r s f e e t . 
Thus although Davies (1976:65) does suggest t h a t p a r i t y co-determination 
generates a l i m i t e d form of n e g o t i a t i o n , where a degree of cohesion and 
common a c t i o n i s maintained by workers' r e p r e s e n t a t i v e s , the i d e a of any 
s i g n i f i c a n t inroads i n t h i s d i r e c t i o n can be d i s m i s s e d on the evidence 
reviewed above. One i n s t i t u t i o n remains thus f a r unmentioned, the labour 
d i r e c t o r on the Management Board f o r whose appointment the worker members 
of the s u p e r v i s o r y board are meant to take the i n i t i a t i v e . Nor i s much 
mention needed. Very few of these i n d i v i d u a l s have a c t u a l l y been workers 
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by o r i g i n , and i f they were t h e i r subsequent r o l e c o n f l i c t i s r e s o l v e d 
by t h e i r becoming managers with a l i b e r a l i s t i c concern f o r personnel i s s u e s . 

48 
Thus a managerial p e r s p e c t i v e i s adopted, and the labour d i r e c t o r may 
w e l l even be found on the other s i d e of the bargaining t a b l e opposing 
union demands for wage i n c r e a s e s ( S c h r e g l e , 1978:91-92). Even the 
Biedenkopf Commission concluded t h a t he was an i n e f f e c t i v e r e p r e s e n t a t i v e 
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of employee i n t e r e s t s . Furstenburg adds, basing h i s arguments on 
Neuloh's r e s e a r c h , t h a t i n the p r i v a t e s e c t o r where the appointment of 
personnel d i r e c t o r s has spread, the p r o v i s i o n of personnel f a c i l i t i e s 
seems as advanced as i n the Montan i n d u s t r i e s where the labour d i r e c t o r 
i s appointed, thus undermining the argument t h a t the labour d i r e c t o r has 

ii 
a t l e a s t brought noteworthy g a i n s i n t h i s f i e l d (Furstenburg, 1969:40). 
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C o n c l u s i o n s 

I t may be concluded t h a t the German system of works c o u n c i l s and 
'co-determination' can be seen as anything but a means f o r , or e x p r e s s i o n 
of, s o c i a l t r a n s f o r m a t i o n . I n e q u a l i t i e s remain sharp i n West German 
s o c i e t y ( K r e j c i , 1976), and t h e r e are s i g n s t h a t i n d u s t r i a l c o n f l i c t may 
be becoming more manifest r a t h e r than w i t h e r i n g away. Even the b u f f e r to 
c o n f r o n t a t i o n long provided by the l e g i o n s of r e - e x p o r t a b l e G a s t a r b e i t e r 
has been eroded s e v e r e l y . The absence of c o n f l i c t can as r e a d i l y be seen 
as a s i g n of the suppression of i n d u s t r i a l democracy (Dahrendorf, 1967) 
as of i t s achievement. Batstone (1976) suggests t h a t the low l e v e l of 
s t r i k e s may be seen a s dependent on other f e a t u r e s of German s o c i e t y which 
a l s o enable co-determination to s u r v i v e , r a t h e r than co-determination 
i t s e l f being the cause of i n d u s t r i a l peace. 

Batstone's argument i s rendered a l l the more p l a u s i b l e by the evidence 
summarised above. There i s no s i g n t h a t the p r a c t i c e of p a r t i c i p a t i o n 
i n West Germany has changed i n d u s t r i a l a u t h o r i t y s t r u c t u r e s s i g n i f i c a n t l y 
or s a t i s f i e d German workers. I t has a l s o been argued by a spokesman of 
the German employers t h a t i t has had no p a r t i c u l a r s i g n i f i c a n c e f o r 
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p r o d u c t i v i t y e i t h e r (Thusing, 1974). The DGB has moved i n r e c e n t y e a r s 
to a r e a l i s a t i o n t h a t high unemployment r a t e s a r e u n l i k e l y to be a l l e v i a t e d 
i n the f a c e of new t e c h n o l o g i c a l advances, and so to growing q u e s t i o n i n g 
of the consensus on acceptance of innovation, and so c l o s u r e s and 
redundancies. P a r t i c i p a t i o n mechanisms w i l l be i l l - e q u i p p e d t o cope 
with such c o n f l i c t , i t i s suggested. Meanwhile, as Herding (1972) has shown, 
the degree of c o n t r o l which these a t shop f l o o r l e v e l can e x e r t i s s e v e r e l y 
attenuated a l r e a d y i n West Germany even by comparison w i t h other c a p i t a l i s t 
c o u n t r i e s . 

The g e n e r a l c o n c l u s i o n advanced here i s t h a t the co-determination system 
i n the F e d e r a l R e p u b l i c of Germany i s pseudo-democratic i n nature, and 
t h a t i t may have aided the c o n s o l i d a t i o n of management a u t h o r i t y . T h i s 
reinforcement of management i s probably o p e r a t i v e a t a f a i r l y d i f f u s e 
i d e o l o g i c a l l e v e l , and more a t t r i b u t a b l e to other s o c i a l p r o c e s s e s , 
however. T h i s accords to some extent w i t h Batstone's c o n c l u s i o n (1976:34) 
t h a t worker d i r e c t o r s have n e i t h e r helped nor hindered anything a great 
d e a l : t h a t they are e s s e n t i a l l y a t r i v i a l i n s t i t u t i o n i n t h e i r impact. 
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For works c o u n c i l s the judgement i s more d i f f i c u l t . These, too, seem 
l a r g e l y powerless, pseudo-democratic bodies, and i t may be concluded t h a t 
t h e i r maintenance has stunted the growth of more o p p o s i t i o n a l 
r e p r e s e n t a t i v e channels. At the same time, t h e r e were h i n t s t h a t i n some 
i n s t a n c e s a t l e a s t , the c o u n c i l s d i d take on a moderately e f f e c t i v e 
b a r g a i ning r o l e . 

I t should be observed, f i n a l l y , t h a t i t i s d i f f i c u l t to 'prove' the 
contentions made here i n summary and from impoverished evidence. The 
p o s s i b i l i t y of opposed i n t e r p r e t a t i o n from the same ' f a c t s ' i s e a s i l y 
i l l u s t r a t e d from the l i t e r a t u r e , ^ 1 and f o l l o w s from di v e r g e n t assumptions 
about the nature of the s o c i e t y and of power r e l a t i o n s h i p s w i t h i n i t , and 
so of the o b j e c t i v e i n t e r e s t s of workers and whether they are being achieved. 
To some extent, r e g a r d l e s s of the evidence on p a r t i c i p a t i o n i t s e l f , the 
argument can only be f i n a l l y r e s o l v e d by i n v e s t i g a t i n g the v a l i d i t y of the 
assumptions. Nonetheless, t h i s s e c t i o n has shown th a t the West German 
case, f a r from c o n t r a d i c t i n g the a n a l y s i s developed to e x p l a i n the B r i t i s h 
e xperience, can f a r more p l a u s i b l y be argued to support i t i n c r u c i a l 
r e s p e c t s . I b e l i e v e myself t h a t t h i s c r i t i c a l view f u r t h e r makes f a r b e t t e r 
sense of the evidence than a more favo u r a b l e account. Whether t h i s i s the 
b i a s of vested i n t e r e s t i n a p a r t i c u l a r a n a l y s i s peeking through the 
i n t e r p r e t a t i o n I must lea v e to the reader. 

SWEDEN 

I n c e r t a i n c r u c i a l r e s p e c t s the Swedish labour r e l a t i o n s environment f o r 
p a r t i c i p a t i o n schemes seems q u i t e d i f f e r e n t to t h a t p r e v a i l i n g i n Germany. 
There i s f a r l e s s attachment to l e g i s l a t i o n , the t r a d i t i o n being f o r a more 
supportive approach to bargaining. The unions a r e extremely w e l l - o r g a n i z e d 
i n d e n s i t y terms, the LO i n c l u d i n g some 95% of b l u e - c o l l a r workers i n i t s 
member unions and the TCO about 70% of the non-manual employees. (Clegg, 
1976:12). Sweden i s , moreover, much-heralded as the most genuinely s o c i a l -
democratic s t a t e i n the c a p i t a l i s t world, with i t s e x t e n s i v e w e l f a r e s t a t e 
p r o v i s i o n s and the p e r s i s t e n c e i n power ( u n t i l 1977) of a supposedly l e f t -
wing Social-Democrat government. 

As i n so many European c o u n t r i e s , a system of works c o u n c i l s was s e t up 
j u s t a f t e r the end of the War i n 1946, but i n l i n e with the v o l u n t a r i s t i c 
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t r a d i t i o n i t was the outcome of n e g o t i a t i o n s between the employers' 
a s s o c i a t i o n (SAF) and the unions. The works co u n c i l s have been 
r e s t r u c t u r e d since, i n 1966, but t h e i r o v e r a l l nature remains l i t t l e 
changed, as i n d i c a t e d i n the new agreement: t h a t the works c o u n c i l should 

... f u l f i l the f u n c t i o n of working f o r greater p r o d u c t i v i t y 
and greater occupational s a t i s f a c t i o n . I n so doing i t i s 
the duty of the c o u n c i l t o maintain continuous c o l l a b o r a t i o n 
between employer and employees. (Quoted by Asplund, 1972:16). 

The u n i t a r y nature of these c o u n c i l s may seem odd, a r i s i n g as i t does 
from a well-organized labour movement, but i t i s only one f e a t u r e of the 
unusual p o s i t i o n i n t o which the Swedish movement had got i t s e l f . I n 1938, 
i n the aftermath of the depression years, the unions had agreed t o 
Saltsjobaden discussions w i t h the SAF at which they signed the Basic 
Agreement which was t o remain j u s t t h a t , the basis of n e g o t i a t i o n s down 
to 1976. I n p a r t i c u l a r they accepted A r t i c l e 32: 

Reserving the observance of other r u l e s i n the agreement, 
the employer i s e n t i t l e d t o d i r e c t and d i s t r i b u t e the work, 
t o h i r e and dismiss workers at w i l l , and t o employ workers 
whether they are organized or not.^2 

For the head of the LO i n 1974 t h i s was " l i k e a red-hot w i r e apparently 
impossible t o remove" ( G e i j e r , 1974:274). I t i s c l e a r , moreover, t h a t 
G e i j e r i s a 'moderate' trade u n i o n i s t , who notes t h a t the unions work t o 
reform not destroy the system, and had aided and approved r a t i o n a l i s a t i o n 
(1974:269). 

Despite the opp o s i t i o n of the unions t o the prerogatives they had allowed 
the employer i n recent years, u n t i l the mid-1960s there was l i t t l e 
q u e stioning of the system on t h e i r p a r t (Nycander & Nyheter, 1974:23), 
and no sign of the s t a t e of mind i n d i c a t e d by the words of union o f f i c i a l 
t o Jenkins (1974:263), "we are going t o be saying 'No' t o any more of 
t h i s 'co-operation w a l t z ' " . 

I t i s t h i s which raises the p a r a l l e l s w i t h the German s i t u a t i o n . Tracing 
the r oots of compliance i s beyond the scope of t h i s d iscussion, but amidst 
apparently m i l i t a n t s t r a t e g i e s i n s o c i a l i n e q u a l i t y t h a t go w e l l beyond 
anything i n the Federal Republic there i s an acquiescence i n employer 
a u t h o r i t y which went f o r long s t r e t c h e s almost unchallenged. The pressure 



461 

f o r a change i n d i r e c t i o n which l e d t o the pressure f o r the labour 
reforms of the 1970s, cu l m i n a t i n g i n the 1976 Co-determination At Work Act, 
came from below. I t began, again as i n Germany, w i t h a wave o f u n o f f i c i a l 
s t r i k e s i n the l a t e 1960s and e a r l y 1970s, and was maintained up t o 1975 
and indeed b e y o n d . T h e unions' r e a c t i o n was t o seek more e f f e c t i v e 
bargaining r i g h t s t o deal w i t h the grievances w i t h which e x i s t i n g p l a n t 
l e v e l machinery and works c o u n c i l s had proved incapable of coping. Again 
l i k e Germany n e g o t i a t i o n s had p r e v i o u s l y been focused a t the n a t i o n a l 
l e v e l . The employers' r e a c t i o n has also been i n t e r p r e t e d as being t o o f f e r 
' i n d u s t r i a l democracy' but i t takes a d i f f e r e n t form as we s h a l l see. 

One consequence of c e n t r a l i s e d n e g o t i a t i o n s and the long acceptance of 
employer power i s t h a t despite the manifest s t r e n g t h of the unions t h e i r 
p l a n t - l e v e l o r g a n i z a t i o n i s poor. I n e f f e c t the shop steward i s the senior 
union r e p r e s e n t a t i v e i n a p l a n t , employed by the company and representing 
up t o 750 members (Bye & Doyle, 1977b:2) . The member thus has l i t t l e 
support, even though i t i s argued t h a t i n f o r m a l l y union representatives 
do more l o c a l bargaining than a s t r i c t i n t e r p r e t a t i o n of agreements would 
make po s s i b l e , and f o r the i n d i v i d u a l the union i s thus a d i s t a n t f e a t u r e 
of working l i f e . ^ 

At a n a t i o n a l l e v e l , t h i s p a t t e r n melts i n t o the more general scenario t h a t 
has l e d t o arguments t h a t union leaders are incorporated (Karlsson, 1973), 
and t h a t they are p a r t o f a more general tr e n d t o a corporate c a p i t a l i s m , 
though some w r i t e r s seem t o doubt t h i s k i n d of v i s i o n , or t o 
approve of i t . ^ 5 At the same time, i t i s a t l e a s t c l e a r t h a t any n o t i o n 
of Sweden as having d i s p e l l e d c a p i t a l i s t r e l a t i o n s by a s t r a t e g y of welfare 
c a p i t a l i s m i s u n t e n a b l e , a n d t h a t the outcome of p a r t i c i p a t i o n cannot be 
expected on t h i s score t o be d i f f e r e n t t o the other c o u n t r i e s examined here 

There i s a f u r t h e r c o n s t r a i n t on the l o c a l union member, and t h i s i s the 
C o l l e c t i v e Agreement o b l i g a t i o n t o keep i n d u s t r i a l peace, (Gustaffson, 
1974:640), which o b l i g a t i o n extends t o each i n d i v i d u a l employee. {Nycander 
S Nyheter, 1974:22). Thus s t r i k e s are i l l e g a l w hile an agreement i s i n 
f o r c e , and are e f f e c t i v e l y presumed i l l e g a l unless proved otherwise, w i t h 
workers being f i n e d f o r breaking t h i s r u l e ( i b i d ) . The l i m i t on the f i n e 
was around £20 u n t i l the 1976 Act, but w h i l e the l a t t e r increased 
considerably the n e g o t i a t i n g r i g h t s of the unions a t the p l a n t l e v e l , 
d i s p l a c i n g A r t i c l e 32, i t also maintained i l l e g a l i t y f o r s t r i k e s on a 
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matter once s u b j e c t to agreement and removed the l i m i t on the f i n e t h a t 
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had been i n f o r c e from 1928. 

Works C o u n c i l s 

A g a i n s t t h i s background,let us examine the r e c o r d of the works c o u n c i l s 
a f t e r 1946. We have a l r e a d y seen the u n i t a r y b a s i s on which they were 
e s t a b l i s h e d . As K a r l s s o n puts i t : 

... i t i s based upon 'human r e l a t i o n s ' philosophy, 
which holds t h a t c o n f l i c t a r i s i n g betweeen management 
and employees i s u s u a l l y the r e s u l t of a misunderstaning, 
and t h a t problem can be ironed out i f only the p a r t i e s 
concerned w i l l c a l l a meeting of the c o u n c i l and d i s c u s s 
the problem thoroughly. (1973:181). 

A l a r g e volume of l i t e r a t u r e i s a v a i l a b l e from the SAF i n Sweden on the 
o p e r a t i o n of job reform and of v a r i o u s forms o f c o u n c i l s , but t h e r e i s 
once again an apparent d e a r t h of r e s e a r c h from o u t s i d e the p a r t i e s 
i n v o l v e d . However, a s e t of f i n d i n g s , most r e l a t i n g t o the p e r i o d before 
1966, have been gathered together by P e t e r s o n (1968). 

Peterson found t h a t the c o u n c i l s had i r r e g u l a r meetings, and t h a t 
management s u p p l i e d these meetings only w i t h t h a t information which the 
law (of agreement p l u s p u b l i c l y h e l d s t o c k ) r e q u i r e d them t o , and then 
o f t e n w i t h timing t h a t made the i n f o r m a t i o n of l e s s use than i t might have 
been. T h i s p a r t i c u l a r f i n d i n g i s reproduced i n an LO survey two y e a r s 
a f t e r the 1966 r e o r g a n i z a t i o n o f the c o u n c i l s , and the f i g u r e s i f anything 
a r e worse than those for the e a r l y 1960s, w i t h advance information provided 
i n only 38% of f i r m s , and no information a t a l l i n 19% (Asplund, 1972:31). 
The unions have a l s o c r i t i c i s e d the unmanageable form i n which information 
i s p r esented by the employer when i t i s forthcoming (Peterson, 1968:193-194). 

There i s , i n Peterson's view, no q u e s t i o n i n g the f a c t t h a t : 

The works c o u n c i l has had l i t t l e or no i n f l u e n c e i n the 
a r e a of managerial p r e r o g a t i v e s , (p 194). 

The same c o n c l u s i o n a r i s e s from the LO survey r e p o r t e d by Asplund, and i s 
r e i n f o r c e d by more p e s s i m i s t i c f e e l i n g s s t i l l on t h i s f r o n t as expressed 
i n an LO survey p u b l i s h e d i n 1970 (Asplund, 1972:31). Confirming t h i s 



trend, a j o i n t a r t i c l e by authors from the SAF and LO i n 1972 acknowledged 
the f a i l u r e of the c o u n c i l s to improve as had been hoped with the gain i n 
employee r e p r e s e n t a t i v e s ' knowledge and competence; employers had simply 
not b e e n i n t e r e s t e d i n l e t t i n g them p a r t i c i p a t e where they could be 
e f f e c t i v e (Grafstrom & Moreau, 1972:179). For J e n k i n s , " I t has g r a d u a l l y 
become c l e a r t h a t the workers' c o u n c i l s have f a i l e d , having been p r i m a r i l y 
used f o r the announcement of management d e c i s i o n s a f t e r the f a c t " (1974:262)= 
The P r e s i d e n t of the TCO argued i n 1979 t h a t they were powerless and "do 
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not f u l f i l the demands of today" (quoted Asplund, 1972:35-36). 

The pseudo-deroocratic format i s thus repeated i n the Swedish c a s e . I t 
would appear from the above t h a t the outcome i s g e n e r a l l y t r i v i a l i t y , 
though t h e r e have been f e a r s expressed t h a t the s h i f t from p a r t i c i p a t i o n 
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i n d e c i s i o n s t o coping with management production problems l e a d s to a 
" b e t t e r understanding by the workers of the company o p e r a t i o n " which may 
p l e a s e personnel managers but i s seen d i f f e r e n t l y by the unions: 

... the works c o u n c i l s served an important r o l e a s 
sounding boards. I n t h i s way an employer could g a i n 
an i n s i g h t i n t o the r e a c t i o n s of the workers to some 
p o l i c y or d i r e c t i v e p r i o r to a p p l i c a t i o n . At other 
times the c o u n c i l could g i v e i t s support to management, 
thereby l e s s e n i n g the r e s i s t a n c e of the workers. 
(Peterson, 1968:193) . 

However, the disappointment i n the f u n c t i o n i n g of the c o u n c i l s i n employers' 
eyes (Peterson, 1968:194-195) suggests t h a t even t h i s outcome was f a i r l y 
l i m i t e d . Of more i n t e r e s t i s the apparent c l a s h of conceptions of the r o l e 
of the works c o u n c i l s , which f o l l o w s once more a f a m i l i a r p a t t e r n , and 
which e x p l a i n s , i n Peterson's view, why the c r i t i c i s m s of the c o u n c i l s have 
been q u i t e d i f f e r e n t from the two s i d e s (1968:193). The c o n f l i c t here i s 
r e f l e c t e d a l s o i n the f i n d i n g s of the SAF study ( 1 9 6 5 ) , 6 0 though there 
seems l i t t l e awareness on t h e i r p a r t o f the i m p l i c a t i o n s of t h e i r r e s u l t s . 

The only r o l e played by the works c o u n c i l s f o r employees i s a marginal one 
on s o c i a l and to some extent personnel i s s u e s . T h i s , then, r e i n f o r c e s the 
a n a l y s i s which has been pursued over the l a s t few c h a p t e r s . F i n a l l y , a 
case study which d e a l s w i t h a post-1966 scheme deserves mention. T h i s i s 
the c o n s u l t a t i o n system s e t up i n the p a r t l y State-owned mining company, 
LKAB, which purported to be a c o n s i d e r a b l e e x t e n s i o n of standard arrangements. 
The LKAB scheme arose from a w i l d c a t s t r i k e i n 1969-70 which formed a 



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

The e s t a b l i s h m e n t of the LKAB scheme and i t s r e s u l t s are c h a r t e d by 
Haramarstrom (1975), who makes i t c l e a r t h a t the idea was very much 
management's: 

A f t e r r e s i s t i n g s t r o n g l y , ... management agreed to the 
demand f o r a new s a l a r i e d system but made i t a p r e r e q u i s i t e 
t h a t the employees commit themselves i n d i f f e r e n t ways to a 
c o n s u l t a t i v e system i n order t o maintain production (p.71). 

Thus w h i l e the s t r e s s was a l s o on the r e s u l t i n g i n f o rmation and 
p a r t i c i p a t i o n r i g h t s of the employees, the goal which d e f i n e d the system 
was p l a i n from the s t a r t . Nonetheless the scheme was i n i t i a t e d i n an 
" o p t i m i s t i c and hopeful s p i r i t " (p.74), but w i t h i n 18 months t h i s had 
been d i s p l a c e d by impatience and f i n a l l y a r e c o g n i t i o n of f a i l u r e . I n the 
view of the workers: 

The work group meetings only strengthen the t r a d i t i o n a l 
o r g a n i z a t i o n and hamper the workers' chances of conducting 
matters i n the union way (by n e g o t i a t i o n ) . (Quoted by 
Hammarstrom, 1975:75). 

C o n s u l t a t i o n had to precede n e g o t i a t i o n i n the new system. Under such 
c i r c u m s t a n c e s , our e x p e c t a t i o n would be t h a t i n s t a b i l i t y would r e s u l t , 
and from Hammarstrom's account i t appears t h a t j u s t t h i s o c c u r r e d : 

There a r e examples of workplaces where the former s t r i k e 
l e a d e r s or other prominent spokesmen among the workers 
succeeded i n advancing and a s s e r t i n g t h e i r f e l l o w workers' 
i n t e r e s t s with the support of the formal arrangement, (p.75), 

I n the production committees c o n f l i c t arose immediately over the f a c t t h a t 
management wanted to t r a i n workers to see and d i s c u s s production p l a n s i n 
managerial terms, w h i l e the workers wanted to d i s c u s s the c o n d i t i o n s of 
work (p.76). I n these and other ways the scheme r e f l e c t e d the r e l a t i o n s 
t h a t i t was s e t up by management to transform. I n February 1972 the 
independent 'ombudsman' appointed from o u t s i d e to s u p e r v i s e the working 
of the system r e s i g n e d , condemning "a l a r g e gap between a l l the f i n e 
t h i n g s t h a t have been s a i d and r e a l i t y " (quoted by Hammarstrom, 1975:78). 
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Worker D i r e c t o r s 

The worker d i r e c t o r arrangements i n Sweden a r e s t i l l f a i r l y new, and i n 
consequence hard information on t h e i r o p e r a t i o n i s d i f f i c u l t to come by. 
The unions came out i n favour of boardroom r e p r e s e n t a t i o n i n the e a r l y 
1970s, though not i n an o v e r - e n t h u s i a s t i c manner ( G e i j e r , 1974:271). 
For them the system seems to be an addendum to the reforms on c o l l e c t i v e 
b a r g a i n i n g r i g h t s , ' c h i e f l y s e r v i n g as a presence on the f o r m a l l y supreme 
decision-making body of the f i r m , and perhaps as a source of i n f o r m a t i o n . 
There i s f a r l e s s t a l k of co-determination by t h i s means and so of p a r i t y 
as a requirement, and thus t h e r e i s a l s o l e s s commitment to the acceptance 
of ' r e s p o n s i b i l i t i e s ' f or the board's d e c i s i o n s . Hence only two e l e c t e d 
r e p r e s e n t a t i v e s to the board were r e q u i r e d by the l e g i s l a t i o n of 1973 
(most boards have 6-8 members), and i n 1976 t h i s b a s i s was confirmed and 
extended to a l l f i r m s w i t h over 25 employees. Two r e s e r v e worker 
r e p r e s e n t a t i v e s may a t t e n d but not vote on the board s i n c e 1976. The 
e l e c t i o n i s not to an 'upper house', as i n Germany, but to a u n i t a r y board. 

Thus l i t t l e s i g n i f i c a n c e i s a t t a c h e d to the e x i s t e n c e of worker d i r e c t o r s . 
Spokesmen f o r the Nordic Metalworkers F e d e r a t i o n thus agreed t h a t i t operated 
only as an information channel, agreeing t h a t w h i l e i t was a u s e f u l 
" l i s t e n i n g p o s t " , "of course, the board can always meet on the telephone 
without the workers" (quoted i n D . H a r r i s , 1975). S i n c e boards meet only 
fo r about 5-15 hours i n a y e a r (National Swedish I n d u s t r i a l Board, 1976:25), 
the f i r m w i l l l a r g e l y be run by management committees i n a de f a c t o system 
i n any c a s e (Batstone, 1976:21). Thus although the SAF opposed the worker 
d i r e c t o r law ( i n terms r e m i n i s c e n t of the CBI or BDA), t h i s r e f l e c t s more 
of a standard p o s i t i o n , p a r t i c u l a r l y a g a i n s t l e g i s l a t i o n , than a mark of 
r e a l and j u s t i f i e d f e a r . 

T h i s i s confirmed by the M i n i s t r y of I n d u s t r y ' s i n i t i a l survey of the 
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working of the scheme i n 1974. The methodology of the survey l e a v e s 
much to be d e s i r e d , i n t h a t i t r e l i e s f o r i t s information on the expressed 
views of board chairmen and the worker d i r e c t o r s themselves, without even 
an o b s e r v a t i o n a l check; the experience of BSC should l e a d to extreme 
c a u t i o n i n i n t e r p r e t i n g the r e s u l t s , then, which we would expect to be 
b i a s e d i n favour of the scheme. But the r e s u l t s a r e s t i l l worth 
summarising. 
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Unions had exercised t h e i r r i g h t o f board r e p r e s e n t a t i o n i n 82% o f 
e l i g i b l e e n t e r p r i s e s . Some 40% of employee r e p r e s e n t a t i v e s r e p o r t t h a t 
they have not contacted the reference group w i t h whom they are supposed 
to l i a i s e , and very few r e p o r t back t o the j o i n t c o u n c i l (NSIB:30); they 
complain o f lack o f employee i n t e r e s t i n the scheme. At the same time, 
having i n many cases feared becoming management 'hostages', 97% o f 
worker d i r e c t o r s claimed t o have been able t o i n f l u e n c e matters a f f e c t i n g 
employees, (p.34), while 40% claimed t o have pushed an issue hard (p.31), 
A l l i n a l l , around 60% claimed t o be a c t i v e one way or another ( A s k l i n g : 2 ) . 

On the other hand, over h a l f the LO members f e e l key decisions are taken 
outside the boardroom ( A s k l i n g : 3 ) , and there i s a s i g n i f i c a n t number (not 
s p e c i f i e d ) who f e e l t h a t employee r e p r e s e n t a t i v e s are unable t o s e r i o u s l y 
i n f l u e n c e pre-packaged decisions (NISB:35). Problems have included too 
few board meetings, advance access t o key i n f o r m a t i o n being "deplorably 
poor" ( A s k l i n g : 2 ) , and the i m p o s i t i o n o f secrecy r u l e s (10% r u l i n g 
everything secret, and 20% of f i r m s only i n t r o d u c i n g t h e i r r u l e s w i t h the 
advent o f the worker d i r e c t o r s - A s k l i n g : 3 ) . ^ 

On the employers' si d e , most respondents were a t l e a s t not opposed t o the 
scheme (NSIB:32-33). 71% claimed employees i n f l u e n c e had r i s e n t o a t l e a s t 
some extent ( A s k l i n g : 4 ) , while only lO% r e f e r r e d t o negative r e s u l t s , 
through lack o f employee d i r e c t o r competence (NSIB:33). Three-quarters 
f e e l t h a t board work i s unchanged, 16% t h a t i t has improved ( A s k l i n g : 4 ) , 
but on most issues the worker d i r e c t o r s are seen as having made l i t t l e 
c o n t r i b u t i o n ; work environment and then personnel issues are the most 
i n t e r v e n e d - i n , while economic decisions are r e p o r t e d t o be p r e t t y w e l l 
untouched (NSIB:33-34)„ 

On t h i s evidence, then, the experiment i s a f a i r l y t r i v i a l one. Were i t 
not so, the noises of management d i r e c t o r s would have c e r t a i n l y been very 
d i f f e r e n t , and i t i s i n t e r e s t i n g t h a t t h e i r assessment o f worker d i r e c t o r 
a c t i v i t y seems t o r a t e considerably lower on the above data than t h a t of 
the worker d i r e c t o r s themselves. For the NSIB, too, "one may question 
whether the reform i n i t s e l f has done very much t o increase the i n f l u e n c e 
wielded by employees" (p.38), though one i s i n c l i n e d t o doubt t h e i r b e l i e f 
t h a t t h i n g s w i l l improve, and t o wonder what i s i m p l i e d by the argument 
t h a t i t w i l l improve " t h e i r o p p o r t u n i t i e s of i n s i g h t " ( i b i d ) . 
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Work Re-Organization 

Although t h i s t h e s i s has not concerned i t s e l f w i t h 'lower l e v e l ' 
p a r t i c i p a t i o n schemes, the Swedish programme f o r the c r e a t i o n of supposedly 
greater decision-making and autonomy f o r the work group has a t t r a c t e d so 
much a t t e n t i o n and i s so much t i e d up w i t h the other elements of 
p a r t i c i p a t i o n t h a t a few words are i n order. For the most p a r t , accounts 
of t h i s programme have been laudatory and u n c r i t i c a l , p a r t i c u l a r l y those 
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i n the B r i t i s h media. They are r e i n f o r c e d by a f u s i l l a d e o f p u b l i c i t y 
from the Swedish Employers' Federation i n E n g l i s h . Yet t o t r e a t them i n 
the usual abstracted sense i s to ignore t h e i r r e a l s o c i a l s i g n i f i c a n c e . 

The work r e - o r g a n i s a t i o n experiments were a f u r t h e r consequence o f the 
pe r i o d of unrest from the l a t e 1960s, and are t o be found i n many o f the 
f i r m s where management perceive the t h r e a t t o them from labour t o be 
g r e a t e s t . They are the management a l t e r n a t i v e t o the union demands f o r 
n e g o t i a t i n g r i g h t s and supporting l e g i s l a t i o n . 

E s s e n t i a l l y , the d i f f e r e n c e between the two approaches has 
t o do w i t h the d i s t r i b u t i o n of power and r e s p o n s i b i l i t y i n 
the e n t e r p r i s e between management and unions ... union 
p a r t i c i p a t i o n has been kept w i t h i n the confines o f j o i n t 
c o n s u l t a t i o n i n the sense t h a t management r e t a i n s the 
i n i t i a t i v e and u l t i m a t e a u t h o r i t y t o decide what can and 
cannot be done. I n s h o r t , t h i s approach leaves i n t a c t the 
managerial p r e r o g a t i v e s ... (A.Martin, 1976:1-2). 

Work r e - o r g a n i z a t i o n thus takes on an e n t i r e l y d i f f e r e n t cast. I t i s a 
managerial s t r a t e g y t o appear t o o f f e r change w i t h o u t a c t u a l l y i n f r i n g i n g 
on i t s a u t h o r i t y . The a n a l y s i s o f Nycander & Nyheter (1974) brings out 
s t a r k l y the consequences o f t h i s i n a conference dominated by a v o l l e y 
of those s h o r t , acclamatory accounts which we have come t o know so w e l l . 
Job r e f o r m , i t emerges, has been t r i e d not where the challenge from labour 
i s l e a s t and the jobs most i n need o f help, as e.g. among women t e x t i l e 
workers, but where the unions are already a t h r e a t (Nycander & Nyheter:24). 
Meanwhile, piecework r u l e s i n over 50% of job s , despite widespread worker 
o p p o s i t i o n , and employers would p r e f e r t o extend i t t o white c o l l a r work 
as w e l l ( i b i d 24-25). 

Holes have begun t o appear i n the j o b r e - o r g a n i z a t i o n myth. Thus the Kalmar 
experiment i n Volvo was admitted t o be only a p a r t i a l success*^ and there 
have been more s t r i d e n t c r i t i c i s m s from o u t s i d e . ^ other ways of l o o k i n g 
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a t the Kalmar p l a n t , w i t h i t s hexagonal shape i n which p r o d u c t i o n takes 
place around the periphery w i t h computer c o n t r o l from the c e n t r e , suggest 
t h a t i t comes a f t e r a time t o be experienced as a means o f i n c r e a s i n g 
c o n t r o l over work a c t i v i t y and the r a t e o f w o r k . ^ F i n a l l y , the degree 
o f i n t e r e s t i n the experiments has dropped away i n recent years, and the 
r e s u l t has been the disbandment o f the LO-SAF body t h a t oversaw them 
(Brannen S C a s w i l l , 1978:249). The SAF are reported as wishing t o focus 
more on engineer design o f systems ( i b i d : 2 5 0 ) . 

I f t h i s smacks of Taylorism, then t h i s i s h a r d l y a new a s s o c i a t i o n . For 
amidst a l l the t a l k o f the new methods, Palm's account (1977) shows c l e a r l y 
t h a t p e t t y and very t i g h t r u l e s abound i n Swedish i n d u s t r y . Wedderburn, 
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i n her i n t r o d u c t i o n , admits t h a t these c o n t r o l s seem t i g h t e r than those 
g e n e r a l l y p r e v a i l i n g i n the USA or B r i t a i n ; and Karlsson speaks more 
e v o c a t i v e l y o f the m i l i t a r y system o f o r g a n i z a t i o n and "the triumph o f 
Taylorism"(1973:187). That o p p o s i t i o n w i t h the theme o f managerial-
i n i t i a t e d j o b enrichment proves, as Braverman argued, not t o be an 
o p p o s i t i o n a f t e r a l l . 

FRANCE 

I t has become almost a c l i c h e t o set the tone f o r a d i s c u s s i o n o f 
p a r t i c i p a t i o n i n France w i t h the famous May 1968 poster conjugating the 
verb: ' j e p a r t i c i p e , t u p a r t i c i p e s ... i l s p r o f i t e n t " . I t s appropriateness 
made i t i r r e s i s t i b l e , however. I t also takes on a p a r t i c u l a r s i g n i f i c a n c e 
i n t h a t i t reminds us of the response of de Gaulle and o f management t o 
the severe unrest t h a t confronted them, a response echoing t h a t i n the 
other c o u n t r i e s examined. 

The l e g i s l a t i o n which e s t a b l i s h e d the 'Comites d'Entreprises' i n France 
i n 1945 was once more a wartime consequence; i t took the form o f an 
Ordonnance " t o c o n t a i n the workers' spontaneous establishment of production 
committees t o run f a c t o r i e s which had been abandoned by t h e i r owners a t 
the time o f the L i b e r a t i o n " (CIR, 1974:45-46). Poor r e l a t i o n s w i t h employers 
were h a r d l y a n o v e l t y i n France, but i n c o n t r a s t t o some c o u n t r i e s such as 
Norway, French employers had had a record i n many cases o f c o l l a b o r a t i n g 
w i t h the occupying troops and using the s i t u a t i o n t o secure d e p o r t a t i o n 
o f troublemakers (Kendall, 1975:49). 



The unions were, however, b i t t e r l y d i v i d e d i d e o l o g i c a l l y , and were unable 
to g a i n f u l l r e c o g n i t i o n f a c i l i t i e s ( i t was only i n 1969 t h a t the r i g h t 
to o r g a n i s e branches a t p l a n t l e v e l was a c h i e v e d ) . The comites were thus 
e s t a b l i s h e d on an e m p h a t i c a l l y u n i t a r y b a s i s . They had to be, i n the 
words of the Ordonnance: 

... above a l l , the s i g n of the f r u i t f u l union of a l l 
the elements of production, to r e t u r n to France i t s 
p r o s p e r i t y and g r e a t n e s s . " (Quoted CIR, 1974:46). 

The committee was "not designed to p r e s s demands", but was to operate 
s o l e l y on matters of co-operation, never o f n e g o t i a t i o n or c o n f l i c t (de 
Bellecombe, 1970:85). The a u t h o r i t y of the managing d i r e c t o r was to be 
kept s a c r o s a n c t , s i n c e supposedly he was running a f f a i r s f o r the n a t i o n . ^ 
From management's p o i n t of view, the major i d e a s informing the new system 
were those of human r e l a t i o n s , here as i n B r i t a i n being imported a t a time 
when i t f i l l e d an i d e o l o g i c a l need. As de Bellecombe sees i t : 

A l a r g e p r o p o r t i o n of employers have accepted the 
i d e a of 'human r e l a t i o n s ' simply because i t would 
h e l p to improve, f o r the g r e a t e r good of everyone, 
the means of e x e r c i s i n g a u t h o r i t y but would l e a v e 
the b a s i c conception i n t a c t . (1970:62). 

The 1966 amendments to the c o n s t i t u t i o n of the comites have done nothing 
of s i g n i f i c a n c e to a l t e r t h e i r nature. And the u n i t a r y emphasis con t i n u e s 
w i t h the G a u l l i s t and p o s t - G a u l l i s t p r o p o s a l s f o r p r o f i t - s h a r i n g 
(compulsory s i n c e 1969) and ' c o - s u p e r v i s i o n ' , 7 0 as a r e s u l t of the vague 
promises of ' p a r t i c i p a t i o n * made during the 1968 upsurge of r a d i c a l i s m . 
I t i s t h i s which forms the source of the r e v i v a l of i n t e r e s t i n the whole 
s u b j e c t , i n tandem with the subsequent spread of p l a n t - l e v e l m i l i t a n c y 7 ^ 

and, w i t h the newly won o r g a n i z a t i o n r i g h t s , of union o r g a n i z a t i o n i n 
72 73 the f a c t o r y . Union membership remains low as w e l l a s fragmented i n t o 

v a r i o u s groupings, which h e l p s to e x p l a i n the maintenance of r e l a t i v e l y 
unchallenged and so uncompromising management p o l i c y of m a i n t a i n i n g 
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formal a u t h o r i t y d e s p i t e the r e l a t i v e m i l i t a n c y of c o n s c i o u s n e s s . 
I n c r e a s i n g membership under the new law, and the development of a measure 
of co-operation p a r t i c u l a r l y between CGT and CFDT (Bye & Doyle, 1977c: 
13-14) have t h e r e f o r e a l s o marked a break with the p a s t . 



We have rediscovered the u n i t a r y framework, and the o r i g i n s o f i n t e r e s t 
i n periods of pressure on management a u t h o r i t y . I n recent times we 
have seen, too, an attempt by management t o propagandise t h e i r concern 
w i t h work i n t e r e s t . T h i s has not prevented t h e i r o p p o s i t i o n t o any 
proposals they consider would i n f r i n g e t h e i r p r e r o g a t i v e s , however, as 
the r e a c t i o n t o the sudreau r e p o r t reveals, w i t h over 70% of CNPF members 
coming out against any change towards board r e p r e s e n t a t i o n f o r workers 
( r i s i n g t o 84% i n the l a r g e s t companies)?^ 

Yet the excuse f o r such o p p o s i t i o n can ha r d l y be t h a t the comites are 
s u f f i c i e n t i n any sense. Almost a l l accounts o f the committees p o r t r a y 
pervasive elements of f a i l u r e , even i f the cause i s sometimes a t t r i b u t e d 
t o the uncompromising a t t i t u d e o f French workers and t h e i r unions 
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(erroneously,judging by the evidence from other c o u n t r i e s ) . Committees 
were set up i n under h a l f o f the f i r m s t h a t were r e q u i r e d t o have them, 
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and moreover d e c l i n e d i n numbers by h a l f i n the p e r i o d 1954-64. On those 
committees which do e x i s t union r e p r e s e n t a t i o n considerably understates 
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the p r o p o r t i o n o f votes cast f o r union candidates. 

The committees have c e r t a i n l y not been able t o encroach on management 
p r e r o g r a t i v e s . Even the anti-Communist CGT-FO has c r i t i c i s e d employers 
f o r a f f o r d i n g the committee only the minimum r o l e t o which i t i s e n t i t l e d 
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by law. The workers are presented w i t h f a i t s accomplis (Legendre, 1971), 
and management are stubbornly r e l u c t a n t t o provide any meaningful response 
even i n terms o f p r o v i s i o n of i n f o r m a t i o n (CIR, 1974:53). I f management 
f e e l i n any way hampered by the committee, they w i l l take decisions 
elsewhere (de Bellecombe, 1970:89). Should they choose a f t e r a l l t o 
con s u l t : 

... i t would not be w i t h the aim o f l i s t e n i n g t o t h e i r 
o p i n i o n s ; "The f i n a l o b j e c t i v e i s t o o b t a i n support 
f o r the necessary de c i s i o n s " . (Jenkins, 1974:148, the 
quo t a t i o n being from Francois Ceyrac, then Vice-President 
and since President o f the CNPF). 

Union suspicion o f the pseudo-democratic i n t e n t of p a r t i c i p a t i o n i s , then, 
well-founded. 

Reporting another study, the CIR conclude t h a t , "Even i n i t s s t r i c t l y 
c o n s u l t a t i v e r o l e the e n t e r p r i s e committee does not appear t o be very 
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s u c c e s s f u l " (1974:53), w i t h only a s m a l l p r o p o r t i o n of the a c t i v i t y 
i n v o l v i n g any e x p r e s s i o n of o p i n i o n by worker r e p r e s e n t a t i v e s ( l e t alone 
a c t u a l l y a f f e c t i n g d e c i s i o n s , which was not even c o n s i d e r e d ) . Moreover, 
management was l e a s t w i l l i n g to g i v e even information on the matters t h a t 
most concerned the employee r e p r e s e n t a t i v e s , notably r e d u c t i o n s i n s t a f f . 
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The main t a s k s of the committees thus devolve onto w e l f a r e matters, 
o p e r a t i n g w i t h i n the funding l i m i t s s e t by management (CIR, 1974:52). The 
post-1968 encouragement of ' p a r t i c i p a t i o n i n management by o b j e c t i v e s ' 
seems to have brought no changes (Bye & Doyle, 1977c:23). 

By and l a r g e the r o l e of the committees seems so p r o s c r i b e d t h a t the unions 
g i v e l i t t l e s e r i o u s a t t e n t i o n to them, even where t h e i r o r g a n i z a t i o n i s 
c o m p a r a t i v e l y good. However, t h e r e are some i n d i c a t i o n s t h a t where the 
unions a r e b e t t e r organized t h e r e may be an element of b a r g a i n i n g i n the 
committee (Clegg, 1976:88,93), w i t h p r e s s u r e being put on management 
acco r d i n g to the General S e c r e t a r y of the CFDT (Descamps, 1974:124). The 
squeezing of information i s reported to r e l y on union s t r e n g t h i n the f i r m 
(CIR, 1974:52). At the same time, given the i n f l e x i b l e a t t i t u d e s of 
management ( J e n k i n s , 1974:138-40), r e s i s t a n c e to such s t r a t e g y i s to be 
expected i n some c a s e s a t l e a s t , to which the expected outcome would be 
i n s t a b i l i t y . De Bellecombe's o b s e r v a t i o n i s thus of p a r t i c u l a r i n t e r e s t : 

I n the o p i n i o n of some o b s e r v e r s the e x i s t e n c e of a 
committee may even have aggravated t e n s i o n s i n 
undertakings i n which f e e l i n g s a l r e a d y ran high. 
(1970:88; see a l s o p.91). 

Two f u r t h e r s t u d i e s a r e worth mention, both of them confirming the o v e r a l l 
p a t t e r n of pseudo-democratic t r i v i a l i t y . C r o z i e r ' s study of w h i t e - c o l l a r 
workers (1965) showed t h a t they too shunned the kind of p a r t i c i p a t i o n the 
works committees o f f e r e d them - " P a r t i c i p a t i o n i s i n f a c t dangerous, 
because i t g e t s one i n v o l v e d " (1965:137). On the other hand, those who 
d i d take p a r t i n these bodies were o f t e n the more c r i t i c a l and u n i o n i s e d 
who aimed to use the committee to a i r g r i e v a n c e s (p.152). 

G a l l i e confirms the t r i v i a l i t y of the e x e r c i s e , r e i n f o r c e d by management's 
de v a l u i n g of even c o n s u l t a t i o n , and t h i s i s a supposedly 'pro g r e s s i v e * 
p e t r o c t e m i c a l s company (1978:154-55, 161-62). Again w e l f a r e remained the 
dominant i s s u e d e a l t w i t h (p.154), with the unions blocked from e f f e c t i v e 
o p e r a t i o n through the committees (pp. 156-157). G a l l i e p r e d i c t s t h a t 
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t h i s should l e a d to a f e e l i n g among French workers, d e s p i t e the f i r m ' s 
p a t e r n a l i s m , t h a t the management's a u t h o r i t y was i l l e g i t i m a t e and the 
f i r m e x p l o i t a t i v e , and t h i s he i s able to confirm (p.211). 

A glance a t the r e c e n t d i s c u s s i o n of f u r t h e r reforms i n France confirms 
the predominant p a t t e r n of f u t i l i t y o u t l i n e d above. I t has been p o s s i b l e 
fo r French f i r m s to appoint two employees to the board of a company t h a t 
has adopted a t w o - t i e r s t r u c t u r e s i n c e 1956. They a r e appointed by the 
works c o u n c i l , i n a p u r e l y c o n s u l t a t i v e c a p a c i t y , but v e r y few f i r m s have 
taken t h i s opportunity (CIR, 1974:44). Where they have, some information 
may a c c r u e to the r e p r e s e n t a t i v e s , but by and l a r g e the unions agree t h a t 
i f c o n f i d e n t i a l i t y i s of any importance to management an i s s u e w i l l simply 
be kept from the boardroom. ( C I R : 4 5 ) . The t w o - t i e r format has not only 
been unpopular, but a f t e r e a r l y adoption up to 1969, the numbers f e l l 
away a g a i n , and f o r reasons of some i n t e r e s t : 

"... f r i c t i o n and c o n f l i c t have o c c u r r e d i n a s i g n i f i c a n t 
p r o p o r t i o n of d u a l i s t companies as a r e s u l t of the 
s u p e r v i s o r y c o u n c i l s having d i f f i c u l t y i n c o n f i n i n g 
themselves t o c o n t r o l , and t r e s p a s s i n g on management 
t e r r i t o r y . " (Commission f o r the European Communities, 
1975:73). 

I n 1973 the French government committed i t s e l f to c o n s i d e r a b l e f r e s h 
l e g i s l a t i o n on worker d i r e c t o r s , and t h i s r e s u l t e d i n the Sudreau committee 
whose r e p o r t has a l r e a d y been mentioned. The notion of c o - s u p e r v i s i o n 
i n the r e p o r t c o n t i n u e s the theme of p a r t n e r s h i p of management and labour 
(Bye & Doyle, 1977c:24). I t e n t a i l s workers s i t t i n g on boards, but 
e m p h a t i c a l l y i n a m i n o r i t y to avoid d e c i s i o n s being delayed ( i . e . 
e f f e c t i v e l y to prevent any r e a l hold on d e c i s i o n s being e x e r c i s e d ) . The 
r e p o r t recommends s i m i l a r l y f o r works committees t h a t d e s p i t e t h e i r 
weakness they should not be g i v e n veto powers as t h i s , too, may be 
"incompatible w i t h the speed and u n i t y n e c e s s a r y f o r the e x e r c i s e of 
decision-making" (quoted EIRR, 15th March, 1975:4). Nonetheless, as we 
saw e a r l i e r , management have remained s t e a d f a s t l y opposed to the 
recommendations; Ceyrac argued for the CNPF t h a t t h e r e would be a move 
towards deadlock with any workers on the board. (Times, 12.2.1976). I f 
anything, then, the o b s t i n a c y of French employers i n the f a c e of 

( i n e f f e c t u a l ) reform p r o p o s a l s i s more massive even than t h a t i n Germany, 
Sweden or B r i t a i n , j u s t as France i s t h a t l i t t l e b i t more s t a t i c and 
c l a s s - r i d d e n i n appearance (Marceau, 1977) . But the a t t i t u d e s , p r o c e s s e s 



and outcomes are not of a d i f f e r e n t order. E s s e n t i a l l y , c a p i t a l i s m 
reproduces p a r t i c i p a t i o n and i t s f a i l i n g s i n France t o much the same 
recipe as elsewhere. 

NORWAY 

There i s a tendency f o r commentators t o t a l k of 'Scandinavian' i n d u s t r i a l 
r e l a t i o n s as i f Sweden, Norway and Denmark (and perhaps even Finland) 
amounted e f f e c t i v e l y t o one system. I n p r a c t i c e , w h i l e r e l a t i v e l y strong 
labour movements and employer org a n i z a t i o n s , together w i t h a strong 
t r a d i t i o n of s o c i a l democracy, are common f e a t u r e s , there are important 
d i f f e r e n c e s i n the p a t t e r n also. The lower l e v e l of co-operation i n 
Denmark i s perhaps the most notable, though the much e a r l i e r i n t e r e s t i n 
both board-level and j o b - l e v e l experimentation w i t h p a r t i c i p a t i o n also 
marks Norway o f f from Sweden. I n other ways, though, Norway (as Denmark) 
does d i s p l a y marked s i m i l a r i t i e s t o the w i d e r - p u b l i c i s e d neighbour, w i t h 
the pressure t o t r y out p a r t i c i p a t i o n being one of them. 

The co-operative r e l a t i o n s h i p between unions and employers, p a r t i c u l a r l y 
a t the n a t i o n a l l e v e l , i s s t i l l more marked i n Norway than i n Sweden, 
apparently p a r t l y through common e f f o r t s i n resi s t a n c e t o the German 
invasion i n the Second World War. This i s made apparent i n the speeches 
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of Labour leaders. So the condi t i o n s f o r success ( i n the a l l - p e r v a s i v e 
sense of the term used by the proponents of p a r t i c i p a t i o n as an i n t e g r a t i v e 
s o l u t i o n t o labour r e l a t i o n s problems) should be i d e a l , w i t h high consensus 
(Qvale, 1976:455). 

There are c e r t a i n l y p l e n t i f u l arrangements f o r co-operation: works c o u n c i l s , 
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j o i n t production committees, co-operation committees. The l a s t of these 
i s headed by a n a t i o n a l Co-operation Council w i t h r e p r e s e n t a t i v e s of the 
LO and NAF. The works co u n c i l s are established i n the negotiated agreement 
of unions and employers which has been renewed since 1945, as i n Sweden. 
The stated purpose remains u n i t a r y : 

For the i n d i v i d u a l i t i s of the gre a t e s t importance 
t h a t the f e e l i n g of u n i t y between him and the undertaking 
i s strong and a l i v e , and t h i s i s al s o a p r e r e q u i s i t e 
f o r e f f e c t i v e production. I n order t o ob t a i n such a 
f e e l i n g of u n i t y i t i s important t o have p r a c t i c a l ways 
of discussing common problems, (Quoted from the agreement 
by Asplund, 1972:16) . 
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To whom, one wonders, i s the i n d i v i d u a l ' s attachment r e a l l y so important? 
The usual assumptions surround the d i r e c t i v e guiding the c o u n c i l s : 

... through co-operation t o work f o r the most e f f i c i e n t 
production possible and f o r the well-b e i n g of everybody 
working i n the undertaking, ( i b i d ) . 

U n f ortunately accounts of the p r a c t i c e of works councils i n Norway are 
p r e t t y w e l l non-existent. One union leader admits the poor r e p u t a t i o n of 
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production committees (yet defends them, and from the l i t e r a t u r e the 
sources of the c r i t i c i s m , presumably from w i t h i n the lower ranks of the 
union movement, are unexplicated amidst apologism). Emery & Thorsrud 
merely t e l l us t h a t the experience w i t h works co u n c i l s i s "not impressive" 
(1970:189) and imply the ki n d of f a i l i n g s we have encountered elsewhere 
when they c a l l f o r an expansion of i t s n e g o t i a t i n g r o l e (1966:445; 
1970:192). Brannen et a l o f f e r the same d i s m i s s a l , and conclude t h a t 
t h i s f a i l u r e l e d t o the l e g i s l a t i o n f o r board r e p r e s e n t a t i o n i n l a r g e 
e n t e r p r i s e s w i t h a heavy stake from the State i n 1948. I t i s t h e r e f o r e 
t o the experience of worker d i r e c t o r s t h a t we must t u r n f o r a d e t a i l e d 
examination of evidence r e l e v a n t t o the t h e s i s . 

I n the e a r l y 1960s there was evidence of a d e s i r e f o r increased i n f l u e n c e 
over decision-making amongst employees, not manifested i n d i s o r d e r , but 
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confirmed by an o p i n i o n survey reported by H o l t e r (1965). However, 
although employees do express an i n t e r e s t i n p a r t i c i p a t i o n , the unusual 
aspect i s h i g h l i g h t e d by H o l t e r h e r s e l f when she notes t h a t : 

Demands f o r j o i n t decision-making d i d not i n Norway stem 
from the r a n k - a n d - f i l e at the work-place as d i d the 
pressure f o r b e t t e r working c o n d i t i o n s and higher wages. 
' I n d u s t r i a l democracy' has been introduced by p o l i t i c i a n s 
and ' t h e o r e t i c i a n s ' , o f t e n by persons who themselves are 
'outsiders' i n r e l a t i o n t o i n d u s t r y . { H o l t e r , 1965:318-319). 

I n f a c t , the i n t r o d u c t i o n of worker d i r e c t o r s on a widespread basis was 
not t o come u n t i l l e g i s l a t i o n i n the 1970s, more i n l i n e w i t h the p a t t e r n 
observed elsewhere, and the experiments w i t h autonomous work-groups, and 
w i t h employees on the board i n f i v e f i r m s , were indeed sponsored c h i e f l y 
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by the Oslo Work I n s t i t u t e , headed by Einar Thorsrud. 

The r e s u l t s of these experiments remain of i n t e r e s t as one of the few 



case studies a v a i l a b l e . The f i r s t observation of i n t e r e s t a c t u a l l y 
precedes the e m p i r i c a l examination, w i t h a review of the debate i n 
Norway (see Emery & Thorsrud, 1969:6-16). From t h i s emerges j u s t the 
k i n d of c o n f l i c t i n g perceptions of the purpose of p a r t i c i p a t i o n , amidst 
a l l the r h e t o r i c about co-operation, t h a t was o u t l i n e d i n the B r i t i s h 
context i n Chapter 3. Elsewhere, the authors add t h a t "general agreement 
disappears the moment people attempt t o make i n d u s t r i a l democracy a 
meaningful concept i n a p a r t i c u l a r s o c i a l s e t t i n g " (1966:442). I would 
have p r e f e r r e d t o say t h a t i t i s i n the concrete instance t h a t the r e a l 
disagreement ceases t o be disguised, but the meaning i s p l a i n . 

I n 1950 the f i r s t worker d i r e c t o r s had been placed on the boards of 
companies l i k e those subject t o t h i s experiment, i . e . State-owned or 
part-owned, but w i t h o u t e l a b o r a t i o n we are t o l d t h a t i n d u s t r i a l i s t s and 
union leaders disagreed as t o t h e i r e f f e c t i v e n e s s (Emery & Thorsrud, 
1970:189). There i s l e s s room f o r disagreement on the f i n d i n g s of the 
researchers; the most d i f f i c u l t task i s f o r them t o f i n d anything 
p o s i t i v e t o say about the experiments. 

There was l i t t l e feedback between the board r e p r e s e n t a t i v e s and the 
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workers. This shortcoming was recognised as such even by the 
representatives themselves, and was a r e s u l t p a r t l y of c o n f i d e n t i a l i t y 
problems and p a r t l y o f the d i s t a n c i n g of the worker d i r e c t o r from h i s 
workmates through being made t o f e e l responsible t o "the company" (1969: 
21-22). 

This r e f l e c t s the r o l e c o n f l i c t encountered by the worker d i r e c t o r . I n 
the boardroom context the representatives found themselves w i t h l i t t l e 
a b i l i t y t o r e s i s t the pressures placed on them by management. They could 
only adopt a l i m i t e d range of s t r a t e g i e s - t o work along w i t h the board 
and hope t o r a i s e the general l e v e l of p r o s p e r i t y by t h e i r e f f o r t s ; t o 
act as a source of i n f o r m a t i o n about workers' views on matters t h a t 
d i r e c t l y concerned them; or t o take up a n e g o t i a t i n g stance and r i s k 
opprobrium and perhaps expulsion. (C.f. 1969:84). The f i r s t two could 
be combined, w i t h the former being the r u l i n g adjustment, and i t i s no 
s u r p r i s e t o observe t h e i r dominance i n the responses of the worker 
d i r e c t o r s : 
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And I must say I often f e l t t h a t i t was a d i f f i c u l t 
task to be on the board having to make d e c i s i o n s t h a t 
made you go r i g h t a g a i n s t what you were th e r e t o 
r e p r e s e n t - you had to look a t t h i n g s from the 
company's poin t of view. There could be s i t u a t i o n s 
when you had the body of workers on one s i d e ; but 
then you had to look a f t e r the i n t e r e s t s of the 
company, and these could often l i e i n the opposite 
d i r e c t i o n ... (quoted Emery & Thorsrud, 1969:72). 

Management p r e s s u r e t o t h i s end was r e l e n t l e s s (see p.73), and t h e r e i s 
evidence of the k i n d of s h i f t to a company viewpoint on the matter seen 
i n the BSC case. One r e p r e s e n t a t i v e r e f e r s to a time when boardroom 
r e p r e s e n t a t i o n was used as a union channel, and t h a t the chairman had t o 
stamp on t h i s (p.74). But with patronage as an added reso u r c e , the 
board being seen as "a way up and out" f o r a worker (p.75), there i s l i t t l e 
doubt where the power to d e f i n e r e s i d e s . And i f t h e r e i s any t h r e a t , then 
employee r e p r e s e n t a t i v e s can be excluded from the d i s c u s s i o n (p.75). 

There i s thus a f a i l u r e i n the end f o r worker d i r e c t o r s to a c t as genuine 
r e p r e s e n t a t i v e s by pushing employee i n t e r e s t s . I n s t e a d , the 
r e p r e s e n t a t i v e i s i n c o r p o r a t e d i n t o a boardroom p e r s p e c t i v e t h a t p l a c e s 
production above a l l e l s e . Nine of the twelve r e p r e s e n t a t i v e s i n t e r v i e w e d 
mentioned having to take t h i s p o s i t i o n e x p l i c i t l y (p.25). Thus: 

The major task of the r e p r e s e n t a t i v e - or of any board 
member - i s to c r e a t e the r i g h t c o n d i t i o n s f o r the best 
p o s s i b l e production. (Quoted p.18, emphasis i n o r i g i n a l ) . 

Obviously, when you get a wider p e r s p e c t i v e you see what 
a company c o n s i s t s of, and you understand more (quoted p.19). 

I t i s good f o r the workers to have a r e p r e s e n t a t i v e to 
exchange information w i t h him so t h a t as many as p o s s i b l e 
get to understand company problems from the board's 
poin t of view. (Quoted p.20, emphasis i n o r i g i n a l ) . 

I have a l s o t o l d the employees t h a t I r e p r e s e n t the 
company, f o r example i n o r i e n t a t i o n meetings ... but 
i t i s not a board member's job to be the r e c e p t a c l e for 
the workers' complaints. (Quoted p.22). 

As a trade union man and a r e p r e s e n t a t i v e on the board, 
I have seen how very important i t i s to have a p o s i t i v e 
a t t i t u d e towards the workers, to understand t h e i r p o i n t 
of view and to have good r e l a t i o n s with them. T h i s forms 
the b a s i s for good p r o d u c t i v i t y . (Quoted pp 22-23, 
emphasis i n o r i g i n a l ) . 
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The l a s t quote o f f e r s the epitome of pseudo-democracy; the o t h e r s confirm 
the a b i l i t y of absorption of the boardroom, c r e a t i n g the myth of a 
'broader' p e r s p e c t i v e t h a t to the o u t s i d e r i s a l l too ob v i o u s l y j u s t a 
d i f f e r e n t one - management's. 

T h i s s u c c e s s f o r management i s not d e c i s i v e i n terms of r e s u l t s , however. 
As Brannen et a l conclude, the p r e s s u r e on the worker d i r e c t o r from below 
suggests t h a t the c o n s t i t u e n t s a r e not so e a s i l y taken i n , and t h a t 
t h e r e f o r e management too gained l i t t l e . (Brannen e t a l , 1976:213). The 
c h i e f outcome remains t r i v i a l i t y , i n which worker d i r e c t o r schemes f a i l 
to make a s i g n i f i c a n t impact on i n d u s t r i a l r e l a t i o n s . 

Nonetheless, when a committee was s e t up by the government to i n v e s t i g a t e 
p r o p o s a l s f o r i n d u s t r i a l democracy i n 1968, under the chairmanship of 
Judge Eckhoff (see Aspengren, 1974; B a l f o u r , 1973a). I t s p l i t t h r e e ways. 
The u n i o n i s t s wanted a board of d i r e c t o r s e l e c t e d by a company assembly 
with o n e - t h i r d of t h i s assembly e l e c t e d i n turn by employees; the 
" n e u t r a l e x p e r t s " and the chairman were prepared to countenance some moves 
towards workers on the board on a l i m i t e d b a s i s , but not the company 
assembly; the employers r e j e c t e d the company assembly idea a l s o , and 
wanted a t most j u s t a few experiments with worker d i r e c t o r s . The M i n i s t r y 
of Labour came down on the s i d e of the unions, and i n 1973 amendments to 
the J o i n t Stock Companies Act came i n t o f o r c e to t h i s e f f e c t . The company 
assembly proposals were backed up with a requirement i n companies with 
more than 200 employees f o r a l e a s t two employees to be e l e c t e d thereby 
to the board i t s e l f . 

The results,however, have har d l y seemed to match union a s p i r a t i o n s . Data 
are as y et l i m i t e d , but whil e the unions make c l a i m s t h a t they have gained 
a c c e s s to f i n a n c i a l and investment information, and have a t l e a s t 
undermined the p r i n c i p l e of owners' c o n t r o l , t h e i r c laims are tempered 
g r e a t l y by the i n e f f e c t i v e n e s s experienced by workers' r e p r e s e n t a t i v e s on 
f i n a n c i a l and l e g a l matters, and the s i t u a t i o n of an i n a b i l i t y to do more 
than o b j e c t to owners' d e c i s i o n s p o w e r l e s s l y . (Bye & Doyle, 1977b:12). 
The d e f e n s i v e response of the unions c o r r e l a t e s with a r e l a t i v e l y 
e n t h u s i a s t i c one from the employers. I n one survey 78% of them s a i d 
employee r e p r e s e n t a t i v e s were j u s t as p r o f i t conscious as other board 
members, 79% s a i d they had not a f f e c t e d the company 1s o p e r a t i o n s ( i . e . 
d e c i s i o n s ) but 55% s a i d t h a t they had c o n t r i b u t e d to board meetings ( i . e . 
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as sources of information of the approved s o r t ) a c c o r d i n g to a F i n a n c i a l 
Times r e p o r t (18.11.1975) . Some managers s t i l l admit to holding informal 
meetings as w e l l to avoiding d i s c u s s i o n s of some matters i n f r o n t of the 
worker r e p r e s e n t a t i v e s . Employers c l a i m on the other hand t h a t the 
company assembly s e r v e s no f u n c t i o n between works c o u n c i l and board, 
w h i l e unions defend i t though admitting i t to be i n e f f e c t i v e so f a r 
( D u l l f o r c e , 1977) . 

The unions have r e a c t e d to the contentment of management wi t h worker 
d i r e c t o r s with s u s p i c i o n t h a t has l e d , for i n s t a n c e , to a warning from 
the I r o n and Metal Workers' Union to i t s members not to s i d e with 
management a g a i n s t the labour movement ( D u l l f o r c e , 1977). Worker 
d i r e c t o r s themselves, i n the u s u a l manner, r a t e t h e i r experience good, 
d e s p i t e f e e l i n g inadequate on f i n a n c i a l i s s u e s . On evidence from other 
c o u n t r i e s , these a t t i t u d e s can h a r d l y comfort the unions. Nonetheless, 
d i s i n t e r e s t among employees appears uppermost, with very low v o t i n g r a t e s 
i n the e l e c t i o n s even i n companies where the workers have asked f o r 
board r e p r e s e n t a t i o n . D i s c l o s u r e , f e a r e d by Norwegian employers a t f i r s t , 
i s no longer seen as a p r o b l e m . ( i b i d ) . 

F i n a l l y , a few words a r e i n order on the work group experiments inaugurated 
by the Oslo r e s e a r c h e r s . Again most r e p o r t s ( i n c l u d i n g the few i n 
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E n g l i s h ) g i v e n o t i f i c a t i o n of p o s i t i v e r e s u l t s . The r e s e a r c h e r s ' aims 
reputedly i n c l u d e d the promotion of long term p o l i t i c a l education and 
s e l f - g e n e r a t i n g i n t e r e s t i n g r e a t e r p a r t i c i p a t i o n (again r e m i n i s c e n t of 
Pateman's n o t i o n s ) , though t h i s was not the aim of the employers who 
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agreed to the experiments. The main o b j e c t i v e , though, appears to have 
been an a l t e r a t i o n of l o c a l a u t h o r i t y s t r u c t u r e s without changing 
' o r g a n i z a t i o n a l ' o b j e c t i v e s (Brannen e t a l , 1976:214; Ovale, 1970). 
An a l t e r n a t i v e r e p r e s e n t a t i o n of the r e s u l t s would speak of mutual 
b e n e f i t s f o r workers and management, but these can only occur w i t h i n 
the narrow confine of the c o n t r o l s exerted by the work group. Were the 
management to be able to persuade the work group to accept company 
o b j e c t i v e s , then unions might be weakened (and t h i s i s undoubtedly t h e i r 
hope), but Qvale c l a i m s t h a t t h i s p o s s i b i l i t y i s only a temporary outcome 
a t most, and t h a t a f t e r a s h o r t time workers r e t u r n to standard agreements. 
He sees the more s u c c e s s f u l p r o j e c t s as those which l e a d to the opening up 
of new a r e a s of n e g o t i a t i o n s (1976:466) . 
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T h i s experience thus seems hard to e v a l u a t e , p a r t i c u l a r l y as i t i s based 
only on a few experiments with a small number of s u b j e c t s , and s i n c e the 
r e s e a r c h e r s themselves appear to d i f f e r somewhat i n the s l a n t and 
enthusiasm of t h e i r accounts. A r e c e n t (1975) Working Environment Act 
seeks to use l e g i s l a t i v e means to spread more widely some of the areas 
of c o n t r o l (see Gustavson, 1977) . The main p o s s i b l e b e n e f i t , though, seems 
l i k e l y to be i n opening up new a r e a s of n e g o t i a t i o n . I n the f i n a l a n a l y s i s , 
then, Norway hard l y seems to o f f e r anything t h a t breaks s t a r t l i n g l y with 
experience elsewhere. 

ISRAEL 

When most people think of p a r t i c i p a t i o n i n connection with I s r a e l , they 
probably t h i n k of the kibbutzim. These i n s t i t u t i o n s a r e not, however, 
the concern of t h i s review; they are mainly a g r i c u l t u r a l c o - o p e r a t i v e s , 
and though kibbutz f a c t o r i e s do e x i s t , t h e s t r u c t u r e of r e l a t i o n s h i p s i n 
them c r e a t e s t h e o r e t i c a l and a n a l y t i c a l i s s u e s t h a t i t has been decided 
to exclude from t h i s t h e s i s (as with worker c o - o p e r a t i v e s i n B r i t a i n or 
elsewhere, f o r i n s t a n c e ) . I n s t e a d the focus w i l l be on more conventional 
i n d u s t r i a l s i t u a t i o n s , and i n p a r t i c u l a r on those e n t e r p r i s e s owned by 
the H i s t a d r u t through i t s economic branch, Hevrat Haovdim. 

L e t us r e t u r n to Paul Blumberg's c r i t i q u e of Hugh Clegg. On the I s r a e l i 
c a se, Blumberg launches a s t i l l more f o r c e f u l a t t a c k on Clegg's e m p i r i c a l 
a n a l y s i s and h i s g e n e r a l p r i n c i p l e s of i n d u s t r i a l democracy. Once again, 
Clegg proves to be h i s own worst enemy (see 1960:67-69). He admits the 
i m p l i c a t i o n of the H i s t a d r u t i n management, and then adds t h a t i t seems 
nonetheless to have maintained independence as a union, u s i n g s t r i k e s and 
demanding improvements i n wages and c o n d i t i o n s . He o f f e r s two p o s s i b l e 
e x p l a n a t i o n s : t h a t managers have emerged ab l e to take on the running of 
H i s t a d r u t e n t e r p r i s e s , f r e e i n g the union i t s e l f from managerial d u t i e s 
though a l s o making the e n t e r p r i s e s no d i f f e r e n t to work i n than the 
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p r i v a t e s e c t o r , secondly, immigrant Jews w i t h a broad experience of 
union a c t i v i t y have been able to take the s t r a i n at the work p l a c e . 

Blumberg wishes to show both t h a t Clegg i s wrong about t h e r e being any 
t h r e a t to union s t r e n g t h and independence, and t h a t a union i s capable 
of running i n d u s t r y e f f e c t i v e l y . The l a t t e r he e s t a b l i s h e s by r e f e r e n c e 



to the r e c o r d of H i s t a d r u t a g a i n s t p r i v a t e e n t e r p r i s e s (1968:152-153). 
T h i s i s s u e does not concern us here, and w i l l not be examined f u r t h e r . 
The former c l a i m i s supported on s e v e r a l f r o n t s . F i r s t l y i t i s argued 
t h a t a c l e a r s e p a r a t i o n i s kept between union and management s i d e s ; 
managers th i n k l i k e managers and u n i o n i s t s l i k e u n i o n i s t s (though why the 
former of these should be 'good' i s something of a m y s t e r y ) . Secondly, 
a t p l a n t l e v e l , the r o l e of n e g o t i a t i o n remains with the workers' 
committee, and i s f i r m l y o p p o s i t i o n a l , w h i l e an adequate g r i e v a n c e 
machinery e x i s t s to cope w i t h d i s p u t e s . Unions have more power i n the 
p l a n t than i n the p r i v a t e sector,wages and c o n d i t i o n s are b e t t e r , w h i l e 
management, c o n t r a r y to Clegg's view, tend to be weak. (1968:153-154). 
T h i r d l y , a c l a i m by other commentators t h a t u n o f f i c i a l s t r i k e s are a 
r e s u l t of poor union r e p r e s e n t a t i o n stemming from the d u a l i t y of i t s r o l e 
as r e p r e s e n t a t i v e and entrepreneur i s r e j e c t e d , the problem being seen as 
a r e s u l t of e r o s i o n of d i f f e r e n t i a l s by e g a l i t a r i a n wage p o l i c y , and the 
n a t i o n a l i s t Z i o n i s t commitment of the H i s t a d r u t . (1968:154-155). ( I f 
t h i s l a s t p o i n t i s accepted, however, i t merely seems to g i v e a d i f f e r e n t 
t w i s t to the danger of union l o s s of independence. I t adds n a t i o n a l i s t i c 
p r e s s u r e to t h a t of being an employer, to the H i s t a d r u t ' s need to r a i s e 
p r o d u c t i v i t y and i n t e n s i f y labour e x p r o p r i a t i o n ) . 

F i n a l l y , Blumberg informs us, the disappointment i n the H i s t a d r u t concerns 
the l a c k of added p a r t i c i p a t i o n , and has prompted a j o i n t c o n s u l t a t i o n 
experiment though w i t h l i t t l e s u c c e s s (1968:155-156). T h i s s t r a n g e l y o f f 
beat po i n t w i l l i n f a c t prove more supportive to the arguments advanced 
here than to Blumberg's more general t h e s i s . 

I t i s not the aim here, of course, to v i n d i c a t e Clegg's theory of 
s a c r o s a n c t p l u r a l i s m , but r a t h e r to observe the g r a i n s of t r u t h i n those 
a s s e r t i o n s he makes which stem from a b e l i e f i n the e s s e n t i a l l y c o n f l i c t u a l 
and o p p o s i t i o n a l nature of i n d u s t r i a l r e l a t i o n s h i p s under c a p i t a l i s m . 
Against Blumberg i t has been argued t h a t p a r t i c i p a t i o n i s not something 
separable from n e g o t i a t i o n without unseemly consequences, and t h a t h i s 
v i s i o n of a new i n d u s t r i a l order i s i m p r a c t i c a b l e . Once more i t can be 
demonstrated t h a t the a n a l y s i s advanced i n t h i s t h e s i s makes f a r more 
sense of the I s r a e l i data than Blumberg's somewhat garbled argument a g a i n s t 
a straw opponent, who even makes a c l a i m t h a t Blumberg does not, namely 
t h a t the p r o d u c t i v i t y c o u n c i l s ( i t i s not c l e a r i f he means the p l a n t 
c o u n c i l s or the p r o d u c t i v i t y committees) have g e n e r a l l y worked w e l l (Clegg, 
1960:68). 



The I s r a e l i c ase i s h a r d l y t y p i c a l i n terms of s e t t i n g . Not only i s 
I s r a e l a S t a t e where n a t i o n a l i s m as a u n i f y i n g e n t i t y i s p a r t i c u l a r l y 
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potent, but the r e l a t i o n s h i p between t h i s and c a l l s f o r work 
p r o d u c t i v i t y a r e l e n t cogency by the c o n s t a n t p e r c e i v e d t h r e a t of h o s t i l e 
a c t i v i t y by surrounding S t a t e s . There i s , moreover, the s t r o n g element 
of s o c i a l i s t ideology b u t t r e s s e d , as we have seen, by the major r o l e of 
the H i s t a d r u t not only as a trade union o r g a n i z i n g 90% of the labour f o r c e 
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( F i n e , 1973:235), but a l s o as a major employer. T h i s might be taken 
to mean t h a t r e l a t i o n s i n these union-run p a r t s of the economy should be 
b e t t e r than elsewhere, and the expressed view of H i s t a d r u t o f f i c i a l s i s 
t h a t t h i s should c e r t a i n l y be the c a s e . Indeed, t h i s forms a major source 
of impetus to the i n t r o d u c t i o n of p a r t i c i p a t i o n schemes which i s o b v i o u s l y 
a f a c t o r marking the o r i g i n s of experiments i n I s r a e l o f f from elsewhere. 
I n the p r i v a t e s e c t o r , too, the i n i t i a t i v e has tended to come from the 
H i s t a d r u t (and thereby e f f e c t i v e l y of the I s r a e l i S t a t e which, p a r t i c u l a r l y 
i n the y e a r s of Labour P a r t y r u l e , was c l o s e l y a l l i e d w i t h the H i s t a d r u t ) . 
These abnormal f a c t o r s might seem to o f f e r a l e t - o u t for t h i s w r i t e r . 
Yet the f a s c i n a t i n g t h i n g i s how l i t t l e p r a c t i c a l d i f f e r e n c e they seem to 
make. A few comments w i l l h i g h l i g h t the problems of the I s r a e l i system 
which Blumberg appears to have ignored or misunderstood. The f i r s t concerns 
the n a t u r e of the H i s t a d r u t as union, supposedly s e p a r a t e from H i s t a d r u t 
as employer. The emphasis of the S e c r e t a r y General i n 1974 was on "the 
cohesion of purpose and u n i t y of a c t i o n " of the d i f f e r e n t s e c t o r s , not on 
t h e i r independence i n any sense (Aaron, 1974:189), and most other accounts 
emphasise the c l o s e n e s s of connections, i n c o n t r a s t to Blumberg(see e.g. 
Tabb & Go l d f a r b , 1970:159). Hanegbi e t a l conclude t h a t , "There has never 
been the l e a s t trade-union independence i n the H i s t a d r u t " (1971:14-15), 
wh i l e F i n e d e s c r i b e s the growth of an i n c r e a s i n g l y managerially-rainded 
bureaucracy emphasising p r o d u c t i v i t y and so f o r t h a s prime g o a l s (1973: 
239, 240, 263). The 'union' a l s o a c t s as a top management appeals committee; 
and the dual r o l e of the union i n t h i s and other r e s p e c t s i s found to c r e a t e 
a good d e a l of s u s p i c i o n on the p a r t of the workforce (Tabb & Goldfarb, 
1970a:95, 9 7 ) . 

As f o r the p l a n t l e v e l o r g a n i z a t i o n , i t i s t r u e t h a t worker committees* 
have been e s t a b l i s h e d i n most p l a n t s , but i f they have p r o t e c t e d workers 
from the depredations of management, i t seems to owe l i t t l e thanks to the 
H i s t a d r u t ; r a t h e r they have r e p e a t e d l y r e s i s t e d the attempt to undermine 



t h e i r r o l e t h a t p a r t i c i p a t i o n i n p r a c t i c e comes to r e p r e s e n t . Tabb & 
Goldfarb d e s c r i b e the absence of any c l e a r d e f i n i t i o n of t h e i r a u t h o r i t y 
or appropriate a r e a s of a c t i v i t y ( a r e c i p e f o r probable i n s t a b i l i t y ) , which 
r e s u l t s i n widespread a c t i o n beyond o f f i c i a l r i g h t s ( 1 9 7 0 a : 7 7 f f ) . Derber 
(1963:52ff) d e s c r i b e s the problems of poor communication to rank and f i l e , 
and the inadequate i n s t i t u t i o n s f o r shop f l o o r g r i e v a n c e s e t t l e m e n t . 
Poole (1975:128-131) suggests t h a t the l a c k of an e f f e c t i v e b a r g a i n i n g 
channel thanks to the dualism of the H i s t a d r u t a c t u a l l y makes c o n f l i c t 
worse i n the H i s t a d r u t s e c t o r than elsewhere. And R o s e n s t e i n (1970:73-73) 
d e s c r i b e s the annoyance of the workers' committees a t the l a c k of support 
from the union for t h e i r a c t i v i t i e s . T h i s l o s s of confidence i n the union 
i s confirmed by the H i s t a d r u t ' s own survey i n t h e i r 1966 Year Book, where 
u n o f f i c i a l s t r i k e s are widely thought d e s i r a b l e , and: 

A v e r y c o n s i d e r a b l e number of workers h a r d l y n o t i c e the 
H i s t a d r u t ' s trade-union a c t i v i t i e s , and they c o n s i d e r 
t h a t t h e i r s i t u a t i o n would not have been modified i f 
t h e r e had been no trade union. (Quoted by Hanegbi e t a l : 
1971:17). 

Such c r i s e s of confidence, the evidence for which has been t h e r e s i n c e 
the 1940s, but which seem t o have p r o g r e s s i v e l y i n t e n s i f i e d and been 
r e i n f o r c e d by the flow of immigrants l e s s committed to a u n i f y i n g ideology 
b l u n t i n g s t r i f e and i n c r e a s i n g acquiscence (Rosenstein, 1977:57), form 
p a r t of the p r e s s u r e which impels the H i s t a d r u t to push f o r p a r t i c i p a t i o n 
schemes. I t s unique nature makes these c r i s e s more t e l l i n g , of course, 
but i t seems p l a u s i b l e to view the r e a c t i o n thus n e g a t i v e l y (as r e a c t i o n ) 
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than as p r i m a r i l y p o s i t i v e i d e a l i s m . T h i s i s supported by the c o n t i n u a l 
emphasis on e f f i c i e n c y , p r o d u c t i v i t y , and i n t e g r a t i o n as a means to 
achieve t h i s - a l l echoing managerial p e r s p e c t i v e s on the t o p i c i n other 
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c o u n t r i e s . p r e s s u r e s were i n c r e a s e d by the spread of the w i l d c a t s t r i k e s , 
which r e s u l t e d i n peaks of t r o u b l e i n 1951, 1956-57, 1962 and 1969, each 
time p r o v i d i n g a boost to the urgency of the d i c u s s i o n of p a r t i c i p a t i o n 
i n the H i s t a d r u t (for s t a t i s t i c s see Hanegbi e t a l : 1 8 - 1 9 ) . 

The impetus did not, then, come from e i t h e r l o c a l management or employees, 
but from the H i s t a d r u t i t s e l f ; but a p a r t from t h i s , the o r i g i n s of 
p a r t i c i p a t i o n c o n t i n u e s to m i r r o r the experience elsewhere. On t h i s b a s i s , 
a f r e s h urgency might be expected to f o l l o w the s t a g n a t i o n of the economy 
from 1974 (Times, 11.5.1978), the strengthening of the defence f o r c e s a f t e r 



i o 3 

the 1973 Yom Kippur War, and the wave of severe s t r i k e s a f t e r 1975. 
Unless, t h a t i s , repeated f a i l u r e has d u l l e d the enthusiasm f o r t r y i n g 
y et again - and repeated f a i l u r e i s the unanimous v e r d i c t o f observers, 
most of whom are apparently i n c l i n e d t o sympathy f o r the p r o j e c t and so 
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o f f e r t y p i c a l l y v o l u n t a r i s t i c explanation f o r the d i f f i c u l t i e s . 

J o i n t P r o d u c t i v i t y Committees 

The JPC began t o appear i n I s r a e l i n 1945. By 1952 an agreement had 
been signed w i t h the Manufacturers' Association of the p r i v a t e sector t o 
introduce them i n a l l p l a n t s (the o n l y one o f the three stages of 
experimentation w i t h p a r t i c i p a t i o n t h a t was t o be extended beyond the 
H i s t a d r u t sector i t s e l f ) , the year a f t e r a wave of u n o f f i c i a l d i s p u t e s . 
The aim o f the JPCs was always e x p l i c i t l y u n i t a r y and pseudo-democratic, 
being aimed a t worker i n t e g r a t i o n t o meet an urgent need f o r increased 
p r o d u c t i v i t y , and t h e i r r o l e being purely advisory and s t r i c t l y l i m i t e d 
t o n on-negotiative areas. However, workers expressed f e a r s t h a t these 
c o u n c i l s would become a means of 'sweating' labour, w h i l s t shop stewards 
were anxious l e s t they should weaken them by competing w i t h them (Tabb & 
Goldfarb, 1970:166). This awareness of the dangers s i g n a l l e d the 
i m p r o b a b i l i t y of sucha'successful' o p e r a t i o n t a k i n g place, and indeed the 
a c t i v i t y o f the committees on the intended basis proved t o be a notable 
f a i l u r e . I n t e r p r e t i n g the v a r i o u s pieces o f i n f o r m a t i o n , i t appears t h a t 
most o f the committees which survived underwent a change o f s t a t u s , 
s h i f t i n g from o f f e r i n g 'psychological' b e n e f i t s t o s e t t i n g piece-work 
i n c e n t i v e s (Rosenstein, 1970:174). This p a r t - b a r g a i n i n g f u n c t i o n came 

100 
t o dominate most o f t h e i r a c t i v i t y , and the formal separation from 
workers committees broke down (Derber, 1963:51). 

The impact on p r o d u c t i v i t y o f the JPCs seems debatable, Tabb & Goldfarb 
seeing i t as p o s i t i v e (1970a:94-95) w h i l e Derber sees i t as a t best s t a t i c 
(1963:55). However, the i n f r i n g i n g o f o f f i c i a l a u t h o r i t y o f both JPCs and 
workers* committees l e d i n many instances t o i n s t a b i l i t y also: 

Thus the basic i n d u s t r i a l r e l a t i o n s problems not only remained, 
but became more acute. The new environmental i n f l u e n c e 
h i g h l i g h t e d the c o n t r a d i c t i o n between the i d e o l o g i c a l concepts 
o f the H i s t a d r u t h and the r e a l i t y of the newly developed 
s i t u a t i o n . (Tabb & Goldfarb, 1970a:96). 



Workers d i d not come to i d e n t i f y w i t h the problems of the e n t e r p r i s e as 
intended, w h i l e management proceeded to become an i n c r e a s i n g l y separate 
and ' p r o f e s s i o n a l i s e d ' stratum ( i b i d ) , w i t h p r e d i c t a b l e p r a c t i c a l and 
i d e o l o g i c a l consequences f o r the d i v i s i o n of labour. In only a few p l a n t s 
d i d management a c q u i e s c e i n the expansion of JPC a c t i v i t y ; elsewhere the 
b a r g a i n i n g r o l e was i t s e l f a consequence of the emergence of c o n f l i c t i n 
the committees, w i t h management attempting to r e s t r i c t the committees to 
t h e i r minimum p o s s i b l e r o l e (Tabb & Goldfarb, 1970:169). Thus the outcomes 
appear to be a mixture of t r i v i a l i t y , i n s t a b i l i t y and change of s t a t u s 
a c c o r d i n g to l o c a l c o n d i t i o n s and r e a c t i o n s . 

Tabb & Goldfarb r e f e r to a revamping of the JPCs i n 1967, and h o p e f u l l y 
a n t i c i p a t e improvements (Tabb & Goldfarb, 1970a:170-171). But R o s e n s t e i n ' s 
1977 review (with i t s own p a i n f u l optimism f o r then r e c e n t changes) f a i l s 
to i n d i c a t e any marked change i n the i n t e r v e n i n g p e r i o d . Meanwhile the 
f a i l u r e of the JPCs to achieve t h e i r a s s i g n e d t a s k s , p a r t i c u l a r l y i n the 
H i s t a d r u t e n t e r p r i s e s where r e l a t i o n s were supposedly i n h e r e n t l y more 
c o - o p e r a t i v e , was to l e a d to demands f o r a f u r t h e r s e r i e s of experiments, 
h e r a l d e d a t the 1956 8th Congress of the H i s t a d r u t . Again the urgency 
c o i n c i d e d w i t h a f r e s h wave of u n o f f i c i a l s t r i k e s . 

P l a n t C o u n c i l s 

With the proposal f o r the new c o u n c i l s , once again the r e l u c t a n c e of l o c a l 
management was expressed i n f e a r s t h a t workers were 'unready', or would 
r e s i s t n e c e s s a r y change, w h i l e Workers' Committees were again worried t h a t 
t h e i r r o l e and a u t h o r i t y would be eroded and workers t h a t change would be 

101 
f o r c e d on them f o r l i t t l e b e n e f i t . Again the aims were worker i d e n t i f i c a t i o n 
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w i t h the e n t e r p r i s e and r e s u l t i n g e f f i c i e n c y i n c r e a s e s . The c o u n c i l s were 
to d i s c u s s a l l matters, i n c l u d i n g economic ones, t h a t were not the province 
of n e g o t i a t i o n and so of the workers' committee. They were to be j o i n t 
management/employee bodies with d e c i s i o n s by two-thirds of each s i d e being 
binding on both (an arrangement which e f f e c t i v e l y a l l o w s a management veto 
on d e c i s i o n s ) and meetings were to take p l a c e a t l e a s t 8 times per annum. 
The C h a r t e r was f i n a l l y s e t out for a p p l i c a t i o n i n 1958. 

The r e s u l t s followed a p a t t e r n s i m i l a r to t h a t of the JPCs except t h a t even 
l e s s r a t i o n a l e seemed to be r e c o g n i s e d l o c a l l y for the new bodies. An 
absence of common o b j e c t i v e s , on which the scheme was p r e d i c a t e d , was 



apparent everywhere, and i n no case d i d the c o u n c i l succeed i n any sense, 
or even survive very long. (Tabb & Goldfarb, 1970a:l08). Management 
adopted a t a c t i c of passive r e s i s t a n c e (Tabb & Goldfarb, 1970:175). 
While workers and committee members favoured the n o t i o n of p a r t i c i p a t i o n ^ ^ 
they proved most unreceptive t o the p r a c t i c e , and p a r t i c u l a r l y t o i t s 
u n i t a r i s t i c elements. There were some signs o f i n s t a b i l i t y i n c o u n c i l s 
once again: 

I n many works c o u n c i l s the discussion o f t e n d e t e r i o r a t e d 
i n t o mutual accusations and, p a r a d o x i c a l l y , c o n t r i b u t e d 
towards the worsening o f labour-management r e l a t i o n s w i t h i n 
the undertakings. (Tabb & Goldfarb, 1970:175). 

Management and workers pursued t h e i r own d i f f e r i n g i n t e r e s t s , a n d p u l l e d 
the c o u n c i l s apart (Rosenstein, 1970:177); some r e p r e s e n t a t i v e s sought t o 
i n v e s t i g a t e matters r u l e d beyond t h e i r a u t h o r i t y , w h i l e communication t o 
the rank and f i l e remained poor (Tabb & Goldfarb, 1 9 7 0 a : l l l ) . I n 
f r u s t r a t i o n a t the blockages on t h e i r a c t i v i t y , worker r e p r e s e n t a t i v e s 
o f t e n became aggressive towards management, who reacted i n k i n d and 
r e s i s t e d any r e a l sharing o f a u t h o r i t y (Rosenstein, 1970:178-179). 

E v e n t u a l l y , though, the i n e f f e c t u a l nature of the c o u n c i l s l e d t o t h e i r 
d e c l i n e and d i s s o l u t i o n i n a w e l t e r o f t r i v i a l i t y . While the H i s t a d r u t 
a d v e r t i s e d t h a t the c o u n c i l s ' existence proved t h a t workers wanted t o 
p a r t i c i p a t e (Tabb & Goldfarb, 1970:176), a 1960 survey showed t h a t 
employees and stewards were overwhelmingly of the o p i n i o n t h a t the c o u n c i l s 
had changed nothing ( i b i d : 1 7 7 ) . Their s t a t u s declined as they f a i l e d t o 
produce any r e s u l t s , and indeed as nothing of s i g n i f i c a n c e was brought t o 
them f o r dis c u s s i o n ; the frequency of meetings declined and by 1961 t o 
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a l l i n t e n t s and purposes they had ceased t o f u n c t i o n . Relations i n 
H i s t a d r u t p l a n t s continued t o be as bad as or worse than those elsewhere, 
and the pressure of disputes meant t h a t the o f f i c i a l s o f the union would 
f e e l compelled t o t r y yet again. I n the event the argument was t h a t the 
c o u n c i l s had not been bold enough, and t h a t a r e a l r o l e i n management f o r 
worker r e p r e s e n t a t i v e s was a p r e - c o n d i t i o n f o r success. The debate 
developed a t the 1963 Haifa Conference, a t the 1964 76th H i s t a d r u t Council, 
and at the 1966 Tenth Convention, w i t h a c a l l f o r moving on t o the next 
planned phase o f ' j o i n t management'. The f i n a l product o f t h i s was the 
i s s u i n g of r u l e s and r e g u l a t i o n s f o r the new experiments i n 1968, the 
r e s u l t o f a compromise between the growing managerial e l i t e and the 



4ti6 

p o l i t i c a l l eadership (Rosenstein, 1970:180). 

J o i n t Management Committees 

The new phase was i n f a c t heralded by an experiment i n the Phoenicia 
Glassworks s t a r t i n g i n 1964. The p l a n t was selected because i t appeared 
t o o f f e r favourable c o n d i t i o n s , having been economically successful, w i t h 
a r e l a t i v e l y homogeneous workforce and no serious p o l i t i c a l s p l i t s (Tabb 
& Goldfarb, 1970a:2o8, 211). Yet o p p o s i t i o n was almost immediate, w i t h 
a large group of workers f e a r i n g 'sweating* as a r e s u l t o f having three 
workers e l e c t e d t o act as management (while engineers feared the erosion 
of t h e i r j ob c o n t r o l s by u n s k i l l e d employees), and w i t h one of the e l e c t e d 
r e p r e s e n t a t i v e s a c t u a l l y standing on an a n t i - p a r t i c i p a t i o n p l a t f o r m 
(Tabb & Goldfarb i b i d : 2 1 2 ) . I n t h e i r account Tabb & Goldfarb r e l a t e how 
the Phoenicia scheme f o r r e p r e s e n t a t i o n on a JMC f a i l e d ever t o be 
provided w i t h a c o n s t i t u t i o n by the H i s t a d r u t . I n the absence o f t h i s an 
attempt was made t o demarcate an area o f a c t i v i t y , but the 'teamwork' aim 
was never r e a l i s e d . Meetings were held weekly a t f i r s t , then g r a d u a l l y 
f e l l away u n t i l they became r a r i t i e s ( i b i d : 2 1 7 ) . Management opted t o keep 
secrets on important issues, the r e p r e s e n t a t i v e s o f the workforce became 
gr a d u a l l y more d i s i l l u s i o n e d , communication t o the r e s t of the workers 
ground t o a h a l t , and the system of planned departmental committees got 
nowhere ( i b i d : 2 1 8 ) . Meanwhile, a s t r u g g l e developed between the J o i n t 
Management r e p r e s e n t a t i v e s and the workers' committee which a c t u a l l y 
p r e c i p i t a t e d c r i s e s and d i s r u p t i o n , the stewards wanting t o take over the 
r o l e o f the r e p r e s e n t a t i v e s on the JMC. ( i b i d : 2 2 3 ) . Exacerbated by the 
e x i g i e n c i e s of economic recession, the r e s u l t was "a k i n d of f r i c t i o n 
which had seldom been known a t Phoenicia" ( i b i d : 2 2 4 ) . 

This i n s t a b i l i t y i s o v e r l a i d by the i n e f f e c t u a l t r i v i a l i t y of the JMC 
i t s e l f , w i t h few meetings, and a passive r o l e being played by the 
r e p r e s e n t a t i v e s when meetings d i d occur, c r e a t i n g a s t i l l more pervasive 
lack o f confidence i n the whole idea of p a r t i c i p a t i o n (ibid:224-225). The 
r e p r e s e n t a t i v e s themselves became management minded since they aspired t o 
be managers r a t h e r than r e p r e s e n t a t i v e s proper ( i b i d : 2 4 2 ) , w h i l e the 
workers' committee feared such an outcome, and the loss of some o f t h e i r 
f u n c t i o n s t o such spokesmen ( i b i d : 2 4 0 ) . For Tabb & Goldfarb p a r t i c i p a t i o n 
was never r e a l l y t r i e d t o be given a chance t o work ( i b i d : 2 4 3 ) , but i n 
t h i s reviewer's view t h i s i s i t s e l f p a r t of the r e a l i t y o f p a r t i c i p a t i o n 
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i n a c t i o n . I t i s s t r i k i n g t o f i n d these authors d e s c r i b i n g as the most 
successful a v a i l a b l e experience the I s r a e l i E l e c t r i c Corporation (ibid:246) 
when although t h i s scheme had e n t a i l e d having workers on the board from 
1957 onwards, t r o u b l e s were considerable here too. Thus there was severe 
c r i t i c i s m of the dual r o l e o f r e p r e s e n t a t i v e s from the workforce ( i b i d : 2 5 9 ) , 
and the c r i s i s t h a t r e s u l t e d together w i t h the unimpressive record brought 
extremely poor p u b l i c i t y t o the scheme (Derber, 1963a:63). The problems 
were made worse by a s p l i t between Northern and Southern sections o f the 
company, which was p a r t l y expressed i n c o n f l i c t over the boardroom scheme 
(Tabb & Goldfarb, 1970a:261ff). The workers' committee's suggestions t o 
enhance the democratic s t r u c t u r e of the scheme were almost e n t i r e l y ignored 
(Tabb & Goldfarb, 1970:190). Again a c l e a r c o n s t i t u t i o n was never completed, 
and the workers remained u n i n t e r e s t e d (Tabb & Goldfarb, 1970a:276-277). 
The c l a i m t h a t increased p r o d u c t i v i t y a f t e r 1957 can be a t t r i b u t e d t o the 
scheme (1970a:268-275)therefore seems tenuous, and t h e r e i s no concrete 
evidence to support t h i s a s s e r t i o n i n the t e x t . I f t h i s i s the best the 
authors can f i n d , then the performance of p a r t i c i p a t i o n i s a tour de f o r c e 
i n a n t i - c l i m a x . 

I n the l a t e 1960s i t was nonetheless decided to go ahead w i t h f u r t h e r 
experiments i n j o i n t management, both a t Central and Plant management 
l e v e l s i n companies o f the H i s t a d r u t sector. At c e n t r a l l e v e l there was 
q u i c k l y evidence o f i n f r e q u e n t board meetings, inadequate i n f o r m a t i o n , 
and a lack o f perceived competence on t h e i r own p a r t experienced by the 
r e p r e s e n t a t i v e s . (Rosenstein, 1970:180-181). These appointees o f the 
union also found themselves forced t o take decisions against workers' 
i n t e r e s t s ( i b i d : 1 8 1 ) . Central management, Rosenstein r e p o r t s , even 
welcomed t h i s scheme: 

... because they expected i t t o make the a u t h o r i t y 
r e l a t i o n s h i p i n the p l a n t s more e f f e c t i v e , and because 
they hoped t o strengthen t h e i r own l e g i t i m a c y t o manage 
e n t e r p r i s e s belonging t o the labour movement. As a 
matter o f f a c t , the h i g h - l e v e l p a r t i c i p a t i o n brought 
r e p r e s e n t a t i v e s o f the trade unions - the 'other side' 
w i t h whom the c e n t r a l managements neg o t i a t e - closer 
t o the center o f managerial decision-making. The 
prospect o f co-opting the r e p r e s e n t a t i v e s i n t o 
management while a t the same time l i m i t i n g t h e i r 
i n f l u e n c e undoubedly caused many managers t o welcome 
such a p l a n , ( i b i d : 1 8 1 ) . 
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Not s u r p r i s i n g l y , claims are made f o r a c t i v e discussion, but the rank 
and f i l e remain unimpressed ( i b i d : 1 8 1 ) . 

At p l a n t l e v e l , the JMCs were t o meet weekly. Again i t s f u n c t i o n s 
were c l e a r l y separated from bargaining ones t o t r y and maintain a u n i t a r y 
cast t o proceedings ( i b i d : l 8 3 ) . Rosenstein r e p o r t s t h a t o n l y two stu d i e s 
e x i s t of the ope r a t i o n o f the scheme, sponsored by the H i s t a d r u t i t s e l f . 
Nonetheless i t showed t h a t one management had managed t o co-opt the 
worker r e p r e s e n t a t i v e s , w h i l e the other went through only the motions o f 
p a r t i c i p a t i o n i n the face of a bargaining stance by the r e p r e s e n t a t i v e s 
( i b i d : 1 8 5 ) . I n Rosenstein's l a t e r a r t i c l e , we are t o l d of the slow 
i n t r o d u c t i o n o f schemes, w i t h workers s t i l l i n d i f f e r e n t and management 
r e s i s t a n t (1977:63). On the basis of the Phoenicia case and two personal 
s t u d i e s , Rosenstein notes the danger of d i s r u p t i o n a r i s i n g out o f c o n f l i c t 
r e l a t e d t o the scheme. One of the two s t u d i e s thus showed more severe 
c o n f l i c t than a t Phoenicia, w i t h the workers' committee o b j e c t i n g t o the 
managerial p a r t i a l i t y of r e p r e s e n t a t i v e s on the JMC and f i n a l l y r e s i g n i n g 
over the issue ( i b i d : 1 6 5 ) . Like Tabb & Goldfarb, though, Rosenstein t r i e s 
t o e x p l a i n the problems away w i t h o u t considering the unpalatable thought 
t h a t p a r t i c i p a t i o n might i n h e r e n t l y generate such problems, thus f i n d i n g 
f a u l t w i t h p a r t i c u l a r problems o f g e t t i n g through t o rank and f i l e and so 
f o r t h . 

F i n a l l y , the I s r a e l i case can also be used t o i l l u s t r a t e the need f o r a 
c a r e f u l a n a l y s i s o f power, by reference t o Poole's discussion o f t h i s case 
(see Chapter 6 f o r a discussion o f Poole on power). His f a c t u a l 
inaccuracies do not help (he argues (1975:131) t h a t the rank and f i l e 
gave "unreserved support" f o r p a r t i c i p a t i o n , and t h a t they were " i l l -
organized", a c l a i m which ignores the evidence from several p l a n t s r e f e r r e d 
t o above t h a t workers' committees were o f t e n e f f e c t i v e i n t h e i r o p p o s i t i o n 
and the i n d i c a t i o n s t h a t i n t h i s they were a c t i n g i n a manner r e p r e s e n t a t i v e 
of the r a n k - a n d - f i l e ) , but the t h e o r e t i c a l ambiguities are more severe s t i l l . 
Thus he t a l k s o f f a i l u r e a r i s i n g from the i m p o s i t i o n from above o f schemes 
bearing " l i t t l e r e l a t i o n t o the un d e r l y i n g s t r u c t u r e of power and o f 
values" (p.131). This perspective now gives no clue as t o why p a r t i c i p a t i o n 
should have been imposed i n such c o n d i t i o n s , which was a major p a r t o f what 
the theory was attempting t o e x p l a i n . I t thus ignores the pressures 
o u t l i n e d e a r l i e r , which c l e a r l y have a great deal t o do w i t h power, 
p a r t i c u l a r l y as used here. Indeed i t i s d i f f i c u l t t o know what an 
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'underlying s t r u c t u r e ' i s i f i t can be ignored v i a i m p o s i t i o n 'from above'; 
i t i s not even c l e a r whose power i s now being discussed, given the 
confusion i n the r o l e o f the H i s t a d r u t . Thus we are reduced t o a 
v o l u n t a r i s t i c e xplanation o f f a i l u r e i n terms of the a b i l i t y o f management 
t o suppress e f f e c t i v e p a r t i c i p a t i o n {whereas on the c o n t r a r y , as Derber, 
1963:57-58 shows, i t was p r e c i s e l y the weakness o f H i s t a d r u t management 
t h a t enabled the H i s t a d r u t l e a d e r s h i p t o take the i n i t i a t i v e and impose 
the schemes) against workers who wanted i t ; and t h i s makes no sense of 
the evidence a t a l l , any more than Blumberg or the b a t t e r e d Hugh Clegg d i d . 

OTHER EXAMPLES 

The c o u n t r i e s selected f o r discussion were amongst those f o r which most 
m a t e r i a l was a v a i l a b l e i n the English language. They could r e a d i l y have 
been supplemented, however. The Netherlands f o r instance, provides a 
showcase o f almost a l l the trends we have i d e n t i f i e d . Thus a works c o u n c i l 
system set up a f t e r the Second World War was given only weak c o n s u l t a t i v e 
r i g h t s , and f a i l e d t o impress. The 1960s onwards saw a growing p l a n t - l e v e l 
pressure on management {and on the unions who were organized on a n a t i o n a l 
l e v e l ) , t o which they responded by attempting various p a r t i c i p a t i o n 
'experiments', f o r which the government l a t t e r l y sought t o provide 
c o - o r d i n a t i o n through the CO.P. ( P r o d u c t i v i t y Commission). The works 
c o u n c i l s were e i t h e r becoming sources o f c o n f l i c t ( i f l o c a l a c t i v i s t s 
attempted t o use them f o r n e g o t i a t i o n ) or were supplanted by emergent 
l o c a l union o r g a n i z a t i o n s . A 1971 Act extending t h e i r c o n s u l t a t i o n and 
in f o r m a t i o n r i g h t s has not m a t e r i a l l y a l t e r e d t h e i r r o l e , which continues 
t o be expressed o f f i c i a l l y i n u n i t a r y terras. Meanwhile the debate i n 
t h i s area shows a l l the c o n t r a d i c t o r y conceptions o f management and unions 
t h a t we have come t o expect, w i t h unions d i s t a n c i n g themselves from the 
human r e l a t i o n s - o r i e n t e d experiments which made l i t t l e p r a c t i c a l impression 
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despite considerable p u b l i c i t y , and remaining deeply suspicious (except 
the C h r i s t i a n CNV) o f works c o u n c i l s and o f the s t r i k i n g l y d i l u t e system 
of boardroom r e p r e s e n t a t i o n . T r i v i a l i t y , i n s t a b i l i t y , and occasional 
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change o f s t a t u s are thus the dominant themes. 
The Belgian case provides a v a r i a n t on these same themes. Works c o u n c i l s 
set up i n 1948 were o f the t r a d i t i o n a l u n i t a r y type, w i t h i n f o r m a t i o n and 
c o n s u l t a t i v e r i g h t s i n a l l but a few minor a r e a s . ^ ^ Management r e s i s t 
any f u r t h e r extension s t o u t l y . T r a d e union delegations i n the p l a n t 
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(the unions are well-organized w i t h about 60% d e n s i t y among the whole 
workforce) assume the main r o l e , and the c o u n c i l s s t i c k t o 'problem-

112 smoothing' and "huddles i n l i t t l e c o n t r o v e r s i a l personnel problems". 
Ten per cent o f the c o u n c i l s were found t o be s i g n i f i c a n t l y a c t i v e i n 
1966-67, and d e s p i t e an extension of i n f o r m a t i o n powers i n 1973 by 
Royal Decree (the main a t t r a c t i o n t o the unions) there i s l i t t l e sign o f 
any s u b s t a n t i a l improvement.*"^ The change was probably a consequence 
of the i n c r e a s i n g pressures v i a s t r i k e s and a workers' c o n t r o l movement 
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from 1970 p a r t i c u l a r l y . There i s also some evidence o f a few cases 
where unions have been able t o press n e g o t i a t i n g demands through i n the 
framework o f the works c o u n c i l s (Janne & S p i t a e l s , 1975:184). The 
overwhelming p a t t e r n i s t r i v i a l i t y , however. 

I n Denmark works c o u n c i l s are a c t u a l l y c a l l e d 'co-operation committees' 
and have been e s t a b l i s h e d since 1947, w i t h revamping i n response t o 
c r i t i c i s m i n 1964, 1970, and w i t h the establishment o f a n a t i o n a l 
Co-operation Board i n 1971. The r o l e they are assigned i s the usual 
c o n s u l t a t i v e o n e / 1 ^ w i t h the d e f i n i t i o n o f 'co-determination' under the 
1970 Co-operation Agreement being "an o b l i g a t i o n t o s t r i v e f o r agreement" 
CIR, 1974:118). The c o n f l i c t i n g perspectives o f management (who f e e l t h a t 
amidst ' p a r t i c i p a t i o n ' they should not lose t h e i r c o n t r o l s ) and employees 
(who wish greater e q u a l i s a t i o n o f power) i s confirmed by Lund's research 
(1970:9-12). The l i m i t i n g o f a c t i v i t y t o personnel and welfare areas, the 
poverty o f i n f o r m a t i o n and other areas o f weakness have p e r s i s t e d . * " ^ Some 
changes t o bargaining s t a t u s may occur, as where management want t o 
implement p r o d u c t i v i t y agreements (Bye & Doyle, 1977b:15), but w h i l e shop 
stewards' automatic membership o f the committees (CIR, 1974:117) may 
f a c i l i t a t e t h i s , the a v a i l a b i l i t y of other p l a n t l e v e l bargaining channels 
i n a country w i t h a high d e n s i t y o f union membership (CIR:120; Lund, 1976: 
2 f f ) g e n e r a l l y c o n s t r a i n s the l i k e l i h o o d o f t h i s . Meanwhile a case study 
o f the o p e r a t i o n of the ' p a r t i c i p a t i v e 1 mechanisms by Lund leads him t o 
conclude " t h a t the experiences from the case study make i t d o u b t f u l whether 
i t i s a t a l l d e f e n s i b l e t o place employee re p r e s e n t a t i v e s ... i n the 
column o f 'plus power'" (1976:15). 

The pressures f o r p a r t i c i p a t i o n reform i n Denmark were r i s i n g l e v e l s o f 
p l a n t a c t i o n (CIR, 1974:120-121) and of d i s c o n t e n t marked by absenteeism 
and the l i k e (Jenkins, 1974:274). They produced not only the recasted 
co-operation committees but also l e g i s l a t i o n f o r boardroom r e p r e s e n t a t i o n 
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i n 1973. T h i s l a t t e r system provoked c o n s i d e r a b l e , f a i r l y e n t h u s i a s t i c 
support i n the B r i t i s h p r e s s i n the aftermath of the B u l l o c k Report, with 
i n p a r t i c u l a r the S e c r e t a r y of S t a t e f o r Trade (Mr D e l l ) reported to be 
f a v o u r a b l y i n c l i n e d to i t above the B u l l o c k p r o p o s a l s (see e.g. Times 
16.6.1977). The advantage i s claimed to be a t w o - t i e r system t h a t g r a n t s 
c o n s i d e r a b l y more policy-making power to the s u p e r v i s o r y board than i n 
a l t e r n a t i v e s (a c l a i m made e.g. by the B r i t i s h Government's White Paper 
of 1978, p.15). I n p r a c t i c e (and s i n c e the major o b s t a c l e s to r e a l 
decision-making by s u p e r v i s o r y boards are p r a c t i c a l r a t h e r than l e g a l ) 
t h i s i s hard to p l a c e much b e l i e f in.*""1"^ R e a c t i o n to the scheme appears 
to be t h a t the two members on the board a t l e a s t may provide information, 
though i t can h a r d l y be expected to change d e c i s i o n s s u b s t a n t i a l l y , i . e . a 
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s t i l l m i l d e r v e r s i o n of the a t t i t u d e noted i n Sweden. I n many companies 
the employees have not voted to have the o p t i o n a l system introduced a t 
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a l l . Reporting an e a r l y study of 17 f i r m s by Westenholz, Lund informs 
us t h a t : 

I n g e n e r a l , employee r e p r e s e n t a t i o n has not changed the 
d e c i s i o n s of the f i r m s , but the r e p r e s e n t a t i o n has 
l e g i t i m i z e d the d e c i s i o n s . The r e p r e s e n t a t i v e s take 
as t h e i r primary t a s k to take c a r e of wage e a r n e r s ' 
i n t e r e s t s , but r e p r e s e n t a t i v e s who are shop stewards 
have had a "tendency to a c t more s o f t l y i n ±.a.[7] 
wage n e g o t i a t i o n s " . (Lund, 1976:5). 

Meanwhile, the unions have p r e s s e d f o r 'economic democracy' v i a c a p i t a l 
s h a r i n g , f r u s t r a t e d by the i n a b i l i t y of the S o c i a l Democrats to s u s t a i n 
a m a j o r i t y i n P a r l i a m e n t , though i n any case the enthusiasm f o r the i d e a 
seems m i n i m a l . A l i m i t e d number of autonomous work-group experiments*"^ 
have been, as i n Sweden, p a r t of the employer response i n o f f e r i n g 
p a r t i c i p a t i o n without a f f e c t i n g management c o n t r o l . 

I n I t a l y the upsurge of u n r e s t i n the 1960s was amongst the most s p e c t a c u l a r 
i n Europe, c l i m a x i n g i n 1969 and l e a d i n g to the demand for e f f e c t i v e 
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r e p r e s e n t a t i o n a t shop f l o o r l e v e l . Before t h i s , the r e p r e s e n t a t i v e 
body for employees a t p l a n t l e v e l was the i n t e r n a l committee or works 
c o u n c i l , but i t s t a s k was s p e c i f i e d i n u n i t a r y terms as the advancement of 
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production. For a time, the committees may have r e f l e c t e d the severe 
c o n f l i c t s f o r which they were the only channel, but s i n c e 1970 the r i g h t 
to s e t up union d e l e g a t i o n s , shop stewards, and a new c o n f l i c t - b a s e d form 
of works c o u n c i l s has hastened t h e i r demise, i n a movement from below 
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which r e c a l l s but i n r a p i d i t y outdoes t h a t i n B r i t a i n . 
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CONCLUSIONS 

The o b j e c t i v e of t h i s chapter has been to i n v e s t i g a t e the ideology and 
p r a c t i c e of p a r t i c i p a t i o n outwith the B r i t i s h context on which the 
a n a l y s i s had h i t h e r t o been based. The a n a l y t i c a l framework concerning 
the nature and outcome of p a r t i c i p a t i o n p r o p o s a l s o u t l i n e d i n Chapter 5 
proceeded from Marxis t premises which purport to be r e l e v a n t to the 
a n a l y s i s of a l l c a p i t a l i s t s o c i e t i e s , notwithstanding s p e c i f i c s o c i o -
c u l t u r a l and i n s t i t u t i o n a l d i f f e r e n c e s . T h i s chapter has examined 
experience i n a number of c a p i t a l i s t c o u n t r i e s , sometimes q u i t e marked 
c o n t r a s t s with B r i t a i n i n these r e s p e c t s (as i n the case of I s r a e l ) , and 
has confirmed the explanatory power of the approach adopted here with 
s t r i k i n g c o n s i s t e n c y . 

I t should be noted t h a t the accounts on which I have drawn above were 
l a r g e l y orthodox i n t h e i r views of p a r t i c i p a t i o n (as 'good', p r o g r e s s i v e , 
e v o l u t i o n a r y e t c . ) , and were compelled to r e p o r t as paradoxes r e s u l t s 
c o n s i s t e n t with a p a t t e r n which the a n a l y s i s a p p l i e d here p r e d i c t s as 
normal. I t should a l s o be acknowledged t h a t the i n v e s t i g a t o r y (as 
opposed to r h e t o r i c a l ) m a t e r i a l a v a i l a b l e was o f t e n of q u e s t i o n a b l e 
q u a l i t y and remarkably s m a l l i n q u a n t i t y . G e n e r a l i s a t i o n s abounded where 
case s t u d i e s and other o b s e r v a t i o n s suggest the need to d i s t i n g u i s h a 
range of circumstances and outcomes. 

L e t me f i r s t of a l l o f f e r g e n e r a l i s a t i o n s of my own, notwithstanding the 
above caveat. The o v e r a l l i mpression has been i n conformity w i t h { t h i s 
author's) e x p e c t a t i o n s i n a number of r e s p e c t s : f i r s t l y , the timing of 
i n t r o d u c t i o n of p a r t i c i p a t i o n , or of renewed i n t e r e s t i n and revamping of 
arrangements, i s concentrated i n many c o u n t r i e s i n the l a t e 1960s, and 
c o i n c i d e s w i t h a widespread wave of labour u n r e s t and r a d i c a l demand f o r 
change. Sweden and France e x h i b i t t h i s p a t t e r n most v i v i d l y , but the 
other examples d i s c u s s e d show s i m i l a r p r o c e s s e s a t work. 

Secondly, employer a t t i t u d e s to p a r t i c i p a t i o n seem i n each case to f o l l o w 
c l o s e l y t h e i r B r i t i s h c o u n t e r p a r t s . Management are wary of d i r e c t i v e 
l e g i s l a t i o n , and see p a r t i c i p a t i o n as a means to r e s t o r e t h e i r l e g i t i m a c y , 
reduce c o n f l i c t and r a i s e p r o f i t a b i l i t y . Thus they propose u n i t a r i s t i c 
schemes, based on a d v i s o r y works c o u n c i l s , p r o f i t - s h a r i n g and job reform 
i n most c a s e s . 



T h i r d l y , the r o l e of the S t a t e v a r i e s i n scope q u i t e markedly, but i n most 
c a s e s i t has been c o n s i d e r a b l e and o f t e n has e n t a i l e d l e g i s l a t i o n ( B r i t a i n 
i s unusual i n having, as y e t , no such l e g i s l a t i o n other than t h a t f o r 
h e a l t h and s a f e t y r e p r e s e n t a t i v e s ) . S t a t e agents o f t e n seem to recognise 
the system-maintaining b e n e f i t s of apparent c o n c e s s i o n s , and i n many of 
the c o u n t r i e s examined governments had passed l e g i s l a t i o n d e s p i t e loud 
employer p r o t e s t (as with the 1976 Co-determination l e g i s l a t i o n i n West 
Germany, and the r a t h e r d i f f e r e n t Co-determination a t Work Act i n Sweden 
of the same year, or t h a t on worker d i r e c t o r s i n Sweden and Norway). 
However, compromises and c o n t i n u i n g government commitment to consensus 
s o l u t i o n s (so t h a t c o n f l i c t u a l labour demands r e c e i v e l i t t l e credence 
under new arrangements) undermine the e f f i c a c y of such arrangements as 
r e a l changes i n the i n d u s t r i a l a u t h o r i t y s t r u c t u r e . 

F o u r t h l y , unions have c o n s i s t e n t l y supported, i f not o u t r i g h t o p p o s i t i o n a l 
p r o p o s a l s , then reforms which they f e l t would e f f e c t a genuine change i n 
power r e l a t i o n s . N a i v e l y or not, they have often seen some form of 
p a r t i c i p a t i o n as a means to t h i s , d e s p i t e t h e i r c o n f r o n t a t i o n s with 
employers on i t s purpose. Thus the Meidner c a p i t a l - s h a r i n g proposals i n 
Sweden continue to be viewed as a t h r e a t by management. However, the 
Norwegian unions' achievement of company a s s e m b l i e s i l l u s t r a t e s w e l l the 
i l l u s i o n s of how power d i s t r i b u t i o n might be changed by i t s f a i l u r e to 
have any g r e a t impact. Only where s p e c i f i c bargaining r i g h t s are sought, 
as i n I t a l y f o r example, do r e a l g a i n s seem p o s s i b l e . 

F i f t h l y , the outcomes of p a r t i c i p a t i o n schemes have been found repeatedly 
to f a l l i n t o the framework developed i n Chapter 5 and Chapter 10. Most 
schemes, as we have seen, end up dominated by u n i t a r y conceptions of 
labour-management i n t e r e s t s . I n consequence t h e r e i s a s i n g u l a r f a i l u r e 
of p a r t i c i p a t i o n to r e d i s t r i b u t e decision-making power d e m o c r a t i c a l l y -
the schemes are e m p h a t i c a l l y pseudo-democratic. 

In one case, t h a t of West Germany, i t might be p o s s i b l e to argue t h a t 
p a r t i c i p a t i o n has s u c c e s s f u l l y i n c o r p o r a t e d labour and defused opposition 
to management. I t was argued above, however, th a t n e i t h e r co-determination 
on s u p e r v i s o r y boards nor works c o u n c i l s are l i k e l y to have achieved t h i s 
i n t h e i r own r i g h t . 'Management s u c c e s s ' as an outcome s p e c i f i c a l l y of 
p a r t i c i p a t i o n arrangements seems l e s s p l a u s i b l e given evidence of 
widespread t r i v i a l i t y , and sometimes a degree of i n s t a b i l i t y , or s i g n s 
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of a s h i f t to b a r gaining s t a t u s where the arrangements seemed most 
a c t i v e l y to operate. C e r t a i n l y i t becomes p o s s i b l e to c a s t severe doubt 
on the p i c t u r e of West Germany as evolved, s u c c e s s f u l , h a r m o n i s t i c 
p a r t i c i p a t i o n as deputed by employer o r g a n i z a t i o n s i n the UK. 

The main outcome seems t o have been t r i v i a l i t y as i n d i c a t e d by the OECD's 
ob s e r v a t i o n s on works c o u n c i l s quoted i n the i n t r o d u c t i o n to t h i s chapter. 
P a r t i c i p a t i o n simply f a i l e d to achieve much of s i g n i f i c a n c e f o r anyone, 
and e i t h e r faded from e x i s t e n c e or continued i n formal, r i t u a l form with 
both s i d e s e x p r e s s i n g d i s i n t e r e s t or d i s s a t i s f a c t i o n . 

I n s t a b i l i t y , i t can be t e n t a t i v e l y suggested, i s l i k e l y to be more common 
where l o c a l m i l i t a n c y has no e f f e c t i v e channel of e x p r e s s i o n - as where 
n e g o t i a t i o n s t r u c t u r e s have become h e a v i l y c e n t r a l i s e d and/or where 
unions have been unable to get management to bargain a t p l a n t or 
e n t e r p r i s e l e v e l . France p r o v i d e s frequent examples of t h i s s o r t of 
i n s t a b i l i t y , the evidence suggests, and the LKAB case study i n Sweden 
shows the same p a t t e r n . I n I s r a e l , p a r a l l e l problems arose from the dual 
r o l e of the H i s t a d r u t . 

I n some c a s e s , management may concede b a r g a i n i n g de f a c t o through f o r m a l l y 
u n i t a r y bodies, to appease or f o r e s t a l l i n s t a b i l i t y a r i s i n g from worker 
demands. There are s i g n s of t h i s i f one reads between the l i n e s of 
accounts covering West Germany, I s r a e l , the Netherlands and Belgium, f o r 
example, though here as elsewhere the t h e o r e t i c a l preconception of those 
r e p o r t i n g outcomes remain a t odds with those i n use here, and t h e i r 
accounts are c o n s e q u e n t i a l l y e l l i p t i c a l and u n c l e a r . 

F i n a l l y , i t can be observed t h a t as the 1970s drew to a c l o s e , i n a l l of 
these c o u n t r i e s as i n B r i t a i n t h e r e were c l e a r s i g n s of d i s i l l u s i o n and 
waning i n t e r e s t i n the s u b j e c t of p a r t i c i p a t i o n . Many p i e c e s of 
l e g i s l a t i o n or other i n s t i t u t i o n a l reforms proposed or even enacted i n 
the mid-1970s seem to have f a l l e n i n t o d i s u s e ( I am informed by a recent 

125 
c o n t a c t t h a t no agreement has yet been signed under the 1976 Swedish 
Co-determination At Work Act, f o r i n s t a n c e ) . T h i s s h i f t c o i n c i d e s , of 
course w i t h a deepening worldwide c a p i t a l i s t d e p r e s s i o n , which has 
weakened the p o s i t i o n of labour and s h i f t e d i t s a t t e n t i o n to defence of 
jobs r a t h e r than seeking to encroach on management c o n t r o l . 
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I t would seem, then, t h a t notwithstanding n a t i o n a l d i f f e r e n c e s , the 
a n a l y s i s developed here i s capable of accounting f a r more r e a d i l y f o r 
the r e a l i t y of p a r t i c i p a t i o n w e l l beyond B r i t a i n ' s q u i r k i s h shores t h a t 
are the dominant orthodoxies of managerial s o c i a l s c i e n c e or p l u r a l i s m . 
Indeed, the degree of conformity to the expected p a t t e r n s i s almost 
d i s t u r b i n g . The reader w i l l have to judge whether i t i s manufactured 
by s e l e c t i o n of f a c t and i n t e r p r e t a t i o n , but to t h i s w r i t e r ' s eyes the 
evidence i s overwhelming. The cosmopolitan s t r a t e g y i s uniformly 
unimpressive i n i t s impact. 
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CHAPTER ELEVEN : NOTES 

1. See e.g. Sorge, 1976; Jacobs, 1973 ( c . f . pp 5 4 f f ) ; D a n i e l , 1978 

2. See e.g. the Minority Report of the employer r e p r e s e n t a t i v e s on 
the B u l l o c k Committee, and the evidence of v a r i o u s employer 
bodies to the Committee ( d i s c u s s e d i n Chapter 5 pp 34-37 of 
the Minority R e p o r t ) . 

3. See e.g. EEF, 1977; Roger H a r r i s o n , 1977. 

4. Quoted by Asplund, 1972:32 from New P e r s p e c t i v e s i n C o l l e c t i v e 
B a r g a i n i n g ! OECD, P a r i s , 1969. 

5. The term 'co-determination' i s used commonly i n two ways, 
f i r s t l y to r e f e r to the German i n s t i t u t i o n s of worker 
p a r t i c i p a t i o n as a whole, and secondly {more a c c u r a t e l y ) 
to d e s c r i b e s p e c i f i c a l l y the system of p a r i t y r e p r e s e n t a t i o n 
on the s u p e r v i s o r y boards i n the 'Montan' ( c o a l , i r o n and s t e e l ) 
i n d u s t r i e s . Here i t i s used i n the former, loose sense f o r 
convenience. 

6. For Blumberg's f u l l arguments a g a i n s t Clegg see h i s 1968:156ff. 

7. See H.A.Clegg, 1976, 1977. 

8. CIR, 1974:13; Bye & Doyle, 1977a; Clegg, 1976:12 (who c i t e s a 
f i g u r e of 37% f o r 1972). The r e t r e a t has been p a r t i c u l a r l y 
due to a f a i l u r e to r e c r u i t e f f e c t i v e l y i n the expanding 
w h i t e - c o l l a r s e c t o r s . 

9. Though the union o f f i c i a l now has the r i g h t t o v i s i t the p l a n t 
and attend the works c o u n c i l meeting s i n c e the 1972 Works 
C o n s t i t u t i o n Act, w h i l s t a d i l u t e d shop steward ( V e r t r a u e n s l e u t e -
trustmen) system has been emerging i n some a r e a s i n r e c e n t y e a r s . 
The trustmen have no l e g a l r i g h t s or p r o t e c t i o n however. 

10. The f o l l o w i n g account i s a s e v e r l y a b b r e v i a t e d one c u l l e d from 
among ot h e r s , Poole, 1975; Bye, 1974; Furstenburg, 1969; 
Shuchman, 1957; Adams & Rummel, 1977. Most v e r s i o n s a r e 
'evolutionary' accounts of one s o r t or another. 

11. Both reported i n Furstenburg, 1969:12. 

12. Ramm, 1974:22-23. The c o n c e n t r a t i o n of works c o u n c i l s i n l a r g e 
companies (as i n the UK) i s confirmed by the f a c t t h a t the 6% 
of e n t e r p r i s e s who had complied with the Act employed two-thirds 
of the labour f o r c e . 

13. European I n d u s t r i a l R e l a t i o n s Review, No.39, March 1977:19-20. 
BDA e s t i m a t e s are given i n CIR, 1974:26. 

14. A s i m i l a r impression has been gained by some v i s i t i n g B r i t i s h 
shop stewards. I r e c a l l one steward's horror as he recounted 
attending a f a c t o r y assembly where the works c o u n c i l members 
spent most of t h e i r energy on exhorting g r e a t e r production 
e f f o r t r a t h e r than being accountable to the membership or 
seeking g r i e v a n c e s t h a t needed t a k i n g up w i t h management. 
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15. I n Blume's study 67% evaluated the c o u n c i l p o s i t i v e l y , and 
92% f e l t they could not do without i t (CIR, 1974:31). 
Bl e u c h e r ' s f i n d i n g s (see I.Roberts, 1973:354) are s i m i l a r , 
Furstenburg's a l i t t l e l e s s s upportive (1973:30), w h i l s t 
a union study by IG - Chemie - Keramik (1966 - see I.Roberts, 
197 3-.354) found p o s i t i v e r a t i n g s from 50% of workers. 

16. C.f. Adams & Rummel, 1977:10-11, 22; Asplund, 1972:26; Hartmann, 
1975:57-58; S i m i t i s , 1975:13n.45; Emery & Thorsrud, 1969:48). 
Other c r i t i c a l views are summarised by Coates & Topham (1972:206} 
from M.Buhning, 'Mitbestimmung: A Midpassage', I n t e r n a t i o n a l 
S o c i a l i s t J o u r n a l , February, 1967:94-111. Furstenburg (1973:321) 
found t h a t when asked w i t h whom per s o n a l problems could be 
d i s c u s s e d (the meaning of 1 p e r s o n a l ' i s not c l a r i f i e d ) only 5% 
named t h e i r works c o u n c i l l o r , as a g a i n s t 54% t h e i r s u p e r v i s o r s . 
The i n t e n s i t y of r e l a t i o n s with s u p e r v i s o r s , i n c i d e n t a l l y , 
i n d i c a t e s f u r t h e r a weak s h o p - l e v e l o r g a n i z a t i o n among 
workers and so a dependent r e l a t i o n s h i p ; r e s e a r c h i n the UK 
and the USA suggests t h a t s u p e r v i s o r s a r e f a r more i n d i f f e r e n t l y 
or h o s t i l e l y regarded when worker s e l f - o r g a n i z a t i o n and 
autonomy are high. Hartmann, 1970:144, shows t h a t co-determination 
as a whole has l i t t l e s a l i e n c e f o r workers r e l a t i v e to other 
i s s u e s (see Ramsay, 1976a and subsequent chap t e r s here on t h i s 
g e n e r a l i s s u e ) . 

17. I t i s worth r e c a l l i n g t h a t a f a r more c r i t i c a l view of works 
c o u n c i l s and co-determination seems to have emerged i n the more 
c l a s s - o r i e n t e d approach of Popitz e t a l (1957) . 

18. C.f. Dahrendorf, 1959; Schauer, 1973; W i l p e r t , 1975:61; 
Ramm, 1974:24. 

19. Biedenkopf, 1970:60; Hartmann, 1975:57. On the r e l a t i v e l y 
g r e a t e r powers f o r personnel and s o c i a l matters as compared 
with economic and f i n a n c i a l ones, see e.g. S c h r e g l e , 1978:86; 
Ramm, 1974; Hartmann, 1970:143 (on a r e a s of p e r c e i v e d i n f l u e n c e ) ; 
Furstenburg, 1969:17-19. 

20. C.f. Daheim, 1973:25; Schauer, 1973:212. 

21. K l i e m t (1971 - see W i l p e r t , 1975:61) found f o r i n s t a n c e t h a t 
40% of works c o u n c i l s chairmen i n h i s sample had been i n o f f i c e 
f o r over 11 y e a r s . See a l s o Furstenburg, 1969; 1973:323; 
Asplund, 1972:26. Daubler suggests the same a r i s i n g out of the 
a t t r a c t i o n of high s a l a r y on the s u p e r v i s o r y board (1975:224). 

22. P i r k e r e t a l (1955 - see Adams & Rummel:16) r e f e r to a "notables 
i i 

democracy". Furstenburg (1973:318) reproduces t h i s f i n d i n g . 

23. CIR, 1972; Adams & Rummel: Sc h r e g l e , 1974, 1978; Douglas M i l l e r , 
1977. 

24. Adams & Rummel, 1977:13; Bergmann s M u l l e r - J e n t s c h , 1975. 

25. C.f. Clegg, 1976:60, where he notes t h a t works c o u n c i l l o r s 
w i l l even ignore and openly disapprove of o f f i c i a l s t r i k e s . 
C.f. a l s o Furstenburg, 1969:23-24. 



26. I n t e r a l i a , CIR, 1974; Clegg, 1976 ( c o n f l i c t i n g w i t h some of 
h i s e a r l i e r o b s e r v a t i o n s ) ; Emery and Thorsrud, 1969; 
Sturmthal, 1964; Fogarty, 1975. A r e c e n t a r t i c l e i n the BIRR 
(No.54, June 1978) o f f e r e d two case s t u d i e s on the same theme. 

27. Furstenburg, 1969:15-16 says t h a t 82% of c o u n c i l l o r s i n 1961 
were members of DGB unions, w h i l e Blume found 98% of chairmen 
l i k e w i s e ; CIR, 1972:27 g i v e s s i m i l a r f i g u r e s of 83% members 
of works c o u n c i l s i n 1965, d e c l i n i n g to 77% i n 1972; c o n f u s i n g l y , 
EIRR (No.54, June 1978:16) says the c u r r e n t average i s around 
70%; and t h a t IG M e t a l l are c l a i m i n g a 50% i n c r e a s e i n s e a t s 
going to u n i o n i s t s i n the 1978 round (which would appear to 
take them past 100%!). Ramm, 1974:23 g i v e s f i g u r e s on the 
v a r i a n c e of union r e p r e s e n t a t i o n from i n d u s t r y to i n d u s t r y . 

28. From 'Workers on the Board and A l l That", BBC2, 13.2.1974. 

29. The employers opposed the new Act on c o n s t i t u t i o n a l grounds 
( t h a t i t undermined the r i g h t s of p r i v a t e p r o p e r t y ) , and i t 
took u n t i l 1979 f o r t h e i r o b j e c t i o n s to be r e j e c t e d by the 
High Court. 

30. Ramm, 1974 extends t h i s a n a l y s i s by showing t h a t a l l German 
labour law i s governed by u n i t a r y assumptions about s o c i a l 
r e l a t i o n s i n i n d u s t r y and thus a c t s to muffle c o n f l i c t as 
f a r as the law can do so. 

31. See Hanson, 1977:36; EIRR No.39, December 1976:3. 

32. Deppe, 1973; Vagts, 1966; Biedenkopf Report, 1970:61. 

33. See e.g. DGB 1967, where i t i s argued t h a t co-determination 
i s s t i l l only a s t e p " f a r removed from the p r i n c i p l e s 
r e q u i r e d by a t r u l y f r e e and democratic order of s o c i e t y " 
(p 210); y e t a l s o i t i s averred t h a t labour and c a p i t a l 
must be "equal p a r t n e r s " and t h a t "the w e l l - b e i n g of the 
e n t e r p r i s e must be secured and promoted w i t h i n the 
framework of the f r e e market economy" (p 199). See the 
more d e f e n s i v e and e q u a l l y u n c e r t a i n defence by the more 
m i l i t a n t e r s t w h i l e head of IG M e t a l l , Otto Brenner (1974, 
e s p e c i a l l y l O O - l O l ) ; and the essay by Otto (Chief of Bureau, 
E x e c u t i v e Board) 1974. 

34. See e.g. Hartmann, 1970:144#and J e n k i n s , 1974:121, who c i t e s a 
DGB survey showing t h a t co-determination f i g u r e s only e i g h t h of 
a s e r i e s of nine f a c t o r s i n p r i o r i t y f o r change. 

35. Furstenburg,1969:37; CIR, 1974:21. Other s t u d i e s suggest even 
s m a l l e r numbers wi t h such knowledge - see Adams 6 Rummel, 1977:11 
n.58 f o r a summary. 

36. Furstenburg, 1969:37 r e p o r t s the f i r s t f i n d i n g from the 1950s; 
Daubler, 1975:224 the second, from a study by Thomson which i s 
s i g n i f i c a n t l y more re c e n t (1970). 
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37. J e n k i n s , 1974:120 c i t i n g a 1966 study by E.G.Erdmann. 
I n t e r e s t (not n e c e s s a r i l y s a t i s f a c t i o n ) i s g r e a t e r 
amongst s k i l l e d workers than l e s s s k i l l e d ones -
c . f . Popitz e t a l , 1957; Furstenburg, 1969:37; 
K r e j c i ; 1976:160. 

38. EIRR, 13, January 1975:19 c . f . a l s o Asplund, 1972:26. 

39. CIR, 1974:18-19; Schauer, 1973; Davie s , 1976:65. 

40. C.f. Daubler, 1975:223; and see Biedenkopf Report, 1970:63-64. 

41. Batstone, 1976:36; Schauer, 1973:218; CIR, 1974:19. 

42. Blumenthal, 1956; Daubler, 1975:22-23? Davies, 1976:65. 

43. Blume, 1965 - see CIR, 1974:17-18 f o r a d i s c u s s i o n . 

44. Davi e s , 1976:65; Furstenburg, 1969:42. 

45. By Bye & Doyle, 1977a:15. 

46. Hartraann, 1975:57, from Biedenkopf Report. 

47. See CIR, 1974:20 f o r d a t a . 

48. Daheim, 1973:27-28; Adams & Rummel, 1977:12. 

49. Davies, 1976:66; Hartmann, 1975. 

50. T h i s i s based above a l l on c o n v e r s a t i o n s w i t h and a seminar 
p r e s e n t a t i o n by D i e t e r Hockhul o f the Economic Department 
of the DGB (February, 1978). The g e n e r a l approval of Adams & 
Rummel, l i k e t h a t of Biedenkopf, f o r co-determination a s an 
agent of t e c h n i c a l change i s t h e r e f o r e d e r i v a t i v e of a 
p a r t i a l p e r s p e c t i v e ( d i s c l o s e d by t h e i r use of the word 
" r a t i o n a l " (1977:17) or " d y s f u n c t i o n a l " (p 16)) which the 
German unions may be f o r c e d to r e j e c t . 

51. Compare, f o r example, the account of Adams & Rummel, 1977 
with t h a t of Bergmann & M u l l e r - J e n t s c h , 1975, or of M u l l e r -
J e n t s c h and S p e r l i n g , 1978. 

52. Quoted by van O t t e r , 1975:202. See f u r t h e r Gustafsson, 1974:631. 

53. See Hufford 1973; van O t t e r , 1975; Faxen, 1977. 

54. See Palm, 1977:17ff, and the i n t r o d u c t i o n to t h i s book by 
Dorothy Wedderburn. 

55. For p o s i t i v e views of ' c o r p o r a t i s t ' elements i n Swedish 
arrangements see Ruin, 1974; L i s t , 1973. 

56. See e.g. K o r p i , 1978; van O t t e r , 1975:196-197, 212; 
S v a l s t o g a & C a r l s s o n , 1973; Scase, 1974, 1974a, 1976, 1977a. 

57. See EIRR, 31, J u l y 1976, f o r the t e x t of the new A c t . 
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58. The works c o u n c i l s are i n p r a c t i c e f a r from u n i v e r s a l -
even an SAF survey i n 1965 found only 40% of f i r m s had 
a works c o u n c i l , 41% o n l y an " i n f o r m a l j o i n t committee" 
and 19% not even t h i s (SAF, 1965:11). Meanwhile a 1974 
survey reported i n a p u b l i c a t i o n of the Ce n t r a l S t a t i s t i c s 
Board showed t h a t 59% f e l t t h a t they had no i n f l u e n c e 
over t h e i r work hours, 23% l i k e w i s e over work p l a n n i n g 
and 83% over the appointment of t h e i r immediate superior 
(see New Society Findings: a swede l i f e ? " vol.39 No.746, 
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59. Peterson, 1968:192 summarises t h i s t r e n d . 
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e n t e r p r i s e s . Had the questions been asked i n terms o f what 
"should be" ( r a t h e r than " i s " ) t he main task, the d i v i s i o n s 
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( i n d i c a t i n g t h a t he f e l t t h i s needed saying, t h a t i t might 
be pr o b l e m a t i c a l ) but t h a t he was accused of ' s i t t i n g on the 
fence' by many workers. They d i d not r e a l i s e t h a t he had t o 
consider p r o f i t s t o o , and t h a t o nly when the cake had grown 
f u r t h e r could one bargain f o r more f o r workers. He admitted 
keeping t h i n g s from the union. The other worker d i r e c t o r 
claimed t o pass a l l i n f o r m a t i o n on t o the union, even i f the 
Board tagged i t ' c o n f i d e n t i a l ' . Grafstrom o f the SAF f e l t , 
however, t h a t most worker d i r e c t o r s had accepted the r u l e s . 

64. See e.g. Jenkins, 1974; P.Dickson, 1975; D.Wilson "Saab's 
experiment pays o f f " Observer, 15.10.1972; "Sweden cuts 
monotony o f working" Guardian, 2.12.1974; D.Thomas "How the 
workers are i n v o l v e d " . F i n a n c i a l Times, 2.10.1973; N.Foy 
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Times, 13.9.1976; M.Arnold-Foster, "The car p l a n t t h a t works". 
Guardian, 9.11.1975; P.Harrison, "Saab's d r i v e t o democracy", 
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Taylor eds., 1972. 
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Meanwhile, the President o f Volvo has conducted h i s own 
a d v e r t i s i n g campaign - which q u i c k l y reveals the t r u e 
motives t o a reader w i t h but an ounce o f cynicism. 
See Gyllenhammar, 1974, 1977. 

65. See Aguren e t a l , 1976; J . E l l i o t t " Q u a l i f i e d success f o r 
Volvo assembly" F i n a n c i a l Times, 23.11.1976; "Job enrichment: 
An Assessment o f the Volvo Experiment", EIRR 36_, December 1976: 
4-6. 

66. See e.g. quotes from workers' unions i n R.Young "Not q u i t e a 
car workers' paradise" Times Diary, The Times, 3.9.1976; 
D.Wilson "The Trouble w i t h Volvo's V a l h a l l a " , Observer, 
9.6.1977; and the adverse r e a c t i o n s o f most o f a group of 
D e t r o i t car workers who were brought across t o t r y the new 
system ( F i n a n c i a l Times, 28.1.1975; 30.7.1976 and Wedderburn's 
i n t r o d u c t i o n t o Palm, 1 9 7 7 : x i i ) . 

67. For t h i s i n s i g h t {and c o n f i r m a t i o n o f the loss o f i n t e r e s t i n 
the work r e - o r g a n i z a t i o n issue i n the face of recession and new 
problems o f n e g o t i a t i o n ) I am indebted t o Bengt Sandkull. He 
described how the focus of the p l a n t had become not the workers 
but the s o p h i s t i c a t e d c o n t r o l s a t the cen t r e . C l e a r l y t h i s 
c o n t r o l makes near-impossible the k i n d of autonomy described 
by Lupton (1963) among o t h e r s ; i n Herding's (1972) terms i t 
" o f f i c i a l i z e s " o t her c o n t r o l s and so gives management a f r e s h 
g r i p on the s i t u a t i o n . By c r e a t i n g separate groups who 
complete t h e i r work and move i t on t o the next s e c t i o n , the 
pressure o f work can also be r a i s e d , and t h i s apparently i s 
i n c r e a s i n g l y being r e a l i s e d by the workforce. This adds 
s i g n i f i c a n c e t o new measures t o increase group competitiveness 
i n Volvo (Times, 23.5.1978). 

68. Despite the r e s e r v a t i o n s expressed i n her e a r l i e r comments at 
an SSRC Conference i n 1974, Wedderburn' s remarks i n t h i s 
i n t r o d u c t i o n are somewhat a t odds w i t h her e a r l i e r apparent 
enthusiasm f o r Swedish work o r g a n i z a t i o n 'advances'. 

69. See de Bellecombe, 1970:82; CIR, 1974:48-49. 

70. This i s the term used i n the proposals o f the Sudreau Committee, 
r e p o r t i n g i n 1975. 

71. Reynaud, 1975:279ff; Kendall, 1975:80ff; CIR, 1977:56. 

72. CIR, 1974:48; Bye & Doyle, 1977c:5. 

73. Estimates range from 18 t o 25% d e n s i t y of union membership 
among the workforce (CIR, 1974:37) . 

74. G a l l i e , 1978, confirms the l a t t e r i n a r e l e v a n t context. 

75. As usual, even accounts which c o n t a i n i n f o r m a t i o n showing the 
f a i l u r e of p a r t i c i p a t i o n continue to see the i n t r o d u c t i o n of 
i t as 'progressive' or 'advanced'. (See e.g. de Bellecombe, 
1970:61, 66, 75; G a l l i e , 1978:153; Jenkins, 1974:151; CIR, 
1974:35). This makes p o s s i b l e t h a t tour de force which r e f e r s 
t o demands f o r r a d i c a l change and o p p o s i t i o n t o i n t e g r a t i o n , 
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as o f the CGT, as 'conservative'. The most remarkable slander 
comes from Begg (1960:46) when he describes the Communists 
as "only i n t e r e s t e d i n r e p r e s e n t i n g the workers so long as the 
workers wishes s u i t t h e i r p o l i c y " , and adds puzzedly t h a t the 
unions "which might provide honestrepresentation" can not get 
s u f f i c i e n t worker support t o enable them t o do so. 

76. Thus, i n October 1977, a congress was held by the CNPF 
(Employers' Federation) on "man and i n d u s t r i a l e n t e r p r i s e s " , 
preceded by an e x h i b i t i o n on moves t o improve working c o n d i t i o n s 
despite the economic c r i s i s (Times, 18.10.1977). The French 
government have also appointed a M i n i s t e r f o r Job Enrichment. 

77. See G.Merrit "France's Shopfloor D i r e c t o r s " , F i n a n c i a l Times 
14.2.1975. 

78. Two exceptions are Carby-Hall, 1977, who seems t o j u s t take the 
whole exercise l e g a l i s t i c a l l y ( i . e . o f f i c i a l f u n c t i o n s are 
t r e a t e d as f a c t u a l ) or t o t a c i t l y approve of the narrow, 
t r i v i a l confines o f t h e i r o p e r a t i o n ( c . f . e.g. pp. 90-91, 112) 
and Montuclard, 1963. Montuclard argued t h a t the committees 
were succeeding and becoming g r a d u a l l y l e s s t r i v i a l on the 
basis o f a study i n f o u r e n t e r p r i s e s . But not only do h i s 
f i n d i n g s run counter t o other observations before and since, 
they are also based on an e x p l i c i t d e f i n i t i o n o f the purpose 
of the whole excercise as i n t e g r a t i o n , suppression of outmoded, 
o p p o s i t i o n a l views of the e n t e r p r i s e and p r o v i s i o n o f the best 
chances t o solve management's problems. (See "Workers' 
P a r t i c i p a t i o n i n Management : Notes on Two French Studies", 
IILS I n t e r n a t i o n a l Educational M a t e r i a l s Exchange, on which 
u n c r i t i c a l p r e c i s I have based my understanding of Montuclard's 
approach). C.f. also de Bellecombe, 1970:88n.l. 

79. CIR, 1974:49; Sudreau Committee r e p o r t quoted i n EIRR No.15, 
March 1975 says "almost h a l f " do not have the committees, but 
are probably too o p t i m i s t i c on the weight of the evidence. 

80. Asplund, 1972:29-30; Garson, 1973a:171. 

81. CIR, 1974:50-51 which shows t h a t f o r 73% o f the votes, the 
main unions got j u s t 54% o f the seats i n 1972 while non-
u n i o n i s t s , f o r 14% of the votes, got 36% o f the seats. 
See Kendall, 1975:63 f o r e a r l i e r years. 

82. Asplund, 1972:37, confirmed by G a l l i e , 1978:Chapter 7, i n a 
f i r m which he nonetheless describes as having a r e l a t i v e l y 
' l i b e r a l * a t t i t u d e t o committees. 

83. De Bellecombe, 1970:86-87; Clegg, 1960:45; Carby-Hall, 1977: 
84-85 gives f i g u r e s t h a t show canteens as the number one issue 
followed by clubs, gardening t o o l s e t c . , h e l p i n g new employees 
adapt, apprenticeship schemes, sport and so on. 

84. See e.g. Andersen, quoted i n Emery & Thorsrud, 1969:6-8; 
Aspengren, 1974. 

85. For a d e s c r i p t i o n see Bye & Doyle, 1 9 7 7 b : l l ; Balfour, 1973a: 
203-205; Appleyard, 1971:41, 50-51. 
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Andersen, i n Emery & Thorsrud, 1969:7 

78% o f b l u e - c o l l a r workers and 59% o f w h i t e - c o l l a r workers f e l t 
workers d i d not p a r t i c i p a t e s u f f i c i e n t l y i n running the e n t e r p r i s e 
(p 307). H o l t e r shows t h a t nonetheless there was l i t t l e d e s i r e f o r 
greater p a r t i c i p a t i o n p e r s o n a l l y - t h i s suggesting t o me t h a t a 
demand f o r r e p r e s e n t a t i o n i s t h e r e f o r e shown. Responses on 
the purpose of increased p a r t i c i p a t i o n show t h a t only a m i n o r i t y 
(27% b l u e - c o l l a r , 39% w h i t e - c o l l a r ) are concerned w i t h 
e f f i c i e n c y , w i t h greater s a t i s f a c t i o n (39% and 37%) and 
increased j u s t i c e (29% and 22%) f i g u r i n g prominently (p 307). 
Holter also i n d i c a t e s t h a t i n the f i r m i n the study where no 
production committee e x i s t e d t e n s i o n was higher and the demand 
f o r j o i n t decision-making less - one i m p l i c a t i o n o f which (only 
h i n t e d a t ) i s t h a t the Committees 'work'. There i s , o f course, 
an a l t e r n a t i v e view, which proved more p l a u s i b l e i n analysing 
the f i n d i n g s i n Turner e t a l (1977) i n the l a s t chapter - t h a t 
less t e n s i o n makes the appearance of co-operation more 
sus t a i n a b l e . 

For Thorsrud's own e v o l u t i o n a r y n o t i o n s see h i s 1972. I n 
t h i s he r e f e r s t o a rash o f w i l d c a t s t r i k e s throughout 
Scandinavia (not j u s t i n Sweden) as a source of impetus t o 
union a c t i v i t y [1972:3o9). He i s also reported t o have attacked 
Herzberg on h i s fears about p a r t i c i p a t i o n arguing t h a t i t s very 
u n p r e d i c t a b i l i t y was good (see Jenkins 1974:258). He appears 
t o stand i n the same broad p o s i t i o n as Blumberg or Pateman as 
a p a r t i c i p a t o r y t h e o r i s t , w i t h a p r e d i l e c t i o n a t the same time 
f o r the Tavistock I n s t i t u t e approach. 

Emery s Thorsrud, 1966:443; 1969:24; 1970:190. 

See e.g. Emery & Thorsrud, 1973; 1976; Engelstad, 1970; 
N.Wilson, 1973; Jenkins, 1974. Consider also the e a r l i e r 
experiment of French, I s r a e l &Aas (1960) on more orthodox 
human r e l a t i o n s l i n e s which f a i l e d t o work i n the way the 
c l a s s i c American equ i v a l e n t had supposedly done (Coch & French, 
1948). Their conclusion was t h a t Norweigan workers have 
higher c u l t u r a l expectations of l e g i t i m a t e work c o n t r o l than 
Americans, and were thus unimpressed by the changes. The Oslo 
researchers' plans are t o o f f e r g reater job c o n t r o l than 
envisaged by conventional human r e l a t i o n s . 

Based on a conversation w i t h one o f the researchers. T h i s aim 
of some of the researchers was claimed t o be worrying management 
as workers saw the l i m i t s and s i g n i f i c a n c e o f t h e i r experiences. 
Gusatvson (1977:273) p o i n t s out, however, t h a t continued management 
involvement has a c t u a l l y t i g h t l y constrained the scope o f the 
experiments. 

As much i s acknowledged by the I s r a e l i M i n i s t e r o f A g r i c u l t u r e 
i n a 1964 speech - see Hanegbi e t al:16-17. 

A l l o f the references discussing p a r t i c i p a t i o n give some o u t l i n e 
of t h i s , but Hanegbi e t a l , 1971 o f f e r the c l e a r e s t e x p o s i t i o n 
of i t s s i g n i f i c a n c e f o r class consciousness. 
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94. The l a t e s t f i g u r e , given i n F i n a n c i a l Times, 21.6.1977, put 
the H i s t a d r u t sector a t 20% o f i n d u s t r y , 40% o f c o n s t r u c t i o n 
and 75% o f a g r i c u l t u r e , w i t h 1.35 m i l l i o n members. 

95. Tabb & Goldfarb (1970:158-159) tend t o imply the l a t t e r approach, 
but as t h e i r own survey shows workers themselves tended t o blame 
lack o f seriousness or s i n c e r i t y on the p a r t o f the H i s t a d r u t 
f o r many o f the problems (1970a:193). While the l a t t e r i s 
p a r t l y a backlash o f the o f f i c i a l ideology t h a t p a r t i c i p a t i o n 
ought t o succeed (so blame becomes d i r e c t e d a t a group r a t h e r 
than a t the s i t u a t i o n i t s e l f ) t h i s view s t i l l has s i g n i f i c a n c e 
f o r what i t shows o f the workers' perception of t h e i r own 
r e p r e s e n t a t i v e s . 

96. C.f. Rosenstein, 1970. Tabb & Goldfarb a c t u a l l y d e f i n e 
p a r t i c i p a t i o n i n terms o f i n t e g r a t i o n . 

97. See r e p o r t s i n Guardian 1.10.1975, 9.11.1976; Times 5.11.1975. 
There has been a major (and c o n t r o v e r s i a l ) campaign by p r i v a t e 
employers t o encourage p r o d u c t i v i t y (Guardian 12.3.1975 
describes the p o s t e r s ) . 

98. Thus both Tabb & Goldfarb (1970, 1970a) and Rosenstein (1977) 
close t h e i r reviews w i t h an expression o f b e l i e f t h a t 'now' 
the i n s t i t u t i o n s may be got r i g h t , showing remarkable stamina 
and obstinacy i n the face o f t h e i r own evidence. For o t h e r , 
b r i e f e r , accounts o f f a i l u r e see Jenkins, 1974; Poole, 1975; 
Agassi, 1974; Fine, 1973; and Derber, 1963a (who seems t o 
conclude, pace Blumberg, on r a t h e r Cleggian l i n e s about the need 
f o r n e g o t i a t i o n , not p a r t i c i p a t i o n , t o r e a l i s e i n d u s t r i a l 
democracy). Aaron, 1974, provides a remarkable whitewash o f 
a l l problems as Secretary General o f the H i s t a d r u t . 

99. For the most p a r t , the f o l l o w i n g accounts o f JPCs and subsequent 
i n s t i t u t i o n s are based on Tabb & Goldfarb (1970, 1970a) and 
Rosenstein (1970, 1977),the most extensive a v a i l a b l e discussions 
i n E n g l i s h . 

ICO. Agassi, 1974:74; Derber, 1963a:55, 60; Derber, 1963:50. 

101. Tabb & Goldfarb, 1970:173:174; 1970a:99-100, 107. 

102. Rosenstein, 1970:175; 1977:59. 

103. C.f. the study by Stoddart and other m a t e r i a l c i t e d by Rosenstein, 
1977:60; 1970:176-177. Tabb & Goldfarb's l a t e r survey (1970a: 
Chapter 4) suggests a s i m i l a r p a t t e r n . 

104. Rosenstein 1970:178-179; Tabb & Goldfarb, 1970:177-178. 

105. See de W i l l e b o i s , 1973:70ff; Peper, 1975; CIR, 1974:Chapter 6; 
Bye & Doyle:1977d. 

106. De W i l l e b o i s , 1973:64ff; CIR, 1974:Chapter 6; Asplund, 1972:36; 
Kendall, 1975:274-276. For an apologia, i n c o n t r a s t t o these 
accounts (and made t o look f o o l i s h by t h e i r agreement) see Pels 
quoted i n B a l f o u r , 1973a:20O). 
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107. Thus, employer r e s i s t a n c e t o feared encroachment on t h e i r 
p r e r o g a t i v e s , ensured t h a t both 1950 and 1971 l e g i s l a t i o n 
{though the l a t t e r was a r e l a t i v e r e t r e a t f o r them) l i m i t e d 
e f f e c t i v e r i g h t s t o c o n s u l t a t i v e ones o r i e n t e d t o the "proper 
performance" of the "undertaking" {see CIR, 1974:66-67). 

108, This c o n f l i c t o f conceptions comes out i n almost a l l o f the 
references c i t e d above. The f a i l u r e of CO.P. experiments 
i s a t t r i b u t e d i n recent work t o the dominance o f the managerial 
perspective enforced by the s o c i a l s c i e n t i s t s who were drawn 
i n t o the programme by the a t t r a c t i o n o f r e c o g n i t i o n and 
research funds. P r e d i c t a b l y , explanations of f a i l u r e were 
a l l v o l u n t a r i s t i c (bad management, poor i n s t i t u t i o n s , lack o f 
communication) and never s t r u c t u r a l . The two accounts, on 
which I am drawing, by Hubert de Man and M.R.Van F i l s , were 
presented a t a seminar of the European I n s t i t u t e o f Advanced 
Studies i n Management, Brussels, May 1978. They r e c a l l e d the 
pioneering c r i t i c i s m s of Mauk Mulder t o whom I have r e f e r r e d 
e a r l i e r (see b i b l i o g r a p h y ) . 

De W i l l e b o i s , 1973, gives an account o f these experiments whose 
genesis (and f a i l u r e ) r e c a l l i n many ways those i n Sweden. See 
also Daniel & Mcintosh (1972:27-28) who are forced t o admit, 
despite t h e i r general enthusiasm f o r j o b enrichment, t h a t the 
P h i l l i p s case i l l u s t r a t e s the tenuousness o f management's 
commitment t o j o b reform, dependent on the r e l a t i v e s t r e n g t h 
o f c o m p e t i t i v e pressures and those appeasing the workforce; 
unemployment reduces the l a t t e r and increases the former, and 
i n t e r e s t i n j o b enrichment wanes. 

109. C.f. Asplund, 1972:27. 

110. Commission o f European Communities, 1975:50; Coates, 1971a:37-38; 
CIR, 1974:83; Bye & Doyle, 1977d:14; Bundervoet, 1973:38; 
Asplund, 1972:22, 37. 

111. Commission o f the European Communities, 1975:50; Janne & S p i t a e l s , 
1975:185 & 186; Gevers, 1978:2. 

112. Gevers, 1978:2; Gevers research i s based on a 1966-67 survey 
whose f i n d i n g s are summarised i n a 1973 book. Works Councils: 
A Marginal Phenomenon i n the Belgian I n d u s t r i a l Democratisation 
Movement ( i n Flemish), and an e a r l i e r r e p o r t summarised also i n 
Bundervoet, 1973:38, and CIR, 1974:85-86c. C.f. Carby-Hall, 
1977:89 f o r research on the p a t t e r n o f a c t i v i t y t h a t , as i n the 
French case, puts canteens top. Bundervoet, 1973:39 notes the 
o v e r r i d i n g r o l e of the union d e l e g a t i o n . 

113. See Gevers, 1978 who summarises the post-1967 developments, and 
i n d i c a t e s the p a t t e r n as before. For him, Mulder's hypothesis 
t h a t management may increase c o n t r o l by ' p a r t i c i p a t i n g ' i s 
upheld i n the Belgian case, but given the unions' l o c a l 
o r g a n i z a t i o n and suspicion any consequent gains seem l i k e l y t o 
be minimal. 
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114. Janne & S p i t a e l s , I 9 7 5 : 1 7 3 f f ; Gevers; 1978:3; Coates, 1971a; 
Bye & Doyle, 1977d:18-21; Mandel, 1969 give d e t a i l s of the 
PGTB demands i n p a r t i c u l a r on 'worker c o n t r o l ' . A f u r t h e r 
trend needs to be noted though, and t h a t i s the growing r o l e 
of the unions i n n a t i o n a l p o l i c y - s e t t i n g bodies, as i n so many 
Western c o u n t r i e s . There i s evidence t h a t t h i s has generated 
o l i g a r c h i c t e n d e n c i e s and n e g l e c t of p l a n t o r g a n i z a t i o n i n the 
unions (see e.g. Janne & S p i t a e l s : 1 8 4 ; D e l c o u r t , 1976). 

I t i s i n t e r e s t i n g t o note t h a t d e s p i t e a f u r t h e r wave of s t r i k e s 
i n 1977 (Guardian, 26.2.1977) the s e l e c t i o n of media d e s c r i p t i o n 
of works c o u n c i l s adopts a p r e d i c t a b l e s l a n t - see e.g. " S t r i k e s ? 
Never Heard of Them", A.Hope, Guardian, 23.1.1978, on ' s u c c e s s ' 
a t B r i t i s h L e y l a n d ' s B e l g i a n p l a n t ( i n c o n t r a s t of course to the 
UK w o r k e r s ) . 

115. Bye & Doyle, 1977b:15; Commission of European Communities, 
1975:15; CIR, 1974:114-115, 119. 

116. Asplund d e s c r i b e s union d i s s a t i s f a c t i o n (1972:15), w h i l e Lund 
(1976:3-4) r e p o r t s the l i m i t e d scope of the committees and the 
CIR (1974:19-20) provide the evidence on u n s a t i s f a c t o r y i n f o r m a t i o n 
f a c i l i t i e s . Management on the committees are re p o r t e d to be too 
j u n i o r t o have any s i g n i f i c a n c e (CIR, 1974:118). 

117. See e.g."Something f l e x i b l e i n the boardroom s t a t e of Denmark", 
H.Barnes 12.6.1978; and J . H i l d r e t h l e t t e r to the Times on 
I n d u s t r i a l Democracy i n Denmark 24.6.1977. The l a t t e r g i v e s 
away a g r e a t d e a l about the c o n s t r a i n t s on the system because 
the author, D i r e c t o r G e n e r a l of the I n s t i t u t e of D i r e c t o r s i n 
B r i t a i n , wishes to argue a g a i n s t any precedent f o r g i v i n g r e a l 
policy-making powers to unions i n t h i s country. 

118. C.f. "Where worker d i r e c t o r s arouse so l i t t l e p a s s i o n " . 
F i n a n c i a l Times 12.6.1978. See a l s o E I R E , 45, September 1977: 
2-3 f o r case s t u d i e s , and 39, March 1977:4-6 f o r other i n f o r m a t i o n . 

119. By 1978 s t i l l only 1,000 of 1,800 companies e l i g i b l e had 
introduced the system, which r e l i e s on 50% of a l l the work 
f o r c e v o t i n g i n favour. See CIR, 1 9 7 4 : l l l f f on the system; 
and H i l d r e t h ' s l e t t e r to the Times a l s o on t h i s ( c . f . note 76 
above); Bye & Doyle, 1977b;15 r e p r e s e n t t h i s as a vote " a g a i n s t " 
i n many c a s e s , ( i n c o n t r a s t to the Commission of the European 
Communities, 1975:55 who view i t as i n t e r e s t i n the scheme I ) 
but a b e t t e r imputation i s probably p l a i n d i s i n t e r e s t . 

120. See the Guardian 2.11.1973 f o r p o l l showing d i s i n t e r e s t . Asplund, 
1972:54-56 g i v e s d e t a i l s of the union p r o p o s a l s , w h i l e CIR, 1974: 
112-113 g i v e s f u r t h e r i n f o r m a t i o n . The SDP have not only introduced 
a s e r i e s of draconian incomes p o l i c y measures under ex-union 
lead e r Joergensen, but have i n the l a t e s t information ( F i n a n c i a l 
Times 1.9.1978) continued to r e f l e c t union c a l l s f o r economic 
democracy. 

121. See Lund, 1976; J e n k i n s , 1974; F i n a n c i a l Times 1.3.1976. 
Employers have a l s o i n some c a s e s launched t h e i r own p r o f i t -
s h a r i n g schemes - see EIRR 13, January 1975 and 27, March 1976. 
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122. See Bye & Doyle, 1977; Commission o f the European Communities, 
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PART FIVE - THE SURVEY 



INTRODUCTION 

In t h i s f i n a l p a r t of the t h e s i s , I s h a l l o u t l i n e and d i s c u s s the r e s u l t s 
of a survey c a r r i e d out i n th r e e e n t e r p r i s e s i n the North-East of England 
i n 1974. The survey and the a s s o c i a t e d u n s t r u c t u r e d i n t e r v i e w s , 
d i s c u s s i o n s , o b s e r v a t i o n and c o l l e c t i o n of p u b l i s h e d and unpublished 
m a t e r i a l which inform the case s t u d i e s , was motivated by the s t a r k absence 
of s u b s t a n t i v e m a t e r i a l i n t h i s a r e a . 

To some ex t e n t the survey, p a r t i c u l a r l y of manual workers, i s now being 
supplemented by more r e c e n t and e x t e n s i v e s t u d i e s , though these i n my 
opinion continue to l a c k somewhat i n depth and p e r c e p t i o n i n the way they 
approach the i s s u e s . At the time ray own survey was c a r r i e d out, however, 
the r e was almost no comparable m a t e r i a l beyond a few i n c i d e n t a l and 
t a n g e n t i a l q u e s t i o n s posed i n the midst of schedules s e r v i n g s t u d i e s with 
a l e s s s p e c i a l i s e d purpose (such a s the A f f l u e n t Worker s t u d i e s , or t h a t 
of Blackburn and Beynon, 1972). Other than t h i s , t h i n l y t e x t u r e d o p i n i o n 
p o l l s u r v e y s , o f t e n designed to confirm a rig h t - w i n g newspaper orthodoxy, 
were the c h i e f source of i n f o r m a t i o n . 

A p r e l i m i n a r y r e p o r t on the f i n d i n g s o f the survey, p u b l i s h e d i n 1976 
(Ramsay, 1976), was r e f e r r e d to as one o f the few e x i s t i n g s o u r c e s of 
information i n subsequent Department of Employment m a t e r i a l , which 
introduced the Department's attempt to extend r e s e a r c h i n the a r e a . Thus 
a t the time of w r i t i n g s e v e r a l s t u d i e s examining employee a t t i t u d e s to 
p a r t i c i p a t i o n a r e due to be p u b l i s h e d s h o r t l y . I have m i s g i v i n g s about 
the v a l u e of some of these, as I noted above, but the need to avoid 
constant r e v i s i o n of my t e x t p revents me from g e t t i n g i n v o l v e d i n what 
f o l l o w s i n revi e w i n g the r e s u l t s as they are made a v a i l a b l e . At the r i s k 
of seeming to seek self-aggrandisement (a technique common to even the 
timi d t h e s i s w r i t e r ) i t i s my opinion t h a t the f i n d i n g s reported i n 
Chapters 12 and 13, together w i t h those d e s c r i b e d and d i s c u s s e d i n 
Chapters 7 and 8 above, amply j u s t i f y the c a r r y i n g out of the survey and 
the length of the q u e s t i o n n a i r e . The l a t t e r was e n t a i l e d by the d e c i s i o n 
to examine a t t i t u d e s to p a r t i c i p a t i o n i n the context of views on p o l i t i c a l 
and i n d u s t r i a l matters, and opi n i o n s on other dimensions of work 
expe r i e n c e . I t i s i n t h i s r e s p e c t t h a t the a v a i l a b l e information seemed 
most l i m i t e d , as indeed i t s t i l l , d i s a p p o i n t i n g l y , does. 



510 

The d e c i s i o n t o explore the views of workers and managers themselves on 
p a r t i c i p a t i o n , and the meaning systems w i t h i n which these were l o c a t e d and 
should be i n t e r p r e t e d , c o n t a i n s l i t t l e t h a t i s r e v o l u t i o n a r y . T h i s was 
f o r t u n a t e f o r the author, who p r e f e r r e d to approach a complex a r e a i n a 
f a i r l y orthodox manner, p a r t i c u l a r l y given the l i m i t e d r e s o u r c e s of a s o l e 
r e s e a r c h student. The same a p p l i e d to the g a t h e r i n g of the case study 
m a t e r i a l r e l a t e d i n Chapters 14 to 16. Nonetheless t h i s , too, has come to 
seem i n c r e a s i n g l y v a l u a b l e , f o r a l l i t s l i m i t a t i o n s , as the d e f i c i e n t 
number and poor q u a l i t y of case study m a t e r i a l has become ever more 
apparent i n the course of my i n v e s t i g a t i o n of the l i t e r a t u r e . In-depth 
s t u d i e s from independent sources a r e , as has been seen, remarkably t h i n 
on the ground, and l i t t l e ongoing r e s e a r c h seems d i r e c t e d to a l l e v i a t i n g 
t h i s d e f i c i e n c y . 

The m a t e r i a l f o r these case s t u d i e s was c o l l e c t e d i n s y s t e m a t i c but not 
r i g o r o u s l y s t r u c t u r e d and c o n s i s t e n t ways, l a r g e l y i n c i d e n t a l to the s u r v e y s . 
However, i f the methods were not r i g o r o u s , then supported by a t t i t u d i n a l 
m a t e r i a l r e l a t i n g to each e n t e r p r i s e s p e c i f i c a l l y , and by the r e l a t i v e 
r i c h n e s s of some of the recorded d i s c u s s i o n s and other s o u r c e s of 
i n f o r m a t i o n and o p i n i o n s , the s t u d i e s which emerge a r e f a r more e n l i g h t e n i n g 
than I had o r i g i n a l l y dared expect. I hope the r e a d e r w i l l concur i n t h i s 
judgement, and agree t h a t w a t e r t i g h t s o p h i s t i c a t e d methodology i s not the 
f i n a l a r b i t e r of u s e f u l n e s s where such m a t e r i a l i s concerned. 

The r e s e a r c h p r o j e c t e n t a i l e d the s e l e c t i o n of t h r e e e n t e r p r i s e s i n the 
N orth-East of England, i n range of my base of o p e r a t i o n s a t Durham U n i v e r s i t y . 
A f t e r c o n s i d e r a t i o n of a number of f i r m s i n the a r e a , t h r e e companies were 
s e l e c t e d f o r an i n i t i a l approach. I t was decided to t e s t the s t r e n g t h of 

2 
p a r t i c i p a t i o n schemes on what should have been favo u r a b l e ground, i n t h a t 
those o r g a n i z a t i o n s approached had been recommended as ' p r o g r e s s i v e ' , with 
a r e p u t a t i o n f o r experimentation i n p a r t i c i p a t i v e forms. Indeed, two of 
the o r g a n i z a t i o n s had been the s u b j e c t of p u b l i c a t i o n s e x t o l l i n g , f o r the 
most p a r t , t h e i r v i r t u e s , as w i l l be seen. Thus a d e l i b e r a t e e f f o r t was 
made to avoid the examination of 'straw men'. P a r t i c i p a t i o n i s normally 
t r e a t e d as a matter of exemplary p r a c t i c e i n management l i t e r a t u r e and 
elsewhere, so a t e l l i n g study had to s t a r t from what seemed to be such 
c a s e s . 

Given t h i s i n i t i a l d e c i s i o n on s e l e c t i o n of c a s e s , i t was decided a l s o to 
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seek a f a i r l y wide v a r i a t i o n i n the type of e n t e r p r i s e s s t u d i e d . T h i s 
avoided the p o s s i b i l i t y t h a t t e c h n o l o g i c a l or other f a c t o r s could be the 
dominant cause of any u n i t y i n f i n d i n g s , and l e n t more f o r c e to the 
g e n e r a l r e l e v a n c e of any c o n c l u s i o n s , notwithstanding the t i n y numbers 
in v o l v e d . 

Thus one f i r m , ' W e l d r i l l ' , was engaged i n metal f a b r i c a t i o n i n a company 
employing some 500 people, the m a j o r i t y concentrated i n a new town s i t e . 
The company was owned by a German f i r m , and the managing d i r e c t o r was 
h i m s e l f German. 

The second firm,which i s r e f e r r e d to a s 'Epoch' below, was engaged i n 
p r o c e s s production and was s i t u a t e d i n a g r e a t s t r e t c h of i n d u s t r i a l 
development t h a t dominated s e v e r a l m i l e s of r i v e r s i d e scenery near a c i t y . 
The p l a n t was p a r t of a l a r g e m u l t i - n a t i o n a l company,and though i t 
employed o n l y around 250 o p e r a t o r s and s t a f f i t was f a r bigger i n a r e a 
than W e l d r i l l . 

The t h i r d o r g a n i z a t i o n d i f f e r e d i n two notable r e s p e c t s from e i t h e r of 
the f i r s t two. I t c o n s i s t e d of four depots which were o r g a n i s e d i n t o an 
a d m i n i s t r a t i v e u n i t engaged i n s e r v i c e work; and the e n t e r p r i s e of which 
i t was p a r t was under p u b l i c ownership - hence the pseudonym 'Natco' by 
which i t i s r e f e r r e d to below. 

For f u r t h e r d e t a i l s on these e n t e r p r i s e s , the reader i s r e f e r r e d to the 
r e l e v a n t chapter on each below. I t should be noted t h a t no o r g a n i z a t i o n 
r e f u s e d to a l l o w the study to take p l a c e , and indeed the co-operation of 
management and unions i n each c a s e enabled the study to proceed r e l a t i v e l y 
smoothly. Thus the t h r e e e n t e r p r i s e s d i s c u s s e d here c o n s t i t u t e the f i r s t 
c h o i c e s f o r the study. T h i s i s not to say t h a t t h e r e were no problems i n 
the data c o l l e c t i o n , as w i l l be seen, but t h a t n o n e t h e l e s s i t proved l e s s 
p r o b l e m a t i c a l than might have been f e a r e d . 

The c h i e f method of data c o l l e c t i o n s e l e c t e d , as has a l r e a d y been i n d i c a t e d , 
was t h a t of q u e s t i o n n a i r e s . I t was decided to l i m i t d i s t r i b u t i o n to 
manual workers r e a d i l y a c c e s s i b l e to the survey, and t o management. The 
use of the q u e s t i o n n a i r e method was l a r g e l y d i c t a t e d by the l i m i t e d 
r e s o u r c e s (me) a v a i l a b l e to conduct i n t e r v i e w s or e x t e n s i v e o b s e r v a t i o n . 
I t was apparent t h a t a l a r g e amount of data could be c o l l e c t e d i n a 
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r e l a t i v e l y s h o r t p e r i o d by t h i s means. I t e n t a i l e d , however, a heavy 
dependence on f i x e d c h o i c e q u e s t i o n s (the response r a t e to the few open-
ended q u e s t i o n s i n the schedule was f a r lower, j u s t i f y i n g the advance 
judgement to r e l y on the f i x e d - c h o i c e format). T h i s provokes 
c o n s i d e r a t i o n of the dangers of imposing a framework of response on 
people completing the q u e s t i o n n a i r e , though such a danger i s h a r d l y 
e x o r c i s e d by i n t e r v i e w s (witness the d i s c u s s i o n of the ' f o o t b a l team' 
q u e s t i o n i n Chapters 7 and 8 above). However, no study such as t h i s can 
avoid such dangers completely, and f o r the most p a r t the response r a t e , 
and informal d i s c u s s i o n s with some respondents when c o l l e c t i n g completed 
schedules, suggested t h a t the approach, language e t c . broadly made sense 
to those pro v i d i n g the answers. 

Q u e s t i o n n a i r e s were d i s t r i b u t e d i n envelopes, so t h a t they could be s e a l e d 
and returned without any outward i n d i c a t i o n of the i d e n t i t y of the 
respondent. A l l envelopes bore a l a b e l t h a t answers were c o n f i d e n t i a l , 
and t h a t n e i t h e r unions nor management would have a c c e s s to any i n d i v i d u a l ' 
responses. A f u l l e r e x p l a n a t i o n of the nature and purpose of the 
q u e s t i o n n a i r e was contained i n a covering l e t t e r to each form handed out. 
Although the p r e c i s e means of d i s t r i b u t i o n v a r i e d according to expediency 
i n each o r g a n i z a t i o n 3 , i t seems u n l i k e l y t h a t t h i s w i l l have i n f l u e n c e d 
the p a t t e r n of responses, though i t probably accounts f o r the s l i g h t l y 
h i g h e r r e t u r n a t W e l d r i l l . 

4 
O v e r a l l , the response r a t e seems s t a t i s t i c a l l y encouraging, and compares 
favourably with q u e s t i o n n a i r e s t u d i e s g e n e r a l l y . I t i s f e l t t h a t the 
r e s u l t s can be t r e a t e d , t h e r e f o r e , as an adequate b a s i s f o r g e n e r a l i s a t i o n 
from the r e s u l t s . The c o n s i s t e n c y of the f i n d i n g s i n many r e s p e c t s on 
both manual and management q u e s t i o n n a i r e s encourages some confidence i n 
the r e l i a b i l i t y of the f i n d i n g s (as w e l l as s i m p l i f y i n g d i s c u s s i o n of the 
r e s u l t s ) . 

Some f u r t h e r observations may be made concerning the f i n d i n g s and t h e i r 
p r e s e n t a t i o n . F i r s t l y , due to the d i s t r i b u t i o n format a t Natco (see fn 3) 
the q u e s t i o n s towards the end of the schedule have a p r o g r e s s i v e l y poorer 
response r a t e ; t h i s r e f l e c t s speed of schedule completion, and seems 
u n l i k e l y t h e r e f o r e to be c o n s i s t e n t l y r e l a t e d to any other v a r i a b l e i n 
r e p l i e s , i . e . i t i s u n l i k e l y to have a f f e c t e d and so undermined the 
r e l i a b i l i t y of the r e s u l t s of the l a t e r q u e s t i o n s . 
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Secondly, the r e s u l t s are presented here only as s t r a i g h t forward 
t a b u l a t i o n s . C r o s s - t a b u l a t i o n s between q u e s t i o n s , or of v a r i o u s responses 
w i t h f a c e - s h e e t v a r i a b l e s , are not reported. T h i s was d i c t a t e d both by 
s i m p l i c i t y and by l i m i t e d r e s o u r c e s . ^ 

T h i r d l y , and r e g r e t t a b l y (even r e p r e h e n s i b l y ) i n r e t r o s p e c t , a l l 
respondents i n a l l t h r e e f i r m s were men. A major f a c t o r has thus been 
l e f t e n t i r e l y untreated by the study. 

With these i n t r o d u c t o r y notes to the f i e l d w o r k completed, I s h a l l now 
turn to examine f i r s t l y shop f l o o r a t t i t u d e s (Chapter 1 2 ) . These w i l l 
then be compared to management views (Chapter 1 3 ) , and t h e r e a f t e r 
c o n s i d e r a t i o n w i l l be given to the experience of p a r t i c i p a t i o n i n each 
e n t e r p r i s e , and to a c t o r s ' perceptions of the arrangements i n each of 
the o r g a n i z a t i o n s (Chapters 14 to 1 6 ) . 
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PART 5 - INTRODUCTION : NOTES 

1. The survey a l s o i n c l u d e d a sample of s u p e r v i s o r s i n each 
o r g a n i z a t i o n . For s i m p l i c i t y , however, and because the 
sample i s s m a l l , i t has been decided to omit the r e s u l t s 
and d i s c u s s i o n of them i n the t h e s i s . 

2. The j u s t i f i c a t i o n f o r such a t e s t i s suggested by the 
A f f l u e n t Worker study's r e s e a r c h e r s i n s e l e c t i n g Luton 
as the base f o r t h e i r r e s e a r c h on embourgeoisement 
(see Goldthorpe e t a l , 1 9 6 8 : 2 f f . ) . 

3. I n W e l d r i l l , the f i r s t company where d i s t r i b u t i o n took 
p l a c e , I was a b l e to prepare the ground and take a f a i r 
amount of time to o r i e n t myself before q u e s t i o n n a i r e s 
went out. I was given a p r e t t y f r e e hand to d e l i v e r 
q u e s t i o n n a i r e s myself and g i v e each person an e x p l a n a t i o n 
of the purpose of the survey d i r e c t l y , and a l s o t o c o l l e c t 
them. The unions maintained a broadly f r i e n d l y n e u t r a l i t y . 

I n Epoch, the nature of the p l a n t made t h i s method 
im p o s s i b l e , and a f t e r pondering the r e l a t i v e advantages 
( s i n c e both management and unions supported the s u r v e y ) , 
i t was decided t h a t d i s t r i b u t i o n and c o l l e c t i o n should be 
l e f t to shop stewards. 

I n Natco, management agreed t o a l l o w about 25 minutes, a t the 
end of a day f o r those a v a i l a b l e and w i l l i n g to complete the 
q u e s t i o n n a i r e s t o do so, f o l l o w i n g an i n t r o d u c t o r y statement 
by myself. T h i s undoubtedly i n c r e a s e d a c c e s s to respondents 
(though a good few were only reached i n d i r e c t l y by 
management or shop stewards g i v i n g them forms), but a l s o 
r e s u l t e d i n a s i z e a b l e number of forms being only p a r t i a l l y 
f i l l e d i n , and a g r e a t e r p r o p o r t i o n of open-ended q u e s t i o n s 
being l e f t blank even than i n the other o r g a n i z a t i o n s . 

4. P r e c i s e response r a t e s are d i f f i c u l t to c a l c u l a t e , as they 
depend on v a r y i n g assessments of t o t a l numbers employed 
(and even t h i s proved d i f f i c u l t t o o b t a i n c o n c r e t e f i g u r e s 
on i n one c a s e ) , those a c t u a l l y employed i n the s e c t i o n s 
which the study covered ( s i n c e some were i n a c c e s s i b l e , e.g. 
W e l d r i l l employees working o f f s i t e on i n s t a l l a t i o n , or 
Natco men working i n remote l o c a t i o n s ) , and those a v a i l a b l e 
a t the time of the d i s t r i b u t i o n ( a f f e c t e d by h o l i d a y s e t c . ) . 
The response r a t e s i n d i c a t e d below are thus approximate, 
based on the best e s t i m a t e s informed management or o t h e r s 
f e l t able to g i v e . 

Manual Management 

W e l d r i l l 67% 92% 

Epoch 

Natco 

51% 

52% 

40% 

55% 



P a r t i c u l a r doubts concerning r e p r e s e n t a t i v e n e s s of the 
samples seem l i k e l y to focus around an u n d e r r a t i n g of 
g e n e r a l apathy and c y n i c i s m i n Epoch and Natco among 
both manual and management employees. Thus the 
i n d i c a t i o n s were most commonly t h a t people f e l t a 
survey on p a r t i c i p a t i o n was a waste of time (or 
a l t e r n a t i v e l y t h a t they f e a r e d t h e i r s u p e r i o r s 
d i s c o v e r i n g t h e i r views d e s p i t e a s s u r a n c e s , which i s 
l i t t l e more f l a t t e r i n g to the human r e l a t i o n s i n the 
p l a n t o r g a n i z a t i o n ) . Such an i n t e r p r e t a t i o n remains 
s p e c u l a t i v e , however, as there was no means of checking 
the few random impressions gained. I t remains d o u b t f u l , 
though, t h a t the main t h r u s t of the arguments i n the 
f o l l o w i n g c h a p t e r s would be r e f u t e d by a higher r a t e 
of response. 

F u r t h e r a n a l y s i s on some of the m a t e r i a l has been 
undertaken f o l l o w i n g a N u f f i e l d Foundation grant to 
support coding of the r e s u l t s . T h e i r grant was made 
on the c o n d i t i o n t h a t the m a t e r i a l thus generated should 
not be used f o r a t h e s i s f i n a n c e d by SSRC money. 
I have thus abided by t h i s agreement i n w r i t i n g up. 
The a n a l y s i s has not been s u b j e c t e d to i n t e r p r e t a t i o n 
s y s t e m a t i c a l l y as yet but e a r l y i n d i c a t i o n s a r e t h a t i t 
would not s i g n i f i c a n t l y a f f e c t the arguments advanced, 
though i t could add g r e a t e r depth to the f i n d i n g s . 



CHAPTER 12 : THE DEMAND FOR PARTICIPATION : ON WHOSE TERMS? 

I S THERE A DEMAND FOR PARTICIPATION? 

T h i s chapter focuses on shop f l o o r views on p a r t i c i p a t i o n . I t quest i o n s 
some of the assumptions, i m p l i c i t or e x p l i c i t , which inform most 
d i s c u s s i o n s on the s u b j e c t . At the time when i t was c a r r i e d out very 
l i t t l e i nformation was a v a i l a b l e on the s u b j e c t ; subsequently a l i t t l e 
more has become a c c e s s i b l e , though t h i s w i l l only be a l l u d e d to i n s o f a r 
as i t c l a r i f i e s or i s otherwise r e l e v a n t to an i n t e r p r e t a t i o n of the 
f i n d i n g s reported from my own survey. 

I t seems l o g i c a l to s t a r t w i t h the most gene r a l q u e s t i o n s on the s u b j e c t 
of d e s i r e f o r p a r t i c i p a t i o n , and then to comment on t h e i r meaning i n the 
l i g h t of other f i n d i n g s . Perhaps the most b a s i c d i s t i n c t i o n on spheres 
of p a r t i c i p a t i o n was t h a t employed i n the q u e s t i o n n a i r e whose f i n d i n g s 
a r e reported by Ho l t e r (1965). She d i s t i n g u i s h e s d e c i s i o n s concerning 
the whole company from those a f f e c t i n g p e r s o n a l work and working 
c o n d i t i o n s - c a t e g o r i e s broadly conforming to the higher/lower l e v e l s 
d i s t i n c t i o n adopted here from Pateman. H o l t e r r e p o r t s t h a t w h i l s t 78% 
of workers f e l t employees i n gene r a l were i n s u f f i c i e n t l y i n v o l v e d i n 
d e c i s i o n s regarding the company as a whole, only 16% of them i n d i c a t e d 
t h a t they p e r s o n a l l y would l i k e to p a r t i c i p a t e a t t h i s l e v e l . I n t o t a l , 
56% wanted to p a r t i c i p a t e a t the job l e v e l only, the 16% above a t both 
l e v e l s or the higher l e v e l only and 22% a t n e i t h e r l e v e l {5% g i v i n g no 
answer e t c . ) . An Opinion Research Centre Survey reported i n the Times 
(January 14th, 1975) confirms t h a t a s p i r a t i o n s focus on lower r a t h e r 
than higher l e v e l s . 

The r e s u l t s from my own survey conform to the same p a t t e r n (the f i n d i n g s 
are reproduced i n Appendix A, Table 1 ) . O v e r a l l 83% d e s i r e p a r t i c i p a t i o n 
at job l e v e l only, or a t t h i s and higher l e v e l s , but only 37% wish to be 
inv o l v e d i n making higher l e v e l d e c i s i o n s . 10% wish no p a r t i c i p a t i o n a t 
e i t h e r l e v e l . Thus, w h i l s t 53% want p a r t i c i p a t i o n only a t the lower 
l e v e l , a mere 6% are i n t e r e s t e d i n higher l e v e l d e c i s i o n s only. 

L e t us pass a comment on t h i s f i n d i n g immediately. The ORC Survey was 
i n t e r p r e t e d i n the Times as showing a l a c k of demand to run the f i r m 
i t s e l f ( i m p l i c i t l y , I think i t f a i r to say from the tone of the comments 
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and of the Times e d i t o r i a l s on p a r t i c i p a t i o n , taken as showing a 
' c i v i l i t y ' i n Almond & Verba's sense r a t h e r than j u s t a p a t h y . 1 ) . 

However t h i s does not f o l l o w from the f i n d i n g s - nor does i t make sense 
of the other f i n d i n g s reported below. Rather the d i s t i n c t i o n between 
p e r s o n a l and g e n e r a l p a r t i c i p a t i o n used by Holter i n d i c a t e s the d i f f e r e n c e 
between a f e e l i n g of pe r s o n a l i n e f f i c a c y or l a c k of d e s i r e to get inv o l v e d 
and the f e e l i n g t h a t a tr a n s f o r m a t i o n of a u t h o r i t y r e l a t i o n s i n the 
i n t e r e s t s of workers as a whole i s s t i l l r e q u i r e d . I n d u s t r i a l r e l a t i o n s 
a r e a t root c o l l e c t i v e r e l a t i o n s , and thus the f i n d i n g s on g e n e r a l demand 
fo r more say can u l t i m a t e l y be s a i d to c a r r y more s i g n i f i c a n c e , not l e s s , 
than t h a t f o r pe r s o n a l i n f l u e n c e . 

I t i s notable t h a t when a r e c e n t survey by two members of the S o c i e t y of 
I n d u s t r i a l T u tors (Farnham & P i m l o t t , 1977, 1977a) asked whether employees 
were thought to be more i n t e r e s t e d i n d a i l y d e c i s i o n s than p o l i c y 
d e c i s i o n s , 90% of managers, 74% of shop stewards and 70% of union o f f i c i a l s 
agreed t h a t they were. T h i s i s not s u r p r i s i n g , b u t f u r t h e r i t again says 
nothing about what u l t i m a t e l y would be the c r u c i a l i s s u e s . I n Chapter 7 
we d i s c u s s e d how consciousness could change according to immediate 
exp e r i e n c e ; and i t i s r e l e v a n t i f h a r d l y i n n o v a t i v e to observe t h a t 
employees a r e l i k e l y to get concerned about remote l e v e l s of d i s c u s s i o n s 
when t h e i r e f f o r t s on them become v i s i b l e and s i g n i f i c a n t . A l o t more 
remains to be i n v e s t i g a t e d about concern f o r a say i n decision-making 
of v a r i o u s p o s s i b l e s o r t s , then. 

IDENTIFYING THE ISSUES 

L e t us proceed, t h e r e f o r e , by r e f e r r i n g to information on the amount of 
say workers f e e l they have on v a r i o u s i s s u e s and the amount they would 
i d e a l l y l i k e to have. At t h i s stage two kinds of q u e s t i o n s were used. 
At the time of formulation of the q u e s t i o n n a i r e i t was f e l t to be 
important to use q u e s t i o n s comparable with those a l r e a d y used by others 
even though t h i s a l s o meant accepting some of the problems these q u e s t i o n s 
posed. I n r e t r o s p e c t I am l e s s c e r t a i n t h a t conformity w i t h other s t u d i e s 
was worth the s a c r i f i c e , but a t l e a s t the combination of two forms of the 
que s t i o n helps to compensate f o r the weaknesses of any s i n g l e approach. 
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The f i r s t q u e s t i o n s t a t e d a s e r i e s of i s s u e s and asked respondents to 
i n d i c a t e , under broad headings, the degree of say "they and t h e i r 
workmates" had, and the degree they f e l t they i d e a l l y should have. 
The aim was to c r e a t e an element of c o l l e c t i v e i n t e r e s t whereas the 
previous q u e s t i o n had concentrated on i n d i v i d u a l d e s i r e to take p a r t 

2 
i n d e c i s i o n s . Moreover, a range of s p e c i f i c i s s u e s was presented to 
i n c r e a s e the s p e c i f i c i t y of responses. The r e s u l t s are given i n 
Appendix A, Table 2. They can be summarised as f o l l o w s : -

1. There i s a c o n s i d e r a b l e gap between p e r c e i v e d a c t u a l 
and i d e a l say on a l l items, from 'very l i t t l e ' or no 
p e r c e i v e d say to a d e s i r e f o r an i d e a l of e x t e n s i v e 
i n f l u e n c e i n most a r e a s . 

2. I f we use a crude estimate of the gap between p e r c e i v e d 
a c t u a l and i d e a l say, comparing the numbers under 
'a g r e a t d e a l 1 and 'quite a l o t ' i n each case, we 
f i n d what may be the a r e a s of g r e a t e s t dissonance. 
I say t h i s t e n t a t i v e l y (and use such a broad summation 
r a t h e r than c o n t r o l graph a l t e r n a t i v e s ) f o r 
methodological reasons d i s c u s s e d below. Table 12.1 
below summarises t h i s d a t a : 



TABLE 12.1 WORKERS' PERCEIVED ACTUAL AND IDEAL SAY 

% s (1) * 
P e r c e ived A c t u a l 
(A g r e a t d e a l / 
q u i t e a l o t ) 

( 2 ) * 
I d e a l 

(A great d e a l / 
q u i t e a l o t ) 

(3) 
(2) - (1) 

|a) General F a c i l i t i e s 31 72 41 

(b) D i s c i p l i n e Matters 16 46 30 

(c) Who gets l a i d - o f f 
i f redundancies 
necessary 18 64 46 

(d) O r g a n i z a t i o n of 
own work 14 73 59 

(e) F i x i n g Work Standards 10 71 61 

( f ) Methods of Payment 13 76 63 

(g) Rate of Pay 12 81 69 

(h) Purchase new machinery 40 38 

( i ) A l l o c a t i o n of overtime 10 57 47 

j ) S a f e t y Matters 25 81 56 

Columns (1) and (2) are summations of those r e p o r t i n g 
'a g r e a t d e a l ' or 'quite a l o t ' of say to the r e s p e c t i v e 
q u e s t i o n s . 

The f u l l wording of the questi o n s i s to be found i n Appendix A. 
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O b j e c t i o n s to q u e s t i o n s of t h i s s o r t stem above a l l from the 
i n t e r p r e t a t i o n of the l e v e l s of say i n o p e r a t i o n a l terms conveyed by 
'some', 'quite a l o t ' e t c . Debate on t h i s matter of i n t e r p r e t a t i o n i s 
u n l i k e l y to y i e l d an unambiguous judgement on the problem, e s p e c i a l l y 
as meanings to d i f f e r e n t respondents of t h e i r responses may be q u i t e 
d i f f e r e n t (one man's 'very l i t t l e 1 i s another's 'a g r e a t d e a l ' ) . I am 
not s a y i n g no communication of r e l a t i v i t i e s i s p o s s i b l e , ( t h a t I am on 
p r e s e n t i n g these r e s u l t s because I am stuck with them), but I am s a y i 
t h a t only broad and t e n t a t i v e i n d i c a t i o n s should be sought from t h i s 
type of response, and t h a t even the i n t e r p r e t a t i o n needs support from 
other a t t i t u d i n a l data. More of t h i s i n a moment. F i r s t , comments on 
Table 12.1's broad i n d i c a t i o n s : 

( i ) The a r e a s of g r e a t e s t i n t e r e s t ( ' i d e a l ' say) are g e n e r a l 
f a c i l i t i e s ( a ) , o r g a n i z a t i o n of own work ( d ) , f i x i n g work 
standards ( e ) , payment methods ( f ) , r a t e of pay ( g ) , and 
s a f e t y matters ( j ) . (a) and ( j ) have t r a d i t i o n a l l y been 
matters of j o i n t c o n s u l t a t i o n , though as unions have 
extended t h e i r r o l e the c o n f l i c t s i n area ( j ) have 
become more apparent (and p r e s s u r e has l e d to g r e a t e r formal 
c o n t r o l powers through the Health and S a f e t y a t Work 
Act, 1974). Items ( d ) , ( e ) , ( f ) and (g) a r e f a r more 
l i k e l y to be n e g o t i a t i o n a r e a s . L e a s t demand by a 
c l e a r margin i s shown f o r d i s c i p l i n a r y matters (b) and 
purchase of new machinery ( h ) , the former showing an 
acquiescence which i s a l i t t l e s u r p r i s i n g perhaps, the 
l a t t e r concomitant with l i m i t e d concern on matters which 
seem d i s t a n t from l o c a l i n t e r e s t s and/or seem to r e q u i r e 
s p e c i a l i s t t e c h n i c a l know-how. I t i s not to be assumed 
of course t h a t t h e r e i s anything " n a t u r a l " about such an 
outlook. 

The f i g u r e s f o r the f i r m s taken s e p a r a t e l y show a g e n e r a l l y 
common p a t t e r n . The s h a r p e s t v a r i a t i o n s are markedly lower 
expressed ' i d e a l s ' on f a c i l i t i e s (a) and d i s c i p l i n e (b) f o r 
Natco {59% and 37% r e s p e c t i v e l y , the others being 
correspondingly above the 72% and 46% averages) , and on 
purchase of machinery (h) f o r Epoch (23% a g a i n s t 40% f o r 
W e l d r i l l , 59% f o r Natco). Epoch workers expressed 
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r e l a t i v e l y high i d e a l amounts of say on o r g a n i z a t i o n 
of own work ( d ) , f i x i n g work standards (e) and s a f e t y 
matters ( j ) , the l a s t ( a t 96%) i n d i c a t i n g a c o n s c i o u s n e s s , 
perhaps, of the p o t e n t i a l ( l i t e r a l l y e x p l o s i v e ) dangers 
of work i n a chemical p l a n t . 

( i i ) The extent of p e r c e i v e d a c t u a l say"^ i s , on a l l t o p i c s , 
low - never above 31% and as low as 2% t a k i n g 'a g r e a t 
d e a l ' and "quite a l o t ' together. F a c i l i t i e s (a) and 
s a f e t y ( j ) a r e the two items where g r e a t e s t p e r c e i v e d 
say e x i s t s , the former a l s o o s t e n s i b l y the a r e a most 
prone to t r i v i a l i t y i n decision-making terms. Purchase of 
new machinery(h) i s c l e a r l y the a r e a of l e a s t p e r c e i v e d 
say. 

An examination of the p a t t e r n i n the t h r e e f i r m s i s 
i n s t r u c t i v e . Although the p a t t e r n of responses i s 
broadly s i m i l a r i n each o r g a n i z a t i o n , the f i g u r e s f o r 
p e r c e i v e d amount of say i n W e l d r i l l are a l t o g e t h e r 
h i g h e r than i n Epoch or Natco (where the proportions 
a r e mostly below 10% i n the h i g h e s t two c a t e g o r i e s of 
degree i n e a c h ) . Thus f o r 'general f a c i l i t i e s ' the 
f i g u r e i s 67% as a g a i n s t 11% and 19% r e s p e c t i v e l y f o r 
Epoch and Natco. The other W e l d r i l l f i g u r e s are i n a l l 
but one c a s e over 20% (and average 3 2 % ) . I n only two 
i n s t a n c e s do the proportions emerge comparable to those 
i n Epoch and Natco - f o r purchase of new machinery 
(3% W e l d r i l l , 0% Epoch, 3% Natco) and s a f e t y 
(29% W e l d r i l l , 21% Epoch and 23% Natco). The information 
on the p r a c t i c e of p a r t i c i p a t i o n , i n Chapter 14 below, 
r e v e a l s no c o n c l u s i v e reason f o r seeing t h i s d i s p a r i t y 
as being adequately ex p l a i n e d by a d i f f e r e n c e i n a c t u a l 
say, though W e l d r i l l does stand a p a r t from the other two 
f i r m s i n c e r t a i n r e s p e c t s . The message i s , then, t h a t 
the meanings of the d i f f e r e n t phrases used to express 
amounts of c o n t r o l , p a r t i c u l a r l y i n the g e n e r a l i s e d , 
d i f f u s e , e v a l u a t i v e forms used here, may be being 
i n t e r p r e t e d i n s y s t e m a t i c a l l y d i f f e r e n t ways i n one 
p l a n t c u l t u r e than i n o t h e r s . T h i s i s important i n 
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r e i n f o r c i n g the c r i t i c i s m s of c o n t r o l - g r a p h approaches 
advanced below. (The a l t e r n a t i v e i n t e r p r e t a t i o n , t h a t 
the c a t e g o r i e s are not read d i f f e r e n t l y but t h a t t h e r e 
i s a s y s t e m a t i c a l l y d i f f e r e n t appearance/perception of 
p a r t i c i p a t i o n i n W e l d r i l l , i s l e s s d e s t r u c t i v e for the 
methodology, but as damaging to t h e i r t y p i c a l use of 
a t t i t u d e s as a c c u r a t e r e p r e s e n t a t i o n s of r e a l i t y ) . 

( i i i ) I f we t u r n to examine the extremely crude i n d i c a t o r of 
the 'gap' between views of the s t a t u s quo and a s p i r a t i o n s , 
the s i z e of t h i s d i f f e r e n t i a l encompasses over h a l f of the 
respondents i n f i v e of the ten items i n Table 12.1: 
( d ) , ( e ) , ( f ) , (g) and ( j ) . Again the f i r s t four and 
i n c r e a s i n g l y the f i f t h a r e u s u a l l y n e g o t i a t i n g matters, 
and p a r t i c u l a r l y the t h r e e with the l a r g e s t gap ( e ) , ( f ) 
and ( g ) . The gap i s s m a l l e s t where demand i s lowest f o r 
degree of say - on items (b) and ( h ) . 

These f i g u r e s a r e i n any case understatements of the gap 
i n Epoch and Natco, given the a l r e a d y observed high l e v e l 
of p e r c e i v e d a c t u a l say i n W e l d r i l l . The gap i s g e n e r a l l y 
hi g h e r i n Epoch than elsewhere and the d i f f e r e n c e i s most 
apparent on items (a), (b) , (d) & ( j ) (69%, 57%, 72% and 75% 
r e s p e c t i v e l y , being 30% g r e a t e r than i n Natco i n the f i r s t 
two c a s e s ) . The exception i s , i n t r i g u i n g l y , on purchase of 
new machinery ( h ) , where Natco workers express the g r e a t e s t 
d i s p a r i t y between i d e a l and p e r c e i v e d a c t u a l say (45% as 
a g a i n s t 22% f o r Epoch and 37% f o r W e l d r i l l ) , The d i s p a r i t y 
w i t h Epoch probably has something a t l e a s t to do with the 
sheer massiveness and t e c h n i c a l complexity of a t y p i c a l 
investment a t Epoch. 

O v e r a l l , then we f i n d a high l e v e l of ' i d e a l ' say expressed i n these 
broad, s u b j e c t i v e c a t e g o r i e s and compared to the extremely low l e v e l s 
of p e r c e i v e d a c t u a l say. I t i s notable t h a t items (d) and (e) which 
r e l a t e to c o n t r o l over the job i t s e l f - the area where the previous 
q u e s t i o n d i s c u s s e d confirmed a high i n t e r e s t i n p a r t i c i p a t i o n - r a t e 
high but not h i g h e s t i n terms of i d e a l say. I s s u e s on wages stand 
higher, and s i n c e t h ese are the most c e n t r a l n e g o t i a t i n g a r e a s an 
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approach expressed e x p l i c i t l y i n terms of c o n f l i c t b a r g a ining would seem 
to be p o t e n t i a l l y more r e l e v a n t . Moreover, a l l of t h i s i n t e r p r e t a t i o n of 
demands ig n o r e s one key f a c t o r i n c o n s c i o u s n e s s - the e f f e c t s of 
experience i n l i m i t i n g f e l t e f f i c a c y and so demands. Such problems a r e 
compounded by the common form of p r e s e n t a t i o n by use of ' c o n t r o l graphs'. 
A methodological note c r i t i c i s i n g t h i s method i s to be found a t the end 
of t h i s chapter. 

NEGOTIATION RIGHTS? 

An a l t e r n a t i v e way of approaching the s u b j e c t of how much say people 
d e s i r e i s to pose decision-making i n the context of s p e c i f i c s i t u a t i o n s , 
and to propose s p e c i f i c s t r a t e g i e s or procedures. S i n c e i t has been 
argued t h a t a context of n e g o t i a t i o n should be most a p p r o p r i a t e f o r 
labour, a q u e s t i o n which adopts t h i s approach was used ( o r i g i n a l l y i n 
Hespe & L i t t l e , 1971), and used with l i t t l e a l t e r a t i o n to f a c i l i t a t e 
comparison of r e s u l t s once more. 

T h i s q u e s t i o n again i s posed f o r a s e r i e s of i s s u e s , but t h i s time asks 
whether t h i n g s should be s e t t l e d u n i l a t e r a l l y by management or by unions, 
with a range of p o s s i b l e procedures between. 

These options can be summarised by the terms ' c o n s u l t a t i v e ' , ' p a r t i a l 
n e g o t i a t i o n ' (management r e t a i n i n g the r i g h t t o proceed i n the absence 
of agreement) and ' f u l l n e g o t i a t i o n ' (no move u n t i l agreement i s r e a c h e d ) . 
The r e s u l t of the survey i s a c l e a r m a j o r i t y on a l l but i s s u e ( a ) , 
a l l o c a t i o n of p r o f i t s , f o r f u l l n e g o t i a t i o n or even for u n i l a t e r a l worker 
decision-making. The s t r o n g e s t demands i n t h i s r e s p e c t are manifested 
on work study and s t a r t i n g and stopping times; the l e a s t on p r o f i t 
a l l o c a t i o n as noted, and then on absenteeism and d i s c i p l i n e . 

I f we take the r e s u l t s i n the three f i r m s s e p a r a t e l y (see Table 12.2) 
i t i s n o t i c e a b l e t h a t demands i n W e l d r i l l and Natco are broadly s i m i l a r , 
but those i n Epoch a r e a t a markedly higher l e v e l (except on pensions, 
where f o r no reason I am aware of Epoch demand i s the lowest of the t h r e e ) . 
Nonetheless the p a t t e r n of r e l a t i v e l e v e l s of demand as between i s s u e s 
remains s i m i l a r , and only item (a) f a l l s below 50% demand f o r the 
h i g h e s t two l e v e l s of worker determination i n each case. Even on t h i s 
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item i t i s worth noting t h a t very few i n d i v i d u a l s indeed f e e l t h a t 
workers should l e a v e the matter e n t i r e l y to management. The f u l l 
n e g o t i a t i o n a l t e r n a t i v e remains overwhelmingly the most r e l e v a n t 
category f o r respondents, with those looking to u n i l a t e r a l worker 
c o n t r o l remaining small i n number (though reaching 24% on payment 
methods and 29% on s t a r t i n g and stopping times i n Epoch). 

TABLE 12.2 PROPORTION OF WORKERS OPTING FOR THE FULL NEGOTIATION 
OR WORKER UNILATERAL DECISION-MAKING ALTERNATIVES 

W e l d r i l l Epoch Natco A l l 

ta> P r o f i t s 38% 45% 45% 43% 

(b) Working Methods 69% 91% 73% 76% 

(c) Work Study 73% 99% 80% 82% 

(d) Redundancy 65% 91% 75% 75% 

(e) Payment Method 74% 96% 70% 79% 

(f) Pensions Scheme 75% 69% 76% 74% 

(g) S t a r t / S t o p Times 77% 97% 78% 82% 

(h) R u l e s 75% 93% 74% 79% 

( i ) Absenteeism 54% 73% 50% 57% 

( j ) D i s c i p l i n e 63% 67% 53% 59% 

(See Appendix A, Table 3 for f u l l r e s u l t s and f u l l h e a d i n g s / i s s u e s 

These f i n d i n g s appear to confirm the r e l e v a n c e of n e g o t i a t i o n as t 
context w i t h i n which employees measure t h e i r d e s i r e to e x e r t i n f l u e n c e on 
i s s u e s . Comparison with Hespe & L i t t l e ' s f i n d i n g s i s u n f o r t u n a t e l y made 
d i f f i c u l t by t h e i r use of a p r e s e n t a t i o n a l d e v i c e s i m i l a r to the c o n t r o l 
graph. Thus they produce a diagram p r e s e n t i n g what they c a l l "average 
opinions' (1971:341-342), s t i l l more u n f o r t u n a t e l y g i v i n g no account of 
t h e i r b a s i s of c a l c u l a t i o n . I t would seem though, t h a t they have 
a l l o t t e d c a r d i n a l s c o r e s from 1 to 5 f o r the c a t e g o r i e s , s t a r t i n g from 
'management matter'. They a l s o comment t h a t t h e r e i s l i t t l e evidence of 
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a strong demand f o r c o n t r o l by employees, which accords w i t h the 
r e s u l t s of t h i s i n t e r p r e t a t i o n of how the s c o r e s are c a l c u l a t e d . 

On t h i s b a s i s t h e i r r e s u l t s are i n marked c o n t r a s t to my own. For 
comparison's sake I have estimated Hepse & L i t t l e ' s r e s u l t s from t h e i r 
diagram, and have c a l c u l a t e d e q u i v a l e n t s c o r e s from my own r e s u l t s 
(see Table 12.3). These show a s i m i l a r o rdering of l e v e l of demand as 
between the v a r i o u s i s s u e s , but with a c o n s i s t e n t d i f f e r e n t i a l of around 
one po i n t between the two s e t s of r e s u l t s . 

TABLE 12.3 'AVERAGE OPINIONS': TWO SETS OF RESULTS COMPARED 

Hepse & L i t t l e Scores My Own R e s u l t s 

(a) P r o f i t s 1.33 2 .83 

(b) Working Conditions 2.75 3.65 

(c) Works Study 2.69 3.82 

(d) Redundancy 2.48 3.63 

(e) Payment Method 3.20 3.76 

(f) Pensions Scheme 2.83 3.61 

<g) S t a r t / S t o p Times 2.92 3.85 

(h> R u l e s 2.58 3.71 

( i ) Absenteeism 2.04 3.18 

<j> D i s c i p l i n e 1.56 3 .22 

THE IMPORTANCE OF PARTICIPATION 

I t has been shown by the r e s u l t s of the survey presented so f a r t h a t 
p a r t i c i p a t i o n i s a matter of i n t e r e s t to employees, but t h i s i n t e r e s t has 
been expressed i n the context of i n f l u e n c e over s p e c i f i c i s s u e s . I t has 
not been shown t h a t p a r t i c i p a t i o n i t s e l f , r a t h e r than simply an improved 
s i t u a t i o n w i t h regard to these s p e c i f i c i s s u e s , i s the d e s i r e d t h i n g . 
Indeed, the r e l a t i v e l y low expressed i n t e r e s t i n higher l e v e l d e c i s i o n 
making as compared with matters r e l a t i n g to the job i t s e l f i m p l i e s t h a t 
c o n t r o l of the immediate f e a t u r e s of working l i f e i s more important 
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than p a r t i c i p a t i o n i n some more a b s t r a c t sense. S i n c e much of the 
l i t e r a t u r e on p a r t i c i p a t i o n t r e a t s the main concern as a matter of 
f e e l i n g as i f d e c i s i o n s a r e being shared, i . e . the s u b j e c t i v e e xperience 
of p a r t i c i p a t i o n per se {see Chapters 3 and 4) i t i s important to see i f 
t h i s view holds up under f u r t h e r i n s p e c t i o n . The achievement of t h e i r 
own i n t e r e s t s (not j u s t 'involvement') i n a n e g o t i a t i n g (not harmonious) 
context was confirmed as r e l e v a n t to respondents i n the l a s t s e c t i o n , 
i t w i l l now be n e c e s s a r y to see whether p a r t i c i p a t i o n r a t e s as an 
important i s s u e i n i t s own r i g h t as compared with other f a c t o r s . I t i s 
n e i t h e r s u r p r i s i n g nor p a r t i c u l a r l y i n f o r m a t i v e to be t o l d t h a t when 
the q u e s t i o n i s asked whether p a r t i c i p a t i o n i s a 'good i d e a ' i n p o l l s t e r 
f a s h i o n the response i s a f f i r m a t i v e ; r e l a t i v e p r i o r i t y i s another matter. 

P r i o r to the q u e s t i o n s reported on thus f a r , respondents i n my survey were 
asked to i n d i c a t e t h e i r s a t i s f a c t i o n with v a r i o u s s e l e c t e d a s p e c t s of 
t h e i r job, and then asked to i n d i c a t e how important these same a s p e c t s 
would be i f they were looking f o r work. Three of the f i f t e e n a s p e c t s 
l i s t e d (see Appendix A, T a b l e s 4 and 5) accord i n one way or another with 
i n t e r p r e t a t i o n s of what ' p a r t i c i p a t i o n ' i s about: 'how do you get on w i t h 
management', 'the opportunity to get on with your own work i n your own 
way', and 'the chance of a say i n the running of the f i r m ' . 

Although t h e r e may be some matters of g e n e r a l i n t e r e s t t o i n d u s t r i a l 
s o c i o l o g i s t s i n the r e s u l t s of these q u e s t i o n s , i t w i l l be n e c e s s a r y 
to c o n f i n e d i s c u s s i o n s here to f i n d i n g s bearing immediately on the 
p a r t i c i p a t i o n i s s u e . Turning f i r s t to the views expressed on 
s a t i s f a c t i o n , i t proves to be h i g h e s t f o r f r i e n d l i n e s s of workmates 
and then f r i n g e b e n e f i t s . The f i n d i n g s are summarised I f o r h i g h e s t 
c a t e g o r i e s of s a t i s f a c t i o n and importance i n Table 12.4:-



TABLE 12.4 SATISFACTION WITH AND IMPORTANCE OF SELECTED FACTORS 

%s A l l W e l d r i l l Epoch- Natco 
S* I * * S* I * * S* I * * S* I * * * 

( i ) R e l a t i o n s w i t h 
management 53 50 73 36 26 55 (7) 53 56 (lO) 

( i i ) S e c u r i t y 76 80 82 75 82 83 (26) 70 82 (30) 
( i i i ) I n t e r e s t 67 75 68 56 56 82 (20) 70 83 (23) 
( i v ) F r i n g e B e n e f i t s 79 74 83 61 74 74 (20) 79 83 (27) 
(v) F r i e n d s * 86 - 93 - 82 - 84 -
( v i ) Autonomy 60 65 68 57 45 65 (14) 62 70 (23) 
<vii) Hours 75 63 71 56 60 55 (8) 83 65 (15) 
( v i i i ) Convenience 64 55 91 51 26 55 (12) 64 57 (12) 
( i x ) P a r t i c i p a t i o n 14 32 21 26 1 22 (7) 15 40 (12) 
(x) Promotion 18 54 21 38 5 64 (22) 21 59 (15) 
( x i ) Working Co n d i t i o n s 59 76 79 67 43 78 (20) 54 81 (22) 
( x i i ) Pay 69 64 81 53 56 67 (8) 68 70 (16) 
( x i i i ) S k i l l 37 90 59 84 17 95 (60) 34 92 (45) 
(x i v ) Trade Union 42 54 84 54 18 48 (17) 27 57 (17) 
(XV) S t a t u s 42 43 62 43 19 30 (7) 41 49 (9) 

O v e r a l l S a t i s f a c t i o n 
With Firm 63 78 43 62 

* 'very s a t i s f i e d ' and 'reasonably s a t i s f i e d * from Appendix A, Table 4. 

** ' a b s o l u t e l y c r u c i a l and d e c i s i v e ' p l u s 'very important* from 
Appendix A, Table 5 f o r Epoch and Natco; 'very s a t i s f i e d ' only 
f o r W e l d r i l l ^ . The f i g u r e s i n p a r e n t h e s i s f o r Epoch and Natco 
give r e s u l t s f o r ' a b s o l u t e l y c r u c i a l and d e c i s i v e 1 only. 

+ F r i e n d l i n e s s of workmates was not considered a meaningful q u e s t i o n 
i n advance c h o i c e of jo b s , and thus was excluded from the l i s t of 
f a c t o r s f o r 'importance'. 
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Prom t h i s i t becomes c l e a r t h a t s a t i s f a c t i o n w i t h p a r t i c i p a t i o n i n the 
running of the f i r m ranks lowest of a l l the f i f t e e n items (14% i n the top 
two c a t e g o r i e s ) . The ranking i s reproduced i n a l l t h r e e f i r m s , w i t h 21% 
s a t i s f i e d i n W e l d r i l l , 15% i n Natco and j u s t 1% i n Epoch. Only promotion 
p r o s p e c t s v i e for bottom p l a c e i n the e x p r e s s i o n of d i s s a t i s f a c t i o n 
( i n Banks, 1963, i t may be r e c a l l e d t h a t t h i s i s taken as one d e f i n i t i o n 
of p a r t i c i p a t i o n , though t h a t d e f i n i t i o n has not been t r e a t e d s e r i o u s l y 
h e r e ) . S a t i s f a c t i o n w i t h job autonomy runs f a r higher, r e l a t i o n s with 
management a l i t t l e below t h i s l e v e l , though n e i t h e r ranks v e r y high i n 
s a t i s f a c t i o n compared with other f a c t o r s . O v e r a l l s a t i s f a c t i o n f i g u r e s 
confirm an emergent impression t h a t W e l d r i l l produces the h i g h e s t 
expressed r e l a t i v e contentment ( i n s o f a r as the f i g u r e s are open to 
comparison i n t h i s way) and Epoch the lowest. 

I t i s when we t u r n to an examination of the r e l a t i v e importance of the 
d i f f e r e n t f a c t o r s t h a t the f i n d i n g s on s a t i s f a c t i o n a r e put i n 
p e r s p e c t i v e . Not s u r p r i s i n g l y , pay comes out as c l e a r l y the most 
important f a c t o r , followed by job s e c u r i t y . Autonomy r a t e s q u i t e h i g h l y 
(and job i n t e r e s t and s k i l l l e v e l , both items one might expect to be 
r e l a t e d to t h i s , both rank a l i t t l e higher o v e r a l l ) . Promotion, w i t h 
which s a t i s f a c t i o n was so low, ranks higher i n terms of importance 
(though markedly lower i n W e l d r i l l than i n the other two f i r m s ) . R e l a t i o n s 
w i t h management rank t h i r d lowest i n importance, j u s t above the s t a t u s of 
the job. C l e a r l y lowest of a l l , however, i s p a r t i c i p a t i o n i n running the 
f i r m . T h i s r e s u l t i s reproduced i n a l l t h r e e f i r m s taken s e p a r a t e l y . 
I n t h i s most c o n v e n t i o n a l sense of p a r t i c i p a t i o n , i n v o l v i n g t a k i n g p a r t 
w i t h management i n h i g h e r - l e v e l decision-making, i t proves t o be the l e a s t 
important of the fourteen f a c t o r s . 

I f we look more c l o s e l y a t the responses i n d i c a t i n g t h a t a f a c t o r i s 
regarded as ' a b s o l u t e l y c r u c i a l ' , a few i n t e r e s t i n g f i n d i n g s emerge. 
Pay and s e c u r i t y e x h i b i t the expected high p r o p o r t i o n , but the p r o p o r t i o n 
a l s o seems r e l a t i v e l y high compared to the o v e r a l l t o t a l f or t r a d e union 
s t r e n g t h ( i . e . f o r those to whom t h i s does matter, i t tends to matter a l o t ) . 
The g e n e r a l message remains t h a t i t i s matters of immediate, r e c o g n i s e a b l e 
substance which count most f o r respondents. T h i s of course proves nothing 
about what 'should' matter to people most i n terms of ' o b j e c t i v e ' i n t e r e s t . 
I t embodies ideology, i . e . what appears, i n the l i g h t of people's own 
experience, knowledge and s o c i a l i s a t i o n , to be the key f a c t o r s . 
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Nonetheless t h i s f i n d i n g , and the other c o n c l u s i o n s which i t s e r v e s to 
r e i n f o r c e , do have a s i g n i f i c a n t i m p l i c a t i o n f o r the p r a c t i c e of 
p a r t i c i p a t i o n , which emerged a l s o from e a r l i e r t h e o r e t i c a l and e m p i r i c a l 
m a t e r i a l . I t i s t h a t w h i l e p a r t i c i p a t i o n i s u s u a l l y o f f e r e d not only on 
a common i n t e r e s t b a s i s but a l s o as something which the c o n c e s s i o n a r i e s 
imagine to be a worthwhile o f f e r i n i t s own r i g h t , i t proves i n c o n t r a s t 
to be a r e l a t i v e l y unimportant matter or one i n s t r u m e n t a l to other ends 
for the supposed b e n e f i c i a r i e s on the shop f l o o r . T h i s i s , then, the 
a t t i t u d i n a l c ontext w i t h i n which p a r t i c i p a t i o n schemes i n t h e i r t y p i c a l 
forms provoke l i t t l e p o s i t i v e response from the shop f l o o r : hence 
t r i v i a l i t y (and/or i n s t a b i l i t y ) becomes a t y p i c a l outcome. 

THE MECHANISMS FOR PARTICIPATION 

I t was decided to ask respondents whether the seeking of g r e a t e r say i n 
running the company was a matter which they f e l t unions should take on. 
I t should be noted t h a t although t he key i s s u e s over which workers wish 
to have more det e r m i n a t i o n a r e matters of n e g o t i a t i o n , when we t u r n to 
p a r t i c i p a t i o n i n a more a b s t r a c t e d , conventional sense (the chance of 
say, which has proved o f such r e l a t i v e l y low importance i n i t s e l f ) t h e r e 
are v a r i o u s reasons why unions may not be considered the a p p r o p r i a t e 
channel. For i n s t a n c e , p a r t i c i p a t i o n may be seen as based on 
co- o p e r a t i v e r e l a t i o n s as management argue? or they may not wish the 
unions to become engaged i n what may r i s k c o l l a b o r a t i o n (indeed they may 
not see p a r t i c i p a t i o n as d e s i r a b l e a t a l l - a r e a c t i o n o p p o s i t e to the 
more c o - o p e r a t i v e o r i e n t e d o n e ) . Nonetheless, the other f i n d i n g s do 
suggest a l i k e l i h o o d t h a t a m a j o r i t y would look to the union to seek a 
say i n d e c i s i o n s , w i t h whatever degree of enthusiasm. 

I n the survey, a q u e s t i o n taken from the A f f l u e n t Worker survey i n Luton 
was used. The f i n d i n g s i n t h a t survey were not f o r the most p a r t 
s t r o n g l y i n favour of unions going beyond t h e i r t r a d i t i o n a l r o l e , u n l i k e 
those of my own study, as Table 12.5 shows:-
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TABLE 12.5 SHOP FLOOR VIEW OF UNION ROLE 

Own Survey 

W e l d r i l l Epoch Natco M l 

A f f l u e n t Worker Study* 

„ P r o c e s s _. _ Craftsmen — — : A l l Workers 

"... unions should 
j u s t be concerned 
with g e t t i n g 
higher pay and 
b e t t e r c o n d i t i o n s . " 

39 27 47 40 37 61 52 

"... unions should 
a l s o t r y and get 
workers a say i n 
management." 

61 66 52 57 61 22 40 

Other/d.k. 17 

E x c e r p t e d from Table 47 i n Goldthorpe e t a l , 1968:109. The two 
sub-groups shown, pr o c e s s workers and craftsmen, r e p r e s e n t the 
two extremes of response i n the Luton survey. 

I t w i l l be seen t h a t the Luton workers show a c l e a r m a j o r i t y i n favour 
of unions m a i n t a i n i n g a l i m i t e d r o l e , though t h i s i s s h a r p l y r e v e r s e d i n 
one o c c u p a t i o n a l group, craftsmen. The r e v e r s a l of the o v e r a l l f i n d i n g 
i s made c l e a r by comparing the r e s u l t s of my own survey. T h i s i s 
repeated f o r a l l t h r e e f i r m s , s t r o n g e s t i n Epoch (66% i n favour of unions 
seeking a say f o r members), then W e l d r i l l (61%) and l a s t l y Natco ( 5 2 % ) . 

Moving on to look a t a t t i t u d e s to d i f f e r e n t k inds of proposed mechanisms 
for p a r t i c i p a t i o n , i t i s n o t i c e a b l e t h a t t h e r e remains a g r e a t d e a l of 
support f o r i d e a s qua i d e a s . I n the l i g h t of e a r l i e r f i n d i n g s , i t must 
be s t r e s s e d t h a t the d i f f e r e n c e may be c o n s i d e r a b l e between expressed 
enthusiasm f o r an a b s t r a c t i d e a - the s o r t of t h i n g t h a t i t should be 
r e c a l l e d the media p r e s e n t as a 'good t h i n g ' i n many c a s e s - and the 
r e a c t i o n to p r o p o s a l s i n the concrete c o n t e x t of t h e i r own workplace. 
The c o n t r a s t i s most s t r i k i n g when we look a t r e a c t i o n s to a c t u a l 
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p r a c t i c e (see Chapters 14 to 16 on t h i s ) and indeed t h e r e are many 
c a s e s of people supporting an i d e a when t h e i r experience of what t o the 
observer seems a very s i m i l a r arrangement generates apathy o r o p p o s i t i o n . 
The r o l e of the media i n i n f l u e n c i n g g e n e r a l a t t i t u d e s to i d e a s w i l l be 
r a i s e d again below when comment i s made on surveys of opinion on worker 
d i r e c t o r s a f t e r a p e r i o d of s u s t a i n e d p r e s s a t t a c k on the not i o n . 

F i r s t l y , though, the r e s u l t s of the qu e s t i o n on a t t i t u d e s to d i f f e r e n t 
k i n d s of schemes are summarised i n Table 12.6 (see Appendix A, Tabl e 6 
fo r a f u l l e r p r e s e n t a t i o n ) . Below two f i g u r e s have been reproduced, to 
show the p r o p o r t i o n s r a t i n g a p r o p o s a l i n some degree a 'good i d e a * , and 
those who see them as a l l r i g h t i n theory but unworkable i n p r a c t i c e . 

TABLE 12.6 WORKERS : EVALUATIONS OF MODES OF PARTICIPATION 

% s 
Proposed Scheme 

A l l + 

v/q gd. Imp-
W e l d r i l l 

v/q gd. Imp. 
Epoch 

v/q gd. Imp. 
Natco 

v/q gd. Imp 

Job Enrichment 75 15 67 19 79 13 77 14 

Works C o u n c i l 83 13 87 10 83 11 79 16 

Worker D i r e c t o r s 54 29 53 22 43 43 61 27 

Work Group Autonomy 45 32 43 27 49 35 45 33 

Extend C o l l e c t i v e 
B a r g a i n i n g 70 7 68 9 77 1 68 8 

P r o f i t - S h a r i n g 89 7 85 10 97 1 87 8 

S e l l Shares t o Workers 76 9 77 11 81 7 83 10 

Worker Takeover 17 43 _ 19 44 16 43 

+ I n c l u d e s only Epoch and Natco. on 'worker takeover' mode, a s t h i s 
p o s s i b i l i t y was not i n c l u d e d i n the W e l d r i l l q u e s t i o n n a i r e . 

v/q gd. = v e r y / q u i t e good 
Imp. = I m p r a c t i c a l 
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The most popular p r o p o s a l s on t h i s b a s i s t u r n out to be p r o f i t - s h a r i n g 
and works c o u n c i l s , a c o n c l u s i o n a l s o confirmed i n each f i r m taken 
s e p a r a t e l y (57% o v e r a l l t h i n k i n g p r o f i t - s h a r i n g a v e r y good i d e a , r i s i n g 
to 75% i n Epochf and 43% r a t i n g works c o u n c i l s l i k e w i s e ) . Next most 
popular i s a proposal made by the 1973 C h a n c e l l o r of the Exchequer, 
Anthony Barber, to make i t e a s i e r f o r share o p t i o n schemes f o r employees 
to operate through t a x c o n c e s s i o n s . Job enrichment f o l l o w s c l o s e behind 
t h i s i d e a . 

E x t e n s i o n of c o l l e c t i v e b a r g a i n i n g gets a f a i r b i t of approval, but i s 
not as h i g h l y r a t e d a s the above p r o p o s a l s (with only 20% r a t i n g i t a v e r y 
good i d e a , the f i g u r e being s i m i l a r for each p l a n t ) . T h i s i n d i c a t e s t h a t 
t r a d i t i o n a l channels a r e l e s s e n t h u s i a s t i c a l l y viewed f o r the goal of 
p a r t i c i p a t i o n than a r e those other mechanisms more normally a s s o c i a t e d 
w i t h t h i s term. T h i s i s not i n c o n s i s t e n t with what has been argued about 
n e g o t i a t i o n as the r e l e v a n t way of d e a l i n g w i t h s i g n i f i c a n t i s s u e s , p a r t l y 
f o r reasons argued above concerning the d e s i r e d r o l e of unions. F u r t h e r , 
t h e r e i s the problem t h a t i n i t s e x i s t i n g form the union may be regarded 
as an i n s u f f i c i e n t l y r e p r e s e n t a t i v e channel t o gain g r e a t e r say for workers 
themselves. Thus only 24% f e l t they had 'a g r e a t d e a l ' or a 'reasonable 
amount' of say i n t h e i r union, and 89% f e l t they should have more say 
(see Appendix A, T a b l e s 7 and 8 ) . 

Work group autonomy i s a l s o , i t w i l l be noted, r a t e d markedly lower than 
job enrichment, w i t h j u s t 45% r a t i n g i t a good idea (only 20% v e r y good). 
What i s n o t i c e a b l e here i s t h a t a t h i r d of the respondents f e e l the i d e a 
i s a l l r i g h t but could not work i n p r a c t i c e . T h i s p a r t i c u l a r category 
was i n c l u d e d to tap the p o s s i b i l i t y t h a t such a response i s meaningful 
and has a v e r y d i f f e r e n t s i g n i f i c a n c e to one which r e j e c t s an i d e a or i s 
i n d i f f e r e n t . I t i m p l i e s a sympathy with aims which might, t h e r e f o r e , 
suggest a f a r g r e a t e r p o t e n t i a l f o r c o n v e r s i o n i f c i r c u m s t a n c e s changed 
awareness of p o s s i b i l i t i e s . T h i s , i t seems to me, i s a category which 
may account f o r many apparent r e j e c t i o n s of p r o p o s a l s i n p o l l s which do 
not o f f e r such an a l t e r n a t i v e , and shows the tenuous nature of much i l l -
thought-out or presumptive q u e s t i o n n a i r e and i n t e r v i e w s u r v e y i n g . I t i s , 
i n t h i s l i g h t , perhaps remarkable t h a t i n a l l 77% of respondents approve 
of a t l e a s t the i d e a of t h i s degree of job c o n t r o l . 
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Worker d i r e c t o r s deserve a l i t t l e more a t t e n t i o n , s i n c e the c o n t r o v e r s y 
surrounding the B u l l o c k Report has r e c e n t l y made them the s u b j e c t of a 
g r e a t d e a l of debate and a s s e r t i o n . Worker d i r e c t o r s , i t should be 
remembered, are the epitome of h i g h e r - l e v e l p a r t i c i p a t i o n which proved 
of l i m i t e d p e r s o n a l i n t e r e s t t o employees. Moreover, t h e r e i s v e r y l i t t l e 
e x perience for employees to go on^ even were they to make the l i n k from 
p r a c t i c e to g e n e r a l a t t i t u d e , which we have seen to be p r o b l e m a t i c a l - and 
so as Chapter 7 suggested, c o n s i s t e n t and repeated media arguments are 
l i k e l y to have a major impact. These arguments tend to favour the four 
i d e a s which gained the h i g h e s t vote i n t h i s survey ( p r o f i t - s h a r i n g , 
works c o u n c i l s , share o p t i o n s and job enrichment) - and which a r e most 
l i k e l y to accord w i t h u n i t a r y n o t i o n s of p a r t i c i p a t i o n . E x t e n s i o n of 
c o l l e c t i v e b a r g a i n i n g i s d i s c u s s e d f a r l e s s o f t e n by the media**, and i t 
i s s i g n i f i c a n t t h a t i t s t i l l r e c e i v e s as much support as i t does i n t h i s 
r e l a t i v e l y a b s t r a c t e d form. Worker d i r e c t o r s , on the other hand, a r e f a r 
l e s s popular w i t h the p r e s s , and the i d e a has been p a r t i c u l a r l y r e v i l e d 
s i n c e employers and t h e i r r e p r e s e n t a t i v e bodies openly took h o s t i l e s t a n c e s 
i n t h e i r evidence to the B u l l o c k Committee. 

I f we look a t the r e s u l t s of my own survey i n 1974, we f i n d t h a t 54% r a t e 
worker d i r e c t o r s a good i d e a (25% v e r y good), with support lowest i n the 
company with a p p a r e n t l y the worst i n d u s t r i a l r e l a t i o n s ( a t l e a s t a t the 
time of the s t u d y ) , Epoch. Here i t seems l i k e l y t h a t the f e e l i n g t h a t 
d e c i s i o n s are made i n a company HQ too d i s t a n t to be p e n e t r a t e d may be a 
major f a c t o r i n the s c e p t i c i s m (and so the high percentage who t h i n k the 
proposal i m p r a c t i c a l - 43% - r a t h e r than a good i d e a s i m p l i c i t e r ) . 
Chapters 14 to 16 w i l l i n d i c a t e the d i f f e r e n c e s i n experience as between 
the t h r e e companies. Meanwhile, i t i s notable t h a t the proportion of 
respondents who regard t h i s as a l l r i g h t but unworkable i s high i n the 
other two o r g a n i z a t i o n s a l s o . 

Nonetheless, i t i s hard to read t h i s r e s u l t as r e j e c t i o n of the i d e a of 
worker d i r e c t o r s . I t seems more l i k e an u n e n t h u s i a s t i c endorsement, i f 
i t does not suggest t h a t worker d i r e c t o r s are seen widely as a s o l u t i o n 
to the undemocratic nature of i n d u s t r i a l decision-making. These 
o b s e r v a t i o n s may h e l p to make sense of the r e s u l t s of p o l l s on the worker 
d i r e c t o r i s s u e p u b l i s h e d around the time of the p u b l i c a t i o n of the 
B u l l o c k Report. The i n t e r p r e t a t i o n s I s h a l l o f f e r a l s o c a s t doubt on 
those advanced as u n p r o b l e m a t i c a l ' f a c t ' by those producing the p o l l s i n 
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q u e s t i o n ( i n l i n e w i t h the dubious i n t e r p r e t a t i o n s of the ORC p o l l which 
were r e f e r r e d to a t the s t a r t of t h i s c h a p t e r ) . L e t me f i r s t summarise 
the f i n d i n g s of the p o l l s : -

(1) ORC (Times 26.1.77): a m a j o r i t y support workers on a 
s u p e r v i s o r y board as a "good i d e a " , but t h e r e was a t 
b e s t "lukewarm enthusiasm" ( ? ) . Only 15% support 
p a r i t y on the board, and the union channel of appointment 
(how d e s c r i b e d / p h r a s e d ? ) i s 'firmly r e j e c t e d " . There 

i s s t i l l a demand though, f o r a "bigger say" i n a r e a s 
"of d i r e c t r e l e v a n c e to themselves". 

(2) Market Research S o c i e t y ( F i n a n c i a l Times, 26.1.77): 
I n response to a q u e s t i o n as t o whether worker d i r e c t o r s 
were or were not a good i d e a , 63% of union members 
(and 48% of n o n - u n i o n i s t s ) are r e p o r t e d to have approved 
them. But only 18% of u n i o n i s t s (10% of n o n - u n i o n i s t s ) 
thought they should be introduced by law r a t h e r than 
v o l u n t a r i l y . 

(3) Survey commissioned by CBI (Times, 18.7.77): "Fewer than 
10 per c e n t of employees s t r o n g l y favour board l e v e l 
r e p r e s e n t a t i o n as an e f f e c t i v e means o f p a r t i c i p a t i o n , 
and only a f u r t h e r 24 per cent 'tend' to be i n favour 
o f i t " . The l a c k of support was, i n t e r e s t i n g l y , h i g h l y 
contingent t o go by the CBI survey, s i n c e 90% wanted 
f u r t h e r c o n s u l t a t i o n - the i m p l i c a t i o n presumably 
being t h a t demands would grow w i t h f r u s t r a t e d 
a s p i r a t i o n s . I t a l s o seems to be presumed i n the CBI 
i n t e r p r e t a t i o n of these r e s u l t s t h a t they i n d i c a t e an 
endorsement of management reasons f o r d i s l i k i n g the i d e a , 
a s u p p o s i t i o n made to look extremely dubious by evidence 
presented here on competing views of the purpose of 
p a r t i c i p a t i o n . 

(4) MORI (Sunday Times, 30.1.77): t h i s i s a more d e t a i l e d 
study, which a s k s whether worker d i r e c t o r s would be a 
good or bad t h i n g f o r v a r i o u s e n t i t i e s . 77% of u n i o n i s t s 
(74% of a l l respondents) t h i n k them a good t h i n g f o r 
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company employees; 68% (65%) f o r the company} 
68% (55%) f o r the unions; and 72% (64%) for the 
country. On the l e v e l of r e p r e s e n t a t i o n d e s i r e d , 
65% of u n i o n i s t s (60% of a l l respondents) want 
l e s s than h a l f the board to be worker r e p r e s e n t a t i v e s ; 
and only 23% (24%) want h a l f or more of the board. 
F i n a l l y , 84% of u n i o n i s t s (87% of a l l respondents) 
want worker d i r e c t o r s e l e c t e d by a l l employees; 
and o n l y 10% (6%) want them appointed by the unions. 

T h i s i s s u e seems worth a l i t t l e f u r t h e r e l a b o r a t i o n i n the l i g h t of the 
c e n t r a l i t y of the worker d i r e c t o r q u e s t i o n i n the debate on i n d u s t r i a l 
democracy i n the l a s t few y e a r s . So what comments can be made? 
F i r s t l y , any r e j e c t i o n of the worker d i r e c t o r i d e a s i n c e the time of 
my own survey (and the c o n t r a d i c t i o n s between the p o l l s and the g e n e r a l 
i s s u e - compare approval of the ide a i n (4) above, and p r o g r e s s i v e l y 
l e s s i n (2) and ( 1 ) , w i t h the 'independent' survey f o r the CBI i n (3) -
which suggests problems of c o m p a r a b i l i t y and r e l i a b i l i t y i n q u e s t i o n s , 
method e t c . ) c o u l d be e x p l a i n e d by the media a t t a c k . But o v e r a l l the 
r e s u l t s seem not too i n c o n s i s t e n t w i t h my own. What I d i d not expl o r e 
were the i s s u e s of the pr o p o r t i o n of the board to be worker r e p r e s e n t a t i v e s , 
and the channel of r e p r e s e n t a t i o n , and i t seems probable t h a t respondents 
have been s t r o n g l y i n f l u e n c e d by the media here. P a r t i c u l a r l y strong 
a t t a c k s on p a r i t y and on union c o n t r o l ( s i n g l e - c h a n n e l ) a s i n the TUC 
recommendations of 1973, may w e l l have i n f l u e n c e d opinion markedly, 
p a r t i c u l a r l y i n the absence of d i r e c t e x p e r i e n c e . Moreover, r e j e c t i o n of 
the unions channel as pr e s e n t e d i n the MORI p o l l could be based on 
s u s p i c i o n of unions, or q u i t e d i f f e r e n t l y upon an i n s i s t e n c e on the 
r i g h t s of workers to e l e c t board r e p r e s e n t a t i v e s themselves (apart from 
the other non-managerial reasons f o r not wanting p a r t i c i p a t i o n v i a the 
union r a i s e d e a r l i e r ) . I n any case, the MORI p o s s i b i l i t y i s an extreme 
i n which i t appears t h a t employees and perhaps even stewards are t o t a l l y 
d i s e n f r a n c h i s e d , which i s by no means the only v e r s i o n of ' s i n g l e - c h a n n e l ' 
r e p r e s e n t a t i o n . 

Whether employees a r e r i g h t to want a channel v a l i d a t e d by the i n f l u e n t i a l 
r h e t o r i c of bourgeois democracy i s an e m p i r i c a l q u e s t i o n . E a r l i e r 
a n a l y s i s has suggested t h a t a consequence of a c c e p t i n g such an arrangement 
i s a concomitant l a c k of purchase on managerial power, which l e a d s to 
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e i t h e r d i s s a t i s f a c t i o n by employees, or perhaps to d i s i l l u s i o n with the 
whole i d e a . To be f a i r , though, we should not d i s m i s s s u s p i c i o n of 
union c o n t r o l when unions a r e w i d e l y e x p e r i e n c e d as undemocratic^ 
j u s t because such a view i s taken up and m i s r e p r e s e n t e d by managerial 
or media accounts. 

But we have now wandered some way from the c o n c l u s i o n s which can be 
i n f e r r e d from my own survey. To complete the o b s e r v a t i o n s , then, we f i n d 
l i t t l e credence i s p l a c e d i n the i d e a of workers running t h e i r own f i r m s 
i n Epoch or Natco ( t h i s p o s s i b l i t y was added f o l l o w i n g the W e l d r i l l 
s u r v e y ) . Only 7% i n each f i r m t h i n k i t a 'very good' i d e a , w i t h 17% 
o v e r a l l approving the n o t i o n . I t i s here, though, t h a t we get the 
h i g h e s t p r o p o r t i o n , 43%, who r a t e the i d e a a l l r i g h t but unworkable. 
T h i s means t h a t 60% of the respondents a r e a t t r a c t e d by the concept, 
w i t h the predominant r e a c t i o n s u g g e s t i n g a sense of i n e f f i c a c y or l a c k 
of f e a s i b i l i t y (a p l a u s i b l e judgement i n the c u r r e n t c o n t e x t ) . As i n 
Chapter 7, then, we f i n d a c o - e x i s t e n c e of embracement of i d e a s of 
managerial o r i g i n and o f p o t e n t i a l l y r a d i c a l ones, i n t h i s case r e p r e s e n t e d 
r e s p e c t i v e l y by the u n w o r k a b i l i t y of worker c o n t r o l , and i t s enduring 
a t t r a c t i o n s . 

CONCLUSIONS 

To review b r i e f l y the main f i n d i n g s p r e s e n t e d i n t h i s chapter and the 
i n f e r e n c e s drawn from them:-

(1) I t i s the job i t s e l f r a t h e r than h i g h e r - l e v e l p a r t i c i p a t i o n 
i n which i n d i v i d u a l respondents most want g r e a t e r say. 

(2) Over a wide range of i s s u e s employees express a high demand 
f o r a say, but t h e i r p e r c e p t i o n of the amount of say they have 
f a l l s w e l l s h o r t of t h e i r i d e a l . 

(3) I t would appear t h a t when c o n c r e t e d e c i s i o n s and s t r a t e g i e s 
a r e i n v o l v e d , p a r t i c u l a r l y when t h e s e a l l o w for the key i s s u e s 
which are t r a d i t i o n a l a r e a s of b a r g a i n i n g , then a n e g o t i a t e d , 
c o n f l i c t u a l mechanism i s most r e l e v a n t to shop f l o o r respondents. 
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(4) As a goal per se p a r t i c i p a t i o n seems f a r l e s s s i g n i f i c a n t 
t o workers than other requirements they have of a j o b . 
T h i s p a r t i c u l a r l y suggests t h a t where p a r t i c i p a t i o n i s 
o f f e r e d as a s u b s t i t u t e f o r wage i n c r e a s e s or other 
s u b s t a n t i v e improvements ( r a t h e r than as a channel to 
a c h i e v e these) t h i s i s u n l i k e l y to f i n d much favour w i t h 
employees. (The c a s e of C h r y s l e r i n 1975 would seem to 

g 
have i l l u s t r a t e d t h i s w e l l . ) 

(5) A l a c k of g e n e r a l enthusiasm f o r p a r t i c i p a t i o n as a g a i n s t 
other matters may p r e v a i l , but t h i s seems e m p i r i c a l l y 
c o n s i s t e n t with an endorsement i n a more g e n e r a l i s e d 
context of f a i r l y standard p a r t i c i p a t i o n p r o p o s a l s . 
On the other hand worker d i r e c t o r s , and s t i l l more worker 
takeover, seem l e s s w e l l supported, though no n e t h e l e s s 
a t t r a c t i n g perhaps a s u r p r i s i n g amount of backing. 
E x t e n s i o n of c o l l e c t i v e b a r g a i n i n g i s l e s s popular i n 
g e n e r a l terms than (3) above might have l e d one to expect, 
but t h i s may be e i t h e r e x p l a i n e d i n terms of the o b s e r v a t i o n s 
on c o n s c i o u s n e s s i n Chapter 7 ( p a r t i c u l a r l y the g u l f between 
the l o c a l - c o n t e x t c a l l f o r b a r g a i n i n g power and e f f e c t i v e 
unionism as a g a i n s t the more g e n e r a l , media-influenced 
notion of unions a s i r r e s p o n s i b l e , too powerful e t c . ) ; 
or i t may r e f l e c t a l a c k of b e l i e f i n the union as an 
adequate democratic channel f o r a l l n e g o t i a t i o n . Other 
p o s s i b l e f a c t o r s which might have l e d to a n e g a t i v e r e a c t i o n 
to union entanglement i n p a r t i c i p a t i o n schemes from supporters 
as w e l l as l e s s e n t h u s i a s t i c o b s e r v e r s of unions were a l s o 
d i s c u s s e d . Nonetheless, the support f o r t h i s method remains 
q u i t e high. 

Some f u r t h e r c o n c l u s i o n s warrant drawing out before t h i s chapter i s brought 
to a c l o s e . F i r s t l y , the e x i s t e n c e of a c o n f l i c t of i n t e r e s t s was p o s i t e d 
i n e a r l i e r c h a p t e r s as a s t a r t i n g p o i n t f o r an a n a l y s i s which sought to 
make sense of e x i s t i n g evidence on the o p e r a t i o n of p a r t i c i p a t i o n . To 
have an e f f e c t on a c t i o n s , such c o n f l i c t would have to be i n some way 
r e f l e c t e d i n p e r c e p t i o n s . I n Chapter 7, u s i n g m a t e r i a l from my own 
survey and other s o u r c e s , a g e n e r a l d e s c r i p t i o n of the forms of working 
c l a s s ideology was c o n s t r u c t e d which i n d i c a t e d i n t e r a l i a the c o - e x i s t e n c e 
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of o p p o s i t i o n a l and accommodative ou t l o o k s . One i m p l i c a t i o n was t h a t 
a t t i t u d e s (and a c t i o n s ) could not only be c o n t r a d i c t o r y i n nature, but 
t h a t a l s o they would be l i k e l y t o change according to c o n t e x t . The same 
imp r e s s i o n i s gained from an examination of the m a t e r i a l presented i n 
t h i s c h a p t e r . Thus the c o n f l i c t u a l element i s i n d i c a t e d by the response 
to a n e g o t i a t i v e s t r a t e g y and f o r other reasons e l a b o r a t e d above. At the 
same time, the evidence on the p e r c e p t i o n of p a r t i c i p a t i o n (see Chapter 3) 
and the endorsement of schemes which are u s u a l l y p r e s e n t e d i n u n i t a r y 
terms shows an element of dominant, u n i t a r y ideology i n a t t i t u d e s . 
Which w i l l be uppermost i n determining a c t i o n w i l l , i t i s suggested, 
depend on the context? but when the key i s s u e s a t work a r i s e i n r e a l i t y , 
c o n f l i c t i s , i t i s argued, l i k e l y t o predominate. 

Secondly, i t i s apparent t h a t q u e s t i o n n a i r e s can only make an i n d i c a t i v e 
attempt to i l l u m i n a t e the dynamics of c o n s c i o u s n e s s . The weaknesses here 
can be i l l u s t r a t e d by r e f e r e n c e to the responses on the i n t e r e s t i n 
a f f e c t i n g i s s u e s . Investment a l l o c a t i o n came r e l a t i v e l y low, i t w i l l be 
r e c a l l e d , y e t i n the event of a c r i s i s t h r e a t e n i n g redundancies such an 
i s s u e might r a p i d l y come to be seen a s being of c e n t r a l importance by 
workers, as indeed has been the c a s e on many o c c a s i o n s i n r e c e n t y e a r s . 
Appearances may suggest investment to be a remote, i n s i g n i f i c a n t i s s u e 
u n t i l i t s importance i s made v i s i b l e by c i r c u m s t a n c e s . 

However, a l l o w i n g for such weaknesses, the r e c o g n i t i o n of l a t e n t 
i d e o l o g i c a l elements i n a t t i t u d e s does make p o s s i b l e some p l a u s i b l e 
i n d i c a t i o n s of the p r o c e s s e s of c o n s c i o u s n e s s which a r e l i k e l y to be 
i n v o l v e d . I n other words, c o h a b i t a t i o n of accommodative and o p p o s i t i o n a l 
p e r s p e c t i v e s suggests t h a t the l a t t e r i s t h e r e to be tapped and used to 
make sense of the s i t u a t i o n as and when c o n f l i c t becomes v i s i b l e . 

T h i r d l y , then, t h i s enables us t o add i n t e r p r e t i v e depth to the k i n d s of 
outcomes d e s c r i b e d and p r o c e s s e s p o s i t e d i n Chapters 9 to 11, p a r t i c u l a r l y 
Chapter 10. Thus a scheme may be accepted as a 'good t h i n g ' i n f a i r l y 
g e n e r a l terms, i n response to the r h e t o r i c which s u f f u s e s i t s i n t r o d u c t i o n . 
Once conc r e t e i s s u e s a r e being d e a l t w i t h , however, the emergence of 
c o n f l i c t and/or i r r e l e v a n c e ( t r i v i a l i t y ) could be expected to a f f e c t 
a t t i t u d e s i n a way d i s c o r d a n t w i t h managerial (or c e r t a i n a s p e c t s of 
shop f l o o r ) e x p e c t a t i o n s . Thus the acceptance of i d e a s l i k e works 
c o u n c i l s , or p r o f i t - s h a r i n g , or job enrichment, i s l i k e l y to t e l l us 
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l i t t l e about how ' p a r t i c i p a n t s * w i l l r e a c t when faced w i t h the scheme 
i n o p e r a t i o n , u n l e s s t h a t acceptance i s regarded c r i t i c a l l y and i n v e s t i g a t e d 
f u r t h e r . T h i s complex ambiguity of g e n e r a l a t t i t u d e s together with the 
p o t e n t i a l dynamic, i t i s suggested, i s i n l i n e w i t h the arguments of t h i s 
t h e s i s and a t the same time l e n d s them depth and c o l o u r . 

The next stage i s to examine managerial a t t i t u d e s to i d e n t i f y how a r e a s 
of apparent common ground w i t h the shop f l o o r can c o - e x i s t with a r e a s of 
disagreement. T h i s i s the t a s k of Chapter 13. 



540 

CHAPTER 12 : NOTES 

1. See above, e s p e c i a l l y Chapter 3 where Almond & V e r b a 1 s 
argument i s c r i t i c i s e d f o l l o w i n g Pateman (1970, 1971). 
To accept the ' c i v i l i t y ' argument i s to suggest t h a t 
workers broadly approve of the s t a t u s quo, seek l i t t l e 
a c t i v e p a r t i n i t , and hope f o r change only a t the margins, 
perhaps i n c r e a s i n g job i n t e r e s t without c h a l l e n g i n g 
a u t h o r i t y s t r u c t u r e s , f o r i n s t a n c e . 

2. The i s s u e s were s e l e c t e d from those used i n the other 
schedules, notably the A f f l u e n t Worker study and t h a t 
of Blackburn and Beynon (1972) . 

3. For a d i s c u s s i o n on the notion of p e r c e i v e d say, and i t s 
d i s t i n c t s t a t u s v i s - a - v i s a c t u a l and formal say, see the 
c r i t i c a l d i s c u s s i o n of Walker i n Chapter 4 (pp 79-81) and 
the development of these c a t e g o r i e s therefrom. 

4. I n the f i r s t p l a n t s t u d i e d , W e l d r i l l , the headings used had 
'very important' as the s t r o n g e s t a l t e r n a t i v e , followed by 
'above average importance'. T h i s was found not to 
d i f f e r e n t i a t e adequately between the d i f f e r e n t a r e a s , 
s i n c e few respondents were prepared to c l a s s i f y items as 
l e s s than v e r y important. The a d d i t i o n of the more emphatic 
' a b s o l u t e l y c r u c i a l and d e c i s i v e ' i n the l a t e r two s t u d i e s 
seemed to achieve the hoped-for d i f f e r e n t i a t i o n . The t o t a l s 
under the 'importance' columns i n T a b l e 12.4 seem f a i r l y 
comparable as between o r g a n i s a t i o n s , but the t o t a l s f o r the 
h i g h e s t category f o r Epoch and Natco have been added f o r 
comparison. 

5. Thus according t o one r e p o r t ( F i n a n c i a l Times, 17.3.77) an 
I n d u s t r i a l S o c i e t y survey found only one company with an 
employee r e p r e s e n t a t i v e on the board, nor have I found 
r e f e r e n c e to more than one or two i s o l a t e d c a s e s i n B r i t a i n . 

6. Though I have not undertaken any s y s t e m a t i c survey of p r e s s 
coverage, my i m p r e s s i o n i s t i c account i s based on the 
accumulation over some y e a r s of a l a r g e c o l l e c t i o n of 
c u t t i n g s on i n d u s t r i a l r e l a t i o n s i n g e n e r a l and p a r t i c i p a t i o n 
i n p a r t i c u l a r . 

7. For a development of t h i s r e j e c t i o n of the B u l l o c k Report 
from one m a r x i s t s t a n d p o i n t see S k i l l e n , 1978. 

8. Confronted w i t h a s t r i k e a t t h e i r Coventry p l a n t , C h r y s l e r 
produced, a p p a r e n t l y out of the h a t , a worker p a r t i c i p a t i o n 
scheme as p a r t of t h e i r s e t t l e m e n t o f f e r . Not s u r p r i s i n g l y , 
the r e a c t i o n of worker r e p r e s e n t a t i v e s was p r i m a r i l y s u s p i c i o n , 
and an i n s i s t e n c e t h a t w h i l e p a r t i c i p a t i o n might be c o n s i d e r e d 
i t was a d i f f e r e n t matter from t h a t which r e q u i r e d s e t t l e m e n t , 
i . e . wages: i t was not something which could be traded o f f 
a g a i n s t a cash d e a l . 
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AFTERNOTE TO CHAPTER 12 

CONTROL GRAPHS : A CRITICAL VIEW 

The c o n t r o l graph method, a t the i n s t i g a t i o n o f Tannenbaum's work, has 
come to dominate a g r e a t d e a l of the g a t h e r i n g and p r e s e n t a t i o n of 
evidence on a t t i t u d e s to worker p a r t i c i p a t i o n . I t i s the view of t h i s 
w r i t e r , however, t h a t the method has s e r i o u s shortcomings which deserve 
to be a i r e d given i t s degree of i n f l u e n c e (measured by c o n t r o l graph 
or otherwise:) i n the l i t e r a t u r e . I n p a r t i c u l a r . , responses are generated 
to an a b s t r a c t e d s e t of l e v e l s of say, d i v o r c e d from any c o n c r e t e s o c i a l 
context and with no i n d i c a t i o n of what i s meant by the d i f f e r e n t l e v e l s . 
They are then analysed f u r t h e r , o u t s i d e of t h e i r p o l i t i c a l and s o c i a l 
context to y i e l d the appearance of somehow ' o b j e c t i v e ' d a t a , and presented 
i n graph form to heighten the ' s c i e n t i f i c ' appearance. T h i s does not mean 
t h a t no u s e f u l information can be gained from such an approach (though the 
c o n t r o l graph i t s e l f i s a p a r t i c u l a r l y tendentious c r e a t i o n ) , but t h a t 
such information must be regarded as h i g h l y contingent, and used w i t h 
extreme c a r e , p r e f e r a b l y i n combination w i t h other methods. By and l a r g e 
i t i s not so used. 

L e t us examine the assumptions and problems o f the method a l i t t l e more 
c l o s e l y . A glance a t the q u e s t i o n i n Appendix A, T a b l e 2 (and see 
T a b l e 12.1 and the d i s c u s s i o n t h e r e o f above) w i l l s e r v e to remind one o f 
the approach used by these r e s e a r c h e r s . No s p e c i f i e d mode of d e c i s i o n 
making i s o f f e r e d , (compare the q u e s t i o n i n Appendix A, Table 3) and so 
what c o n s t i t u t e s a p a r t i c u l a r degree of i n f l u e n c e ('quite a l o t ' , 'some' 
e t c . ) i s l e f t to the i n t e r p r e t a t i o n of each respondent. There i s no 
reason to assume t h a t d i f f e r e n t i n d i v i d u a l s w i l l r a t e e.g. being a b l e to 
determine a p a r t i c u l a r form of piecework c a l c u l a t i o n i n the same way as 
o t h e r s w i l l r a t e i t . Nor would the r e s e a r c h e r have any grounds f o r 
judging - thus t h i s h y p o t h e t i c a l c o n t r o l of piecework payment method may 
be judged by the f a c t t h a t i t does not c h a l l e n g e the e x i s t e n c e of p i e c e 
work per se, or of management d i s c i p l i n e of those whose work q u a l i t y or 
pace they judge poor; or t h i s wider dominance of the labour p r o c e s s form 
may be taken f o r granted, and the degree of say judged by how much r e a l 
c o n t r o l t h e r e i s w i t h i n i t s terms of r e f e r e n c e . I f one adds to t h i s 

* These i n c l u d e a number of Yugoslav s o c i o l o g i s t s - see e.g. Rus, 1970; 
Obradovic, 1970;Zupanov & Tannenbaum, 1968; K a v c i c e t a l , 1971) and 
other s t u d i e s such as Bowen e t a l , 1974: Bowen, 1976: Rosner e t a l . 1973. 
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d i f f e r i n g i n t e r p r e t a t i o n s of the language ( i . e . 'great d e a l ' may be 
read as meaning extremely high i n f l u e n c e by some, and as markedly l e s s 
than t h i s by o t h e r s who would respond, say,to 'a v a s t amount' q u i t e 
d i f f e r e n t l y ) then i t can be seen t h a t p o t e n t i a l l y the v a r i a t i o n i n the 
meaning of any response i s enormous. One i s f a r from measuring merely 
d i f f e r i n g o p i n i o n s on the a c t u a l amount of say judged i n shared terms 
on the p a r t of the respondents. I n a d d i t i o n t h e r e a r e a t l e a s t the major 
f a c t o r s d e s c r i b e d above i n t r u d i n g on the response: degree of say r e l a t i v e 
to what? judged i n which p o l i t i c a l terms? f o r m a l l y i n theory, or i n 
p r a c t i c a l p r a c t i c e ? r a t e d how i n terms of vague p h r a s e s i n d i c a t i n g degree? 
The language and s o c i o - p o l i t i c a l c o ntext i s s u e s come most s t r i k i n g l y to 
one's a t t e n t i o n when confronted w i t h r e s e a r c h which p u r p o r t s to e v a l u a t e 
c omparatively the degree of p e r c e i v e d say i n d i f f e r e n t c u l t u r e s which 
a l s o have d i f f e r e n t languages ( i . e . where approximate e q u i v a l e n t s have 
to be found) - see Rosner e t a l (1973) f o r such an attempt. 

These d i f f i c u l t i e s render r e l i a n c e on t h i s type of q u e s t i o n p r o b l e m a t i c a l 
enough, and a t l e a s t warrant g r e a t c a r e and r e s e r v a t i o n i n i n t e r p r e t i n g 
the f i n d i n g s i n i s o l a t i o n from other s o u r c e s , even i f one a l l o w s some 
assumption t h a t people w i l l share the same broad meanings to phrases 
d e s c r i b i n g l e v e l of say. The problem i s l e s s s e v e r e , though, i f the 
r e s u l t s a r e used only to i n d i c a t e the o r d i n a l ranking o f degree o f say 
as between d i f f e r e n t t o p i c s , and as a broad i n d i c a t o r of p e r c e i v e d 
a c t u a l i n f l u e n c e . T h i s makes i t p o s s i b l e to draw some u s e f u l i n d i c a t i o n s 
from a comparison of expressed i d e a l and p e r c e i v e d a c t u a l say on each 
t o p i c a l s o i . e . respondents can reasonably be assumed to r a t e 'quite a 
l o t ' above 'some' and so on, on the s c a l e used, though one cannot say 
how f a r above. 

However, t h i s i s not the approach adopted by the r e s e a r c h e r s employing 
c o n t r o l graphs. C o n t r o l graphs employ c a r d i n a l r a t i n g s d e r i v e d from the 
o v e r a l l responses by a l l o t t i n g a b s o l u t e s c o r e s to each l e v e l of response 
(5 to 'a g r e a t d e a l ' , 4 to 'quite a l o t ' and so on),and averaging the 
r e s u l t . T h i s i s what produces the seemingly 'hard' data used t o compare 
d i f f e r e n t f a c t o r i e s , and even d i f f e r e n t s o c i e t i e s with d i f f e r e n t 
languages. I f one adds to t h i s the tendency of the r e s e a r c h e r s to s l i d e 
from p e r c e i v e d amounts of p a r t i c i p a t i o n to t r e a t i n g t h ese as o b j e c t i v e 
measures, p a r t i c u l a r l y untenable i f co n s i d e r e d i n the l i g h t of d i s c u s s i o n s 
of ideology and c o n s c i o u s n e s s (see P a r t 3 ) , the reasons f o r speaking 



543 

a g a i n s t t h i s method become p l a i n e r s t i l l . 

F i n a l l y , the w r i t e r s who use c o n t r o l graphs combine i t , i n almost every 
c a s e , w i t h an i m p l i c i t q u a s i - u n i t a r y conception of i n d u s t r i a l r e l a t i o n s 
shaping t h e i r p r e s e n t i n t e r p r e t a t i o n s of t h e i r f i n d i n g s . Thus i t i s 
assumed t h a t a l l groups may have more say, management and s u b o r d i n a t e s 
a l i k e , and thus t h a t power i s not n e c e s s a r i l y a matter of c o n f l i c t . 
I have expressed my c r i t i c i s m s of t h i s conceptual legerdemain i n 
Chapters 5 and 6 above, and w i l l not r e p e a t them here. C l e a r l y , though, 
p e r c e p t i o n s ( p a r t i c u l a r l y a s s e s s e d i n t h i s manner) are no evidence t h a t 
a 'positive-sum* view of power i s o b j e c t i v e l y t e n a b l e , and indeed 
i l l u s t r a t e the s l i p p a g e from p e r c e i v e d i d e a l to p e r c e i v e d a c t u a l t o 
o b j e c t i v e i n f l u e n c e on d e c i s i o n s noted above i n these w r i t i n g s . Once 
again, the methodology camouflages the f l a g r a n t misuse of threadbare 
e v i dence. 



CHAPTER 13 : MANAGERS, WORKERS AND PARTICIPATION 

The p r e v i o u s chapter o u t l i n e d the main contours of shop f l o o r a t t i t u d e s 
to p a r t i c i p a t i o n . I s h a l l now examine management responses on the same 
i s s u e s , and i n the p r o c e s s I s h a l l compare these with t h e i r manual 
employee c o u n t e r p a r t s . T h i s w i l l s e r v e to c l a r i f y f u r t h e r the forms 
which op i n i o n s take i n p r a c t i c e , a c t i n g as a complement to the information 
on the a c t u a l outcomes of schemes examined i n other c h a p t e r s . To a c h i e v e 
t h i s , the c u r r e n t chapter w i l l a l s o e l a b o r a t e upon a r e a s of a c t u a l and 
apparent consensus, on the c o n t r a d i c t i o n s w i t h i n management as w e l l as 
w i t h i n worker a t t i t u d e s , and on the grounds f o r c o n f l i c t between the two 
once the i d e a s are put i n t o p r a c t i c e . For t h i s , a s t a r t i n g p o i n t w i l l 
be the a n a l y s i s of management cons c i o u s n e s s developed i n Chapter 8, and 
the s p e c i f i c f i n d i n g s a l r e a d y r e p o r t e d i n Chapter 3 on p e r c e p t i o n s of 
worker p a r t i c i p a t i o n . Before proceeding, then, i t seems a d v i s a b l e 
b r i e f l y to remind o u r s e l v e s of those f i n d i n g s . I n terms of the working 
d i s t i n c t i o n made i n Chapter 8, we are c o n c e n t r a t i n g here on the a t t i t u d e s 
of p r a c t i s i n g managers, not on management ideology as a body of 
l e g i t i x a a t o r y thought. 

To r e c a l l the c h i e f f i n d i n g s of Chapter 8, f i r s t l y , managers' a t t i t u d e s 
were found t o c o n t r a s t w i t h those on the shop f l o o r i n c e r t a i n expected 
ways, f o r i n s t a n c e r e j e c t i n g the i d e a t h a t p r o f i t s should go to workers 
r a t h e r than s h a r e h o l d e r s , and even more s h a r p l y t h a t foremen could be 
d i s p l a c e d by workers, w h i l s t supporting the i d e a t h a t workers should put 
themselves out to be l o y a l to t h e i r f i r m . I n t h i s r e s p e c t , then, managers 
a r e p r e d i c t a b l y l i a b l e to g i v e more support to u n i t a r y ' e n t e r p r i s e -
c o n s c i o u s n e s s ' , p a r t i c u l a r l y i n p r e s c r i p t i v e c o n t e x t s , but a l s o i n 
d e s c r i p t i v e ones ( c . f . the f o o t b a l l t e a r a q u e s t i o n ) . 

Secondly, p r e d i c t i o n s by some authors (e.g. Mann, 1970) would l e a d one to 
expect m i d d l e - c l a s s c o n s c i o u s n e s s t o be i n t e r n a l l y p r e t t y c o n s i s t e n t . 
In my own study, however, managers were found i n many c a s e s to be 
e q u i v o c a l and a t l e a s t p a r t l y a f f e c t e d by l a b o u r i s t ideology. Thus t h e i r 
i n c o n s i s t e n c y on the s t r i k e s / l a b o u r withdrawal q u e s t i o n s was as g r e a t a s 
t h a t of workers, whi l e a m a j o r i t y on the f o o t b a l l team q u e s t i o n s s t i l l 
s e l e c t e d the ' c o - o r d i n a t i v e 1 r a t h e r than the 1 h a r m o n i s t i c ' a l t e r n a t i v e . 
Moreover, 87% f e l t unions were important f o r workers, though as we s h a l l 
see t h e i r views of what r o l e unions should p l a y does not n e c e s s a r i l y 
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accord w i t h t h a t of shop f l o o r members themselves. Managers' backgrounds 
(see Chapter 8) i n my own study suggested one source of c o n t a c t w i t h 
working c l a s s i d e a s ( i n a d d i t i o n to the i n t e r n a l c o n t r a d i c t i o n s of 
dominant r h e t o r i c and the p a r t i a l s u c c e s s of unions i n a c h i e v i n g 
l e g i t i m a c y f o r t h e i r e x i s t e n c e a t l e a s t ) . I t may be hypothesised t h a t 
h i g h e r and lower management echelons (a d i s t i n c t i o n not p o s s i b l e to 
pursue w i t h my own data) w i l l d i f f e r i n a t t i t u d e s , and t h a t more c a r e f u l 
d i f f e r e n t i a t i o n w i l l be n e c e s s a r y i n f u t u r e s t u d i e s to i d e n t i f y p o t e n t i a l 
d i f f e r e n c e s i n i n t e r e s t s and p e r c e p t i o n s . 

T h i r d l y , then, these ambivalent management a t t i t u d e s were c a r r i e d over 
i n t o those views on p a r t i c i p a t i o n a l r e a d y examined. I t i s not accepted 
t h a t p a r t i c i p a t i o n i s a 'bad t h i n g ' , w h i l e advocacy of worker obedience 
gets a v e r y mixed r e c e p t i o n . T h i s can be seen as p a r t l y a consequence of 
the mixed messages c a r r i e d by n o t i o n s of ' p a r t i c i p a t i o n ' . Thus the other 
s t u d i e s reviewed i n Chapter 3 were shown to accord w i t h a managerial 
r e j e c t i o n of i d e a s c o n t a i n i n g r e f e r e n c e to worker p r e r o g a t i v e s ( i . e . 
l a b o u r - o r i e n t e d n o t i o n s ) , and a f a v o u r i n g of more h a r m o n i s t i c and 
e f f i c i e n c y - o r i e n t e d v e r s i o n s of the g o a l s of p a r t i c i p a t i o n schemes. 
The f i n d i n g s i n my own survey, c i t e d i n Chapter 8, broadly a f f i r m e d t h i s 
account. Thus the experience of labour r e l a t i o n s and the i n f u s i o n of 
labour ideology may h e l p e x p l a i n apparent ambiguity i n managers' views 
of p a r t i c i p a t i o n , but n o n e t h e l e s s t h e i r conceptions of i t s purpose remain 
e s s e n t i a l l y a t odds with workers' own n o t i o n s . 

F i n a l l y , drawing on evidence from N i c h o l s and Beynon (1977) and 
R . E l l i o t t (1975) as w e l l as my own study, i t was suggested t h a t i n 
p r a c t i c e pro-management conceptions a r e the ones management w i l l be 
c o n s t r a i n e d to t r y and implement. Whether t h i s i s through a commitment 
to i d e a s which j u s t i f y a l l o w i n g p a r t i c i p a t i o n , or job enrichment, only 
w i t h i n the framework of a c h i e v i n g management go a l s ( N i c h o l s ) , or because 
of d i v i s i o n of ' i d e a l i s m ' from the 'force of c i r c u m s t a n c e s ' i n some 
sense ( c . f . E l l i o t t ) i s an open q u e s t i o n , but both c l e a r l y p l a y a p a r t . 
Thus i t was noted t h a t Watson (1977) shows t h a t r e g a r d l e s s of background 
or g e n e r a l l y espoused v a l u e s , personnel managers remained j u s t as l i k e l y 
to put harsh d e c i s i o n s on redundancies and the l i k e i n to o p e r a t i o n . 

I n the l i g h t of these f i n d i n g s r e p o r t e d to date, l e t us look a l i t t l e 
more f u l l y a t managers' a t t i t u d e s i n comparison to those reviewed i n the 
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p r e v i o u s chapter f o r shop f l o o r respondents. I n f a c t the managers' 
q u e s t i o n n a i r e was longer than t h a t f o r shop f l o o r workers s i n c e i t 
sought to e l i c i t t h e i r views not o n l y on what say workers should have 
but a l s o on t h e i r own s i t u a t i o n and a s p i r a t i o n s a s employees. T h i s w i l l 
perhaps help to h i g h l i g h t some of the i n t e r n a l c o n t r a d i c t i o n s i n most 
management p o s i t i o n s below e x e c u t i v e l e v e l . For the most p a r t , however, 
given the l i m i t s of space I have chosen to c o n c e n t r a t e on management 
views on workers' r o l e s r a t h e r than t h e i r own. 

HOW MUCH SAY FOR WORKERS? 

To begin w i t h , management views on how much say workers have and should 
have form an i n t e r e s t i n g b a s i s f o r comparison w i t h workers' own views on 
the s u b j e c t . 

Table 13.1 (summarising f i n d i n g s reproduced i n f u l l i n Appendix B, 
Table 1) shows t h a t management f e e l workers have a f a i r amount of say on 
most i s s u e s . The most notable e x c e p t i o n s i n t h i s r e s p e c t a r e purchase 
of machinery and, more unexpectedly, o r g a n i z a t i o n of t h e i r (workers') 
own work. Table 12.1 shows t h a t workers themselves d i d not r a t e t h i s 
t o p i c markedly lower than o t h e r s , so i t i s i n t e r e s t i n g t h a t management 
should p i c k i t out as an a r e a of low worker c o n t r o l . 
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TABLE 13.1 MANAGERS' PERCEPTION OF WORKERS' ACTUAL AND 
APPROPRIATE INFLUENCE 

% s (1) (2) (3) 
Workers a c t u a l say Workers should Workers should 
('a g r e a t d e a l ' & have more say have l e s s say 
'quite a l o t ' ) 

(a) F a c i l i t i e s 66 10 2 

(b) D i s c i p l i n a r y Matters 62 4 30 

(c) Who Gets L a i d Off i f 
Redundancies 50 16 26 

(d) O r g a n i z a t i o n of Own 
Work 18 27 6 

(e) F i x i n g Work Standards 40 25 16 

(f) Method of Payment 64 12 12 

(g) Rate of Pay 76 12 12 

(h) Purchase of new 

machinery/equipment 8 25 2 

( i ) A l l o c a t i o n of overtime 30 6 21 

( j ) S a f e t y Matters 70 31 2 

Ge n e r a l l y , however, i t seems t h a t managers adjudge workers to have f a r 
more say than workers themselves es t i m a t e , even a l l o w i n g f o r a l l the 
problems of comparing the two s e t s of r e s u l t s . Although i t i s not 
d i r e c t l y comparable. Column (3) i n Table 12.1 s i g n a l l i n g the 'gap' 
between workers' p e r c e i v e d a c t u a l and i d e a l say i n d i c a t e s the d i f f e r e n c e 
of opinion between workers and management when c o n s i d e r e d along w i t h 
Column (2) i n Table 13.1 showing the pro p o r t i o n s of managers f e e l i n g workers 
should have more say. 

Amongst managers, then, i t would appear t h a t f o r the most p a r t t h e r e i s 
very much l e s s acceptance of the d e s i r a b i l i t y of workers g e t t i n g g r e a t e r 
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say on s p e c i f i c i s s u e s than amongst workers themselves. T h i s , i t may be 
suggested, r e f l e c t s a tendency of managers, as compared w i t h workers, to 
have both a higher assessment of e x i s t i n g worker i n f l u e n c e and a lower 
assessment of d e s i r a b l e worker i n f l u e n c e . The data cannot c o n v i n c i n g l y 
e s t i m a t e the r e l a t i v e importance of these two a s p e c t s (though c o n t r o l -
graph techniques, i f adopted, might giv e a f a l s e i mpression of a l l o w i n g 
such an e s t i m a t e ) . I t i s noteworthy, however, t h a t as Column (3) of 
Table 13.1 shows, t h e r e a r e i s s u e s - p a r t i c u l a r l y d i s c i p l i n a r y matters, 
who should be made redundant { c . f . the G l a c i e r c o n f l i c t on t h i s d i s c u s s e d 
i n Chapter 10 above) and a l l o c a t i o n of overtime - where a s i z e a b l e 
percentage of managers f e e l worker i n f l u e n c e should be reduced. 

I f we look a l i t t l e more c l o s e l y a t s p e c i f i c i s s u e s , one a r e a immediately 
stands out as a p o t e n t i a l focus of c o n f l i c t - pay. T h i s was, i t w i l l be 
r e c a l l e d , the most s a l i e n t item i n worker assessment of a job (see Table 
12.4) and i t was a l s o the t o p i c w i t h the g r e a t e s t apparent gap between 
workers' p e r c e i v e d a c t u a l and i d e a l degrees of i n f l u e n c e (Table 1 2 . 1 ) . 
Yet i n Table 13.1 pay emerges as one of the a r e a s where v e r y few managers 
f e e l workers should get more say ( r e f l e c t i n g the e s t i m a t i o n o f t h r e e -
q u a r t e r s of management t h a t workers have a g r e a t deal o r q u i t e a l o t of 
say here a l r e a d y ) . The same a p p l i e s , a l i t t l e l e s s s h a r p l y , t o payment 
methods. On the other hand, managers seem r e l a t i v e l y keen on workers 
g a i n i n g more i n f l u e n c e i n an a r e a t h a t concerned workers themselves l e a s t 
purchase of machinery (though here the i m p l i c a t i o n / f o r m o f i n c r e a s e d say 
need by no means n e c e s s a r i l y be the same f o r the two s i d e s 1 ) . There i s 
r e l a t i v e l y high o r d e r i n g of job autonomy as an a r e a o f reform by both 
management and workers - but t h i s s t i l l e n t a i l s o n l y 27% of managers who 
f e e l workers should get more say. The same a p p l i e s to h e a l t h and s a f e t y , 
y e t w h i l e more managers go for g r e a t e r worker say here than on anything 
e l s e (though they r a t e e x i s t i n g say q u i t e h i g h l y ) , i t i s s t i l l j u s t 13% 
who opt thus. S i n c e t h i s survey i n 1974, we have seen the new Health and 
S a f e t y a t Work Act introduced which was heralded i n some c i r c l e s as a 
ready a r e a of consensus on j o i n t c o n t r o l with a g r e a t e r r o l e f o r worker 
r e p r e s e n t a t i v e s . But the f i n d i n g s of t h i s survey suggest t h a t c o n f l i c t 
i s as c l o s e to the s u r f a c e here as elsewhere - as does any c o n s i d e r a t i o n 

of the r e a l l o c a t i o n of r e s o u r c e s r e q u i r e d f o r any but s u p e r f i c i a l changes 
2 

on the h e a l t h and s a f e t y f r o n t . 
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I t i s , n o netheless, h i g h l y i n s t r u c t i v e to study the r e s u l t s of managers' 
answers to the a l t e r n a t i v e q u e s t i o n on e x e r c i s e of i n f l u e n c e - t h a t which 
poses s p e c i f i c procedural s t r a t e g i e s i n terms of degress of n e g o t i a t i o n . 
Table 13.2 below makes i t apparent t h a t t h e r e i s a f a i r spread of 
management opinion, but with a preponderance opting f o r the f u l l 
n e g o t i a t i o n a l t e r n a t i v e as with shop f l o o r respondents (see Appendix B, 
Table 2 ) . C e r t a i n l y the proportion of management i n t h i s category i s 
not as high as f o r workers i n most c a s e s , and t h e r e i s p r a c t i c a l l y no 
acceptance on any i s s u e t h a t unions should e x e r c i s e u n i l a t e r a l c o n t r o l . 
Nonetheless, on s i x of the ten items {and almost on a seventh) a m a j o r i t y 
of management s e l e c t the 'no go before n e g o t i a t i o n i s completed' 
a l t e r n a t i v e . Except on a l l o c a t i o n of p r o f i t s t h e r e i s n e g l i g i b l e 
a s s e r t i o n of the a p p r o p r i a t e n e s s of t o t a l management c o n t r o l and even 
here at l e a s t some c o n s u l t a t i o n i s p r e f e r r e d by t w o - t h i r d s . 

TABLE 13.2 HOW SHOULD DECISIONS BE MADE? MANAGEMENT VIEWS 

%s 

(a) P r o f i t s A l l o c a t i o n 
(b) Working Methods 
(c) Work Study 
(d) Redundancies 
(e) Payment Methods 
(f) Pension Scheme 
(g) S t a r t and Stop Times 
(h) Rules 
( i ) Absenteeism 
( j ) D i s c i p l i n e 

Management 
Control 

34 

C o n s u l t a t i o n / F u l l 
P a r t N e g o t i a t i o n Negotiation 

4 
14 

58 
40 
20 
50 
22 
28 
35 
38 
52 
52 

8 
60 
76 * 
48 
78 
68 
65 * 
62 
44 
34 

* i n c l u d i n g 2% (1 respondent) 'should decide'. 

With the p o s s i b l e exception of redundancies, the items with high and low 
l e v e l s of a p propriate say broadly correspond as between workers and 
managers (with absenteeism and d i s c i p l i n e being r e l a t i v e l y low f o r both, 
f o r i n s t a n c e ) . However, management and worker i n t e r p r e t a t i o n s of the 
meaning of f u l l n e g o t i a t i o n may d i f f e r , i t should be allowed. For 
i n s t a n c e , management may s t i l l hold views of what form t h a t n e g o t i a t i o n 
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should take t h a t i n theory - and e s p e c i a l l y i n p r a c t i c e - may div e r g e 
from workers', as on d i f f e r i n g i d e a s of what c o n s t i t u t e s ' r e s p o n s i b l e ' 
b a r g aining f o r i n s t a n c e , and remembering t h a t managers a r e l e s s 
unanimous than workers. S e v e r a l comments need making here on these 
r e s u l t s nonetheless. 

F i r s t l y , they may be seen as f u r t h e r evidence of something observed i n 
Chapter 8 - the s t r e n g t h of l a b o u r i s t ideology among many managers. 
T h i s i s p a r t i c u l a r l y l i k e l y to s e t a p a r t these p r a c t i s i n g managers from 
board room spokesmen. 

Secondly, t h i s d i f f e r e n c e may r e f l e c t a l e g i t i m a t i o n of unions (under 
c e r t a i n c o n s t r a i n t s , at l e a s t ) or i t may be no more than a s t r a t e g i c view. 
Thus i f the r o l e of unions i s accepted (and i n the thr e e o r g a n i z a t i o n s 
s t u d i e d i t should be r e c a l l e d t h a t they were w e l l e s t a b l i s h e d ) , then the 
advantages of a t a c i t acceptance of t h e i r r o l e may be ap p a r e n t . 3 S i n c e 
other f i n d i n g s , above and below, i n d i c a t e the s t i l l - p o w e r f u l but 
contingent management attachment to consensus images, t h e r e i s reason 
to p l a c e c r e d i b i l i t y i n the notion t h a t management confusion i s p l a y i n g 

4 
as g r e a t a r o l e as s t r a t e g y . But t h i s c o n c l u s i o n i s h i g h l y t e n t a t i v e , 
and i t seems t h a t a good d e a l of r e s e a r c h i s needed on management 
a t t i t u d e s to enable more r e l i a b l e and a c c u r a t e i n t e r p r e t a t i o n of them. 

SATISFACTION WITH AND IMPORTANCE OF ISSUES : MANAGERS ON WORKERS 

At t h i s stage i n Chapter 12 we moved on to examine worker s a t i s f a c t i o n 
with v a r i o u s a s p e c t s of the job, and then to see what importance shop 
f l o o r respondents attached to these a r e a s of concern. I n the 
q u e s t i o n n a i r e t o management i t was decided to examine manager 
pe r c e p t i o n s of worker a t t i t u d e s on these i s s u e s , to see how a c c u r a t e 
an a p p r e c i a t i o n of these (at t h i s l e v e l of a n a l y s i s a t l e a s t ) they 
possessed. The r e s u l t s are reproduced i n f u l l i n Appendix B, Ta b l e s 
3 and 4, but are summarised i n Table 13.3:-



TABLE 13.3 MANAGERS : PERCEPTIONS OF WORKER SATISFACTION 
AND CHIEF CONCERNS 

Workers Importance 
P r e t t y S a t i s f i e d of Items * ( P o s i t i o n ) 

( i ) R e l a t i o n s with Management 

( i i ) S e c u r i t y 

( i i i ) I n t e r e s t 

i v ) F r i n g e B e n e f i t s 

(v) F r i e n d l i n e s s of Workmates 

( v i ) Autonomy 

( v i i ) Hours 

( v i i i ) Convenience 

( i x ) P a r t i c i p a t i o n 

Promotion 

( x i ) C onditions 

( x i i ) Pay 

( x i i i ) S k i l l 

( x i v ) Trade Union 

(xv) P r e s t i g e 

33% 

71% 

40% 

75% 

60% 

25% 

49% 

38% 

18% 

15% 

67% 

45% 

59% 

78% 

23% 

108 

26 

63 

15 

23 

76 

37 

20 

92 

234 

8 

27 

2) 

(5) 

(4) 

(3) 

(1) 

* I have here committed a near heresy i n terms of my argument i n 
the appendix to Chapter 12 by a l l o c a t i n g an a r b i t r a r y s e t of s c o r e s 
(5 f o r 'most important'down to 1 f o r f i f t h most important i t e m ) . 
As such the f i n d i n g s are only broadly i n d i c a t i v e , and have been 
used only for o r d i n a l assessment, even though, f o r i n s t a n c e , pay 
would count f a r ahead of the r e s t on any measure. 
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On worker s a t i s f a c t i o n , managers were asked only to judge between th r e e 
l e v e l s , ' p r e t t y s a t i s f i e d ' , ' n e i t h e r s a t i s f i e d nor d i s s a t i s f i e d ' , and 
' r a t h e r d i s s a t i s f i e d ' . As the f i n d i n g s reported i n Table 13,3 show, 
more managers judge workers s a t i s f i e d with the union than anything e l s e 
(an i n t e r e s t i n g f i n d i n g i n i t s e l f , again perhaps i n d i c a t i v e of a s p l i t 
between p l a n t - l e v e l , p r a c t i s i n g managers and p u b l i c spokesmen who harp 
on the p u t a t i v e s p l i t between unions and membership). Large m a j o r i t i e s 
a l s o p e r c e i v e worker s a t i s f a c t i o n on f r i n g e b e n e f i t s , job s e c u r i t y , 
working c o n d i t i o n s , and l e s s unanimously on f r i e n d l i n e s s s of workmates 
(with which workers themselves expressed g r e a t e s t s a t i s f a c t i o n ) . 
On the other hand, few managers t h i n k workers a r e r e a l l y s a t i s f i e d 
w i t h promotion, p a r t i c i p a t i o n , p r e s t i g e of t h e i r jobs, or autonomy, 
and only one i n t h r e e think them s a t i s f i e d w i t h t h e i r r e l a t i o n s h i p 
with management. I n these l a s t three r e s p e c t s , managers seem o v e r l y 
p e s s i m i s t i c when comparing t h e i r view with employees' expressed o p i n i o n s . 

O v e r a l l , the p e r c e p t i o n s of management show a f a i r accuracy, i n the 
sense t h a t they c o r r e c t l y i d e n t i f y most of the a r e a s of g r e a t e s t 
s a t i s f a c t i o n as p e r c e i v e d by employees, and the two a r e a s of g r e a t e s t 
expressed d i s s a t i s f a c t i o n : promotion and p a r t i c i p a t i o n i n running 
the f i r m . I f anything, they tend to be a l i t t l e more p e s s i m i s t i c than 
a f a c e - v a l u e reading of the workers' responses would c a l l f o r . 
A f i n a l p o i n t of i n t e r e s t i s t h a t managers seem f a i r l y d i v i d e d on 
worker views of t h e i r j o b s . On autonomy, p r e s t i g e and i n t e r e s t , 
w e l l under h a l f of managers t h i n k workers a r e s a t i s f i e d , though 
where s k i l l i n the job i s concerned 59% of them th i n k workers s a t i s f i e d . 
I n most c a s e s , though, the main body of opinion i s t h a t workers a r e 
n e i t h e r s a t i s f i e d nor d i s s a t i s f i e d (43% on i n t e r e s t , 47% on autonomy, 
60% on p r e s t i g e ) . T h i s might be i n t e r p r e t e d by managers as an a r e a 
of l a t e n t concern or as one of l i t t l e importance, e i t h e r being 
c o n s i s t e n t w i t h the f i n d i n g t h a t managers a l s o f e e l workers r a t e these 
a r e a s low i n p r i o r i t y . The r e l a t i v e a c c l a i m of job enrichment by 
management (see below) does, however, suggest some d i s q u i e t . Even i f 
managers do operate w i t h a Maslovian model of man, presuming an i n n a t e 
need - h i e r a r c h y s t i m u l a t i n g eventual demand f o r more i n t e r e s t and 
r e s p o n s i b i l i t y in work, they do not however seem to share with Herzberg 
et a l the b e l i e f t h a t lower-order needs a r e a l r e a d y s a t i s f i e d (any 
more than do workers t h e m s e l v e s ) . I t seems doubtful, though, t h a t 



553 

such a conception of the s i t u a t i o n i s present beyond, perhaps, a f e a r 
of demands from below to push back the f r o n t i e r s of c o n t r o l . 

To a s c e r t a i n management ideas of the importance of i s s u e s to workers i t 
was decided to ask them to i n d i c a t e the f i v e most important items from 
the l i s t , and i n order of importance. The d e v i c e used to summarise the 
f i n d i n g s i n Table 13.3 should be regarded with the c a u t i o n advocated 
fo r such approaches i n the Appendix to Chapter 12 and the f u l l r e s u l t s 
( i n Appendix B, Table 4) a r e a l s o a v a i l a b l e for p e r u s a l . As an o r d i n a l 
d e v i c e t h i s approach seems a reasonable one, however, and the top f i v e 
p l a c i n g s have been i n d i c a t e d i n the t a b l e above. Managers 
overwhelmingly and c o r r e c t l y i d e n t i f y pay as the most important f a c t o r . 
They are a l s o i n l i n e with workers i n p l a c i n g job s e c u r i t y second, and 
i n p l a c i n g working c o n d i t i o n s and f r i n g e b e n e f i t s high. They seem to 
overestimate the importance of convenience of the workplace, but t h i s 
i s not a l a r g e e r r o r . I t seems, however, to a r i s e from the marked 
underestimate of the f a c t o r s r e l a t i n g to experience of the job which 
were d i s c u s s e d above. Thus most workers a t t a c h a g r e a t d e a l of 
importance to job i n t e r e s t , s k i l l and autonomy, but a l l of these 
r e c e i v e s cant a t t e n t i o n from management c o n s i d e r i n g t h e i r assessment 
of worker p r e f e r e n c e s . 

Management may a l s o underrate the importance of promotion to workers, 
though t h i s i s a t e n t a t i v e c o n c l u s i o n s i n c e i t was not one of the f i v e 
most important f a c t o r s o v e r a l l i n the shop f l o o r responses. Managers 
are c o r r e c t i n g i v i n g l i t t l e credence to the importance of two other 
a r e a s , r e l a t i o n s with management and, of course, chance of a say i n 
running the f i r m . P a r t i c i p a t i o n i s thus recognised as a matter of 
low s a l i e n c e i n i t s own r i g h t both by workers and by managers 
a s s e s s i n g worker views. 



554 

MANAGERS ON THEMSELVES 

As i n d i c a t e d a t the s t a r t of t h i s chapter, i t i s my i n t e n t i o n t o devote 
most a t t e n t i o n to management views of worker a t t i t u d e s . However, i t may 
a l s o provide some f u r t h e r i n s i g h t s on the nature of managers themselves 
(and of t h e i r p o t e n t i a l r o l e i n the employment r e l a t i o n s h i p ) i f we pay 
some a t t e n t i o n to t h e i r p e r c e p t i o n s of t h e i r own p o s i t i o n and t h e i r 
a s p i r a t i o n s . We have a f t e r a l l a l r e a d y encountered evidence t h a t 
p r a c t i s i n g managers cannot be t r e a t e d merely as a r e f l e x of management 
ideology. 

On the evidence of t h i s survey, managers express more i n t e r e s t i n 
p a r t i c i p a t i o n i n running the company than workers, and r e l a t i v e l y l e s s 
i n p a r t i c i p a t i o n a t job l e v e l (66% i n each case, with 46% opting for 
p a r t i c i p a t i o n a t both l e v e l s and 14% with no i n t e r e s t i n p a r t i c i p a t i o n 
a t e i t h e r l e v e l ) . T h i s may be i n t e r p r e t e d i n v a r i o u s ways - f o r example, 
managers may be more aware of the r e l e v a n c e of whole-company d e c i s i o n s 
f o r employees ( i n c l u d i n g t h e mselves), and/or they may be a s p i r i n g to 
c o n t r o l d e c i s i o n s by g a i n i n g promotion and so i n t e r e s t e d f o r t h i s 
reason. I t i s easy to e x p l a i n an i n t e r e s t i n autonomy (confirmed by 
r e s u l t s presented below) but l e s s easy, perhaps, to account f o r the 
o n e - t h i r d of respondents who express no i n t e r e s t i n g r e a t e r say i n 
d e c i s i o n s a f f e c t i n g t h e i r work. I t may simply be t h a t the amount of 
say i s c o n s i d e r e d adequate as i t stands; or i t may r e f l e c t an 
acceptance of t h a t a s pect of management ideology which p r e s c r i b e s r o l e s 
and a u t h o r i t y to o r g a n i z a t i o n a l f u n c t i o n and p o s i t i o n i n the h i e r a r c h y ; 
or i t may j u s t be l a c k of i n t e r e s t f o r t h i s group of managers. F u r t h e r 
i n d i c a t i o n s may emerge from f u t u r e c r o s s - t a b u l a t i o n of the r e s u l t s . 
I t does appear, however, t h a t along w i t h an i n t e r e s t i n more say (which 
may take on an added s i g n i f i c a n c e as many managers' p o s i t i o n s change 
and a t t i t u d e s to u n i o n i s a t i o n and to t h e i r employers a l t e r ) t h e r e may be 
an i n t e r n a l i s a t i o n of more f u n c t i o n a l notions of the a l l o c a t i o n of 
management r e s p o n s i b i l i t y and d i s c r e t i o n . The c o n t r a d i c t i o n may not 
always be r e a d i l y ignored or suppressed. 

Managers r a t e the amount of i n f l u e n c e they have on many i s s u e s below 
t h a t a t t r i b u t e d to workers^ but f o r the most p a r t they f e e l they should 
e x e r t a f a i r measure more. (on the f a c e of i t , the 'gap' i n Column 3 
of Table 13.4 i s l e s s than for manual workers but we should beware of 
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reading too much i n t o a comparison on t h i s b a s i s between the two, 
r a t h e r than j u s t w i t h i n each group of responses) . 

The f u l l r e s u l t s a r e reproduced i n Appendix B, T a b l e s 5 and 6, but are 
summarised i n Table 13.4 along the l i n e s of Table 12.1 e a r l i e r . 

TABLE 13.4 MANAGERS : PERCEIVED ACTUAL AND IDEAL SAY 

*s (1) (2) (3) 
Perceived A c t u a l I d e a l (2) - (1) 

(A g r e a t d e a l / (A g r e a t d e a l / 
q u i t e a l o t ) q u i t e a l o t ) 

(a) F a c i l i t i e s 38 43 5 

(b) D i s c i p l i n e 52 73 21 

(c) Redundancies 22 67 45 

(d) Autonomy 88 loo 12 

(e) Work Standards 42 84 42 

(f ) Payment Methods 18 59 41 

(g) Rate of Pay 10 73 63 

(h) Purchase of Equipment 36 74 38 

( i ) Overtime 64 73 9 

( j ) S a f e t y * 36 55 19 

(k) Promotion 39 74 35 

* only asked to 22 respondents. 
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I t w i l l be seen t h a t job autonomy stands out as the area where g r e a t e s t 
c o n t r o l i s p e r c e i v e d - and t h a t a l l respondents f e l t i t should i d e a l l y 
be high. T h i s helps to confirm one i n t e r p r e t a t i o n of the f i n d i n g t h a t 
respondents who were expected ( r i g h t l y i t proves) to value autonomy 
nonetheless produced a l a r g e proportion who d i d not express a demand 
f o r g r e a t e r p a r t i c i p a t i o n (see above). At the same time p r e t t y 
low p e r c e i v e d i n f l u e n c e e x i s t s f o r payment matters ((g) and ( f ) ) , and 
the d i s p a r i t y between t h i s and the i d e a l say on r a t e of pay i s the 
g r e a t e s t f o r any i s s u e . The f a c t t h a t job c o n t r o l i s s u e s ((d) and (e)) 
have g r e a t e s t i d e a l l e v e l s , r a t h e r than pay as f o r workers, suggests 
again t h a t managers a t t a c h p a r t i c u l a r conscious importance to these 
a r e a s , confirming the c o n t r a d i c t o r y i n f l u e n c e s hypothesised e a r l i e r . 
Thus, too, the r e l a t i v e l y low p e r c e i v e d say on work standards c o n t r a s t s 
w i t h t h a t f o r autonomy. There remains a c l e a r demand i n most a r e a s 
f o r more say o v e r a l l f o r managers. 

Turning next to f i n d i n g s on s a t i s f a c t i o n w i t h and importance of job 
f a c t o r s (see Appendix B, Tables 7 and 8 and Table 13.5 below), the 
importance of areas r e l a t e d to i n t r i n s i c job s a t i s f a c t i o n ( ( i i i ) , ( v i ) 
and ( x i i i ) most notably) i s again apparent and marks managers' own 
concerns o f f from those they a t t r i b u t e d to workers i n t h i s r e s p e c t . 
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TABLE 13.5 MANAGERS : SATISFACTION WITH AND IMPORTANCE OF 
VARIOUS JOB FACTORS 

Very/Reasonably A b s o l u t e l y C r u c i a l / 
%s S a t i s f i e d Very Important 

( i ) R e l a t i o n s w i t h S u p e r i o r s 82 82 

( i i ) Job S e c u r i t y 78 65 

( i i i ) I n t e r e s t 78 94 
( i v ) F r i n g e B e n e f i t s 84 51 
(v) F r i e n d l i n e s s of Colleagues 98 n .a 
( v i ) Autonomy 78 82 
( v i i ) Hours 72 23 
( v i i i ) Convenience 64 17 
( i x ) P a r t i c i p a t i o n 46 69 
(x) Promotion 44 67 
( x i ) C o nditions 88 81 
( x i i ) Pay 58 76 
( x i i i ) S k i l l 84 83 
(x i v ) P r e s t i g e 64 57 

O v e r a l l S a t i s f a c t i o n 71 

* not asked as considered not something t h a t could be meaningfully 
taken i n t o account. 

These r e s u l t s should be read i n c o n j u n c t i o n with the f u l l f i g u r e s i n 
Appendix B, Table 7 s i n c e the small s a t i s f a c t i o n f i g u r e s conceal c e r t a i n 
d i f f e r e n c e s t h a t show up i n ther e . Thus the 78% f o r both ( i i ) and ( i i i ) 
c o n c e a l s t h a t 24% on ( i i ) but 36% on ( i i i ) (and, i n c i d e n t a l l y , only 31% 
of the 84% on ( i v ) ) express themselves 'very s a t i s f i e d ' . As w i t h workers, 
promotion and p a r t i c i p a t i o n are the ar e a s of l e a s t s a t i s f a c t i o n , though 
w h i l e only 6% and 10% r e s p e c t i v e l y express themselves 'very s a t i s f i e d ' 
on these i s s u e s , only 4% and 28% (the l a r g e s t f i g u r e by f a r , then, on 
p a r t i c i p a t i o n ) a c t u a l l y announce d i s s a t i s f a c t i o n . As with workers, too, 
pay comes next i n l i n e , with l e a s t p o s i t i v e s a t i s f a c t i o n expressed. But 
again a c t u a l d i s s a t i s f a c t i o n i s low a t 4%, and so s a t i s f a c t i o n as measured 
here seems markedly higher on average on many i s s u e s than f o r workers. 
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On importance of job f a c t o r s , we have a l r e a d y noted the s i g n i f i c a n c e of 
job i n t e r e s t . I n c o n t r a s t to workers' views, two other f e a t u r e s r e l a t e d 
to p a r t i c i p a t i o n - r e l a t i o n s w i t h s u p e r i o r s , and say i n running the f i r m 
are reported as mattering a good d e a l . Markedly l i t t l e importance i s 
attache d to hours or convenience of g e t t i n g to work, which i s i n l i n e 
w i t h what one might expect. Pay, though, does matter ( i f l e s s than the 
f a c t o r s r e l a t e d to job i n t e r e s t ) , w h i l e i n t e r e s t i n g l y p r e s t i g e of the 
job i s r a t e d lower, with 18% (the second h i g h e s t proportion) r a t i n g i t 
'not very important' or 'not important a t a l l * . 

T h i s m a t e r i a l h e l p s p a i n t a r a t h e r f u l l e r p i c t u r e of the managers i n 
the t h r e e p l a n t s where the study was c a r r i e d out than had been p o s s i b l e 
e a r l i e r . There i s l i t t l e to s u r p r i s e i n these f i n d i n g s . Managers p l a c e 
g r e a t e r s t r e s s on p a r t i c i p a t i o n than do workers (or do so i n response to 
the q u e s t i o n n a i r e , though t h i s may have elements of s e l f - p r e s e n t a t i o n , 
i . e . of a ' p u b l i c ' r e s p o n s e ) . They show l e s s concern f o r matters l i k e 
hours of work and convenience of g e t t i n g t h e r e , as a m i d d l e - c l a s s 
s t e r e o t y p e would l e a d one to expect. I n t e r e s t i n g ( i f of no s p e c i a l 
apparent s i g n i f i c a n c e ) i s the low r a t i n g of the importance of p r e s t i g e . 
I t i s c l e a r , f i n a l l y , t h a t f o r most of these managers the idea of a need 
f o r a g r e a t e r say i n the running of the f i r m i s a r e l e v a n t one - i n t h i s , 
a t l e a s t , they d i s p l a y some s i m i l a r i t y to t h e i r s ubordinates i n the 
o r g a n i z a t i o n . 

HOW SHOULD WORKERS PARTICIPATE? 

Moving on, then, to a c o n s i d e r a t i o n of the proposed channels f o r 
p a r t i c i p a t i o n , l e t us begin by reviewing managers' views on unions. 
We saw i n Chapter 8 t h a t 76% of our respondents d i s a g r e e d t h a t workers 
needed stronger unions, but nonetheless we have seen t h a t t h i s does not 
n e c e s s a r i l y imply a r e j e c t i o n of the need to accept a s i z e a b l e measure 
of n e g o t i a t i o n (Table 13.2). I f we co n s i d e r managers' views on the 
importance to workers of being i n a union, i t emerges t h a t 53% r a t e i t 
'very important' and 34% ' f a i r l y important'. I t seems u n l i k e l y t h a t a 
survey of the members of, say, the I n s t i t u t e of D i r e c t o r s would produce 
such a p a t t e r n (though presumption may be f o o l h a r d y ! ) . Two f u r t h e r , 
open-ended q u e s t i o n s were put to managers, asking what purpose unions 
served, and what other purposes i f any they should s e r v e . The responses 
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were found to f a l l i n t o c a t e g o r i e s d e s c r i b e d f u l l y i n Appendix B. 
Broadly, managers who r e p l i e d to the q u e s t i o n s c h i e f l y d i v i d e d between 
s e e i n g unions' purpose as p r o t e c t i n g workers (41%) and making 
co-ordinated, more r a t i o n a l b a r g a ining p o s s i b l e ( 4 3 % ) . Few saw them as 
having no purpose (even i f a l l e i g h t managers g i v i n g no r e p l y f e l t t h i s ) , 
and only one i n e i g h t saw them as h e l p i n g management s o l v e problems. 
However, 59% of those i n d i c a t i n g a f u r t h e r purpose unions ought t o be 
s e r v i n g mentioned some means of f u r t h e r i n g the common i n t e r e s t (and 
those who wanted them to improve communication or to h e l p workers 
p a r t i c i p a t e could w e l l f a l l i n t o the same c a t e g o r y ) . Once again the 
r e p l i e s are of the expected type, but not l a b e l l i n g these managers as 
a n t i - u n i o n i n any s t r a i g h t - f o r w a r d way. 

I f we now c o n s i d e r management views on the v a r i o u s proposed forms of 
worker p a r t i c i p a t i o n (see Appendix B, Table 12 and Table 13.6 below) 
a few u n s u r p r i s i n g f i n d i n g s emerge - such as the p o p u l a r i t y of job 
enrichment (44% r a t e t h i s "very good') and to a l e s s e r e x t e n t works 
c o u n c i l s , p r o f i t s h a r i n g or s h a r e s f o r workers. E q u a l l y expected a r e 
the unpopularity of worker d i r e c t o r s , job c o n t r o l ( t h i s makes a s t r i k i n g 
c o n t r a s t to views on job enrichment), extension of c o l l e c t i v e 
b a r g a i n i n g and, above a l l , workers running f i r m s . At the same time the 
s i g n i f i c a n t contingent who r a t e the i d e a s a l l r i g h t i n some of these 
c a s e s , doubting only f e a s i b i l i t y , should not be ignored - 24% i n 
worker d i r e c t o r s , 34% on job c o n t r o l and even 26% on worker-run f i r m s . 
A f t e r worker c o n t r o l , o p p o s i t i o n i s g r e a t e s t to work group c o n t r o l s 
(34% f i n d i n g i t a bad or very bad idea) and to worker d i r e c t o r s (28% 
l i k e w i s e ) . On c o l l e c t i v e b a r g a ining e x t e n s i o n 20% express themselves 
i n d i f f e r e n t (as do 18%, i n t e r e s t i n g l y , on cheap sh a r e s f o r workers) 
and only 26% are a c t u a l l y o u t r i g h t opposed to the i d e a . 
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TABLE 13.6 MANAGERS ON PARTICIPATION PROPOSALS* 

Very/Quite Good Bad/Very Bad 
%s Idea I m p r a c t i c a l Idea 

Job Enrichment 77 21 2 

Works C o u n c i l s 7*5 16 4 

Worker D i r e c t o r s 36 24 36 

Work Group Autonomy 26 34 36 

Extending C o l l e c t i v e 

B a r g a i n i n g 32 16 46 

P r o f i t Sharing 68 14 14 

Shares Sold to Workers 64 10 22 

Worker Takeover ** - 26 74 

* See App.B Table 12 f o r f u l l r e s u l t s . 
** N=27 - not asked i n W e l d r i l l 

Managers tend thus to be r e l a t i v e l y keen on those forms of p a r t i c i p a t i o n 
which might be judged to be l e s s concerned w i t h the c h a l l e n g e to t h e i r 
power. To e l a b o r a t e on t h i s , i t would be i n t e r e s t i n g to know whether 
i n f e a s i b i l i t y i s seen by most managers i n terms of worker i n a b i l i t y to 
make use of the system or some other t e c h n i c a l or o r g a n i z a t i o n a l 
hindrance, or i n terms of 'misuse' by employees. A tendency for 
workers to view i t i n the former terms and managers i n the l a t t e r 
sense might be expected from other f i n d i n g s , though i t would be 
presuming too much to do more than suggest i t as a p o s s i b i l i t y here. 
On the q u e s t i o n of power r e d i s t r i b u t i o n , workers d i d not n e c e s s a r i l y 
p r e f e r those schemes t h a t would seem l i k e l y to t r a n s f e r power, though 
i t seems p l a u s i b l e to suggest t h a t they may have envisaged more 'genuine' 
power s h a r i n g than management a s p i r a t i o n s or an examination of r e a l 
world outcomes would a f f o r d . ^ At the same time they were f a r more 
favourably i n c l i n e d than management towards schemes which seem more 
promising as bases of c o n f l i c t u a l power r e d i s t r i b u t i o n . The competing 
i n t e r p r e t a t i o n s of p r o f i t - s h a r i n g , f o r workers c o n s i s t e n t w i t h 
d i s p o s s e s s i n g s h a r e h o l d e r s but c e r t a i n l y not so for managers, f u r t h e r 
i n d i c a t e the u n d e r l y i n g c o n f l i c t on p a r t i c i p a t i o n forms. Meanwhile, 
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the r e s p e c t i v e responses (again see Chapters 7 and 8) on whether 
s u p e r v i s o r s are unnecessary (workers d i v i d e d , management e m p h a t i c a l l y 
r e j e c t i n g such a notion) speaks volumes f o r the d i f f e r e n c e i n r e a c t i o n s 
on work group autonomy," and so i m p l i e s c o n f l i c t i n g meanings behind the 
appare n t l y mutual support f o r job enrichment a l s o . T h i s i s f u r t h e r 
r e f l e c t e d i n the f i n d i n g s reported i n P a r t Three where most workers 
r e j e c t e d and most managers endorsed the statement t h a t 'most management 
have the w e l f a r e of t h e i r workers a t h e a r t ' . Other c o n f l i c t s over the 
form p a r t i c i p a t i o n should take have more r e c e n t l y been o u t l i n e d by 
Farnham & Pim l o t t (1977, 1977a), who show f a r g r e a t e r management than 
shop steward or trade union o f f i c e r support f o r c o n s u l t a t i o n as the 
most d e s i r a b l e form of p a r t i c i p a t i o n , and c o n v e r s e l y g r e a t e r support 
among the union a c t i v i s t sample f o r worker d i r e c t o r s . Managers are 
a l s o , c o n s i s t e n t l y w i t h my own e a r l i e r o b s e r v a t i o n s , f a r keener on 
vo l u n t a r y implementation of any proposal, w h i l e the union respondents 
s t r o n g l y favoured l e g i s l a t i o n . Thus the impressions of c o n f l i c t gained 
from my own survey a r e confirmed i n t h i s more r e s t r i c t e d study. 

CONCLUSIONS 

Some of these f i n d i n g s may be c l a r i f i e d i n the f u t u r e when f u r t h e r 
a n a l y s i s i s p o s s i b l e ( p a r t i c u l a r l y c r o s s - t a b u l a t i o n of some of the 
r e s u l t s ) . One t e n s i o n i n the d i s c u s s i o n may have been immediately 
apparent, however, s i n c e w h i l e Chapter 8 showed a c l e a r i n f l u e n c e of 
labour ideology on managers, the emphasis here has been p a r t i c u l a r l y 
on the d i s t i n c t i o n s between the two groups, workers and managers, i n 
t h e i r views on p a r t i c i p a t i o n . W h i l s t some common ground between the 
two groups has a l s o been i d e n t i f i e d , the a r e a s of c o n f l i c t d i s c u s s e d 
c o i n c i d e w e l l w i t h those expected on the b a s i s of arguments elsewhere 
i n t h i s t h e s i s . I t i s contended t h a t a t t e n t i o n to the r e l a t i o n s h i p 
between a c t i o n s and a t t i t u d e s on the one hand, or to t h a t between 
i n t e r e s t s and s t r u c t u r a l c o n s t r a i n t s of p o s i t i o n on the other, s e r v e s 
to confirm the v a l i d i t y of the emphasis here on c o n t r a s t i n g views. 
Thus even ' p r o g r e s s i v e ' or 'democratic' a t t i t u d e s among managers w i l l 
tend to provide scope f o r applying p a r t i c i p a t i o n i n a way which a c t u a l l y 
f a i l s to achieve g a i n s f o r workers. Managers' r h e t o r i c w i l l tend 

to embody the presumption of the need to p r o t e c t the i n t e r e s t s of 
c a p i t a l even where t h e r e i s some r e a l resemblance to workers' views. 



562 

Moreover, i t i s apparent t h a t t h e r e i s p l e n t i f u l p o t e n t i a l , r e g a r d l e s s 
of g e n e r a l opinions, f o r a d i f f e r i n g reading of c i r c u m s t a n c e s and 
d e c i s i o n s from t h a t of labour, or f o r ' r o l e - d i s t a n c i n g ' ( a t t r i b u t i n g 
a c t i o n s to 'force of c i r c u m s t a n c e s ' or to c o n s t r a i n t s imposed from above); 
Watson shows t h i s w e l l f o r personnel managers (1977). 

Nonetheless the f a c t t h a t managers cannot be equated with top d i r e c t o r s 
should not be ignored, f o r a l l the c o n s t r a i n t s upon a c t i o n which e x i s t 
f o r those who d i s s e n t from the views of p u b l i c spokesmen of b u s i n e s s . 
Nor do managers a t t h i s lower l e v e l form a m o n o l i t h i c b l o c themselves 
i n terms of t h e i r opinions, as the f i n d i n g s here have made c l e a r e r . 
While Table 13.6 t e s t i f i e s to the tendency of managers to shun 
p a r t i c i p a t i o n schemes which might be thought to undermine the s t a t u s quo 
of fundamental a u t h o r i t y r e l a t i o n s h i p s , i t a l s o bears w i t n e s s to a 
c o n s i d e r a b l e range of a t t i t u d e s . 

T h i s v a r i a t i o n has been noted i n other sources a l s o . I t emerges to an 
8 

e x t e n t i n the BSC study by Brannen e t a l , both between managers and 
d i r e c t o r s and amongst managers themselves. Thus i n t h a t study, 39% 
saw the main reason f o r p a r t i c i p a t i o n i n e f f i c i e n c y terms, 33% as 
i n c r e a s i n g worker s a t i s f a c t i o n , 21% as a combination of these two, 
and 5% as a human r i g h t . Yet only 4% went beyond seeing p a r t i c i p a t i o n 
as information t r a n s m i s s i o n or c o n s u l t a t i o n and onto p e r c e i v i n g 

9 
b a r g a i n i n g and j o i n t decision-making as being i n v o l v e d . More 
s i g n i f i c a n t s t i l l , w h i l s t managers were d i v i d e d on the d e s i r a b l e l e v e l 
of worker p a r t i c i p a t i o n on v a r i o u s i s s u e s * 0 as i n my own study, i t i s 
n o t i c e a b l e t h a t the more c e n t r a l an i s s u e i s to b u s i n e s s o p e r a t i o n s the 
l e s s the w i l l i n g n e s s to condone even c o n s u l t a t i o n r i g h t s . I n r e s p e c t 
of t h e i r o v e r a l l response here, i n f a c t , these BSC managers c o n t r a s t w i t h 
the n o t i c e a b l e degree of support f o r ceding n e g o t i a t i n g r i g h t s amongst 
my own sample of managers, s i n c e t h e r e was no support f o r any more than 
d i s c u s s i o n r i g h t s on any i s s u e . At the same time, e a r l i e r d i s c u s s i o n s 
above of the c o n t r a d i c t o r y i n t e r p r e t a t i o n by managers and workers of 
apparently s i m i l a r statements i s corroborated by Brannen et a l ' s 
f i n d i n g t h a t managers who support the idea of p a r t i c i p a t i o n being about 
human r i g h t s are l e s s l i k e l y t o endorse p a r t i c i p a t i o n as amounting to 
even c o n s u l t a t i o n than t h e i r c o l l e a g u e s . Meanwhile t r a d e union a c t i v i t i e s 
( o f f i c i a l s and stewards) advocated more p a r t i c i p a t i o n i f they viewed i t s 
r o l e i n terms of such r i g h t s . 
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Perhaps the most d e t a i l e d study of management views on t h i s i s s u e i s 
t h a t r e c e n t l y published by C.W.Clegg e t a l (1978). They i d e n t i f y t h r e e 
• c o g n i t i v e frameworks', c h a r a c t e r i s e d by o p p o s i t i o n to p a r t i c i p a t i o n ( 2 7 % ) , 
those who favour only approaches to p a r t i c i p a t i o n which a r e " s o f t on 
power" (job r e d e s i g n and work group d i s c u s s i o n meetings) , 34% of the 
t o t a l , and those who a l s o g i v e some credence to worker d i r e c t o r s and/or 
extending c o l l e c t i v e b a r g a ining a l s o , again 34%. The f i r s t group were 
t y p i c a l l y right-wing i n t h e i r ' p o l i t i c a l ' views and took the view t h a t 
i n d u s t r i a l democracy would o b s t r u c t e f f i c i e n c y r a t h e r than a i d i n g i t . 
The second group were a l s o right-wing for the most p a r t , but took a more 
'u n i t a r y ' view of the f i r m , s t r e s s i n g communication as the reason f o r 
p a r t i c i p a t i o n and viewing t h i s as a means to r a i s e e f f i c i e n c y . The 
t h i r d group were more l i k e l y to d e s c r i b e themselves as l e f t of c e n t r e 
p o l i t i c a l l y and to be more i n favour of a democratic, power-sharing form 
of p a r t i c i p a t i o n i n v e r b a l terms a t l e a s t ( i t i s d i f f i c u l t to t e l l how 
deep t h i s goes from the data i n the paper)-

Acknowledging these d i f f e r e n c e s , however, does not n e c e s s a r i l y l e a d to 
a c o n c l u s i o n t h a t even the more d e m o c r a t i c a l l y - i n c l i n e d group w i l l a c t 
i n a way concordant with worker i n t e r e s t s i n p r a c t i s i n g p a r t i c i p a t i o n . 
Thus job r e d e s i g n and work group meetings, and to a l e s s e r extent 
(because of l e s s e r support f o r them) extending bargaining and worker 
d i r e c t o r s , were seen as means to reduce c o n f l i c t . T h i s was seen by 

12 
almost a l l managers as the g o a l , as i t seems was e f f i c i e n c y . So, too, 
was job s a t i s f a c t i o n f o r workers, though t h i s i n i t s e l f s ays l i t t l e 
about what are seen as c o n d i t i o n s for i t s achievement, and i t i s to be 
suspected from my data t h a t t h i s too i s h e a v i l y conditioned by a t t i t u d e s 
concordant with management i n t e r e s t s . ^ 

I n other words, to quote another study d e s c r i b e d with d i s a p p o i n t i n g 
b r e v i t y by Guest & F a t c h e t t : 

"While they (90 p r a c t i s i n g managers) r e j e c t e d the view 
of the manager as a p r o f i t maximizer, p r o f i t a b i l i t y and 
v a r i a b i l i t y were considered to be the primary g o a l s of 
the o r g a n i z a t i o n . P a r t i c i p a t i o n seemed to be viewed 
as an a i d to management r a t h e r than as a d e s i r a b l e 
o b j e c t i v e i n i t s own r i g h t . " (1974:94). 
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The c o n c l u s i o n thus b r i n g s us back t o t h a t which concluded Chapter 8's 
survey of managerial a t t i t u d e s i n more gene r a l terms. Clegg e t a l 
argue t h a t w h i l e some managers d i d l e g i t i m a t e r i g h t s of labour - and my 
impression i s t h a t more managers i n my own survey do so than i n t h e i r s -
a l l shared a 'pragmatic' view which seems to r e l a t e to the determining 
r o l e of e f f i c i e n c y and so of ' o r g a n i z a t i o n a l ' requirements. I t i s a t 
t h i s l e v e l t h a t the congruence of a t t i t u d e s between workers and managers 
i n c e r t a i n r e s p e c t s cannot be seen to o f f s e t the d i f f e r e n c e s manifest 
i n other a r e a s . The l a t t e r , i t i s argued here, c o n s t i t u t e one aspect 
of the competing p o l i t i c a l economies of c a p i t a l and labour, and are 
thus the views which come to govern a c t i o n s when, i n a p a r t i c i p a t i o n 
scheme or elsewhere, i n t e r e s t s consequently come to c o n f l i c t . The 
r e s u l t a n t outcomes have been d e s c r i b e d i n e a r l i e r c h a p t e r s . 
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CHAPTER 13 : NOTES 

1. T h i s i s a g e n e r a l problem of comparison, as made c l e a r i n 
Chapter 3 above w i t h r e f e r e n c e to the p o t e n t i a l d i f f e r e n c e s 
i n the meanings attac h e d to ' i n c r e a s e d e f f i c i e n c y ' and the 
causes of i t r e l a t e d to p a r t i c i p a t i o n by respondents. 
S i m i l a r l y , i n P a r t 3 and below, I have d i s c u s s e d the 
d i v e r g e n t meaning of p r o f i t - s h a r i n g f o r workers and 
management. Such d i f f e r e n c e s may c l e a r l y extend to other 
a r e a s where competing frames of r e f e r e n c e may be o p e r a t i n g . 

2. The consensus view i s i m p l i c i t i n , f o r i n s t a n c e , A t h e r l e y 
et a l , 1975 ; Howells, 1974; D.Lewis, 1974. A f t e r the 
Labour Government's i n i t i a l l e g i s l a t i o n i n t r o d u c i n g the 
i d e a of worker s a f e t y r e p r e s e n t a t i v e s the r e a l i t y of 
c o n f l i c t was i r o n i c a l l y h i g h l i g h t e d f i r s t l y by the 
r e l u c t a n c e of the government to b r i n g t h i s s e c t i o n i n t o 
f o r c e because of the c o s t s i n v o l v e d . Some of the i n t e r n a l 
a r e a s of c o n f l i c t are shown i n Beale, 1978, and Harkins, 
1979. By and l a r g e these too have t o do w i t h c o s t s ; 
and almost a l l s u b s t a n t i a l improvements r e q u i r e the 
company to bear c o s t s which may be s u b s t a n t i a l . 

3. Such advantages a r e i n d i c a t e d by N i c h o l s & Beynon, 1977, 
f o r whom management had taken the i n i t i a t i v e i n Chemco 
i n f a c i l i t a t i n g union e n t r y , and thereby been a b l e to 
e x e r t c o n t r o l over union a c t i v i t i e s . L e s s planned but 
e q u a l l y r e l e v a n t acceptance i s i n d i c a t e d by the s t u d i e s 
by McCarthy & Parker, 1968; Evans, 1973; Batstone e t a l , 
1977; Hart, 1979. I t makes co-ordinated handling of 
i n d u s t r i a l r e l a t i o n s more p o s s i b l e , p a r t i c u l a r l y where an 
agreement can be enforced by the union o r g a n i z a t i o n having 
been s t r u c k w i t h the employer. Thus the c l o s e d shop has 
many a t t r a c t i o n s , as the case of the " F e r r y b r i d g e S i x " 
d i s m i s s e d by the E l e c t r i c i t y Generating Board i l l u s t r a t e s 
w e l l , f o r a l l the attempts i n the media to p i n a t h r e a t 
to freedom on the unions. 

4. Confusion, t h a t i s , u n l e s s members a r e seen by management 
as agents of consensus themselves - which does not seem 
p l a u s i b l e from other f i n d i n g s here. 

5. Again t h i s may be too simple a reading. What a manager 
sees as 'a g r e a t d e a l * f o r a worker, f o r i n s t a n c e , may be 
seen as r a t i n g a l e s s e r category f o r him/or her s e l f as 
manager. T h i s r e v e a l s a f u r t h e r p o t e n t i a l problem of 
Tannenbaum-type methodology where s c o r e s based on 
s u b j e c t i v e phrases are a l l o t t e d a q u a n t i t a t i v e s i g n i f i c a n c e 
r e g a r d l e s s of context. 

6. For d e t a i l s of the t h r e e q u e s t i o n s reported b r i e f l y here 
see Appendix B, T a b l e s 9 to 11. 



566 

7. T h i s argument i s based on the d i s c u s s i o n of 'pseudo-
p a r t i c i p a t i o n / d e m o c r a c y 1 e a r l i e r i n t h i s t h e s i s , i n t r a i n 
with the c o n t r a s t i n g conceptions of p a r t i c i p a t i o n , and 
the c o n f l i c t i n g e x p e c t a t i o n s and p r a c t i c e of p a r t i c i p a t i o n 
d e s c r i b e d a t length above, Although e a r l i e r d i s c u s s i o n 
focused on the pseudo-democratic nature of works c o u n c i l -
type bodies, job enrichment or p r o f i t - s h a r i n g can be 
s u b j e c t e d to a s i m i l a r c r i t i q u e . 

8. Brannen e t a l , 1976, See Chapter 3 above f o r a d i s c u s s i o n . 

9. Brannen e t a l . 1976 = 47, Table 3.2. 

10. Brannen e t a l , 1976 :50- 51, Table 3.4 

11. Brannen e t a l , 1976 :52. 

12. T h i s the r e s e a r c h e r s say was t h e i r strong impression, 
though they a r e unable to u n e q u i v o c a l l y confirm t h i s as 
an e r r o r l e d to the omission of t h i s item from t h e i r 
q u e s t i o n n a i r e . 

13. C.f. the frequent r e f e r e n c e i n management pronouncements 
to "involvement" and to workers " f e e l i n g " t h a t they 
p a r t i c i p a t e as i f these amounted to genuine p a r t i c i p a t i o n -
See Chapter 3. 



CHAPTER 14 : WELDRILL 

I n t h i s and the succeeding two c h a p t e r s I s h a l l use the information 
gathered from q u e s t i o n n a i r e s and other sources to d i s c u s s the t h r e e 
o r g a n i z a t i o n s i n which my f i e l d w o r k was conducted. These case s t u d i e s 
seek t o complement and extend the depth of the m a t e r i a l presented i n 
Chapter 10 above. The s o u r c e s used i n c l u d e o b s e r v a t i o n , d i s c u s s i o n s w i t h 
v a r i o u s a c t o r s ( s t r u c t u r e d i n v a r y i n g d e g r e e s ) , and r e f e r e n c e i n two of 
the c a s e s to p u b l i c a t i o n s which d e a l w i t h the performance of arrangements 
from managerial v i e w p o i n t s . For reasons of c o n f i d e n t i a l i t y concerning 
the i d e n t i t y of the o r g a n i z a t i o n s , the p u b l i s h e d s o u r c e s w i l l not be 
r e f e r e n c e d s p e c i f i c a l l y i n what f o l l o w s . 

The remainder of t h i s chapter examines the f i r m I have given the pseudonym 
' W e l d r i l l ' , and on which t h e r e i s no such p u b l i s h e d m a t e r i a l . 

THE COMPANY 

T h i s f i r m was s i t u a t e d i n a new town, surrounded by an a r e a of d e c l i n i n g , 
t r a d i t i o n a l employment (mining and r a i l w a y y a r d s ) . I t was widely 
acknowledged to be the l o c a l l e a d e r i n terms of wages and c o n d i t i o n s 
(both w i t h i n and o u t s i d e the f i r m i t s e l f ) , and t h i s should be borne i n 
mind when i n t e r p r e t i n g e a r l i e r r e p o r t e d f i n d i n g s on s a t i s f a c t i o n . S e v e r a l 
times I was t o l d by workers t h a t w h i l e they had grouses about the f i r m 
t h e r e was no doubt t h a t i t was s u p e r i o r to the l o c a l labour market 
comp e t i t o r s . 

The company's main product r e q u i r e d a good de a l of metal f a b r i c a t i o n 
work f o r s p e c i a l i s t products d i r e c t e d a t a t r a d i t i o n a l i n d u s t r y , but 
d i v e r s i f i c a t i o n had taken them i n t o v a r i o u s other f i e l d s of i n d u s t r i a l 
e n g i n e e r i n g . Machinery i n the p l a n t was g e n e r a l l y very dated, and work 
remained i n somewhat s h o r t supply. As i s f a i r l y common i n such p l a n t s , 
the manual workforce was about evenly d i v i d e d between boilerraakers and 
e n g i n e e r s . T o t a l p e r s o n n e l employed a t the p l a n t amounted to j u s t under 
500, with somewhat more than h a l f being c l a s s i f i e d a s works s t a f f . The 
survey took i n only those who worked i n the main workshops a t the time 
of the study. 
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The f a c t o r y had been e s t a b l i s h e d i n the mid-1950s by a German-based 
group of companies. I t remained a s u b s i d i a r y f i n a n c e d t w o - t h i r d s by 
German c a p i t a l , o n e - t h i r d B r i t i s h , and i t s managing d i r e c t o r was German, 
a f a c t which h e l p s to e x p l a i n some of the conceptions which the f i r m and 
i n p a r t i c u l a r t h i s manager brought to the i n d u s t r i a l r e l a t i o n s c o n t e x t . 

The company and unions had a s o l i d l y e s t a b l i s h e d machinery of n e g o t i a t i o n , 
and had operated s i n c e 1965 a high day r a t e payment system (which was not 
t o become more g e n e r a l l y popular as an a l t e r n a t i v e to p i e c e r a t e s f o r some 
y e a r s ) . Subsequently the system had had to be augmented by group (work
shop) bonuses, w i t h management d i s s a t i s f a c t i o n a t low p r o d u c t i v i t y and 
shop f l o o r d e s i r e f o r g r e a t e r e a r n i n g p o s s i b i l i t i e s . The need f o r t h i s 
change seemed to have l e f t a r e s i d u e of s c e p t i c i s m on a l l s i d e s as t o the 
e x i s t e n c e of any one ' c o r r e c t ' payment scheme, the c o n c l u s i o n being t h a t 
any system w i l l e v e n t u a l l y c r e a t e d i s c o n t e n t , and t h a t attachment among 
newcomers who have not experienced the b a t t l e to r e p l a c e the p r e v i o u s 
scheme and i t s problems w i l l i n e v i t a b l y be l e s s than among those who have 
done so. There was a l s o a good d e a l of s c e p t i c i s m about management 
c o n s u l t a n t s , p a r t i c u l a r l y among the managers to whom I spoke, p a r t l y 
because a well-known f i r m had s e t up the payment scheme and p a r t l y because 
of other a p p a r e n t l y unpleasant e x p e r i e n c e s f o l l o w i n g from the h o l d i n g of 
group s e s s i o n s and o t h e r a c t i v i t i e s during a more r e c e n t consultancy. 
The employees, both s t a f f and manual, a l s o t a l k e d of c o n s u l t a n t s they 
f e l t had been r e s p o n s i b l e f o r c u t t i n g j o b s i n an e a r l i e r e x e r c i s e seen 
as c a r r i e d out s u r r e p t i t i o u s l y . 

The t r a d e unions seemed to be accorded r e l a t i v e l y ready a c c e s s to time 
o f f to c a r r y out union d u t i e s , and had a union o f f i c e which the two 
unions occupied on an a l t e r n a t i n g r o t a f o r r e g u l a r b u s i n e s s . Both 
management and o u t s i d e o b s e r v e r s p e r c e i v e d the unions w i t h i n the f a c t o r y 
as v e r y powerful v i s - a - v i s management, and again r e l a t i v e to many f a c t o r i e s 
t h i s was the c a s e , though most of the union r e p r e s e n t a t i v e s were l e s s 
complacent or secure a s to t h e i r power, r e c o g n i s i n g i t s l i m i t s and 
being more aware of management's f i n a l power and the f r a g i l i t y of t h e i r 
own i f a d e c l i n e i n employment f o r t u n e s came about. Thus th e r e remained 
a degree of pugnacity about the maintenance and enforcement of the power 
they had seen e s t a b l i s h e d . At the same time t h e r e was a n o t i c e a b l e 
degree o f r i v a l r y between the two unions, and management, too, f r e q u e n t l y 
d i s t i n g u i s h e d between the t a s k of d e a l i n g w i t h the two of them, though 
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they tended to e x p r e s s i t i n the terras i n which i t manifested i t s e l f t o 
thera f as d i f f e r i n g p e r s o n a l s t y l e s . Thus t h e r e was a l s o an element of 
t e n s i o n i n the j o i n t n e g o t i a t i n g arrangements between the two manual 
unions f o r major b a r g a i n i n g with management. The group bonus payment 
was i n f a c t signed i n two s e p a r a t e agreements between management and each 
union, i n 1971, though a j o i n t agreement not to have the machinery of 
n e g o t i a t i o n a f f e c t e d by the I n d u s t r i a l R e l a t i o n s Act the next year was 
signed by both manual o r g a n i z a t i o n s and the two w h i t e - c o l l a r unions. 

Although t h e r e was a marked presence of c o n f l i c t r e l a t i o n s between 
management and both unions (and I observed or otherwise l e a r n t of s e v e r a l 
s t r i d e n t arguments over f a i r l y everday i s s u e s i n the times I v i s i t e d the 
p l a n t over a couple of months), i t remained p r e t t y s u c c e s s f u l l y 
i n s t i t u t i o n a l i s e d . Two i n t e r p r e t a t i o n s may be ventured here, though they 
a r e i m p r e s s i o n i s t i c : t h a t the unions r e c o g n i s e d t h a t management were 
aware of t h e i r a b i l i t y to p r e s s matters and t h a t they had done w e l l i n 
l o c a l terms; and t h a t management d i d indeed take a f a i r l y pragmatic 
( i . e . p l u r a l i s t ) stance towards union a c t i v i t y . There had been only one 
d i s p u t e i n v o l v i n g a walk-out i n r e c e n t y e a r s , and t h a t had not l a s t e d 
long. Thus whatever the management f r u s t r a t i o n s a t what they i n some 
c a s e s and a t some times saw as i r r a t i o n a l but immovable r e s i s t a n c e to 
t h e i r conception of the way forward, t h e i r annoyance had been r e s t r a i n e d 
f o r the most p a r t from extending i n t o attempted u n i l a t e r a l a c t i o n . Each 
s i d e had i t s t o r i e s of the o t h e r ' s i n t r a c t a b i l i t y , incompetence or i d i o c y , 
but i n r e l a t i v e terms i n d u s t r i a l r e l a t i o n s were 'good' (a term I use w i t h 
s e l f - e x p l a n a t o r y h e s i t a n c y ) . 

PARTICIPATION 

As I have p r e v i o u s l y i n d i c a t e d , I was d i r e c t e d towards W e l d r i l l i n the 
f i r s t i n s t a n c e by d i s c u s s i o n s w i t h i n d u s t r i a l t u t o r s and o t h e r s who had 
a f a m i l i a r i t y w i t h the l o c a l employment scene and knew t h a t I wanted to 
examine companies which had made (or a t l e a s t announced with unusual s t r e s s ) 
attempts to i n t r o d u c e p a r t i c i p a t i v e forms of management. I n W e l d r i l l 
both the brochure d e s c r i b i n g the f a c t o r y to customers and the r u l e book 
put a g r e a t d e a l of emphasis on v e r y u n i t a r i s t i c a l l y expressed v e r s i o n s 
of t h i s , and the General Manager i n p a r t i c u l a r a t t a c h e d a g r e a t d e a l of 
importance t o the matter. 
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To quote the brochure f i r s t : 

f W e l d r i l l j has, f o r the p a s t 15 y e a r s , a c t i v e l y encouraged 
the involvement of a l l members of the production team i n the 
i d e n t i f i c a t i o n , i n v e s t i g a t i o n and s o l u t i o n of common problems; 
t h i s p o l i c y has p l a y e d a major p a r t i n ensuring t h a t the 
production f u n c t i o n operated a t a high l e v e l of e f f i c i e n c y . 
The Company i s j u s t i f i a b l y proud of i t s achievements i n the 
f i e l d of I n d u s t r i a l R e l a t i o n s and t h i s i s r e f l e c t e d by 
customer s a t i s f a c t i o n i n q u a l i t y and d e l i v e r y to schedule. 

And the r u l e book (from the opening page): 

... as p a r t of the f a m i l y [of the l a r g e r German-owned groups, 
we c h e r i s h a c l o s e and f r i e n d l y r e l a t i o n s h i p . S i n c e we a r e 
a l s o a f a m i l y o u r s e l v e s , i t i s our aim to c o n s i d e r each and 
every member as such ... 

There a r e t h r e e e s s e n t i a l s n e c e s s a r y f o r harmony amongst any 
group of people who work together as a team: 

( i ) The supply of a l l information n e c e s s a r y for each 
to p l a y h i s or her p a r t e f f e c t i v e l y . 

( i i ) Agreed b a s i c standards of behaviour and r e s p o n s i b i l i t y 
expected by the team from each of i t s members, 
p a r t i c u l a r l y i n the f i e l d s of s a f e t y , i n t e g r i t y and 
the w e l f a r e of a l l , and 

( i i i ) A u n i t y of purpose f o r the common i n t e r e s t . As i n a l l 
groups of people, d i f f e r e n c e s of o p i n i o n a r i s e from 
time to time. T h i s c o n f l i c t of opinion i s q u i t e 
normal and even b e n e f i c i a l i f faced openly and f r a n k l y 
... i f each of us makes the e f f o r t , improvement w i l l 
i n e v i t a b l y continue. 

The reader w i l l probably r e c o g n i s e here much of the language of those 
management w r i t e r s who f a l l under the common l a b e l of 1neo-human 
r e l a t i o n s ' . The General Manager had i n f a c t embraced t h i s p o i n t of view 
to the e x t e n t t h a t he had h i m s e l f w r i t t e n s h o r t a r t i c l e s on the s u b j e c t , 
i n c l u d i n g one f o r a l o c a l newspaper, i n which h i s extended d i s c u s s i o n of 
management s t y l e s appeared to owe a g r e a t d e a l to the w r i t i n g s of 
Maslow, L i k e r t , Herzberg and o t h e r s . He had canvassed h i s views widely 
among other managers and had attempted i n terms of h i s own s t y l e and i n 
o c c a s i o n a l attempts to introduce more s y s t e m a t i c reform to i n t r o d u c e i t 
i n t o the c u l t u r e of the p l a n t . He was i n s i s t e n t i n an e a r l y d i s c u s s i o n 
w i t h myself t h a t i t was not so much a system of p a r t i c i p a t i o n i n the 
German sense t h a t he sought ( i . e . not one based upon i n s t i t u t i o n a l 
r e p r e s e n t a t i o n ) but a r e l a t i o n s h i p of ' P a r t i c i p a t i v e Management*. 
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I n one of my e a r l i e s t v i s i t s to the p l a n t the General Manager d e s c r i b e d 
the system of ' p a r t i c i p a t i v e management' as he p e r c e i v e d i t . J o i n t 
c o n s u l t a t i o n was undertaken on, f o r example, when h o l i d a y s would f a l l 
and s i m i l a r m a t t e r s . The emphasis was on making sure t h a t the top man 
d i d n ' t make a l l the d e c i s i o n s . Shop stewards would seek to take a problem 
up the l i n e , but the system a l s o e n t a i l e d where p o s s i b l e b r i n g i n g i n and 
c e r t a i n l y keeping informed a l l the l e v e l s of management i n making a 
r u l i n g . T h i s amounted to a ' p a r t i c i p a t i v e s t y l e ' as opposed to an 
a u t h o r i t a r i a n one; p a r t i c i p a t i o n was more a matter o f a t t i t u d e than 
anything e l s e . As he expressed i t elsewhere i n w r i t i n g : 

I do not mean [by " P a r t i c i p a t i v e Management"./ t h a t Shop 
Stewards s i t together w i t h top management i n committee 
to make d e c i s i o n s on a p a r l i a m e n t a r y b a s i s , but a manager 
s i t s together w i t h h i s team ... T h i s P a r t i c i p a t i v e Management 
s t y l e s a t i s f i e s the need of the team members to "accomplish". 

I f the emphasis i n t h i s r e s p e c t was on c o n s u l t a t i o n and on forming 
c o - o p e r a t i v e 'teams', y e t a t the same time p a r t and p a r c e l of the p r o c e s s 
was the attempt to c l o s e l y d e f i n e d u t i e s and to e l i c i t maximum e f f o r t . 
Thus the primary o b j e c t i v e , i t was s t r e s s e d i n the e a r l y v i s i t r e f e r r e d 
to above, was e f f i c i e n c y to ensure a s u f f i c i e n t p r o f i t w i t h i n the f i r m , 
and the f a c t t h a t t h i s had been w r i t t e n i n t o a j o i n t agreement w i t h the 
unions was r e p r e s e n t e d by management as something important (though i t was 
never to my memory mentioned by the unions as being s i g n i f i c a n t a t a l l ) . 
The same document s t r e s s e s "mutual t r u s t " and the u n i t y of i n t e r e s t s ; 
had such phrases been a p p l i e d r i g i d l y the consequence would s u r e l y have 
been i n s t a b i l i t y , but as has been seen by and l a r g e pragmatism won out 
beyond the v e r b a l exchanges (though note the l a t e r r e p o r t on the f a t e of 
a p a r t i c i p a t i v e committee t h a t was attempted). The General Manager 
h i m s e l f commented to me on one o c c a s i o n t h a t the t r o u b l e w i t h McGregor, 
L i k e r t e t a l was t h a t t h e i r t h e o r i e s were d e r i v e d from American 
exp e r i e n c e , and t h a t these could no more be s t r a i g h t f o r w a r d l y t r a n s p o r t e d 
i n t o the c u l t u r a l p a t t e r n s and i n d u s t r i a l r e l a t i o n s of the UK than the 
Dutch or German forms of p a r t i c i p a t i o n machinery could. 

The paradox i n the minds of s e v e r a l of the managers I spoke to, and one 
a l s o r a i s e d by the stewards, was the dominant r o l e of the General Manager 
h i m s e l f . I n one manager's words, "Mr here encourages a 
p a r t i c i p a t i v e s t y l e , so we have to f o l l o w t h a t Among managers 
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I n one o f my e a r l i e s t v i s i t s t o the p l a n t the General Manager described 
the system of ' p a r t i c i p a t i v e management' as he perceived i t . J o i n t 
c o n s u l t a t i o n was undertaken on, f o r example, when hol i d a y s would f a l l 
and s i m i l a r matters. The emphasis was on making sure t h a t the top man 
d i d n ' t make a l l the d e c i s i o n s . Shop stewards would seek t o take a problem 
up the l i n e , but the system also e n t a i l e d where p o s s i b l e b r i n g i n g i n and 
c e r t a i n l y keeping informed a l l the l e v e l s o f management i n making a 
r u l i n g . This amounted t o a ' p a r t i c i p a t i v e s t y l e ' as opposed t o an 
a u t h o r i t a r i a n one; p a r t i c i p a t i o n was more a matter of a t t i t u d e than 
anything e l s e . As he expressed i t elsewhere i n w r i t i n g : 

I do not mean /by " P a r t i c i p a t i v e Management"./ t h a t Shop 
Stewards s i t together w i t h top management i n committee 
t o make deci s i o n s on a p a r l i a m e n t a r y b a s i s , but a manager 
s i t s together w i t h h i s team ... This P a r t i c i p a t i v e Management 
s t y l e s a t i s f i e s the need o f the team members t o "accomplish". 

I f the emphasis i n t h i s respect was on c o n s u l t a t i o n and on forming 
co-operative 'teams', y e t a t the same time p a r t and p a r c e l o f the process 
was the attempt t o c l o s e l y d e f i n e d u t i e s and t o e l i c i t maximum e f f o r t . 
Thus the primary o b j e c t i v e , i t was stressed i n the e a r l y v i s i t r e f e r r e d 
t o above, was e f f i c i e n c y t o ensure a s u f f i c i e n t p r o f i t w i t h i n the f i r m , 
and the f a c t t h a t t h i s had.been w r i t t e n i n t o a j o i n t agreement w i t h the 
unions was represented by management as something important (though i t was 
never t o my memory mentioned by the unions as being s i g n i f i c a n t a t a l l ) . 
The same document stresses "mutual t r u s t " and the u n i t y o f i n t e r e s t s ; 
had such phrases been a p p l i e d r i g i d l y the consequence would s u r e l y have 
been i n s t a b i l i t y , but as has been seen by and l a r g e pragmatism won out 
beyond the v e r b a l exchanges (though note the l a t e r r e p o r t on the f a t e o f 
a p a r t i c i p a t i v e committee t h a t was attempted). The General Manager 
himsel f commented t o me on one occasion t h a t the t r o u b l e w i t h McGregor, 
L i k e r t e t a l was t h a t t h e i r t h e o r i e s were derived from American 
experience, and t h a t these could no more be s t r a i g h t f o r w a r d l y t r a n s p o r t e d 
i n t o the c u l t u r a l p a t t e r n s and i n d u s t r i a l r e l a t i o n s o f the UK than the 
Dutch or German forms o f p a r t i c i p a t i o n machinery could. 

The paradox i n the minds o f several o f the managers I spoke t o , and one 
a l s o r a i s e d by the stewards, was the dominant r o l e of the General Manager 
hi m s e l f . I n one manager's words, "Mr here encourages a 
p a r t i c i p a t i v e s t y l e , so we have t o f o l l o w t h a t Among managers 
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there was a mixture o f muted agreement or admiration f o r the General 
Manager's approach and an element of sardonic reference t o t h i s paradox, 
and t o h i s o v e r - a t t e n t i o n t o u n i t y and c o n s u l t a t i o n . The paradox was 
r e i n f o r c e d by reported loss o f temper and r e v e r s i o n t o a more 
a u t h o r i t a r i a n s t y l e under pressure on occasion (the impression among 
managers and stewards was t h a t the General Manager was an a u t h o r i t a r i a n 
a t h e a r t , and t h a t t h i s showed through i n h i s i m p o s i t i o n of p a r t i c i p a t i o n ) . 
Among the union r e p r e s e n t a t i v e s the expression o f opinions on the General 
Manager was p r e d i c t a b l y more c y n i c a l as t o m o t i v a t i o n and so i n i t s 
i n t e r p r e t a t i o n o f any manifest transgression o f the p a r t i c i p a t i v e 
philosophy. The shop f l o o r view of him v a r i e d ; f o r the most p a r t he was 
a d i s t a n t f i g u r e , of course. However, one outspoken comment made t o me 
on my q u e s t i o n n a i r e c o l l e c t i o n rounds expressed w e l l the more c r i t i c a l 
view: 

Mr i s never seen round here. I f he comes round people 
can't speak t o him - I've seen them t r y , and h e ' l l stop and 
l i s t e n but r e a l l y won't do anything as he says ' i t has t o go 
through the proper channels'. I ' d l i k e t o know who r e a l l y 
manages the f i r m 's got a t h i c k b r i c k w a l l between 
himself and the shops; he can't know what goes on. 

The r e s u l t s presented l a t e r (see e s p e c i a l l y Table 14.6) i n d i c a t e roughly 
how widespread t h i s view i s . Frankly one would be s u r p r i s e d not t o 
encounter a l o t o f such comments from managers or shop f l o o r i n any 
establishment unless one entered w i t h the preconceptions o f f e r e d by 
reading nothing other than human r e l a t i o n s t e x t s . 

I n my view the General Manager d i d seem t o embrace the u n i t a r y assumptions 
which he espoused more p u b l i c l y ( w i t h some f r u s t r a t i o n a t the i m p o s s i b i l i t y 
o f applying them due t o the residues o f c o n f l i c t a t t i t u d e s ) . He was 
strenuously a n t i - l e f t - c o n f r o n t i n g me one day w i t h a copy of Glyn and 
S u t c l i f f e ' s book, B r i t i s h C a p i t a l i s m , Workers and the P r o f i t s Squeeze, 
which he viewed as a p p a l l i n g , subversive r u b b i s h , on the subject of which 
he raged f o r some minutes (to my d i p l o m a t i c a l l y s i l e n t d i s c o m f i t u r e ) . 
But he d i d not, I would estimate, see himself as a manipulator seeking 
c o n t r o l or as an a u t h o r i t a r i a n seeking l e g i t i m a c y of c o n t r o l . I n other 
words he encompassed much o f the c o n t r a d i c t o r y nature of management 
thought described i n Chapter 8, as i n other ways d i d most of the managers 
I encountered d u r i n g or have met since the survey. I t appeared to him 
t h a t p r o f i t s and e f f i c i e n c y served a l l , and t h a t human r e l a t i o n s 
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management was d e s i r a b l e as an embodiment o f these common i n t e r e s t s . 

At the time the study was c a r r i e d out no s p e c i a l i n s t i t u t i o n s e x i s t e d 
f o r p a r t i c i p a t i o n . I learned, however, t h a t on occasions i n the past 
c o n s u l t a t i v e c o u n c i l s had been t r i e d o u t . The exact i n t e r p r e t a t i o n o f 
the experience was, u n s u r p r i s i n g l y but s i g n i f i c a n t l y , d i f f e r e n t on the 
union and management sides, but the basic s t o r y was the same. The best 
remembered attempt had involved s e t t i n g up a committee t h a t would dicuss 
a l l the major issues i n the company. The f i r s t meeting was e n t h u s i a s t i c , 
as a whole s e r i e s o f comments on p r o d u c t i o n blockages and areas of 
p o t e n t i a l co-operation seemed t o be a i r e d . Yet the zeal foundered i n the 
face o f attempts from the union side t o introduce bargaining issues as 
r e l e v a n t t o the discussions and t h e i r being r u l e d out of order by the 
management. Management viewed t h i s as a b e t r a y a l o f the c o n d i t i o n s o f 
co-operation? unions saw i t as management's un w i l l i n g n e s s t o see t h i n g s 
from a union p o i n t of view and so consider f a c t o r s c e n t r a l t o any 
discussion of work arrangements. Both came out of the meeting c y n i c a l 
about the other's a t t i t u d e s and i n t e n t i o n s , and the meetings r e v e r t e d 
t o t r i v i a l i t i e s i n the eyes o f both before l a p s i n g a l t o g e t h e r . To the 
unions t h i s d e c l i n e was imposed by management, who determined t h a t 
p r o f i t - c r e a t i n g matters or p e t t y matters would be the order o f the day. 
This i n t e r p r e t a t i o n was voiced by non-manual as w e l l as manual 
r e p r e s e n t a t i v e s . For many managers i t was the i n e v i t a b l e f a t e of the 
General Manager's i d e a l i s m and w i l l i n g n e s s " t o t r y anything". The blame 
f o r the decay o f the c o u n c i l l a y , i n t h e i r view, w i t h the unions; as one 
manager put i t "they were e i t h e r spending a l l t h e i r time on d e l i b e r a t e l y 
f r i v o l o u s t h i n g s - you know, l i k e the s k i n on the sausage i n the canteen 
or the whole t h i n g would swing r i g h t round t o issues a t the other end o f 
the spectrum, l i k e wages ... they'd never s t i c k t o r e l e v a n t issues l i k e 
s a f e t y matters Since the appointment of many shop stewards as 

s a f e t y r e p r e s e n t a t i v e s i n the l a s t year or two I have observed i n other 
f a c t o r i e s how issues l i k e these,supposedly areas of ' i n t e g r a t i v e 
b a r g a i n i n g ' , prove t o be r i d d l e d w i t h c o n f l i c t s - the relevance of which 
i s t h a t no such magical ' r e l e v a n t ' , non-contentious but important matters 
e x i s t . I n other words, the W e l d r i l l experience, o c c u r r i n g w i t h i n a 
r e l a t i v e l y w e l l - i n s t i t u t i o n a l i s e d and e f f e c t i v e i n d u s t r i a l r e l a t i o n s 
framework, nonetheless f i t s c l o s e l y w i t h the l e s s o p t i m i s t i c prognoses 
f o r p a r t i c i p a t i o n rehearsed i n Chapter 10; the b e t t e r the i n t e n t the 
worse may be the disappointment and consequent d e t e r i o r a t i o n i n r e l a t i o n s 
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MANAGEMENT ATTITUDES 

The most s t r i k i n g t h i n g t o emerge from a review of the various comments 
made by managers i n a l l three o f the companies included i n the study when 
t a l k i n g about the o p e r a t i o n of p a r t i c i p a t i o n arrangements i n t h e i r own 
f i r m i s a p e r s i s t e n t reference, w i s t f u l or annoyed, t o the i n t r a c t a b i l i t y 
o f c o n f l i c t r e l a t i o n s . The respondents were asked f i r s t l y where they 
f e l t the power l a y i n the f i r m . Of the 19 respondents i n W e l d r i l l , 7 
mentioned the General Manager, 15 the t r a d e unions, and only 1 German 
management. 2 respondents f e l t power was broadly balanced, and another 
2 placed the shop f l o o r (once w i t h the unions) as the most powerful. 

The next question asked how f a r i t was f e l t management achieved the goal, 
quoted e a r l i e r form the Company Rule Book, o f a ' u n i t y o f purpose f o r the 
common i n t e r e s t * . 5% (1) thought i t was achieved completely, 20% 
'u s u a l l y ' , 45% 'about h a l f the time', 30% ' r a r e l y ' . Two respondents d i d 
not s p e c i f y a l e v e l , but one sa i d t h a t management could never achieve the 
Utopia o f g e t t i n g the respect of a l l workers, w h i l e the other argued t h a t 
common i n t e r e s t couldn't be measured thus as i t was an i n d i v i d u a l matter. 

The next question concerned the b e n e f i c i a r i e s o f the arrangements, i n 
W e l d r i l l ' s case the management approach and philosophy. Table 14.1 
c o l l e c t s i n f o r m a t i o n f o r the responses o f managers i n a l l t hree f i r m s 
and w i l l be r e f e r r e d t o again. 
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TABLE 14.1 MANAGERS : WHO GAINS? 

W e l d r i l l Epoch Natco A l l 

Management & Workers e q u a l l y 

Both gai n , management most 

Both gai n , workers most 

No d i f f e r e n c e 

Management g a i n , workers l o s e 

Workers gai n , management l o s e 

Both l o s e 

Don't know 

24% 

10% 

33% 

10% 

10% 

14% 

(33%) 

(50%) 

(17%) 

50% 

23% 

_ i 

18% 

5% 

5% 

37% 

14% 

29% 

8% 

2% 

4% 

8% 

(N=21) (N=6) (N=22) (N=49) 

+ The f i g u r e s f o r Epoch a r e i n p a r e n t h e s i s because of the v e r y low 
l e v e l of r e t u r n s t h e r e which render the r e s u l t s of l i t t l e s i g n i f i c a n c e 
by themselves. 

* I n e r r o r t h i s option was l e f t out of Natco management q u e s t i o n n a i r e . 
T h i s i s unfortunate s i n c e i t o t h e r w i s e seems a popular response, 
though no-one wrote i t i n , or f a i l e d to answer, or put i n s t e a d t h a t 
workers gain and management l o s e . I t i s p o s s i b l e , though, t h a t t h i s 
omission accounts f o r the high support f o r the 'both e q u a l l y ' option. 

I n W e l d r i l l t w o - t h i r d s of respondents f e e l t h a t both s i d e s g a i n from the 
management approach; and 43% of them t h i n k t h a t workers come out of i t 
b e t t e r than management. Nonetheless a s i z e a b l e m i n o r i t y , one-quarter, 
f e e l t h a t e i t h e r no d i f f e r e n c e i s c r e a t e d by the system, or t h a t both 
s i d e s l o s e . Those who f e l t both s i d e s l o s t a l l e l a b o r a t e d on t h e i r view. 
One s a i d both l o s t as the philosophy d i d n ' t work; one t h a t t h e r e would be 
equal gain f o r both s i d e s i f i t were p r a c t i s e d s i n c e r e l y ; and one t h a t 
workers made a ga i n , but only i n the s h o r t - r u n . 

Subsequently, managers were asked how they would f e e l i f the arrangement 
i n t h e i r e s t a b l i s h m e n t were to be given up. The r e s u l t s , once again f o r 
a l l t h r e e f i r m s , a r e reproduced i n T a b l e 14.2: 
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TABLE 14.2 MANAGERS : HOW WOULD YOU FEEL IF THE SYSTEM WERE DISCONTINUED? 

W e l d r i l l Epoch Natco A l l 

Very Badly 

Quite Badly 

Wouldn't Mind A l l That Much 

Wouldn't Mind At A l l 

Would be Pleased 

5% 

43% 

24% 

14% 

14% 

(17%) 

(67%) 

(17%) 

9% 

41% 

23% 

27% 

8% 

45% 

20% 

20% 

6% 

(N=21) (N=6) (N=22) (N=49) 

+ See Table 14.1 f o r explanation 

Once again t h e r e i s q u i t e a spread of o p i n i o n , though the modal response 
i n W e l d r i l l (and the other two f i r m s ) i s t h a t managers would f e e l q u i t e 
badly i n the event o f abandonment by management o f the p a r t i c i p a t i v e 
system. Nonetheless only 5% show a high degree o f attachment by saying 
they would f e e l very badly, and 52% a l l t o l d f e e l l i t t l e or no concern, 
or would a c t u a l l y be pleased. 

Managers' views o f the p a r t i c i p a t i v e philosophy thus present a somewhat 
t e n t a t i v e and l i m i t e d endorsement a t W e l d r i l l . I f most of them t h i n k 
t h a t some gain accrues t o management and workers, nonetheless the 
attachment t o the system i s l i m i t e d . A gr e a t deal o f power i s a t t r i b u t e d 
t o the unions, and f o r most managers the c o n t r o l o f the system l i e s 
predominantly e i t h e r w i t h them or the General Manager (who w i t h i n 
management c e r t a i n l y d i d seem t o dominate i n n o v a t i o n i n p o l i c y whatever 
the f e e l i n g about the v i a b i l i t y o f h i s approach). 

F i n a l l y we can look a t the r e s u l t s o f a question asked e a r l i e r i n the 
schedule, on the degree t o which management are f e l t t o be i n touch w i t h 
the needs of the shop f l o o r workers; Table 14.3 summarises these: 
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TABLE 14.3 MANAGERS : HOW CLOSELY IN TOUCH WITH THE NEEDS OF 
WORKERS ARE MANAGEMENT? 

W e l d r i l l Epoch Natco A l l 

Very Closely 41% (17%) - 20% 

Reasonably 50% (83%) 73% 64% 

Not Very Well 5% - 23% 12% 

Not a t A l l 5% - 5% 4% 

(N=22) (N=6) (N=22) (N=50) 

By and l a r g e , then, managers a t W e l d r i l l regard 'management' (and the 
respondent who said they were not i n touch a t a l l added "senior" before 
management) as f a i r l y w e l l aware o f workers' needs. At l e a s t one 
a d d i t i o n a l comment w r i t t e n i n by a management respondent helps t o put 
t h i s i n some pers p e c t i v e , however : " w e l l aware o f what manual workers 
t h i n k they r e q u i r e , but as management do not a l t o g e t h e r agree". 

UNION AND SHOP FLOOR ATTITUDES 

Once again i t i s po s s i b l e t o i n f e r r e a c t i o n s t o p a r t i c i p a t i o n as i t d i d 
or might e x i s t i n W e l d r i l l both from the ques t i o n n a i r e f i n d i n g s and from 
i n f o r m a l d i s c u s s i o n , the l a t t e r being p a r t i c u l a r l y h e l p f u l where i t 
i n d i c a t e s union r e p r e s e n t a t i v e s ' views. These l a s t are i n t u r n o f 
p a r t i c u l a r i n t e r e s t since these are the expressed outlook of those w i t h 
the most d i r e c t contact w i t h management and so w i t h the nature o f 
i n d u s t r i a l r e l a t i o n s ; they are also l i k e l y t o be the i n d i v i d u a l s who 
would form the basis of any f u t u r e p a r t i c i p a t i o n arrangement. 

I n my f i r s t meeting w i t h the stewards, almost the l a s t occasion on which 
I was t o see the r e p r e s e n t a t i v e s o f the two manual unions j o i n t l y r a t h e r 
than separately d u r i n g t h e i r r e s p e c t i v e s p e l l s i n the union o f f i c e , I met 
a wry response t o my proposal t o come and look a t p a r t i c i p a t i v e 
arrangements and a t t i t u d e s t h e r e t o . I n s h o r t , I was t o l d t h a t there 
weren't any. Subsequent discussions r e i n f o r c e d t h i s sardonic view, f o r 
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the r e p r e s e n t a t i v e s o f both manual and o f the two w h i t e - c o l l a r unions. 
Indeed, the past experience which formed an important component of t h i s 
judgement was r e f e r r e d t o a few pages back. 

The strongest common theme i n these accounts of shop stewards was t h a t 
p a r t i c i p a t i o n was always l i m i t e d t o what served management. They held 
the r e i n s of any scheme and would haul t o a stop any progress i n an 
undesirable d i r e c t i o n . Thus one manual union's stewards spoke as 
f o l l o w s : 

/"The General Managerj t a l k s about p a r t i c i p a t i o n , but there 
are too many meetings where he got up and stormed out ... 
I f he's not g e t t i n g h i s own way, he says we haven't got the 
r i g h t t o question h i s decisions on t h a t ... 
We can suggest something on wages, but on other matters 
[the Works Manager/ says 'I'm the boss, I ' l l worry about t h a t * . . . 

And f o r the other union w h i l e some l e g i t i m a c y was attached t o p a r t i c i p a t i o n 
as a means t o increase e f f i c i e n c y and p r o f i t s , t h i s f e e l i n g was mixed: 

I used t o be a b i g b e l i e v e r i n p a r t i c i p a t i o n - but from 
a trade union p o i n t o f view we lose out. We can't win. 

The a t t i t u d e o f w h i t e - c o l l a r r e p r e s e n t a t i v e s r i n g s i n the same key: 

Works cou n c i l s are a waste o f time; there's nothing t h a t 
can be done there t h a t can't be done by shop stewards ... 
From workers' p o i n t of view t h i s type of p a r t i c i p a t i o n 
helps the machine run e f f i c i e n t l y - a c t u a l l y i t ' s the 
company t h a t b e n e f i t s from t h i s ... i t ' s one-way p a r t i c i p a t i o n . 

The prospect of f u r t h e r p a r t i c i p a t i o n being introduced thus met w i t h l i t t l e 
i n t e r e s t from the r e p r e s e n t a t i v e s o f labour. For the f i r s t union above: 

We know the union wants t o p a r t i c i p a t e , but we are dubious 
about the p o s i t i o n of shop stewards afterwards - he'd be a 
manager hi m s e l f . . . 
We don't want t o p a r t i c i p a t e ... we have t o get i n v o l v e d f o r 
our own i n t e r e s t i n t r a i n i n g t o ensure we get the craftsmen, 
or we'd have no members e v e n t u a l l y ... but i n a bonus scheme, 
where one man's performance drops so the group i s a f f e c t e d , 
a t one p o i n t the foreman wasn't d e a l i n g w i t h him, we were -
we became very wary o f t h i s , i t ' s not our j o b . 
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The term ' l i p - s e r v i c e ' came up f r e q u e n t l y i n discussion both w i t h these 
stewards and those o f the other manual union: 

I f they s a i d they want us t o p a r t i c i p a t e we would accept -
but i f i t were l i p - s e r v i c e , we'd r e s i s t ... 
I t doesn't make us happy t o p a r t i c i p a t e ; i t causes d i f f i c u l t i e s . 

Another theme which was elaborated by m u l t i p l e example, both by shop 
stewards and by o r d i n a r y shop f l o o r workers d u r i n g my discussions w i t h 
them was the f a c t t h a t they already p a r t i c i p a t e d through managment 
inadequacies. Thus f a i l u r e s o f o r g a n i z a t i o n i n progressing p r o d u c t i o n , 
or more f r e q u e n t l y s t i l l design f a u l t s from the 'experts' i n the o f f i c e s , 
coupled w i t h what were seen as i r r a t i o n a l orders from production managers, 
had t o be d e a l t w i t h . These s t o r i e s , d u p l i c a t a b l e from almost any f a c t o r y 
c u l t u r e , emphasise the superior knowledge o f those who a c t u a l l y make 
t h i n g s , the way t h i s remains devalued by o r g a n i z a t i o n a l s u p e r i o r s , and 
the amount o f money t h a t has been saved (or could have been i f somebody 
had l i s t e n e d ) f o r the company. As one vocal steward put i t , "They 
e f f e c t i v e l y have t o design the fucker themselves." Yet i f t h i s was done 
and gave a degree of s a t i s f a c t i o n through a s s e r t i o n of an important token 
of s u p e r i o r i t y i n s k i l l , i n keeping a g r i p on the product and i n a l i m i t e d 
way on the pr o d u c t i o n process, s t i l l i t also tanged s t r o n g l y o f the 
resentment which echoes through these statements. This manifested i t s e l f 
more c o n c r e t e l y , t o o , i n a suspicion t h a t d e s p i t e paying i t s experts 
b e t t e r than i t s workers the company leaned on t h i s worker a b i l i t y t o make 
t h i n g s work; most c l e a r l y f o r the stewards, "by o f f e r i n g co-operation 
you get put on more". Such resentment was expressed, t o o , i n reference 
t o management 'fads' which had l e d t o the purchase w i t h o u t c o n s u l t a t i o n 
of expensive items which had no use nor ( i n the eyes of craftsmen) ever 
could have had. You lose i f you are consulted and t r y t o help o ut, and 
you s u f f e r mistakes t h a t might u l t i m a t e l y t h r e a t e n your jobs (and 
c e r t a i n l y a f f e c t work experience) i f you don't. A world of c o n t r a d i c t i o n s . 

The experience of work i s perceived and managed i n v a r y i n g ways, but 
c e r t a i n themes are common t o most s t u d i e s of f a c t o r i e s and were observed 
by myself i n W e l d r i l l ( u n l i k e the other two p l a n t s where the o p p o r t u n i t y 
f o r such f a m i l i a r i s a t i o n was not a v a i l a b l e ) . Thus I observed both those 
who worked themselves i n t o a r o u t i n e t o accommodate what Baldamus c a l l s 
the ' t r a c t i o n ' o f the job (1961), and ot h e r s who swapped jobs a t t h e i r 
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own d i s c r e t i o n , p r e f e r r i n g v a r i e t y t o rhythm (or i n jobs where rhythm 
i s l e s s e a s i l y a t t a i n e d , such as crane o p e r a t i n g ) . The personal c o n t r o l 
over such arrangements (observed s i m i l a r l y i n the Hawthorne E l e c t r i c 
Company's Bank Wiring Room) i s , I suspect, c r u c i a l ; attempts t o u t i l i s e 
v a r i e t y v i a j o b r o t a t i o n or enlargement epitomise the f a i l u r e of 
management t h e o r i s t s t o grasp the nature o f work s a t i s f a c t i o n i n the 
context o f the c a p i t a l i s t f a c t o r y . I n one shop I saw what seemed t o my 
eyes c h a o t i c pressure, w i t h people s h i f t i n g h u r r i e d l y from j o b t o j o b . 
But i t was observed t o me by one shop steward when I remarked on t h i s 
t h a t pressure was having t o s t i c k unmovingly on one tedious task f o r a 
long time. Moving around was t o be much p r e f e r r e d t o t h i s , regardless 
o f the apparent e f f o r t i n v o l v e d . 

There were workers who expressed i n conversation what the questionnaires 
also show - t h a t some looked t o co-operation w i t h the bosses and d i s l i k e d 
the unions. Some l i k e d n e i t h e r , bosses or unions. But the c l e a r e s t 
grievances were against the nature o f the whole set-up, perhaps because 
the most a r t i c u l a t e d iscussion came from those who were able t o generalise 
t h e i r f e e l i n g s . To exemplify: 

"The f i r m f o r me i s j u s t t h i s f o o tboard - I walk up and down 
here l o o k i n g a t t h a t b i t o f corner a l l day ... once I clock on, 
I f e e l trapped, no way out ... pay i s the only r e a l compensation 
... I d i d n ' t t h i n k much o f the q u e s t i o n n a i r e , these questions on 
how s a t i s f i e d you are w i t h t h i n g s , because pay c o n d i t i o n s a l l 
the answers. I f the pay's a l l r i g h t you see other t h i n g s i n a 
good l i g h t , i f not the r e s t doesn't matter ... 
P a r t i c i p a t i o n f o r me i s the f i r m f i n d i n g ways t o get more p r o f i t s . 
I f you say so t o them, they'd say t h a t ' s what they're i n business 
f o r . There's a l o t of l i p - s e r v i c e . When they say, ' p u l l hard 
together, boys', i t ' s j u s t words. There's no team. W e l d r i l l i s 
one o f the b e t t e r places t o work f o r , management here are probably 
one o f the best I've ever known. But I s t i l l t h i n k management 
are a load of s h i t e h o l e s . That's the way i t ' s got t o be. 
Everything's done f o r a r e t u r n . They won't keep anyone on 
s u r p l u s . " 

One older worker, who s a i d he p r e f e r r e d not t o complete the q u e s t i o n n a i r e , 
nonetheless volunteered h i s views; 

" I remember being i n t e r e s t e d once, and saying t h a t a job d i d n ' t 
give me s a t i s f a c t i o n . The manager t o l d me, 'We don't pay you t o 
have a job t o s a t i s f y y o u r s e l f - we pay you t o s a t i s f y us'. 
I've never f o r g o t t e n t h a t . " 



582 

And f i n a l l y , t o c i t e a remark which perhaps expresses the l i m i t s o f 
dominant ideology i n the face of the everyday experience of r e a l i t y 
more c l e a r l y than any t h e o r e t i c a l f o r m u l a t i o n : 

"Suspicion ... t h a t ' s what I'm t a l k i n g about ... l e t me put 
i t l i k e t h i s : where does the barbed wire a l l round t h i s place 
stop? D'you see? The fence stops a t the side of the o f f i c e s , 
see? I ' l l j u s t ask you, which i s i t harder t o c a r r y out o f 
here, a t y p e w r i t e r or a wrench? That's what I mean. Suspicion." 

With t h a t comment, l e t us t u r n t o the r e s u l t s o f the survey as they 
ap p e r t a i n t o the s t a t e o f p a r t i c i p a t i o n i n the e n t e r p r i s e . F i r s t l y , 
we can examine the responses t o the question of where the power l i e s . 
I n c o n t r a s t t o management's view, only 13% o f manual r e p l i e s view unions 
as the sole source o f power, w h i l e a f u r t h e r 12% see i t as r e s i d i n g w i t h 
management and unions j o i n t l y . For 3% i t l i e s on the shop f l o o r . But i t 
i s management who are seen by the m a j o r i t y as being s i n g u l a r l y i n command 
- though i n t e r e s t i n g l y only 13% see management i n Germany as the 
c o n t r o l l e r s s i n g l y or j o i n t l y w i t h B r i t i s h management. 

When asked whether management achieved the ' u n i t y o f purpose f o r the 
common i n t e r e s t ' c a l l e d f o r i n the r u l e book, 2% f e l t i t was achieved 
completely, 42% u s u a l l y , 30% about h a l f the time, 24% r a r e l y and 2% never. 
These r e s u l t s i n d i c a t e , i n s o f a r as c o m p a r a b i l i t y i s v a l i d , a higher 
p r o p o r t i o n of p o s i t i v e e v a l u a t i o n i n t h i s d i r e c t i o n than among the 
managers themselves. The r e s u l t s do i n d i c a t e ( e s p e c i a l l y when compared 
w i t h the other two f i r m s t o f o l l o w ) a measure o f management success, 
though the r e s u l t s must be i n t e r p r e t e d w i t h the same care (and probably 
i n the same way) as those f o r the ' f o o t b a l l team' question. C r i t i c a l 
comments, where given ( i n answer t o a subsequent open-ended question 
seeking views on these - 26 of 97 respondents gave an answer), tended t o 
focus on f a i l u r e s o f communication a t the key times more than anything 
e l s e . But two examples of other answers w i l l i l l u s t r a t e the need f o r 
care and the p o s s i b l e l i m i t s t o the support f o r management i m p l i e d i n 
the answer. For one, who thought the company 'usually' achieved the 
u n i t y , "They f a l l down by s t a t i n g p o l i c y , then d i s r e g a r d i n g i t when the 
crunch comes". For the o t h e r , answering ' r a r e l y ' on achievement of u n i t y , 
"The d e f i n i t i o n of common i n t e r e s t i s more understood by the shop f l o o r 
than management, i . e . p r o f i t a t one end, payment a t the other and the 
common i n t e r e s t inbetween". 
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The response on the q u e s t i o n of who g a i n s from the management approach 
and philosophy a l s o i n d i c a t e the tenor of the r e s u l t s of the p r evious 
q u e s t i o n a l i t t l e more c l e a r l y . T a b l e 14.4 summarises the f i n d i n g s f o r 
a l l t h r e e o r g a n i z a t i o n s s t u d i e d : 

TABLE 14.4 WORKERS : WHO GAINS? 

Management & Workers E q u a l l y 

Both, Management Most 

Both, Workers Most 

No D i f f e r e n c e 

Management Gain, Workers Lose 

Workers Gain, Management Lose 

Both Lose 

Don't Know 

W e l d r i l l Epoch Natco A l l 

21% 3% 15% 14% 

47% 35% 42% 42% 

3% -* -* 1% * 

5% 9% 18% 12% 

10% 43% 10% 18% 

2% 1% 1% 2% 

5% 3% 4% 4% 

7% 7% 9% 8% 

(N=99) (N=77) (N=165) (N=341) 

In e r r o r t h i s option was omitted f o r the Epoch and Natco q u e s t i o n n a i r e s . 
I t does not seem l i k e l y t h a t t h i s s u b s t a n t i a l l y a f f e c t s the r e s u l t s , 
however, s i n c e t h e r e i s l i t t l e support f o r the most l i k e l y s u b s t i t u t e s 
(equal g a i n , or workers g a i n , management l o s e ) i n the e n t e r p r i s e s 
concerned; and the f i r m where other r e s u l t s would l e a d one to expect 
the h i g h e s t response i n t h i s v e i n , W e l d r i l l , produces only 3% for 
t h i s o p t i o n . 

Although 71% of W e l d r i l l respondents are of the opinion t h a t t h e r e i s 
a l l - r o u n d g a i n from the management philosophy, a m a j o r i t y of these (57%) 
see management as coming out of i t b e s t . T h i s c o n t r a s t s i n a p r e d i c t a b l e 
manner w i t h management p e r c e p t i o n s (see Table 14.1). At the same time 
W e l d r i l l employees seem here and below to a s s e s s the approach i n t h e i r 
o r g a n i z a t i o n more favourably than do those i n the other o r g a n i z a t i o n s 
s t u d i e d . Nonetheless management are seen as the main or s o l e b e n e f a c t o r s 
by 57%, workers by only 5%. 10% endorse the view e i t h e r t h a t t h e r e i s 
no e f f e c t of the scheme or t h a t a l l l o s e . 
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T h i s s e t of r e s u l t s can be f u r t h e r p l a c e d i n p e r s p e c t i v e by examining 
the r e s u l t s of the qu e s t i o n on how workers would f e e l i f management 
decided they must g i v e up the philosophy and approach. The r e s u l t s f o r 
a l l t h r e e o r g a n i z a t i o n s are again summarised below, i n Table 14.5: 

TABLE 14.5 WORKERS : HOW WOULD YOU FEEL I F THE SYSTEM WERE 
DISCONTINUED? 

Very Badly 

Quite Badly 

Wouldn't Mind Much 

Wouldn't Mind a t A l l 

Would be Pl e a s e d 

W e l d r i l l Epoch 

23% 1% 

24% 15% 

31% 34% 

17% 29% 

5% 21% 

Natco A l l 

18% 

20% 

45% 

13% 

5% 

15% 

20% 

38% 

18% 

8% 

(N=93) (N=73) (N=154) (N=320) 

I n a l l , 47% of those answering t h i s q u e s t i o n would f e e l badly i f the 
W e l d r i l l approach were d i s c o n t i n u e d , c l o s e t o the 48% of management though 
wi t h 23% as a g a i n s t 5% f o r management who would f e e l 'very badly'. The 
r e s t , 52%,would be l i t t l e i f a t a l l concerned, and indeed 5% of these 
would be pleased . Thus a l a r g e proportion even of those who f e l t gain 
accrued to workers i n some form from the system remained not very deeply 
a t t a c h e d to i t . At the same time, the attachment among W e l d r i l l employees 
i s again markedly g r e a t e r on t h i s evidence than t h a t i n the other 
e n t e r p r i s e s examined. 

The l i m i t e d enthusiasm for the p a r t i c i p a t i v e form even i n W e l d r i l l i s 
c o n s i s t e n t both with the attenuated i n t e r e s t i n p a r t i c i p a t i o n i n i t s own 
r i g h t d e s c r i b e d at length i n Chapter 12 above, and with the c o n s i s t e n t 
high l e v e l of only q u a l i f i e d acceptance of common i n t e r e s t s even amongst 
those who w i l l accept a ' f o o t b a l l team image' of the f i r m . The former 
f i n d i n g does r a i s e seme q u e s t i o n s which can only be c o n j e c t u r a l l y 
considered with the information a v a i l a b l e , concerning the reasons f or 
the attachment to W e l d r i l l ' s arrangements among those who would have 
been s o r r y to see i t abandoned. I t seems p l a u s i b l e to argue t h a t a 
predominant f a c t o r w i l l be the p o s i t i v e assessment of the f i r m as an 
employer a g a i n s t i t s competitors i n the l o c a l labour market, which 
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together with a r e l a t i v e l y i n dulgent management s t y l e meant t h a t the 
u n i t a r y philosophy could be a s s o c i a t e d with the economic r e t u r n s which 
were seen as primary f a c t o r s i n job s e l e c t i o n by most workers. As such, 
the attachment cannot be seen as implying t i e s to the f i r m s f o r the 
ma j o r i t y of supporters which run deeper than the ' c a l c u l a t i v e ' i n t o more 
'normative' forms.* T h i s emerged more s t a r k l y , given the context, 
from the study of the John Lewis P a r t n e r s h i p d i s c u s s e d i n Chapter 10 above 

F i n a l l y we can look a t the r e s u l t s of the qu e s t i o n as to how c l o s e l y i n 
touch with t h e i r needs employees judge management to be: 

TABLE 14.6 WORKERS : HOW CLOSELY IN TOUCH WITH THE NEEDS OF WORKERS 
ARE MANAGERS IN THIS FIRM? 

W e l d r i l l Epoch Natco A l l 

Very C l o s e l y 14% 1% 1% 6% 

Reasonably 58% 10% 35% 37% 

Not Very Well 20% 47% 44% 37% 

Not At A l l 6% 42% 21% 21% 

(N=107) (N=74) (N=171) (N=352) 

As before, W e l d r i l l f a r e s markedly b e t t e r i n the eyes of i t s workers than 
do the other two o r g a n i z a t i o n s i n v e s t i g a t e d . T h r e e - q u a r t e r s of respondent 
f e e l managers are very or reasonably w e l l i n touch w i t h t h e i r needs (which 
does not n e c e s s a r i l y imply t h a t they w i l l w i l l i n g l y provide, of course) 
and only a q u a r t e r f a l l i n t o the poorer two c a t e g o r i e s , i n sharp c o n t r a s t 
to Epoch and Natco. 

I f any c l e a r p i c t u r e emerges from these f i n d i n g s i t i s of a l i m i t e d but 
d e f i n i t e attachment among many manual employees i n W e l d r i l l to the fi r m , 
and through t h i s a s p e c t s of the p a r t i c i p a t i v e philosophy. Yet attempts 
to s e t up a more formal c o n s u l t a t i v e system i n the past had f a l l e n to the 
f a t e d e s c r i b e d i n more gene r a l terms i n Chapter 10 above. I n other words, 
W e l d r i l l seems a p a r t i c u l a r l y w e l l - s u i t e d ground to t r y out p a r t i c i p a t i o n 
given the gener a l s t a t e of i n d u s t r i a l r e l a t i o n s and the a t the l e a s t 
m a j o r i t y n o n - h o s t i l e employee a t t i t u d e s ; y e t the dynamics of the r e l a t i o n s 
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y i e l d e d f a r l e s s s u c c e s s than would be expected from orthodox b u s i n e s s 
and academic p r e s e n t a t i o n s on p a r t i c i p a t i o n . T h i s o b s e r v e r ' s opinion i s 
t h a t the p a r t i c i p a t i v e philosophy a c t u a l l y achieved l i t t l e or nothing i n 
i t s e l f , and was endorsed/survived as a consequence of other favourable 
a s p e c t s of the i n d u s t r i a l r e l a t i o n s s i t u a t i o n . I n other words i t s 
s u r v i v a l , which i s ve r y much a t top management's d i s c r e t i o n r a t h e r than 
anybody e l s e ' s , i s not secured by the kind of support i t g e t s from a 
proportion of the workforce. As we saw i n Chapter 12, when s u b s t a n t i v e 
i s s u e s are r a i s e d t h e r e remains a g r e a t d e a l of d i s t a n c e between the 
amount of say employees would l i k e to e x e r c i s e and the amount they do. 

CHAPTER 14 NOTES 

1. The terms are d e r i v e d from, E t z i o n i ' s , (1975) typology of 
compliance to power - 'remunerative' power c a l l s f o r t h only 
' c a l c u l a t i v e ' commitment, whereas 'normative' power i s 
i n t e r n a l i s e d and c a l l s f o r t h 'moral' compliance. 



CHAPTER 15 : EPOCH 

THE COMPANY 

T h i s company formed p a r t of a l a r g e m u l t i n a t i o n a l for which the UK was a 
major base, but which had s t i l l l a r g e r operations abroad. The p l a n t 
concerned was a r e c e n t l y opened a d d i t i o n to the company's main process 
a c t i v i t y . As w i l l be d e s c r i b e d below, i t represented an experiment 
h i g h l y germane to the s u b j e c t - m a t t e r of t h i s t h e s i s . I t c o n s t i t u t e d one 
of the most automated p l a n t s of t h a t time, though as w i l l be seen 
assumptions should not too r e a d i l y be drawn about the kind of work t h i s 
e n t a i l e d f o r employees. 

There were j u s t over 180 o p e r a t o r s , i n c l u d i n g s p a r e s , employed i n the 
p l a n t , though a t the time of the survey a high turnover meant t h a t about 
150 only were considered by the stewards to be a b l e to complete the 
s c h e d u l e s ; i t was on t h i s b a s i s t h a t the response r a t e reported e a r l i e r 
was d e r i v e d . The high turnover was p a r t l y a t t r i b u t a b l e to the i n d u s t r i a l 
r e l a t i o n s problems of the time d e s c r i b e d below, but i t was a l s o a f e a t u r e 
of the s a l e a b i l i t y of the s k i l l s obtained through t r a i n i n g f o r the job, 
and of the cosmopolitan outlook ( i . e . w i l l i n g n e s s to look o u t s i d e the area 
and even abroad for work) i t induced i n labour r e c r u i t e d l o c a l l y f o r the 
most p a r t . Thus whereas 20 y e a r s ' s e r v i c e had been p o s s i b l e f o r the f i r s t 
f i r m , W e l d r i l l , l i t t l e more than f i v e y e a r s was p o s s i b l e i n Epoch, and i n 
many c a s e s much l e s s s e r v i c e with the f i r m had been recorded. 

The company pai d high wages, a f e a t u r e of c a p i t a l - i n t e n s i v e i n d u s t r i e s , 
though i t s r e l a t i v e p o s i t i o n of c l e a r l e a d e r s h i p i n the a r e a , used to 
a t t r a c t labour when the p l a n t opened, had apparently been somewhat 
eroded. There were major competitors i n the area f o r labour, i n c l u d i n g 
one i n p a r t i c u l a r which, I got the c l e a r impression, was f e l t to over
shadow Epoch l o c a l l y by management and union r e p r e s e n t a t i v e s . I had 
d e c r i b e d to me on two or t h r e e o c c a s i o n s how coming to work a t Epoch had 
been an achievement, a mark of g e t t i n g s e l e c t e d a g a i n s t heavy competition 
and being p a r t of the labour e l i t e l o c a l l y , and how t h i s p r e s t i g e had i n 
operators * eyes g r a d u a l l y faded, c u l m i n a t i n g i n d i s c o n t e n t . Nonetheless, 
i t was added, to have worked a t the p l a n t s t i l l c a r r i e d some r e a l s t a t u s 
i n a p p l i c a t i o n f o r other j o b s , i . e . d e s p i t e disappointments the r e l a t i v e 
advantages of the work had not been a l t o g e t h e r f o r g o t t e n . 
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Operators worked a c o n t i n e n t a l s h i f t system, and were graded according to 
the number of s k i l l s they had a c q u i r e d . I n i t i a l l y the idea had been to 
have up to seven s k i l l s per man, but t h e r e were complaints t h a t to have 
been t r a i n e d i n t h i s many £asks meant t h a t by the time someone was 
a l l o c a t e d to l e s s f r e q u e n t l y o c c u r r i n g jobs they would have forgotten how 
to do them. Thus the maximum number of t a s k s i n which someone could be 
counted as t r a i n e d had been reduced to four. About 25-30% (and 32% of 
the sample) had reached t h i s top grade w i t h i t s attendant pay d i f f e r e n t i a l , 
w h i l e another h a l f of a l l the o p e r a t o r s were on the next grade down with 
t h r e e t a s k s . There was a j o i n t emphasis here on v a r i e t y of work and on 
f l e x i b i l i t y f o r management to reduce the number of s p a r e s needed on a 
s h i f t . But i f management saw i t i n t h i s l i g h t , i t was by no means so 
s t r a i g h t f o r w a r d l y viewed by the o p e r a t o r s , as w i l l be shown. 

The company had a l s o made some p l a y of the f a c t t h a t they had opted to 
g i v e s t a f f s t a t u s to a l l employees a t the new p l a n t , r e p l a c i n g hourly 
rewards and c l o c k s w i t h a s a l a r y paid monthly, and with overtime 
compensated by time o f f r a t h e r than a higher r a t e . Yet although the book 
which d e s c r i b e s t h i s experiment (see below) c l a i m s t h a t a l l c o n d i t i o n s 
were i d e n t i c a l , I found during my d i s c u s s i o n s with stewards t h a t c e r t a i n 
r i g h t s e.g. on pensions, were s t i l l being n e g o t i a t e d f o r s i x y e a r s l a t e r . 
I t was a l s o c l e a r from comments and o b s e r v a t i o n t h a t two other major 
a s p e c t s of work experience c o n t r i b u t e d t o a c o n t i n u i n g o f f i c e / o p e r a t o r 
d i v i s i o n a s i d e from the e x i s t e n c e of the u s u a l s e p a r a t e o f f i c e block. 
One was the s h i f t w o r k system around which o p e r a t o r s moved w h i l e the 
o f f i c e s continued more 'normal' daywork; and the s h i f t a l l o c a t i o n , which 
the Agreement w i t h the unions gave management the r i g h t to operate to a i d 
f l e x i b i l i t y , a l s o c o n s t i t u t e d a marked d i f f e r e n c e i n the experience of 
c o n t r o l ( a s , i t seems l i k e l y , d i d the form of s u p e r v i s i o n ) . The second 
was the unionised/non-unionised dichotomy, though i t was accepted t h a t i n 
the long run white c o l l a r s t a f f might become un i o n i s e d (though even then 
probably not i n t o the TGWU which represented o p e r a t o r s ) . A l l of t h i s 
confirms the i m p l i c a t i o n of the A f f l u e n t Worker study among ot h e r s t h a t 
mere t e r m i n o l o g i c a l and a d m i n i s t r a t i v e adjustments, l i k e income, do not 
d i s t u r b the b a s i c c l a s s p o s i t i o n and labour process f o r employees. 

During Chapter 9, i t was observed t h a t s t e r e o t y p e s about the nature of 
process i n d u s t r i e s i n i n d u s t r i a l s o c i o l o g y are c a l l e d i n t o question by 
r e c e n t o b s e r v a t i o n s such as those of N i c h o l s & Beynon (1977) i n 'Chemco'. 
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The idea t h a t workers i n t h i s i n d u s t r y are e i t h e r to be found i n 
rewarding jobs and work group r e l a t i o n s t h a t make f o r b e t t e r human 
r e l a t i o n s , as i n the B l a u n e r i a n account, or t h a t they have a c c e s s to a 
knowledge and s k i l l which g i v e s them unprecedented autonomy and power, 
as i n some mar x i s t accounts, r e s t s on a m y t h i c a l conception of work i n 
chemical p l a n t s . Such s c e p t i c i s m seems v i n d i c a t e d by the o b s e r v a t i o n s a t 
Epoch. For every two men working on 'process', t h e r e were th r e e who were 
engaged on the same s h i f t i n 'movements' i . e . not i n the c o n t r o l room but 
on s i t e . The kind of t a s k s i n v o l v e d here were on the r i v e r unloading from 
t a n k e r s , or a t the other end loading wagons on the r a i l gantry. I n 
a d d i t i o n c o n s t r u c t i o n and other such work was sub-contracted by the company 
to other f i r m s (whose c o n d i t i o n s were g e n e r a l l y poorer, and who d i d not 
come under the purview of the s u r v e y ) . For Epoch employees, t h e r e might 
w e l l be a c e r t a i n amount of t r a n s f e r w i t h i n process or movements though 
not, a f t e r a short time, between the two. Thus t a s k s experienced could 
vary q u i t e c o n s i d e r a b l y , and f o r many workers th e r e could be experience 
of jobs t h a t f i t q u i t e r e a d i l y i n t o more ' t r a d i t i o n a l ' forms of labour. 
At the same time, operators were by and l a r g e l o c a t e d w i t h i n one s h i f t of 
four, each with i t s own shop steward, and i t was s e v e r a l times i n d i c a t e d 
(though i t was not t e s t e d i n the q u e s t i o n n a i r e s ) t h a t the d i f f e r e n t s h i f t s 
would tend to develop t h e i r own d i s t i n c t i v e c u l t u r e s . 

INDUSTRIAL RELATIONS AND THE BACKGROUND TO 'PARTICIPATION' 

The immediate f a c t o r which drew my a t t e n t i o n to Epoch was t h a t the company 
had become known f o r making a c e r t a i n amount of n o i s e about a Statement of 
Philosophy which sought to r e d e f i n e the nature of the employer-employee 
r e l a t i o n s h i p and to c r e a t e (or a t l e a s t express) the grounds for s o l i d a r i t y 
between the two p a r t i e s . My i n t e r e s t was r e i n f o r c e d when I d i s c o v e r e d 
t h a t the j u s t i f i c a t i o n of t h i s move had been w r i t t e n up as a g l o s s y 
b u s i n e s s t e x t , w i t h a c l a i m t h a t the s u c c e s s reported ranked high i n the 
achievement of o r g a n i z a t i o n a l e f f e c t i v e n e s s . Not only did the t e x t 
(which w i l l be quoted o c c a s i o n a l l y below but not c i t e d for reasons of 
c o n f i d e n t i a l i t y on the i d e n t i t y of Epoch) give a d e t a i l e d account of the 
s u c c e s s e s , but i t devoted p a r t i c u l a r a t t e n t i o n to the 'Southbank' p l a n t 
i n which my own survey was to be c a r r i e d out. T h i s p l a n t was represented 
as a unique example of advance design on T a v i s t o c k s o c i o - t e c h n i c a l 
p r i n c i p l e s to optimise r e l a t i o n s from the s t a r t . Thus I was f o r t u n a t e 
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enough to g a i n a c c e s s to a case which c o n s t i t u t e d one of the more d e t a i l e d 
of the more r e c e n t wave of p a r t i c i p a t i o n s t o r i e s , lending an added 
s i g n i f i c a n c e to the f i n d i n g s . 

The c h i e f concern of the t e x t on the Epoch experiments i s c l e a r : w i t h i n 
the company, and the country as a whole, t h e r e was a problem of "motivating 
people to work e f f e c t i v e l y " , and t h i s was above a l l t r u e " a t the shop 
f l o o r l e v e l " . T h i s was p a r t i c u l a r l y thought to be manifested i n the 
e s c a l a t i n g d i s p u t e s problem of f i r m and n a t i o n . Within Epoch, a major 
source of these d i s p u t e s was f e l t to be demarcation and other r e s t r i c t i v e 
p r a c t i c e s , which a l s o sapped employee morale and commitment; the 
s t r a t e g y of the company was t h e r e f o r e d i r e c t e d to coping w i t h t h i s 
problem. To t h i s end i t s e t up a s m a l l team of managers which diagnosed 
more f u l l y the d i f f i c u l t i e s t h a t were to be overcome. A f a i r l y 
c o n ventional form of p r o d u c t i v i t y b a r g a i n i n g had been introduced, but 
c o n t i n u i n g m i s t r u s t and o p p o s i t i o n meant t h a t : 

Fundamentally the men a r e not committed to the company's 
o b j e c t i v e and the most we can hope f o r i s t h a t they w i l l 
honour the bargains they have entered i n t o ... 
We should t h e r e f o r e make i t our long-term p o l i c y to secure 
a fundamental change i n a t t i t u d e on the p a r t of the 
employees to the p o i n t where, i n a c l i m a t e of mutual 
t r u s t and confidence between men and management, i t 
becomes p o s s i b l e f o r them to commit themselves f u l l y to 
the company o b j e c t i v e of having i t s work c a r r i e d out 
with maximum e f f i c i e n c y and p r o d u c t i v i t y . I t i s 
undoubtedly t r u e t h a t only w i t h such p e r s o n a l commitment 
to the job i n hand w i l l the f u l l p o t e n t i a l of a man's 
c a p a b i l i t y be r e a l i s e d . . . 

' R e a l i s e d f o r whom?' seems an a p p o s i t e q u e s t i o n . The conceptual and 
d i a g n o s t i c apparatus of neo-human r e l a t i o n s i s c l e a r l y r e v e a l e d here. 
The a c t i o n proposals i n v o l v e d the n e g o t i a t i o n of more comprehensive 
p r o d u c t i v i t y b a r g a i n s , w h i l s t a longer-term " a t t i t u d e change" programme 
was to be prepared commencing with the formulation of a statement of 
company o b j e c t i v e s and management philosophy. At t h i s stage T a v i s t o c k 
c o n s u l t a n t s were brought i n , and t h e i r a n a l y s i s of the s i t u a t i o n concurred 
with t h a t of Epoch's own team. They were subsequently i n v o l v e d i n the 
d r a f t i n g of the Statement of O b j e c t i v e s and Philosophy. 

I n l i n e w i t h what has a l r e a d y been argued about the conception of 
p a r t i c i p a t i o n schemes by management, the Statement worked downwards from 
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a primary o b j e c t i v e : p r o f i t a b i l i t y . A l l other adjustments were to be 
considered i n r e l a t i o n to t h i s . The t a s k was then to be one of 
' d i s s e m i n a t i o n 1 , i . e . g a i n i n g acceptance f o r the document and so 
l e g i t i m a c y f o r the top management of the company. T h i s was begun by 
holding d i s c u s s i o n meetings on the document s t a r t i n g w i t h p l a n t management, 
and only reaching down to manual employees a f t e r a s e r i e s of conferences 
at s t a f f l e v e l s , and w i t h union o f f i c i a l s . The shop f l o o r a s s a u l t began 
wi t h s e n i o r shop stewards, some of whom were reported to suspect t h a t 
the l a c k of s u c c e s s i n n e g o t i a t i n g a workable f l e x i b i l i t y d e a l a couple 
of y e a r s p r e v i o u s l y was the r e a l reason f o r the p r o p o s a l s . We are t o l d 
by our r e p o r t e r , from h i s p o s i t i o n as p a r t of the management team, t h a t 
such s u s p i c i o n s were t o t a l l y d i s p e l l e d by the end of the meeting i n the 
f i r s t p l a n t , though r a t h e r more r e s i s t a n c e s u r v i v e d i n another p l a n t , 
where r e l a t i o n s had been poorer from the s t a r t . The c r a f t shop stewards 
at t h i s p l a n t saw the "whole p r o j e c t as a s u b t l e attempt to 'brainwash' 
people i n t o accepting f u r t h e r r e d u c t i o n s i n manpower and other u n d e s i r a b l e 
changes". 

I t i s hard to avoid drawing the c o n c l u s i o n t h a t from a shop f l o o r view
p o i n t t h i s m i s t r u s t was w e l l - p l a c e d , and t h a t the s u s p i c i o n s i n the f i r s t 
p l a n t about the reasons f o r the proposals were a l s o well-founded. A f t e r 
a l l , to express management's terms of r e f e r e n c e from a non-managerial 
viewpoint, the b a s i c aim was to reformulate the d e f i n i t i o n of the s i t u a t i o n 
f o r workers i n conformity w i t h management p r i o r i t i e s , so as to r e a l i s e a 
c a p a b i l i t y expressed p u r e l y i n terms of the u t i l i t y of the workers' e f f o r t s 
f o r t h e i r employers. The programme was c o n s i s t e n t l y one of engineering 
consent. Reports on the o p e r a t i o n of the philosophy, through p a r t i c i p a t i o n 
i n planning and design by employees, b e t t e r communications, g r e a t e r job 
f l e x i b i l i t y , extended p r o d u c t i v i t y b a r g a i n i n g , and job enrichment, are as 
always d i f f i c u l t to a s s e s s d e f i n i t i v e l y , s i n c e no a l t e r n a t i v e source of 
information i s a v a i l a b l e on the p l a n t s where i t was inaugurated. The 
author of the t e x t , as someone inv o l v e d i n the f o r m u l a t i o n of the plans 
and philosophy, goes to some lengths to s t r e s s them (and indeed the whole 
book comes a c r o s s as a testimony to them), but c e r t a i n admissions of 
problems do enable a degree of reading between the l i n e s to be attempted, 
as do the r e s u l t s of the experiment a t the s p e c i a l Southbank p l a n t 
d e s c r i b e d l a t e r . 

A couple of examples can be given, though c u r s o r y p r e s e n t a t i o n prevents 
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any d e t a i l e d e l a b o r a t i o n of the c a s e s or f u l l j u s t i f i c a t i o n of the 
i n t e r p r e t a t i o n s o f f e r e d . One concerns a s t r i k e , a t the f i r s t p l a n t to be 
presented w i t h the company Philosophy Statement, one year a f t e r the 
p r e s e n t a t i o n . The book by the former manager argued t h a t the s t r i k e was 
over an unconnected i s s u e , and t h a t managers reported t h a t the n e g o t i a t i o n 
showed "a marked i n c r e a s e i n the a b i l i t y of both s i d e s to confront the 
problem openly and s q u a r e l y " . Yet t h i s judgement seems i m p l a u s i b l e . 1 

A f t e r a l l , i f i s s u e s were being 'confronted openly and squarely* why 
should t h i s s t r i k e , over u n i o n i s a t i o n of c r a f t foremen, have occurred a t 
a l l ? Nor does the d e s c r i b e d n e g o t i a t i o n seem to c o n s t i t u t e any move 
towards the o b j e c t i v e s s t a t e d i n the company document, s i n c e t h e r e appears 
to be an extension, not s h r i n k i n g , of the a r e a of manifest c o n f l i c t . 

Other problems admitted to have a r i s e n even during the f i r s t couple of 
y e a r s a f t e r the launching of the Statement seem to i n d i c a t e t h a t top 
management were a l r e a d y d i s i l l u s i o n e d . No s u b s t a n t i a l reasons a r e o f f e r e d 
f o r t h i s beyond a change of c h i e f e x e c u t i v e and the expansion of o p e r a t i o n s . 
L o s s of other " s k i l l e d and experienced r e s o u r c e s " i n management a r e a l s o 
bemoaned. Yet i f the p r o j e c t were so s u b j e c t to managerial whim and the 
presence of a few i n d i v i d u a l s , t h i s could only exacerbate one's sense of 
how ephemeral i t was. I t i s hard to c r e d i t c l a i m s of "dramatic s u c c e s s e s " 
i n the context of such i n d i f f e r e n c e . 

An a l t e r n a t i v e i n t e r p r e t a t i o n of events can be hypothesised, though not 
confirmed from a v a i l a b l e information and ' s i l e n c e s ' . E i t h e r a l a c k of 
s u b s t a n t i a l achievements a f t e r an i n i t i a l b u r s t of enthusiasm, or a 
g r e a t e r than admitted entrenched o p p o s i t i o n to the o b j e c t i v e s of the 
Statement l e a d i n g to c o n f l i c t s and breakdowns, could account for top 
management d i s a f f e c t i o n . Informal c o n t a c t s of my own with union 
r e p r e s e n t a t i v e s i n another p l a n t than t h a t where I c a r r i e d out my r e s e a r c h 
suggested t h a t f o r them the predominant r e a l i t y had been, and remained, 
one of a u t h o r i t a r i a n management pronouncements and a c t i o n s with l i t t l e or 
no s i g n of any ' p a r t i c i p a t i v e ' s t a n c e . The consequent s t r u g g l e s were seen 
as i n t e n s i f i e d by the d i f f i c u l t i e s of n e g o t i a t i n g with a massive, m u l t i 
n a t i o n a l o r g a n i z a t i o n . 

The d e s c r i p t i o n of the goals of the ' p a r t i c i p a t i v e ' arrangement o f f e r e d 
by the c o - o r i g i n a t o r of the scheme i n h i s book, i n h i s own words and then 
those of an i n t e r n a l management r e p o r t , makes i t s aims c l e a r : 
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I t was suggested t h a t a more p a r t i c i p a t i v e management s t y l e 
would need to be adopted i f people down the l i n e were t o 
become more e f f e c t i v e l y motivated; 
"... c o n t r o l through rewards or punishments i s no longer 
a p p r o p r i a t e or e f f e c t i v e today s i n c e the 'punishments' 
a v a i l a b l e to management no longer c a r r y any weight. 
E f f e c t i v e management i n modern i n d u s t r y can only be 
p r a c t i s e d by the consent of those managed... T h i s r e q u i r e s 
t h a t each boss should take h i s subordinates i n t o h i s 
confidence, encourage them to c o n t r i b u t e to and p a r t i c i p a t e 
i n any d e c i s i o n s which a f f e c t them or t h e i r work ... to make 
i t p o s s i b l e f or them, wi t h h i s guidance, to commit themselves 
and t h e i r e n e r g i e s wholeheartedly to the o b j e c t i v e s of the 
company i n the t a s k s they undertake." 

I n short, then, the purpose was to c r e a t e a consensus between management 
and employees which would f a c i l i t a t e the c o n s o l i d a t e d i n t e n s i f i c a t i o n of 
the labour p r o c e s s . However, i n p r a c t i c e a developed bargaining s t r u c t u r e 
d i d e x i s t w i t h i n the company, though the s t r e n g t h of union o r g a n i z a t i o n 
v a r i e d markedly from p l a n t to p l a n t . Where t h a t o r g a n i z a t i o n was more 
m i l i t a n t , the plant was l i a b l e to be i d e n t i f i e d as a 'problem'. Top 
management's aim seems to have been unambiguously focused on the 
i n t e n s i f i c a t i o n of the labour process as the goal, and to have regarded 
d o u b t f u l l y any commitment by lower management to the s o r t s of i d e a l s 
r h e t o r i c a l l y embraced by the company Statement. 

Thus the c l e a r impression conveyed to me i n my v i s i t s to management was 
t h a t by the time I a r r i v e d to do my r e s e a r c h any s i g n s of managerial 
i d e a l i s m i n l i n e with the Statement had come to be seen i n a poor l i g h t , 
as a r e s u l t of d i s i l l u s i o n engendered by 7 or 8 y e a r s ' e x p e r i e n c e . I 
was t o l d , f u r t h e r , t h a t the author of the book, though allowed to w r i t e 
the experiment up as a p u b l i c r e l a t i o n s e x e r c i s e , had been parted from 
the company because of the divergence between h i s own and top management's 
views on 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 y . I cannot vouch f o r the v e r a c i t y 
of t h i s , though i t i n d i c a t e s the g e n e r a l management mood a t Southbank 
during my study, and i s c o n s i s t e n t w i t h other o b s e r v a t i o n s reported above 
and below. 
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SOUTHBANK : 'THE PHILOSOPHY IN ACTION 1 

I t i s time to look more d i r e c t l y at the background of i n d u s t r i a l r e l a t i o n s 
and the a p p l i c a t i o n of the company p o l i c y (philosophy) on p a r t i c i p a t i o n i n 
the context of the p l a n t where my own study was undertaken. The plant was 
being designed during the p e r i o d of g r e a t e s t a c t i v i t y of the employee 
r e l a t i o n s p r o j e c t team and T a v i s t o c k c o n s u l t a n t s . Southbank, we are t o l d 
by the book on Epoch, " c l e a r l y o f f e r e d a g r e a t opportunity not only to put 
i n t o p r a c t i c e the i d e a s of the Philosophy Statement concerning job design, 
but a l s o to e s t a b l i s h a s e t of working c o n d i t i o n s and p r a c t i c e s which could 
s e r v e as a model f o r the o l d e r p l a n t s to t r y and f o l l o w . " Thus t e c h n i c a l 
l a y o u t , planning of the ' s o c i a l system 1, the s e l e c t i o n and t r a i n i n g of 
o p e r a t o r s , were a l l supposedly designed on ' s o c i o - t e c h n i c a l 1 p r i n c i p l e s 
to c r e a t e the i d e a l c o n d i t i o n s f o r the employee r e l a t i o n s p o l i c y to work. 
The s i x or seven l e v e l s i n the h i e r a r c h y ( d e s c r i b e d as t y p i c a l f o r such 
p l a n t s by Woodward i n 1958) was reduced t o four, to improve communication 
and reduce d i s t a n c e . Both s e l e c t i o n and t r a i n i n g were e l a b o r a t e l y planned, 
as i s t e s t i f i e d to not only by the managerial account but a l s o as noted 
above, by the e a r l y p r i d e i n having been chosen f o r an u n u s u a l l y promising 
job from a l a r g e number of r i v a l s c i t e d by operators a t the p l a n t 6 y e a r s 
l a t e r . The emphasis was, as we have seen, on job f l e x i b i l i t y , and so on 
t r a i n i n g i n a number of t a s k s , though the proposed seven was e v e n t u a l l y 
to be reduced to four. The payment system geared to the number of t a s k s 
l e a r n e d , and the i n t r o d u c t i o n of s t a f f s t a t u s f o r o p e r a t o r s (represented 
as stemming from the Philosophy) were f u r t h e r i n n o v a t i o n s i n support of 
t h i s . 

I t would be hard to imagine a more i d e a l s e t t i n g f o r the experiment with 
the new Philosophy i n terms of neo-human r e l a t i o n s t h e o r i e s themselves. 
The technology was 'advanced' {to meet the c r i t e r i a ignored i n much human 
r e l a t i o n s l i t e r a t u r e but suggested by Blauner or Woodward), even without 
the ' s o c i o - t e c h n i c a l 1 design. The company decided a l s o to take the 
i n i t i a t i v e on u n i o n i s a t i o n and c a l l i n the TGWU who held r e p r e s e n t a t i o n 
r i g h t s a t t h e i r other p l a n t s . They were ab l e to apply a l l the concessions 
achieved by p r o d u c t i v i t y bargaining i n other p l a n t s from the o u t s e t , and 
a l s o to approach l o c a l o f f i c i a l s to get a c c e s s i o n to change the agreement 
from the n a t i o n a l one so as to provide s t a f f s t a t u s on the b a s i s o u t l i n e d 
e a r l i e r . Thus, i n the eyes of the published account: 
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"... (Southbank/ had succeeded i n s e t t i n g up a new o r g a n i z a t i o n 
which was a p r a c t i c a l demonstration of the v a l u e of the two 
l i n e s of a c t i o n embodied i n the company development programme 
: the c r e a t i o n of commitment to t a s k s and o b j e c t i v e s through 
appropriate job design; and the e s t a b l i s h m e n t of a p p r o p r i a t e 
terms and c o n d i t i o n s of employment". 

C e r t a i n problems i n the f i r s t couple of y e a r s of o p e r a t i o n are admitted 
by the author, i n c l u d i n g the i n c r e a s i n g of s u p e r v i s i o n from p r e l i m i n a r y 
planned l e v e l s , and the r e d u c t i o n i n the span of f l e x i b i l i t y . T h i s i s 
r e l a t e d to a s e r i e s of d i f f i c u l t i e s , i n c l u d i n g t e c h n i c a l v a r i a n c e s beyond 
those expected ( i . e . you only remove s u p e r v i s i o n when the process i s 
r e g u l a t e d enough to impose i t s own c o n t r o l ? ) , the r i s e of turnover from 
3% to 10% p.a., and the g r e a t e r range of work owing to the assumption of 
c o n t r o l of the r a i l gantry. There i s a l s o a s t r a n g e l y convoluted c l a i m 
t h a t w i t h the changes i n other o r g a n i z a t i o n s towards Southbank c o n d i t i o n s 
of s t a f f s t a t u s and s a l a r y l e v e l s without the same extent of f l e x i b i l i t y , 
t h e r e had been p r e s s u r e to reduce f l e x i b i l i t y to a more conventional 
l e v e l a t Southbank. 

These problems a c t u a l l y h i n t a t a severe f a i l u r e of the supposedly 
meticulous s o c i o - t e c h n i c a l a n a l y s i s , e i t h e r because of unforeseen 
t e c h n i c a l problems (which does not seem p l a u s i b l e as a f u l l e x p l a n a t i o n ) , 
or because of c e r t a i n i n h e r e n t flaws i n the form of the a n a l y s i s i t s e l f . 
I t i s suggested below t h a t other accounts and more r e c e n t events l e a d to 
more s t r e s s being p l a c e d on the l a t t e r , and so q u e s t i o n the r a t i o n a l e and 
v a l i d i t y of almost a l l of t h i s p u b l i c account's b a s i c a s s e r t i o n s . A 
f a i l u r e to comprehend c o n f l i c t s as p a r t of the f a b r i c of employment 
r e l a t i o n s pervades T a v i s t o c k accounts (which owing to the consultancy r o l e 
of most of i t s exponents, bears many hallm a r k s of an e l a b o r a t e d managerial 
i d e o l o g y ) . C o n f l i c t s over manning arrangements (e.g. on the r a i l gantry 
where we are t o l d added dangers l e d to r e s p o n s i b i l i t y being removed from 
operators t o a s u p e r v i s o r f o r s a f e t y r e a s o n s ) , p a r t i c u l a r l y on f l e x i b i l i t y , 
and over comparable r a t e s f o r the job, came to predominate over those 
f a c t o r s which the Philosophy Statement and the o r i g i n a l management a n a l y s i s , 
dominated by human r e l a t i o n s notions, had b e l i e v e d would count f o r most i f 
the integument of the p a s t which undermined e f f o r t s a t other p l a n t s were not 
p r e s e n t . These a r e the same b e l i e f s t h a t l e d Fords to i n t e r v i e w c a n d i d a t e s 
f o r work i n t h e i r f a c t o r i e s to root out "troublemakers',^ b e l i e f s which 
cannot accept t h a t c o n f l i c t i s s t r u c t u r a l l y i n h e r e n t , and t h a t a t a 
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b a s i c l e v e l . T h i s suggests, of course, t h a t f a r from being plagued by 
unfortunate c o m p l i c a t i o n s and adverse c o n d i t i o n s (or, f o r t h a t matter, by 
simple management e r r o r s or i n c a p a c i t i e s ) , the a s p i r a t i o n s f o r the 
consummation of the Philosophy a t Southbank were never r e a l i s a b l e . 

A review of the h i s t o r y of Southbank through other,eyes than those of the 
publi s h e d account r e f e r r e d to thus f a r , and taken up to the time of my own 
survey, r e i n f o r c e s t h i s i n t e r p r e t a t i o n . I t i s c l e a r t h a t the i n i t i a l s e t 
up incorporated i n working p r a c t i c e s t h i n g s which had had to be purchased 
w i t h p r o d u c t i v i t y b a r g aining elsewhere. I n d u s t r i a l c o n f l i c t had been 
l i m i t e d - in the opinion of the shop stewards t h i s was seen as stemming from 
union weakness, thanks l a r g e l y to the s t r a t e g i c s k i l l of management i n 
manoeuvering them i n t o c o r n e r s where they'd been forced to concede i n s t e a d 
of c a l l i n g a s t r i k e . They f e l t t h a t many of the men remained attached 
to management. For t h i s reason, they a t t a c h e d a g r e a t d e a l of importance 
to the s t r i k e (see below) which d i d occur, and indeed t h i s seemed to prove 
them u n n e c e s s a r i l y p e s s i m i s t i c about the support f o r union a c t i o n - as i n 
other ways does my own survey. 

The management view of the c o n f l i c t s presented to me t r e a t e d them as much 
more r o u t i n e and minor. There was an evi d e n t s o p h i s t i c a t i o n i n the 
argument t h a t m i l i t a n t s could push stewards f u r t h e r than they wanted to 
go, and t h a t management's job was sometimes to provide them with a f a c e -
s a v e r . The stewards expressed l e s s f e e l i n g s of m u t u a l i t y , and indeed i t 
seems t h a t at the time of my own v i s i t s management had f o r once f a i l e d to 
a p p r e c i a t e the depth of antagonism. 

The main advantage f o r the company from the arrangements a t t h i s new p l a n t 
was the establishment of manning and f l e x i b i l i t y agreements d e s c r i b e d 
above. T h i s was combined with s t a f f s t a t u s and forms of job enrichment 
which were intended to maintain the advantageous e f f o r t bargain, and i f 
the new philosophy were to bear any credence there should have been 
e n t h u s i a s t i c acceptance. But these a r e a s of manning and f l e x i b i l i t y were 
to prove the focus of most of the disagreements. 

The account which I gained from management made i t c l e a r , even without 
union comments, t h a t the i s s u e of whether an operator could be asked to 
t r a i n i n and be able to c a r r y out seven t a s k s was r a i s e d as a matter of 
di s p u t e very soon a f t e r the p l a n t came on-stream. To r e q u i r e t h i s money 
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to be paid only once the f u l l seven t a s k s were l e a r n e d was seen as 
unreasonable and dangerous by the o p e r a t o r s , because of the problems 
of f o r g e t t i n g how to perform jobs c o r r e c t l y i n what was a dangerous 
pr o c e s s . Management conceded, and t h e r e a f t e r four became the maximum 
number of t a s k s to be mastered, while the boundaries between process and 
movements were e s t a b l i s h e d as a by-product. One management excuse f o r 
the high f l e x i b i l i t y range o r i g i n a l l y planned was the v a r i a t i o n and i n t e r e s t 
i t would provide, so t h i s can a l s o be seen as an i l l u s t r a t i o n of how such 
p r e s e n t a t i o n s can conceal a labour process which i s experienced by workers 
as g r e a t e r oppression - an i s s u e which D a n i e l ' s cogent but p a r t i a l account 
(1970, 1973) f a i l s to come to terms w i t h . I s h a l l develop t h i s comment i n 
a moment. 

From 1970-73 other s p e c i f i c d i s p u t e s on manning arrangements culminated i n 
an argument as to whether t h e r e was or was not an agreement on manning. 
Management argued t h e r e was only an arrangement but undertook to c o n s u l t 
and formulate an agreement proper. I n March 1973 the Manning Agreement 
was produced; i t generated f r e s h arguments, nominally over i t s i n t e r p r e t a t i o n , 
but e f f e c t i v e l y c o n s t i t u t i n g f u r t h e r e f f o r t s by the union to l i m i t 
management's freedom of d i s p o s a l of labour r e s o u r c e s . Thus the word 
' f l e x i b i l i t y ' i t s e l f became a matter of contention. The union read i t as 
meaning the a b i l i t y of operators to move between the areas of work i n 
which they had been t r a i n e d on a planned or emergency b a s i s . Management 
maintained t h a t i t a l s o e n t a i l e d s h i f t manager d i s c r e t i o n to use operators 
on a s h i f t f l e x i b l y , to cover areas of higher p r e s s u r e by reducing a r e a s 
of l e s s immediate need, or to cover the case where a r e l i e f f a i l e d t o turn 
up without an operator having to stay over. T h i s would have reduced the 
t o t a l manning l e v e l r e q u i r e d i n the p l a n t ; the union c l a i m was t h a t the 
operator must s t a y i n the p o s i t i o n assumed a t the s t a r t of the s h i f t f o r 
the r e s t of the s h i f t . The i s s u e was to be taken to a r b i t r a t i o n a t the 
time of the study. Meanwhile, the matter had been o v e r r i d e n i n people's 
minds by the q u e s t i o n of the wage bargain which was to l e a d to the f i r s t 
s t r i k e i n the p l a n t j u s t before the survey was c a r r i e d out. 

The s t r i k e i n q u e s t i o n has obvious i m p l i c a t i o n s f o r the i n t e r p r e t a t i o n of 
the survey r e s u l t s - r e g a r d l e s s of the shop steward c l a i m t h a t the event 
had brought "what people r e a l l y t h i n k " to the s u r f a c e . At the same time 
i t d i d not seem on the face of i t to a f f e c t the response to the ' f o o t b a l l 
team' question."* I n any case, the s t r i k e had more immediate i m p l i c a t i o n s . 



598 

I t r epresented a make-or-break e f f o r t by the stewards to demonstrate t o 
management t h a t they could c a l l on support d e s p i t e management's e f f o r t s 
to maintain the l o y a l t y of employees t o the f i r m . Afterwards the stewards 
expressed s u r p r i s e a t the s t r e n g t h of the backing they d i d get. Not only 
was the s t r i k e s o l i d , but unexpected people r a l l i e d round f o r p i c k e t i n g 
and the l i k e . People who had shown no s i g n s of m i l i t a n c y suddenly began 
to speak up and were m i l i t a n t . I t would appear t h a t the stewards had 
underestimated the s t r e n g t h of union support. The withdrawal of labour 
l a s t e d only four days, and the s h a r i n g of burdens of l o s t pay between 
s h i f t s (two of whom had days o f f i n the period) was f a r more s u c c e s s f u l 
from one s h i f t than the other. Nonetheless the l i m i t s of management's 
attempt to pre-empt l o y a l t i e s , as w i t h those on t h e i r e f f o r t to avoid 
' r e s t r i c t i v e ' labour c o n t r o l s , were s t r i k i n g l y f l o o d l i t . 

To conclude on these events then, i t seems t h a t the pub l i s h e d account of 
Southbank, amid i t s managerial preoccupations and r a t i o n a l i t y , and i t s 
e v o l u t i o n a r y z e a l , n e g l e c t s the s t r u c t u r a l c o n f l i c t s which rendered the 
advance of the Epoch Philosophy so unimpressive. I t would be d i f f i c u l t 
to see the f a i l u r e here as the r e s u l t of the only p o s s i b l e source the 
commentator i n i t i a l l y imagined i . e . the i n c a p a c i t y of management to use 
the o p p o r t u n i t i e s . 

Before concluding t h i s s e c t i o n , i t w i l l be n e c e s s a r y to explore t h r e e 
more i s s u e s . These a r e : the form of r e p r e s e n t a t i v e p a r t i c i p a t i o n i n the 
p l a n t ; the o p e r a t i o n of the job design f e a t u r e s ; and the p r i o r employee 
knowledge of e i t h e r the book which proclaims so much s u c c e s s a t the p l a n t 
or of the i d e a s f o r i t s s p e c i a l arrangement. 

R e p r e s e n t a t i v e p a r t i c i p a t i o n was not f o r m a l l y w r i t t e n i n t o i n d u s t r i a l 
r e l a t i o n s arrangements a t Epoch, but the management view was t h a t 
c o n s u l t a t i o n should take p l a c e on any s u b j e c t where i t might be considered 
n e c e s s a r y . The d e f i n i t i o n of 'necessary' appears to have been l e f t to 
management, however, and most of the committees t h a t had been s e t up were 
management-initiated. S a f e t y committees had been the most p e r s i s t e n t , 
p a r t i c u l a r l y s i n c e a major f i r e a t the p l a n t a couple of y e a r s a f t e r s t a r t 
up. Working p a r t i e s were a l s o s e t up to c o n s i d e r changes which management 
foresaw as c r e a t i n g problems, such as the q u e s t i o n of i n c r e a s e d automation 
and use of c l o s e - c i r c u i t TV monitoring to enable more men to be 
concentrated a t the dockside to cope w i t h i n c r e a s e d input. Thus these 
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committees e x i s t e d on an ad hoc b a s i s , through which management t r i e d to 
pre-empt t r o u b l e by 'involvement 1. They found the problem was the slow 
pace of the d e l i b e r a t i o n s , which meant t h a t other changes had a l r e a d y 
i n t r u d e d by the time any d e c i s i o n was reached. The unions regarded the 
whole system with c o n s i d e r a b l y l e s s favour, as w i l l be seen l a t e r . Nor 
d i d the s a f e t y committees prevent 43% of o p e r a t o r s f e e l i n g they had very 
l i t t l e or no say on s a f e t y matters, w h i l e only 21% f e l t they had q u i t e a 
l o t or (1%) a g r e a t d e a l . Nonetheless i t may have been the case t h a t 
management was a b l e t o make a degree of progress i n g a i n i n g acquiescence 
f o r i t s proposals through the committees, which would e x p l a i n t h e i r 
r e l a t i v e s a t i s f a c t i o n w i t h the s i t u a t i o n . They nonetheless expressed 
f r u s t r a t i o n s about t h e i r o p e r a t i o n , commenting on the r e l u c t a n c e of the 
stewards to commit themselves, and of the f a i l u r e of one apparently 
s u c c e s s f u l s a f e t y committee to d i s s e m i n a t e i t s d i s c u s s i o n so t h a t the 
second working p a r t y began from the same p o i n t as the f i r s t had, (One 
might add t h a t t h i s i m p l i e s nothing had been done to r e s o l v e the 
s u b s t a n t i v e problems perceived by o p e r a t o r s as a r e s u l t of the f i r s t , so 
t h a t the i s s u e s remained unchanged). Management's s u c c e s s , i f such i t was, 
thus remained l i m i t e d i n scope and f e l l s h o r t of t h e i r a s p i r a t i o n s i n 
the f a c e of the ' i r r a t i o n a l i t y ' of the m a t e r i a l they sought to mould. 

The r h e t o r i c of job enrichment had been expressed i n a h i g h l y academic 
f a s h i o n i n the Philosophy document which was i s s u e d to employees. I t 
spoke of the need t o c o n s i d e r the development not only of t e c h n i c a l but 
a l s o of human r e s o u r c e s : 

To allow men a t a l l l e v e l s to make t h e i r g r e a t e s t c o n t r i b u t i o n , 
we must be concerned with the way they are managed, the way t h e i r 
jobs are made up, the way they are t r a i n e d and the way they are 
allowed to feed i n t h e i r own i d e a s about t h e i r work. 

T h i s was expressed i n terms of ' j o i n t o p t i m i s a t i o n ' , g e t t i n g the best from 
both t e c h n i c a l r e s o u r c e s and employees i n combination (the reader w i l l 
r ecognise the T a v i s t o c k input h e r e ) . Thus a l l problems were to be 
t a c k l e d " i n the l i g h t of both the t e c h n o l o g i c a l and the human needs". 

The main form i n which t h i s was supposedly embodied i n the p l a n t was the 
job f l e x i b i l i t y which has a l r e a d y been d i s c u s s e d . The management view 
expressed to me was t h a t management gained the f l e x i b i l i t y , w h i l e 
operators gained "more i n t e r e s t i n g and rewarding j o b s " , and were a l s o 
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a b l e to i n c r e a s e t h e i r s a l a r y by t h e i r own e f f o r t s i n mastering s k i l l s . 
The gen e r a l o b s t a c l e s which l a y i n the path of t h i s i n t e n t i o n have been 
summarised. However, a p a r t i c u l a r l y i n t e r e s t i n g e l a b o r a t i o n of the 
arrangements had taken p l a c e i n one p a r t of the p l a n t , on the r a i l gantry. 
T h i s a r e a i n v o l v e d s e v e r a l t a s k s : f i l l i n g the r a i l c a r a f t e r l i n i n g up the 
c a r w i t h the f i l l i n g head; shunting; m a i n t a i n i n g the c l e a n l i n e s s o f the 
f l o o r a r e a ; and the o p e r a t i o n of the computer which c a r r i e d out the f i l l i n g 
t ogether w i t h completing the i n v o i c e . The l a s t t a s k was t r a d i t i o n a l l y 
a s t a f f one, but, along with r o t a t i o n between t a s k s , o p e r a t o r s a t the r a i l 
g antry were a l s o given the 'enrichment' o f the r e s p o n s i b i l i t y f o r t h i s job 
as w e l l . However, a f t e r an a c c i d e n t some m i l e s away, r e s u l t i n g i n a f i r e 
and t r a c e d to an i n s e c u r e l y f a s t e n e d hatch of a Southbank c a r , t h e r e was 
p r e s s u r e to b r i n g i n a s u p e r v i s o r to oversee the o p e r a t i o n ( i n d i c a t i n g 
the f r a g i l i t y of management's b e l i e f i n the r e l i a b i l i t y of t h e i r o p e r a t o r s ) . 

Nonetheless, a t the time of my v i s i t s the system of enrichment s t i l l e x i s t e d 
i n i t s modified, s u p e r v i s e d form. The men would decide on the a l l o c a t i o n 
of jobs among themselves, though t h e i r f l e x i b i l i t y was c u t by the 
requirement to ensure t h a t the s u p e r v i s o r was t o l d who was doing what. 
They c o u l d ( n e v e r t h e l e s s , change w i t h i n a s h i f t i f they so wished. I n 
p r a c t i c e , I was t o l d , they r a r e l y d i d , wanting a s t a b l e job. Managers 
seemed to have r e a l i s e d t h a t enforced r o t a t i o n would cause complaints, 
not i n t e r e s t , and decided to l e a v e w e l l a l o n e . 

I f management hoped to gain p o s i t i v e support and g r e a t e r f l e x i b i l i t y from 
t h e i r arrangements they were, however, to be d i s a p p o i n t e d . As one 
d i s g r u n t l e d management source t o l d me, he j u s t couldn't understand the 
a t t i t u d e s . They'd given the men freedom, and manned to a l e v e l a b l e to 
cope w i t h more than a c t u a l l y had to be done a t f i r s t . Now they wanted to 
put i n a t h i r d f e e d - l i n e , and had been t o l d they couldn't u n l e s s they 
i n c r e a s e d manning l e v e l s a p p r o p r i a t e l y . Yet the men here weren't a t a l l 
pushed. Moreover, they j u s t d i d n ' t use t h e i r freedom i n the r i g h t way. 
They l e t the r a i l i n g s i n the gantry get f i l t h y as soon as they were given 
gloves, and were g e n e r a l l y very s l a c k ; they needed a s u p e r v i s o r to boot 
them along i n the r i g h t d i r e c t i o n . T h i s was g e n e r a l i s e d to a statement 
t h a t the Philosophy had never r e a l l y got o f f the ground because people 
wouldn't h e l p out. There was no teamwork. I t had a l l gone sour. The 
men I spoke to myself on the gantry were as adamantly annoyed about 
management's use of the system as they saw i t . "Picked the wrong p l a c e 
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to come and do t h a t (look a t p a r t i c i p a t i o n ) . I t ' s not too good r i g h t 
now. Y o u ' l l hear some r i g h t language spoken." 

F i n a l l y , were o p e r a t o r s or t h e i r r e p r e s e n t a t i v e s aware of the image of 
Southbank t h a t had been presented to the managment world a t l a r g e ? 
A s t o n i s h i n g l y ( a t the time) the p a r t i c i p a t i v e management had never taken 
the t r o u b l e to t e l l t h e i r employees how w e l l o f f they were. The shop 
stewards grabbed the book e a g e r l y when I produced i t , and one announced 
h i s i n t e n t i o n to go and s e a r c h f o r i t i n the l i b r a r y t h a t n i g h t - " I 
always c a r r y my t i c k e t s " . "The t r o u b l e i s " , I was t o l d , " i t ' s hard to 
know how r e l e v a n t i t i s now because i t ' s changed so much s i n c e " . (The 
book, p u b l i s h e d t h r e e y e a r s before my study, was r e p r i n t e d f o r a 1978 
e d i t i o n ) . More embarrassing f o r me was the time I showed i t to the l o c a l 
union o f f i c i a l , who rang up the personnel manager a t the p l a n t on the spot, 
announced t h a t I was w i t h him and had shown him the book, and demanded 
t h a t a copy be se n t to him f o r t h w i t h . 

I asked what the r e p r e s e n t a t i v e s thought of the s p e c i a l design of the 
p l a n t , notwithstanding t h e i r ignorance of the book. Whenever I r a i s e d 
t h i s , I found myself being looked a t as i f I ' d 'gone out'. I was t o l d 
t h a t i t was hard to c r e d i t t h a t such an e f f o r t had been made, because 
the p l a n t seemed designed to o b s t r u c t good working p r a c t i c e s and job 
i n t e r e s t . "They co u l d n ' t have designed i t worse". More to the p o i n t , 
however, was the f o r c e f u l argument t h a t amid a l l t h i s concern f o r 
p a r t i c i p a t i o n , no e f f o r t had been made to c o n s u l t those f o r whom the 
p l a n t was supposedly being designed - the o p e r a t o r s . 

MANAGEMENT ATTITUDES 

My key c o n t a c t s on the management s i d e w i t h i n the Southbank p l a n t were 
with the p l a n t d i r e c t o r and the head of pe r s o n n e l (apart from the l a t t e r ' s 
a s s i s t a n t who was a major source of f a c t u a l i n f o rmation and my c h i e f 
l i a i s o n ) . As the former made i t c l e a r , top management to a degree s e t 
the tone of managerial s t y l e s , though a p a r t i c i p a t i v e s t y l e c ould not be 
guaranteed to be followed by those lower down the h i e r a r c h y . 

The p l a n t d i r e c t o r was a chemist, and gave a c l e a r i mpression of 
regarding t h i s , t e c h n i c a l , s i d e of work o r g a n i z a t i o n as primary and of 
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being somewhat s c e p t i c a l about fancy notions of employee r e l a t i o n s p o l i c i e s . 
On d i s c u s s i o n and c o n s u l t a t i v e groups h i s a t t i t u d e was s t r i k i n g l y s a r d o n i c 
and, i n the terms of Chapter 5's a n a l y s i s , pseudo-democratic. Thus he 
spoke o f the need to have a d i r e c t i v e manager i n the group "to j o l l y them 
along and make them t h i n k p r o p e r l y " . In t h i s he r e f l e c t e d (or perhaps 
symbolised and led) a d e f i n i t i v e s h i f t away from the p o l i c y p e r s p e c t i v e 
i m p l i e d by the Philosophy of the £0s. Another i l l u s t r a t i o n i s provided 
by h i s view of the experiment with democracy repr e s e n t e d by the d e c i s i o n 
to a l l o w o p e r a t o r s to choose by vote t h e i r s h i f t system a few y e a r s 
p r e v i o u s l y . 

Many of the newly t r a i n e d o p e r a t o r s had come from a l o c a l p r o c e s s p l a n t 
which operated a ' c o n t i n e n t a l 1 s h i f t system, and had clamoured f o r t h i s 
system to be introduced i n p l a c e of t h a t planned f o r Epoch. Management 
f i n a l l y acceded to a vote on the s u b j e c t , and s e t a minimum of t w o - t h i r d s 
i n favour o f the change; i n the event over t h r e e - q u a r t e r s voted f o r i t . 
The r e s u l t i n g system was f e l t to cause problems by the p l a n t d i r e c t o r , and 
he thus concluded t h a t he would t h i n k v e r y c a r e f u l l y before a l l o w i n g 
anything e l s e to go to the vote. Democracy, i t seems, was only d e s i r a b l e 
i f i t produced quiescence and the d e c i s i o n management cons i d e r e d b e s t . 

The personnel manager was r a t h e r more e a r n e s t about p a r t i c i p a t i o n , and 
seemed to have had some sympathy (and involvement) with the Philosophy 
campaign. He r e g r e t t e d the s u s p i c i o n which always seemed to e x i s t between 
management and men. Nonetheless, he had come to the c o n c l u s i o n t h a t the 
i n i t i a l approach through s o c i o - t e c h n i c a l a n a l y s i s had put too much emphasis 
on the s o c i a l s i d e of the p a i r . A f t e r a major a c c i d e n t a t the p l a n t 
(which a l s o loomed l a r g e i n the account o f o p e r a t o r s and put a premium on 
h e a l t h and s a f e t y i s s u e s , I found) a move had been made to put f a r more 
s t r e s s on the t e c h n i c a l s i d e . Nonetheless, h i s o r i e n t a t i o n r e t a i n e d 
c e n t r a l elements of a human r e l a t i o n s approach - "We need to get people 
to work together more i n i n d u s t r y . I t r y to show people I'm an employee 
as much as they a r e . " He was keen to d e s c r i b e h i s e f f o r t s to maintain 
h i s own c o n t a c t s and channels of information i n the p l a n t to keep i n 
touch with the men's f e e l i n g s . 

Both of these managers expressed f r u s t r a t i o n a t the r e l u c t a n c e of union 
and other r e p r e s e n t a t i v e s to commit themselves and get f u l l y i n v o l v e d i n 
p a r t i c i p a t i o n . The personnel manager f e l t t h a t "people i n t r a d e union 



603 

o f f i c e are r e l u c t a n t to p a r t i c i p a t e and i n i t i a t e anything - i f something 
goes wrong they don't want t o be p a r t y to i t - though a t times they get 
e n t h u s i a s t i c and i n v o l v e d i n something". The p l a n t d i r e c t o r argued t h a t 
"We a r e v e r y keen t o _ c o n s u l t " , but s i m i l a r l y f e l t t h a t o p e r a t o r s were 
r e l u c t a n t t o accept j o i n t r e s p o n s i b i l i t y f o r d e c i s i o n s , but would be upset 
i f given no chance to express t h e i r views. He f e l t one reason for the 
r e t i c e n c e was the l e v e l of unemployment i n the community, so t h a t t h e r e 
was a f e a r of any suggestions meaning the company could make do w i t h l e s s 
men. But he a l s o spoke of d i s c u s s i o n s w i t h h i s managers about s e t t i n g up 
a c o n s u l t a t i v e body, i n which they opposed the i d e a as by-passing them and 
c a l l e d f or c o n s u l t a t i o n down the l i n e , not j o i n t c o n s u l t a t i o n . 

The predominant message from management i n Epoch was, however, the 
d i s i l l u s i o n with the Philosophy, and so w i t h the o f f i c i a l b a s i s of the 
p l a n t ' s i n i t i a l p l a n s f o r s o c i a l o r g a n i z a t i o n , t h a t had developed during 
the few y e a r s of the p l a n t ' s o p e r a t i o n . Not only was t h i s c l e a r i n the 
accounts of the changes i n a t t i t u d e s from l e s s o n s l e a r n e d by the managers 
w i t h whom I d i s c u s s e d p a r t i c i p a t i o n , i t was a l s o p l a i n i n the response 
r a t e of managers to the q u e s t i o n n a i r e . Thus I was t o l d t h a t many managers 
had informed the personnel manager's a s s i s t a n t , who was c o l l e c t i n g t h e i r 
q u e s t i o n n a i r e s , t h a t they were not completing the schedule a s they f e l t 
the whole q u e s t i o n of p a r t i c i p a t i o n was now i r r e l e v a n t , having become v e r y 
c y n i c a l about i t . Thus those who d i d answer were more l i k e l y to be those 
who had r e t a i n e d an i n t e r e s t , s i n c e I was unable to c o n t a c t and persuade 
the non-respondents t h a t such a t t i t u d e s were as r e l e v a n t a s those ' f o r ' 
p a r t i c i p a t i o n (a good example, perhaps, of the widespread assumptions 
t h a t r e s e a r c h e r s only want t o know what 'works'). 

A f i n a l p o i n t of i n t e r e s t here i s the way i n which the p r e s e n t a t i o n to me 
of the o p e r a t i o n of the scheme changed a s my expressed d e s i r e to study 
the system became c l e a r . Thus a t the s t a r t of my f i r s t v i s i t the i n i t i a l 
message was t h a t f a m i l i a r from management's p u b l i c r e l a t i o n s account of 
' t h e i r ' p a r t i c i p a t i o n schemes - a f a i r l y u n c r i t i c a l account. As I 
proposed a study, so the accounts showed an awareness of the f a i l i n g s 
and problems on the p a r t of the managers concerned u n t i l they came c l o s e 
to being completely d i s m i s s i v e of the scheme. T h i s i s a good i l l u s t r a t i o n , 
then, o f the problems of the u s u a l , s u p e r f i c i a l s u r v e y s of p a r t i c i p a t i o n 
i n o p e r a t i o n , as was suggested i n Chapter 10. 
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I f we t u r n now t o the r e s u l t s of the q u e s t i o n n a i r e , i t w i l l be apparent 
t h a t the low response r a t e i n Epoch from managers, w h i l e i t does i t s e l f 
c o n s t i t u t e a datum as already i n d i c a t e d , means t h a t any attempt t o draw 
f i r m conclusions from the response would be r i s i b l e . Of the f i v e r e p l i e s 
on where the power l a y i n the f i r m , f o r instance, i t i s hard t o make 
much of the f a c t t h a t f o u r named Southbank p l a n t management, one i n 
combination w i t h supervisors, and two others along w i t h company HQ and 
operators/unions; w h i l e the f i f t h f e l t no one group except perhaps HQ 
was predominant. A l l one can do i s s t a t e i t , f o r what i t i s worth, and 
observe t h a t w h i l e no-one saw the unions as having the power (compare 
W e l d r i l l ) , l o c a l management came up i n a l l r e p l i e s and HQ i n t h r e e . 

The next p a i r o f questions drew on the Company Philosophy Statement 
(which had been d i s t r i b u t e d f o r a l l employees t o see). Two q u o t a t i o n s 
d e s c r i b i n g aims o f the company's p o l i c y were reproduced, and respondents 
were asked how f a r they f e l t these had been achieved i n the Southbank 
p l a n t . The f i r s t was "... c r e a t i n g c o n d i t i o n s i n which employees at a l l 
l e v e l s w i l l be encouraged and enabled t o develop and r e a l i s e t h e i r 
p o t e n t i a l i t i e s . " None o f the s i x respondents thought i t had been 
completely achieved, o n l y one t h a t i t had been achieved t o a very l a r g e 
e x t e n t , f o ur t o a ' f a i r e x t e n t " , one not very f a r , none t h a t i t had not 
been achieved a t a l l . Since an i m p l i c a t i o n o f what I was t o l d about the 
d i s i n t e r e s t i n completing the questionnaire i s t h a t those who d i d f i l l i t 
i n were less d i s i l l u s i o n e d than t h e i r f e l l o w s , t h i s does not represent 
a very c o n f i d e n t r e s u l t on the p a r t o f management. They are s t i l l l e s s 
impressed w i t h the company's progress on the second f r o n t : "People ... 
roust f e e l t h a t the company's o b j e c t i v e s are worthwhile, and the s o r t of 
o b j e c t i v e s they are w i l l i n g t o commit themselves t o " . This was intended 
to i n d i c a t e h i g h e r - l e v e l p a r t i c i p a t i o n i n the company's terms, where the 
previous q u o t a t i o n concerns r a t h e r the j o b l e v e l . I n t h i s q uestion, two 
respondents f e l t t h i s o b j e c t i v e had been achieved to a ' f a i r e x t e n t ' , 
and the other four 'not very f a r ' . To a subsequent question about the 
strengths and weaknesses o f the Philosophy, answers were too few t o set 
up c a t e g o r i e s , given the v a r i e t y o f the s i x r e p l i e s . Thus, f o r example, 
only one response attacked the ideas i n the Philosophy i t s e l f (as 
"academic middle-class ideas useless f o r the working-class w i t h working-
class i d e a l s " ) , another r e f e r r e d t o the s t r e n g t h s alone, as a close 
working r e l a t i o n s h i p o f employees and management. The other four a l l 
r e f e r r e d t o obstacles t o the approach, t h r e e o f them l y i n g elsewhere i n 
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the company (e.g. lack o f Head O f f i c e support) and one i n the lack of 
r i g h t c a l i b r e l o c a l management. Two o f these four s t a t e d t h a t they 
thought the ideas were good. 

Five of the s i x managers had served on a c o n s u l t a t i v e committee a t the 
Southbank p l a n t i n the past, and a l l s i x were w i l l i n g t o do so i n f u t u r e . 
They were asked how adequate the amount of c o n s u l t a t i o n of employees w i t h 
management a t Southbank was. One f e l t i t t o be 'reasonably adequate', 
four 'a b i t inadequate', and one 'very inadequate', w i t h no-one t h i n k i n g 
i t 'very adequate'. Once again, on t h i s evidence even management do not 
r a t e very h i g h l y the c u r r e n t s t a t e of p a r t i c i p a t i v e a f f a i r s i n t h e i r p l a n t . 

F i n a l l y , we can r e f e r back t o Tables 14.1, 14.2 and 14.3. I t w i l l be seen 
from Table 14.1 t h a t none of the Epoch management respondents f e l t 
management came best out o f the company approach on p a r t i c i p a t i o n . Three 
f e l t both sides gained, workers most, and two t h a t the b e n e f i t was equal, 
the s i x t h regarding the arrangraents as making no d i f f e r e n c e . Table 14.2 
shows t h a t one o f the managers would f e e l very badly i f the management 
decided t o abandon the Philosophy, four q u i t e badly, and one wouldn't 
mind a t a l l . From Table 14.3 i t emerges t h a t one o f these managers 
be l i e v e s t h a t management are very c l o s e l y i n touch w i t h the needs o f t h e i r 
workers, and the remaining f i v e t h a t they are reasonably so. 

I n s o f a r as any conclusions can be drawn f o r the p o p u l a t i o n o f management 
from t h i s t i n y and probably unrepresentative sample, i t i s t h a t despite 
a lack of confidence i n the achievements of the Philosophy and the 
management methods associated w i t h i t , they continue t o show some 
attachment t o the system, and not t o see the workforce as l o s i n g by i t . 
Despite c o n s u l t a t i o n being acknowledged as attenuated, they f e e l t h a t 
management are p r e t t y w e l l i n touch w i t h the operators. The next t h i n g 
i s t o see how the operators themselves f e e l . 

UNION AND OPERATOR ATTITUDES 

The shop stewards a t Southbank were s c e p t i c a l about p a r t i c i p a t i o n l a r g e l y 
as a r e s u l t of t h e i r experience o f i t . T his was p a r t i c u l a r l y n o t i c e a b l e 
on the p a r t of the t r e a s u r e r of the branch who was t h e i r most vocal 
spokesman and who acted as the l i a i s o n t o pass the questionnaires back 
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t o me. He was a staunch supporter o f the need f o r i n d u s t r i a l democracy, 
but had come l i k e h i s f e l l o w stewards t o regard Southbank as a sham. The 
most s t r i k i n g arguments were t h a t t h i n g s had changed r a p i d l y since the 
book I showed them had been w r i t t e n , and t h a t i n any case "when i t was 
b u i l t they never consulted w i t h the people who a c t u a l l y would work t h e r e , 
j u s t c o n s u l t a n t s " . There was al s o mention o f the problem o f working f o r 
a m u l t i - n a t i o n a l , where management were f e l t p a r t i c u l a r l y able t o make 
decisions w i t h o u t c o n s u l t i n g i f they so chose. I n a d d i t i o n , t h e i r 
experience o f the other l o c a l process p l a n t , from which a l a r g e p r o p o r t i o n 
o f the men had been r e c r u i t e d , had not impressed them w i t h the ope r a t i o n 
o f works c o u n c i l s there e i t h e r . 

When the operators were asked i n the quest i o n n a i r e where they f e l t the 
power l a y , t h e y seemed t o endorse the f e e l i n g s about the distance o f the 
c o n t r o l centre from the l o c a l union which the stewards had described. 
Thus 75% o f responses put the power i n the hands of a remote management 
body ( u s u a l l y company HQ i n B r i t a i n or overseas), 11% w i t h l o c a l 
management, 8% w i t h a combination o f l o c a l and remote management, and 
the remaining 6% w i t h other combinations ( i n c l u d i n g supervisors or 
o p e r a t o r s ) . Thus the union fades i n t o the background, i n c o n t r a s t t o 
W e l d r i l l , and reference i s made on occasion i n other responses t o the 
problems o f d e a l i n g w i t h a l o c a l management who are both hamstrung by 
and able t o hide behind p o l i c y l a i d down from the centre. 

Moving on now t o consider the r e s u l t s o f the questions on the arrangements 
f o r p a r t i c i p a t i o n i n the Southbank p l a n t , i t becomes apparent t h a t i f the 
managers who completed the quest i o n n a i r e d i d not t h i n k much of the 
achievements i n terms of the Philosophy, then operators are s t i l l l e s s 
enamoured. Table 15.1 summarises the r e s u l t s f o r the f i r s t two questions, 
which were the same as those put t o management: 
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TABLE 15.1 WORKERS : HOW FAR HAVE THE PHILOSOPHY AIMS BEEN ACHIEVED? 

"... r e a l i s i n g "... company 
p o t e n t i a l i t i e s . . . " o b j e c t i v e s 

worthwhile " 

Completely 

Very Large Extent 1% 1% 

F a i r Extent 12% 10% 

Not Very Far 56% 48% 

Not At A l l 31% 40% 

The predominant response i s t h a t n e i t h e r i n terms o f the i n d i v i d u a l 
operator and h i s job (the s e l f - a c t u a l i s a t i o n aspect o f the Statement 
o f Philosophy) nor i n terms of wider commitment t o company o b j e c t i v e s 
do the operators f e e l t h a t any s i g n i f i c a n t progress towards the st a t e d 
goals o f Epoch has been achieved. I n r e l a t i o n t o the f i r s t statement, 
the most frequent response on the b e n e f i t s t o be achieved from 
p a r t i c i p a t i o n r e f e r r e d t o the need f o r g r e a t e r j ob s a t i s f a c t i o n . This 
i s p a r t i c u l a r l y worthy o f note i n t h a t i t r e i n f o r c e s what was said e a r l i e r 
about the i d e a l i s e d p i c t u r e of work and work a t t i t u d e s i n process p l a n t s 
presented by Blauner and othe r s . 

Of the responses 22% had served on one or other o f the c o n s u l t a t i v e 
committees t h a t had e x i s t e d i n the p l a n t , and despite t h e i r general 
d i s a f f e c t i o n w i t h the arrangements i n the p l a n t , 82% were w i l l i n g t o 
serve on such committees i n the f u t u r e . The d i s a f f e c t i o n was re-emphasised 
however, by the f i n d i n g s on s a t i s f a c t i o n w i t h the e x i s t i n g amount o f 
c o n s u l t a t i o n i n the p l a n t . Only 3% found i t 'very adequate', 5% 'reasonabl 
adequate', while 33% found i t 'a b i t inadequate' and 60% 'very inadequate'. 
(A 'don't know' a l t e r n a t i v e was provided t o t a p i n d i f f e r e n c e - c . f . 
Blackburn & Beynon, 1972 - but none o f the respondents e i t h e r used t h i s 
or f a i l e d t o answer the q u e s t i o n ) . 

Table 14.4 presented the r e s u l t s o f the question concerning who gains 
from the Epoch company approach and philosophy on p a r t i c i p a t i o n . As w i t h 
W e l d r i l l , the view o f a l a r g e p r o p o r t i o n (78%) t h a t management come out 
of the arrangements b e t t e r than workers c o n t r a s t s w i t h management's own 
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pe r c e p t i o n . Only 3% f e l t t h a t management and workers gained e q u a l l y , 
though 38% i n a l l f e l t t h a t both sides gained t o a t l e a s t some ext e n t . 

Even these 38% are not f o r the most p a r t very attached t o the system, 
however. Thus when asked how they would f e e l i f management decided t o 
give up the e x i s t i n g philosophy and approach (see Table 14.5) o n l y 1% 
would f e e l 'very' or 'quite badly'. Just over a t h i r d would be only a 
l i t t l e put out, 29% would have no qualms, and one i n f i v e would be pleased. 
I t i s worth quoting the a d d i t i o n a l comment w r i t t e n by one respondent on 
the back of the page a f t e r the l a s t response: 

I n ' t i c k i n g ' the 'be pleased' I am assuming t h a t i f management 
d i d g ive up i t s present approach i t would be replaced by a much 
more s o c i a l i s t i c a t t i t u d e and they would not c a r r y on w i t h t h i s 
"we are the bosses you only b o i l o i l " and "be t h a n k f u l you have 
a j o b " , both statements I have heard from management. 

Other respondents were not ne c e s s a r i l y so c l e a r from the r e s t o f t h e i r 
q uestionnaires as t o whether an a l t e r n a t i v e was envisaged, but i t should 
be borne i n mind t h a t any response r e f l e c t s both the a t t i t u d e t o the 
c u r r e n t system and, i n some cases, an idea o f what might or might not 
replace i t . ( i t w i l l be r e c a l l e d t h a t I observed e a r l i e r , i n r e f e r r i n g 
to German workers' apparent attachment t o works c o u n c i l s , t h a t t h i s d i d 
not c o n s t i t u t e an absolute e v a l u a t i o n , but was made i n the absence o f 
any v i s i b l e 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 or grievance channel). 

When asked how f a r they thought management were i n touch w i t h the operators' 
needs (see Table 14.6), Epoch workers gave the most c r i t i c a l response o f 
the three f i r m s s t u d i e d . Nine out of ten f e l t t h a t management were 'not 
very w e l l ' or 'not at a l l ' i n touch w i t h those needs. This i s probably 
due i n p a r t at l e a s t t o the c r i s i s i n i n d u s t r i a l r e l a t i o n s i n the p l a n t . 
Nonetheless, i f t h e i r a t t i t u d e s t o management on t h i s f r o n t were p r e t t y 
u n i t e d , t h e i r views of management - worker r e l a t i o n s g e n e r a l l y were more 
mixed. A question about desired improvements i n the job produced responses 
ranging from some requesting a r a d i c a l change i n management through t o a 
number of pleas f o r more u n i t a r y , co-operative working r e l a t i o n s 
(confirming the shop stewards' view t h a t a t t i t u d e s v a r i e d widely from 
m i l i t a n t o p p o s i t i o n t o a k i n d of management/enterprise consciousness). 
Two c o n t r a s t i n g q u o t a t i o n s concerning the b e n e f i t s expected from 
p a r t i c i p a t i o n i l l u s t r a t e t h i s same range of views: 
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Be t t e r general c o n d i t i o n s . Management would have c l o s e r contact 
w i t h workers and understand complaints and do something and not 
give lame reasons f o r not doing anything. 

This again revolves around the question of who c o n t r o l s the 
economy, workers or c a p i t a l i s t s . 

For some respondents there was a v o l u n t a r i s t i c , w i s h f u l b e l i e f t h a t the 
obstacles t o f a i r n e s s and shared i n t e r e s t s were only a matter of the r i g h t 
people, the r i g h t i n s t i t u t i o n s and the r i g h t o u t l o o k . For others a more 
c y n i c a l and s t r u c t u r a l l y d e t e r m i n i s t i c outlook l e d e i t h e r t o broad 
r e j e c t i o n of the idea or t o a l i m i t e d a s p i r a t i o n f o r 'less s u p e r v i s i o n ' 
or 'more money 1. One respondent even expressed a d e s i r e f o r an improvement 
i n h i s present j o b v i a "A change from the American i n d u s t r i a l psychology 
the company seems t o have adopted". 

Another response here c a l l e d f o r management t o abandon the'(Southbank) 
Concept' as being outdated and p r o v i d i n g no r e a l i s t i c wage payment system. 
A few other comments on the Philosophy, a l l added a t the end of the 
q u e s t i o n n a i r e i n a space provided f o r any a d d i t i o n a l p o i n t s or remarks, 
v a r i e d i n t h e i r a l l o c a t i o n of blame but not on the f a i l u r e o f the grand 
scheme. Thus one o f the r e p l i e s observed: 

Much has been sai d and t a l k e d about the '/SouthbankJ Concept'. 
I n i t i a l l y the idea was sound and had the backing and support 
of the workforce. But the problems which have a r i s e n over the 
past 3 t o 4 years are p a r t l y due t o r e s t r i c t i o n s imposed by 
government l e g i s l a t i o n but mainly t o t h i s management's p o l i c y 
of s t i c k i n g t o the i n i t i a l '/Southbank/ Concept' and r e f u s i n g 
t o a l t e r t h e i r ideas t o f i t i n w i t h changing p o l i c i e s and 
c o n d i t i o n s i n the l o c a l area. 

Another respondent f e l t t h a t the idea was f i n e but t h a t i t "has never 
been allowed t o progress through e x c e p t i o n a l l y bad management". For a 
t h i r d , "management w i l l have t o r e a l i s e t h a t they cannot t r e a t operators 
l i k e a f l o c k of sheep who only need a good dog t o keep them moving i n 
the r i g h t d i r e c t i o n " . 

Vocal r e p l i e s are, i t seems probable, l i k e l y t o be d i s a f f e c t e d ones t o 
a d i s p r o p o r t i o n a t e e x t e n t . At a time of manifest s t r i f e the p r o b a b i l i t y 
i s increased. My own r e a c t i o n t o these accounts i s a somewhat i n t u i t i v e 
one ( i . e . based on observations t h a t I would be hard put t o s p e c i f y ) , but 
i t d i d not seem t o me t h a t the l o c a l management were notably bad or 
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unusually l a c k i n g i n a p p r e c i a t i o n o f operators' views. Rather the 
p o l i c i e s o f a l a r g e m u l t i - n a t i o n a l had come home t o r o o s t , and the blame 
had tended t o be placed on an immediate t a r g e t , the l o c a l managers. 
More r e l e v a n t l y f o r t h i s t h e s i s , t h i s seems a good example o f , the way 
'ideas' remain r e l a t i v e l y u n c r i t i c i s e d where p a r t i c i p a t i o n i s concerned, 
again w i t h p e r s o n a l i t i e s t a k i n g the s t i c k . 

These observations can, however, also be extended by n o t i n g t h e i r apparent 
e f f e c t on worker a t t i t u d e s towards the p a r t i c i p a t i o n scheme. This seems 
to have been a case where f o r a t l e a s t some employees the high hopes 
engendered by the i n i t i a l propaganda f o r the Philosophy b a c k f i r e d i n 
marked b i t t e r n e s s when they f e l t l e t down. 

I have been w i t h /"EpochJ a t /SouthbankJ since i t f i r s t s t a r t e d up ... 
and f e e l very disappointed a t the so c a l l e d fEpochJ Concept which 
we were a l l t o l d about and how i t would be implemented a t our f i r s t 
i n t e r v i e w s . I t i s q u i t e safe t o say t h a t t h i s f i r m has missed a 
chance i n a l i f e t i m e ... 

The a b s t r a c t idea o f p a r t i c i p a t i o n does not have t o be shattered f o r a 
p a r t i c u l a r scheme t o generate worse r e l a t i o n s than might have p r e v a i l e d 
otherwise; at l e a s t not i n the eyes o f those involved i n the scheme i t s e l f . 
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CHAPTER 15 : NOTES 

1. I t echoes s t r o n g l y of W i l f r e d Brown on the Glacier Metal Co. 
s t r i k e i n Kilmarnock - quoted i n Chapter 10 above. 

2. See Beynon, 1973, f o r one account o f Ford's rec r u i t m e n t p o l i c i e 

3. See Chapter 7, Table 7.8 f o r t h i s f i n d i n g . 



CHAPTER 16 : NATCO 

THE ORGANIZATION 

T h i s e n t e r p r i s e stands a p a r t from the other two examined i n terms of i t s 
p u b l i c s e c t o r s t a t u s , and i n the type of work which those who f i l l e d i n 
q u e s t i o n n a i r e s were engaged on. ' E n t e r p r i s e ' or 'firm' are not r e a l l y 
s u i t a b l e l a b e l s ; t h i s was a study i n four depots which with an a d m i n i s t r a t i v e 
headquarters c o n s t i t u t e d one of seven a r e a s w i t h i n a d i s t r i c t . The d i s t r i c t 
was c o n t r o l l e d by i t s own board, and was a d i s t i n c t f i n a n c i a l and 
a d m i n i s t r a t i v e e n t i t y , but was a t the same time subordinated t o the 
n a t i o n a l o r g a n i z a t i o n of the i n d u s t r y . T h i s i n t u r n was, as w i t h a l l 
n a t i o n a l i s e d i n d u s t r i e s , answerable t o a M i n i s t e r and through her/him t o 
P a r l i a m e n t . I n b r i e f , the l i n e of command was long, and the o r g a n i z a t i o n 
very l a r g e , although the p a r t of i t examined f o r t h i s study did c o n s t i t u t e 
an i d e n t i f i a b l e and p a r t l y autonomous u n i t w i t h i n the whole. 

The o r g a n i z a t i o n was the s e r v i c e s i d e of a major p u b l i c u t i l i t y , and as 
such w h i l e t h e r e was q u i t e a wide range of work ( d i v i d e d i n t o t h r e e broad 
c a t e g o r i e s : E n g i n e e r i n g , Commercial and A d m i n i s t r a t i v e ) most of i t 
i n v o l v e d a mobile job f r e e from d i r e c t s u p e r v i s i o n f o r much of the day. 
Work standards and payment methods meant, however, t h a t the job was not 
n e c e s s a r i l y experienced as r e l a t i v e l y f r e e of r e g u l a t i o n , as i s shown by 
the f a c t t h a t s a t i s f a c t i o n w i t h autonomy i s not p a r t i c u l a r l y high i n Natco 
( b e t t e r than t h a t f o r the o p e r a t o r s a t Epoch, but m a r g i n a l l y lower than 
t h a t expressed i n W e l d r i l l - see T a b l e 12.4 above). Moreover, the 
i n d i v i d u a l ' s p e r s o n a l m o b i l i t y i s i n some ways a r e f l e c t i o n of 
r a t i o n a l i s a t i o n . Thus p r o d u c t i v i t y agreements had l e d to g r e a t e r job 
f l e x i b i l i t y , so t h a t a craftsman would a l s o be expected to d r i v e , and 
o f t e n to do work without a mate. T h i s had enabled a c o n s i d e r a b l e 
r e d u c t i o n of s t a f f i n the i n d u s t r y over the y e a r s , from the mid-1960s. 
P r o d u c t i v i t y b a r g a i n i n g had had c l e a r e f f e c t s i n a context where one of 
the f i r s t such agreements had been s t r u c k . 

In the e a r l y 1960s the d e c i s i o n had been taken by management i n the i n d u s t r y 
to undermine the " t r a d i t i o n a l d i v i s i o n o f i n d u s t r i a l labour i n t o two 
c l a s s e s " , by i n t r o d u c i n g elements of ' S t a f f S t a t u s ' for manual workers. 
T h i s attempt t o overcome the " a r t i f i c i a l d i s t i n c t i o n " p r e d a t e s most such 
agreements i n the UK, i n c l u d i n g t h a t a t Epoch. At the same time, i t 
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appears t o have been i n s t a n t l y r e s u r r e c t e d by t a l k i n g i n s t e a d of 
' i n d u s t r i a l ' and ' n o n - i n d u s t r i a l ' s t a f f - a d i s t i n c t i o n which r e f l e c t s 
a r e a l d i f f e r e n c e i n work s i t u a t i o n and almost c e r t a i n l y i n s e l f - p e r c e p t i o n 
by the two groups o f employees. Indeed, there seems t o have been a f a i r 
amount o f c r i t i c i s m on these l i n e s from the manual s t a f f , emphasising 
s o c i a l d i v i d e s between s t a f f and a lack o f r e a l e q u a l i t y o f c o n d i t i o n s . 
The programme was not c a r r i e d t o i t s f u l l e x t ent, though overtime was 
reduced and replaced by a guaranteed wage; the d i s t i n c t i o n s survived down 
t o the time o f my study. Thus there was no d i f f i c u l t y i n i d e n t i f y i n g the 
manual group o f workers f o r the q u e s t i o n n a i r e d i s t r i b u t i o n . 

At t h i s p o i n t i t should be said t h a t i n w r i t i n g about the background o f 
the i n d u s t r y as a whole a good deal of m a t e r i a l has been gleaned from 
a r t i c l e s and a major t e x t on the arrangements f o r p a r t i c i p a t i o n and the 
experiments w i t h s t a t u s and p r o d u c t i v i t y , a l l w r i t t e n by managers of the 
i n d u s t r y . As w i t h the s e c t i o n on Epoch, these items w i l l not be referenced 
by name, though q u o t a t i o n s w i l l be used as appropriate t o i n d i c a t e once 
again the tone of p u b l i c accounts o f the case (the d i f f e r e n c e being t h a t 
t h i s time the area studied i s not s p e c i f i c a l l y discussed). Once more, 
t h i s lends added s i g n i f i c a n c e t o the f i n d i n g s o f the study reported here. 

Turnover i n the i n d u s t r y was reported low, and indeed many o f the manual 
respondents had spent a long time i n t h e i r employment: 7% over 25 years, 
39% 10 t o 25 years, 34% 3 t o lO years, and only 20% under 3 years. As 
i n almost a l l p a r t s o f the p u b l i c sector (and i n the two p r i v a t e sector 
f i r m s examined i n the s t u d y ) , p r e t t y w e l l everybody i n Natco was a union 
member. I n t h i s case there were four unions representing the manual s t a f f 
between them, though one had a p a r t i c u l a r l y strong base i n the i n d u s t r y , 
and I gathered t h a t i t tended t o dominate proceedings. There was no 
evidence o f any marked i n t e r - u n i o n r i v a l r y such as t h a t apparent i n 
W e l d r i l l , and I was t o l d by management and workers t h a t the unions tended 
t o co-operate reasonably w e l l amongst themselves. 

During i t s h i s t o r y the i n d u s t r y had been subjected t o several r e o r g a n i z a t i o n s , 
and s h o r t l y a f t e r my f i r s t approach t o propose ray research a f u r t h e r one 
was t o be experienced by the workers i n the d i s t r i c t . They were to be 
remarshalled i n t o seven areas, and p a r t i c i p a t i o n and a d m i n i s t r a t i v e 
o r g a n i z a t i o n was t o be rearranged accordingly. This also a f f e c t e d the 
l o c a l i t y i n which my study was c a r r i e d out, since my o r i g i n a l contact on 
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the management s i d e (a man w i t h a r e p u t a t i o n f o r a s p e c i a l commitment to 
p a r t i c i p a t i o n ) who had been i n charge of one of the e a r l i e r , s m a l l e r a r e a s 
had moved to be E n g i n e e r i n g Manager (under an o v e r a l l c h i e f manager) i n 
one of the new, l a r g e r a r e a s f u r t h e r South w i t h i n the d i s t r i c t ' s t e r r i t o r y . 
For those working i n the new a r e a , i t became apparent to me t h a t the 
r e o r g a n i z a t i o n was experienced not as r a t i o n a l i s a t i o n of o p e r a t i o n s but 
as a c e n t r a l i s a t i o n of d e c i s i o n s and a d m i n i s t r a t i o n . I n c o n v e r s a t i o n a t 
one depot, a foreman (the foremen were counted as manual s t a f f , though 
t h e i r r e s u l t s have been excluded from those given i n t h i s t h e s i s ) expressed 
t h i s i n a way t y p i c a l of other i n c i d e n t a l comments addressed to me on my 
journeys f o r q u e s t i o n n a i r e d i s t r i b u t i o n and c o l l e c t i o n . 

They've o v e r - c e n t r a l i s e d t h i s p l a c e ... and you j u s t get b i t s 
of paper and spend a l l your time t r y i n g to make sense of i t . 

The b u i l d i n g of an a r e a HQ on a s i t e s e p a r a t e from the depots, to which a l l 
management and a d m i n i s t r a t i o n was g r a d u a l l y being moved, thus c r e a t e d a 
d i s t a n c i n g which i t seems l i k e l y w i l l have i n f l u e n c e d r e p l i e s ; i t i s 
i m p o s s i b l e to say, of course, whether t h i s e a r l y r e a c t i o n would be 
confirmed by events without the r e s o u r c e of a follow-up study. 

The a r e a f o r the new r e o r g a n i z e d a u t h o r i t y had been based on the new l o c a l 
a u t h o r i t y boundaries. T h i s seemed to be regarded as a somewhat a r b i t r a r y 
d e c i s i o n without any n e c e s s a r y l o g i c f o r the i n d u s t r y by both managers 
lower down the h i e r a r c h y and manual s t a f f I spoke t o . For one respondent, 
i t would have been as l o g i c a l t o use the f i s h - f r y i n g r e t a i l e r s ' boundaries, 
to ensure t h e r e was a f i s h and c h i p shop on every round. Another s t o r y t o l d 
of r u c t i o n s a t the c e n t r e , whereby the s h i f t from t h r e e t i e r s of o r g a n i z a t i o n 
i n the d i s t r i c t ( t h e r e had been an i n t e r m e d i a t e l e v e l which the c e n t r a l i s e d 
a r e a s incorporated) to two had been f o r g o t t e n a t the D i s t r i c t HQ, so t h a t 
i n s t a f f i n g and o r g a n i z a t i o n they had remained as i f three t i e r s e x i s t e d 
f o r a w h i l e . I d i d not get the opportunity to check t h i s s t o r y , but i t 
i n d i c a t e s the views formed by those a t a d i s t a n c e from the decision-making, 
who f e l t n e e d l e s s l y s h u f f l e d around. 

The area i n which the study was c a r r i e d out, though i t was to some extent 
i n a s t a t e of t r a n s i t i o n , c o n s i s t e d of t h r e e main depots p l u s a s e c t i o n 
working l a r g e l y as a garage and employing f a r fewer men. The depots were 
a l l p h y s i c a l l y separated from each other, and from the HQ, by s e v e r a l 
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m i l e s . There was a sense i n which each s t i l l had i t s own i d e n t i t y , which 
helped to emphasise, too, the sense of d i s t a n c e from the c e n t r e . 

I n d u s t r i a l r e l a t i o n s i n the i n d u s t r y were h i g h l y c e n t r a l i s e d , w i t h a l l the 
b a s i c wages and c o n d i t i o n s being negotiated n a t i o n a l l y and a p p l i e d l o c a l l y 
through works committees. The l a t t e r were the t h i r d l e v e l down i n the 
system, w i t h i n t e r m e d i a t e n e g o t i a t i n g bodies e x i s t i n g a t d i s t r i c t l e v e l . 
The channel f o r n e g o t i a t i o n was d i v i d e d i n t o f i v e channels for d i f f e r e n t 
groups of s t a f f ( i n d u s t r i a l , b u i l d i n g and c i v i l engineering, engineers, 
c l e r i c a l , and managerial g r a d e s ) . A l l the employees to whom q u e s t i o n n a i r e s 
were d i s t r i b u t e d i n t h i s study came under the heading of the f i r s t body, 
f o r i n d u s t r i a l s t a f f . C l e a r l y the s e p a r a t i o n of these channels i n d i c a t e s 
f u r t h e r the d i s t a n c e of one grade from another i n the i n d u s t r y r e g a r d l e s s 
of s t a f f s t a t u s . A l l employees were covered by the same c o n s u l t a t i v e 
machinery, however, and w h i l e i t w i l l be observed t h a t the s e p a r a t i o n of 
t h i s channel from i t s c o u n t e r p a r t s c r e a t e s the u s u a l problems, no doubt i t 
does have an apparent f u n c t i o n f o r management of p r o v i d i n g a t l e a s t one 
u n i f i e d forum. 

The management i n t h i s i n d u s t r y had been forced, l i k e t h e i r c o u n t e r p a r t s 
i n other i n d u s t r i e s , to f a c e a growing depth of l o c a l union o r g a n i z a t i o n 
through the shop steward system, though as with other n a t i o n a l i s e d 
i n d u s t r i e s i t had s e t out to accord f u l l r e c o g n i t i o n to c e n t r a l unions from 
the time of i t s passage i n t o p u b l i c ownership i n the l a t e 1940s. P u b l i c 
u t i l i t i e s have a r e p u t a t i o n f o r r e l a t i v e l y p e a c e f u l i n d u s t r i a l r e l a t i o n s , 
and both n a t i o n a l l y and l o c a l l y Natco was no exception. I n terms of wages 
I gathered t h a t i t had s l i p p e d behind l o c a l wage l e a d e r s (such as Epoch) 
which had engendered some d i s c o n t e n t , but i n d u s t r i a l r e l a t i o n s work was 
not a f u l l - t i m e f i r e - f i g h t i n g t a s k , to the extent t h a t the r e s p o n s i b i l i t y 
f o r i t was assumed by the engineering manager w i t h i n the a r e a . 

Although i t was not p o s s i b l e for me to i n v e s t i g a t e the changes i n p r e s s u r e s 
on and o p e r a t i o n of trade unions at the l o c a l l e v e l exerted by the 
i n t r o d u c t i o n of p r o d u c t i v i t y bargaining from the e a r l y 1960s, i t s e f f e c t s 
can be seen on a n a t i o n a l b a s i s from other accounts. The a t t i t u d e of the 
unions, l e d by one union centred i n t h i s i n d u s t r y and with a l e a d e r s h i p 
which had been f r e q u e n t l y c h a r a c t e r i s e d as 'moderate' (and t h a t i n a 
strenuous, a c t i v e l y a n t i - l e f t i s t manner), was not one of p a r t i c u l a r 
h o s t i l i t y to changing work p r a c t i c e s i n r e t u r n f o r i n c r e a s e d wages. 
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Management accounts have them bargaining hard {and sometimes i n t h e i r view 
o b d u r a t e l y ) , but i n a ' f a i r ' and pragmatic manner i n sharp c o n t r a s t to the 
r e s i s t a n c e to change found among the p r i n t i n g unions, f o r example. C l e a r l y 
the changes i n Natco were l e s s of a t h r e a t to jobs, i n t h a t the i n d u s t r y 
was and would remain a key one, but nonetheless i t i s worth noting t h a t a 
c o n s i d e r a b l e r e d u c t i o n i n manning over time has occurred as a r e s u l t of 
agreements. E a r l i e r we saw t h i s i n the l o c a l experience of, f o r i n s t a n c e , 
the l o s s of the c r a f t worker's mate. N a t i o n a l l y i t meant a drop of over 
o n e - t h i r d i n the workforce i n the decade 1968-1977, a process which my own 
study f i n d s w e l l underway a t the time of q u e s t i o n n a i r e d i s t r i b u t i o n . A 
'pragmatic' union p o s i t i o n from what i s o f t e n presented as a p o s i t i o n of 
c o n s i d e r a b l e power appears i n p r a c t i c e to have e n t a i l e d very c o n s i d e r a b l e 
l o s s e s f o r many members. 

The management account of the progress of p r o d u c t i v i t y bargaining r e p o r t s 
t h a t i n some a r e a s the manpower i m p l i c a t i o n s of proposals has l e d to a 
hardening of work group r e s i s t a n c e , though the c a r r o t of p r o d u c t i v i t y 
awards during the p e r i o d of incomes p o l i c y i n the l a t e 1960s and the 
r e l a t i v e l y gradual r a t e of rundown i n s t a f f i n g had enabled management to 
achieve many of t h e i r goals with l e s s o p p o s i t i o n than might have been 
expected. The management v e r s i o n puts a g r e a t deal of emphasis on the r o l e 
of communication and c o n s u l t a t i o n a t l o c a l and l e s s f o r m a l l y a t work-group 
l e v e l , i n overcoming r e s i s t a n c e to change and tapping a w i l l i n g n e s s to 
co-operate. C e r t a i n l y the acquiescence seems to have been r e l a t i v e l y high, 
though some a r e a s of d i s s e n t were t o be found, but evidence produced l a t e r 
on the b a s i s of a t t i t u d e s i n the area s t u d i e s c a s t s doubt on the l i k e l y 
e f f i c a c y of the c o n s u l t a t i o n system as a major change agent. However, 
t h i s must remain contingent on the need to c o n s i d e r whether management 
i n t h i s i n d u s t r y were ab l e to convince r e p r e s e n t a t i v e s of workers through 
the committees and so f o r e s t a l l an important element of o p p o s i t i o n . I f so, 
then a pseudo-democratic committee nonetheless brought a degree of s u c c e s s 
f o r the i n t e r e s t s of management. I s h a l l r e t u r n to t h i s i s s u e i n the next 
s e c t i o n . 

I was given an account of the process by which p r o d u c t i v i t y proposals were 
introduced l o c a l l y from the management s i d e . I was informed t h a t the 
i n i t i a t i v e was very much t h a t of the Board ( a t d i s t r i c t l e v e l ) , who would 
undertake work study and suggest a r e a s of change. T h i s would be presented 
i n document form to workers' r e p r e s e n t a t i v e s , with suggestions as to the 
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p a y / p r o d u c t i v i t y r e l a t i o n s h i p to be agreed, and i f accepted i t would then 
be r e f e r r e d to the n a t i o n a l l e v e l to r a t i f y conformity to the n a t i o n a l 
agreement. There was l i t t l e i n d i c a t i o n of a s i g n i f i c a n t c a n v a s s i n g of 
suggestions from below. 

The management achievements on p r o d u c t i v i t y must be seen, once more, i n the 
l i g h t of the outlook of the dominant union (whose accommodative n e g o t i a t i o n 
around the r a t i o n a l i t y of management t h i n k i n g echoes what i s o f t e n c a l l e d 
'business unionism') and the n o n - m i l i t a n t t r a d i t i o n s of t h e i r members. 
I n r e t u r n the unions were ab l e to g a i n concessions from management which 
markedly advanced t h e i r o r g a n i z a t i o n a l i n t e r e s t s . I n the mid-1960s a 
d i s c i p l i n a r y procedure was pr e s s e d f o r , though agreement was delayed u n t i l 
1969. The procedure took the form of a management i n q u i r y i n the f i r s t 
i n s t a n c e , and an independent body i n c l u d i n g government, union and employer 
nominees as a court of appeal. 

More importantly, the unions were able to gain the i n t r o d u c t i o n of a check
o f f system f o r dues i n 1967, and subsequently ( f o l l o w i n g the Donovan 
Commission's Report) a c l o s e d shop agreement i n 1969. Union membership, 
estimated a t over 85% a l r e a d y , was thus to be enhanced, though h a r d l y with 
the e f f e c t of g r e a t e r b e n e f i t f o r the membership, i t may be thought. T h i s 
s c e p t i c i s m must be tempered w i t h the o b s e r v a t i o n however, t h a t employees 
i n the i n d u s t r y g e n e r a l l y d i d not e x h i b i t a fund of m i l i t a n t images or a 
t r a d i t i o n of a c t i o n which t h e i r union f a i l e d to r e p r e s e n t . Had t h i s been 
the c a s e , then f a r more d i s r u p t i o n might have been expected from the r i s e 
of the workplace union r e p r e s e n t a t i v e s (though such d i s r u p t i o n was f a r from 
absent, as w i l l be s e e n ) , and f a r l e s s s t a b i l i t y of the b a s i c i n d u s t r i a l 
r e l a t i o n s arrangements which remain e s s e n t i a l l y unchanged s i n c e 
n a t i o n a l i s a t i o n . Chapter 7 shows t h a t Natco workers, l i k e t h e i r counter
p a r t s i n the other two o r g a n i z a t i o n s , held c e r t a i n p o t e n t i a l l y d i s r u p t i v e 
views, or a t l e a s t ones d i s s e n t i n g from what Mann would c a l l the 'dominant' 
ones i n s o c i e t y , but t h a t t h i s o p p o s i t i o n i s a l s o markedly attenuated. 
Brannen e t a l (1976) d e s c r i b e how s t e e l w o r k e r s l a c k a vocabulary of r a d i c a l 
a l t e r n a t i v e r a t i o n a l i t y of production to oppose management proposals such 
as p l a n t c l o s u r e - though r e c e n t y e a r s have seen t h a t w h i l e t h i s has 
hampered the b a t t l e a g a i n s t redundancy, workers have fought long and hard 
with i m p r e s s i v e s o l i d a r i t y . I n Natco I suspect t h a t a f u r t h e r e x p l o r a t i o n 
of a t t i t u d e s along those l i n e s would r e v e a l the same l i m i t s , perhaps s t i l l 
more so, though a l s o many of the same p o s s i b i l i t i e s . Despite r e d u c t i o n s 
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i n manning, however, j o b s e c u r i t y f o r those who chose t o stay was good, 
and the i n d u s t r y was not i n defensive d e c l i n e . There was also the e f f e c t 
of n a t i o n a l i s a t i o n on the a p p l i c a t i o n of i n d u s t r i a l r e l a t i o n s 'best 
p r a c t i c e ' on an industry-wide basis which helped t o l i m i t c o n f l i c t . 
Working f o r a p u b l i c c o r p o r a t i o n may also have had some e f f e c t , though 
t h i s should not be overplayed (as was shown i n Chapter 10). 

Thus 59% of Natco manual respondents agreed t h a t ' n a t i o n a l i s a t i o n so f a r 
has done l i t t l e t o help the o r d i n a r y working man', w h i l e only 22% 
disagreed. Moreover, other aspects of working f o r a n a t i o n a l i s e d i n d u s t r y 
than those associated d i r e c t l y w i t h the pervasive advance of c a p i t a l i s t 
r a t i o n a l i s a t i o n of the labour process were p o t e n t i a l sources of 
d i s s a t i s f a c t i o n . Both an observation from o u t w i t h n a t i o n a l i s e d i n d u s t r y , 
and comments from management and workers i n t e r n a l l y , emphasised the 
sense of f r u s t r a t i o n and i n j u s t i c e a t the circumstances of a p u b l i c l y -
owned company. On the one hand the media, l a r g e l y h o s t i l e t o the concept 
of p u b l i c ownership, represent losses as i n e f f i c i e n c y and p r o f i t s as 
bloated p r i c e s - despite the massive s t r i d e s i n u n i t cost reduction 
achieved at the expense of employees. On the other, operations are 
c o n t i n u a l l y hampered, d i s r u p t e d , and c a r e f u l plans made i r r a t i o n a l by 
a r b i t r a r y decisions from above, p a r t i c u l a r l y those associated w i t h 
d e f l a t i o n a r y p o l i c y which could be a p p l i e d most d i r e c t l y and q u i c k l y t o 
government-directed a c t i v i t i e s , enabling these t o be used as an economic 
r e g u l a t o r . Thus phasing i n and out of new and obsolete equipment was 
subverted and p r o j e c t s thrown i n t o sudden d i s a r r a y . The f r u s t r a t i o n here 
was r e i n f o r c e d by a sense of powerlessness, and a confusion, p r e d i c t a b l y , 
i n the answers t o the question as t o who held most power i n the 
o r g a n i z a t i o n (see below). 

PARTICIPATION 

I n Chapter 10 I discussed the prevalence of p a r t i c i p a t i o n arrangements i n 
n a t i o n a l i s e d concerns as compared w i t h t h e i r p r i v a t e sector counterparts. 
I n p a r t t h i s i s explained by the generalised tendency f o r such organizations 
t o be constrained t o apply i n d u s t r i a l r e l a t i o n s 'best p r a c t i c e ' i n accord 
w i t h government o f f i c a l views of the time. More d i r e c t l y , however, the 
n a t i o n a l i s a t i o n acts which established these i n d u s t r i e s placed an 
o b l i g a t i o n on t h e i r management t o make adequate p r o v i s i o n f o r c o n s u l t a t i o n 
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of employees, though t h i s s t i p u l a t i o n was immersed i n an "immense 
vagueness"."^ The f i r s t requirement was f o r the new c o r p o r a t i o n to reach 

2 
agreement with the ap p r o p r i a t e trade union on n e g o t i a t i n g r i g h t s . 
Separate from t h i s came a requirement to e s t a b l i s h machinery to d e a l with 
s a f e t y , h e a l t h , w e l f a r e , e f f i c i e n c y and other matters a s s e r t e d to be of 
"mutual i n t e r e s t " to management and employees (Johnson, 1952:183). In 
Natco, w h i l e n e g o t i a t i n g arrangements covered each group of employees 
s e p a r a t e l y , as we have seen the c o n s u l t a t i v e machinery was e s t a b l i s h e d 
as a comprehensive one covering a l l grades. 

The guiding p r i n c i p l e from the s t a r t was the d i s t i n c t i o n between 
c o n s u l t a t i o n and n e g o t i a t i o n . T h e a d v i s o r y committees which were t o be s e t 
up had t h e i r r o l e f i r m l y d e f ined, according to two s e n i o r i n d u s t r i a l 
r e l a t i o n s managers i n the i n d u s t r y : 

... to f a c i l i t a t e the exchange of views on matters of common 
i n t e r e s t to both groups, and more g e n e r a l l y to provide a means 
through which management might g a i n the co-operation, 
understanding and p a r t i c i p a t i o n of employees i n the work of 
the i n d u s t r y . 

The goals could h a r d l y be more managerial i n t h e i r o r i e n t a t i o n , r e g a r d l e s s 
of the q u a l i t y of i n t e n t towards labour of the w r i t e r s . At the same time, 
the unions secured agreement t h a t w h i l e a l l employees could vote, candidates 
f o r the committees would have to be union members. There was a l s o an 
u n s e t t l e d point a t i s s u e - u n s e t t l e d , t h a t i s , except by management decree 
t h a t shows the l i m i t s of the scheme i t s e l f . The unions wanted the bodies 
concerned to have e x e c u t i v e a u t h o r i t y ; the board of management i n s i s t e d 
t h a t the r e s p o n s i b i l i t y f o r management was t h e i r s , and so t h e r e f o r e would 
be the power. 

The system of a d v i s o r y committees t h a t was s e t up operated (and s t i l l does 
operate) a t three l e v e l s i n the o r g a n i z a t i o n . The N a t i o n a l and L o c a l J o i n t 
Advisory Committees (NJAC and LAC) seem to have been the two r e l a t i v e l y 
a c t i v e l e v e l s , with the middle t i e r performing l i n k i n g and a n c i l l a r y 
d u t i e s and being d i s m i s s e d r e l a t i v e l y b r i e f l y i n the managerial accounts 
of the system. S i n c e the e m p i r i c a l m a t e r i a l I have r e l a t e s to the 
operation of the l o c a l committees, I s h a l l c o n c e n t r a t e f o r the most p a r t 
on the published management accounts of the f u n c t i o n i n g of t h i s t i e r . 
T h i s i s f u r t h e r j u s t i f i e d by one of these same accounts, which d e s c r i b e s 
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the LACs as "the foundation of the j o i n t c o n s u l t a t i v e system ... s i n c e 
i t i s t h e i r work which most d i r e c t l y and d e c i s i v e l y a f f e c t s the q u a l i t y 
of human r e l a t i o n s i n the i n d u s t r y . " 

These committees seem to have been f a i r l y q u i c k l y e s t a b l i s h e d i n a l l p a r t s 
of the i n d u s t r y i n the p e r i o d f o l l o w i n g n a t i o n a l i s a t i o n . They were s e t up 
u s u a l l y w i t h about f i f t e e n members, with a t h i r d or j u s t over nominated 
management r e p r e s e n t a t i v e s , and the r e s t drawn from the v a r i o u s groups of 
employees (with manual workers normally i n the m a j o r i t y of t h e s e ) . The 
chairman was the l o c a l manager. T h i s was a s t r a t e g i c a l l y important 
p o s i t i o n i n t h a t t h i s person e f f e c t i v e l y took on the t a s k of r u l i n g out 
of order any matter deemed not to be appropriate ( i . e . not a matter of 
common i n t e r e s t ) , as w e l l as i n p r a c t i c e p l a y i n g a major p a r t i n s t i m u l a t i n g 
any a c t i v i t y (though o f f i c i a l l y the i n i t i a t i v e f o r r a i s i n g i s s u e s l a y with 
the employees). 

The management account of LAC o p e r a t i o n d e p i c t s a g r a d u a l , e v o l u t i o n a r y 
e x t e n s i o n of t h e i r a c t i v i t i e s i n the f i r s t ten y e a r s of t h e i r e x i s t e n c e . 
According to t h i s v e r s i o n , f o r the f i r s t y ear and a h a l f or so, meetings 
were s h o r t , and d e a l t with w e l f a r e and complaints. Management f e l t 
t hreatened by them and r e s t r i c t e d them t i g h t l y to terms of r e f e r e n c e which 
were not f e l t to invade managerial p r e r o g a t i v e s , w h i l e workers* 
r e p r e s e n t a t i v e s commonly "regarded the LACs as a d d i t i o n a l n e g o t i a t i n g 
committees", which was " a t v a r i a n c e with both the p r i n c i p l e s and the aims 
of j o i n t c o n s u l t a t i o n " . Over the next t h r e e y e a r s , we a r e t o l d t h a t 
s u s p i c i o n s d e c l i n e d , and t h a t the w e l f a r e i s s u e s had been j o i n e d by h e a l t h 
and s a f e t y and to an extent e f f i c i e n c y matters i n the d i s c u s s i o n s . (On 
the l a s t of these, i t seems t h a t "Most l o c a l managers, although they did 
not themselves bring forward such items, encouraged employees to do s o . . " ) . 
Courses were run f o r LAC members, a l s o to s t i m u l a t e d i s c u s s i o n of 
e f f i c i e n c y matters. I t i s admitted, nonetheless, t h a t t h e r e was l i t t l e 
d i s c u s s i o n of management r e p o r t s or o f f e r i n g of recommendations. A 
beginning was made with information meetings f o r a l l employees to 
communicate on the work of t h e i r l o c a l u n i t s . The impact remained l i m i t e d , 
however: "when things were going f a i r l y w e l l , most employees thought very 
l i t t l e about the LACs, but when t h i n g s were going wrong they asked what 
the LACs were doing about i t " . 

From the mid-1950s a f u r t h e r phase of development i s claimed to have 
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occurred. Managers ceased t o view LACs as a t h r e a t , and began to see them 
as "bodies through which human r e l a t i o n s might be improved and employees 
induced to co-operate more c l o s e l y w i t h management i n the development of 
the i n d u s t r y . " R e p r e s e n t a t i v e s are claimed to have responded i n kind. 
The gains are presented predominantly i n terms of management ideology: 
h e l p i n g "employees to see more c l e a r l y how t h e i r own and other people's 
jobs f i t i n t o the l o c a l o r g a n i z a t i o n . . . p a r t of the e d u c a t i v e p r o c e s s . . . " 
and so f o r t h . Thus, too, the key s h i f t i n a c t i v i t y i s represented as an 
i n c r e a s i n g number of committees "i n v o l v e d i n the p r o c e s s e s of 
t e c h n o l o g i c a l , methodological and o r g a n i z a t i o n a l changes which have ... 
been t a k i n g p l a c e r a p i d l y i n the i n d u s t r y " . To the c r i t i c a l eye, the 
c e n t r a l argument f o r the LACs as bodies f o r overcoming r e s i s t a n c e to 
change becomes p r o g r e s s i v e l y more apparent. We are t o l d how management 
p r e f i g u r e what they p l a n to do and then inform the LACs, arranging 
meetings of employees to e x p l a i n changes. I t seems t h a t : "By c o n s u l t i n g 
on changes months before they are to be introduced t h e r e i s time and 
opportunity to d i s c o v e r the b e s t methods of i n t r o d u c t i o n , t h e r e i s the 
opportunity f o r those a f f e c t e d to a d j u s t themselves to change and there 
i s the l i k e l i h o o d t h a t the d i s t u r b a n c e w i l l be reduced to the absolute 
minimum." How f a r such procedures d i d i n f a c t a c t as o i l on the waters 
of change can only be guessed a t on the b a s i s of these management 
p u b l i c a t i o n s , but i t seems to t h i s i n t e r p r e t e r t h a t the e x e r c i s e smacks 
more of pseudo-democracy than of any r e a l change i n the d i s t r i b u t i o n of 
decision-making power- There i s no i n d i c a t i o n of major d e c i s i o n s being 
a l t e r e d s i g n i f i c a n t l y as a r e s u l t of employee c o n s u l t a t i o n , nor was t h i s 
apparent on l o c a l changes a t the time of my own r e s e a r c h . 

I s h a l l r e t u r n to the somewhat managerial ethos of the j o i n t c o n s u l t a t i o n 
machinery i n Natco below. The impression should not be given, however, 
t h a t t h e r e i s no mention i n management's publ i s h e d accounts of l i m i t a t i o n s 
to the operation of the machinery. P a r t l y t h i s i s i m p l i e d by the 
monotonically e v o l u t i o n a r y p i c t u r e which i s drawn, suggesting t h a t a t 
each stage t h e r e i s always more to be done. There a r e a l s o some perhaps 
r a t h e r r e v e a l i n g remarks by the management r e c o r d e r s , however. Despite 
the developmental account of the end of the ' f i f t i e s , f or i n s t a n c e , a 
few y e a r s l a t e r one of the w r i t e r s i s to be found commenting on the 
f a i l u r e of the formal s t r u c t u r e of p a r t i c i p a t i o n to communicate to the 
mass of employees. The problem i s , p r e d i c t a b l y , posed i n j u s t these 
terms, i . e . "the work of the LACs was l a r g e l y unknown to most employees 
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and t h e r e f o r e o f no i n t e r e s t t o them" (my emphasis). Apathy and few 
nominations f o r e l e c t i o n s were c i t e d as symptoms, though h a l f a decade 
e a r l i e r the promising emergence of employee meetings and ot h e r means by 
which "many more employees a r e becoming a c t i v e l y a s s o c i a t e d w i t h the 
LACs' work" had been heralded. There was no evidence of h o s t i l i t y , so 
the account runs, but with the s t a b i l i s i n g of the form of LAC work i n 
the ' s i x t i e s more emphasis was put on another i n s t i t u t i o n , the i n t r o d u c t i o n 
of primary working groups. Although these meetings were by and l a r g e not 
so s a l i e n t i n the s i d e of the i n d u s t r y which I was to examine (though 
c e r t a i n moves were afoot a t the time of my study to t r y c r a f t group 
meetings to combat the s i z e e f f e c t of r e o r g a n i z a t i o n - see below), they 
are r e p r e s e n t e d f o r the more coherent work groups i n the other s i d e of the 
i n d u s t r y as an important l i n k from employee t o c o n s u l t a t i v e machinery and 
l o c a l management."^ 

These meetings were c h a i r e d by the departmental head or e q u i v a l e n t , and 
i t would be t h i s person who s e t the meeting i n motion by r a i s i n g i s s u e s 
"which he t h i n k s the group w i l l want to hear". Wages and c o n d i t i o n s of 
employment a r e excluded from d i s c u s s i o n , but a wide range of other i s s u e s 
a r e reported to a r i s e . These i n c l u d e d s a f e t y , c l e a n l i n e s s of the work
p l a c e , t r a i n i n g , equipment, work methods, and information r e q u e s t s . The 
l a s t of these i s f e l t to "give management an e x c e l l e n t o pportunity t o 
make e x p l a n a t i o n s " . 

Management were re p o r t e d to f i n d i t d i f f i c u l t t o r e l a t e e f f i c i e n c y and the 
meetings' o p e r a t i o n c l o s e l y together, but r e f e r r e d to improved r e l a t i o n s 
and morale. However, a major t a s k was seen as being r e l i e v i n g the LACs 
of minor items. The groups were a l s o a means f o r management t o t e s t the 
water of employee a t t i t u d e s . LAC members were s a i d to agree t h a t the 
impact on the a d v i s o r y committee i s c h i e f l y to reduce the number o f 
t r i v i a l t a s k s cropping up t h e r e , and to c l o s e the employer-employee gap 
(an e v o l u t i o n a r y i n t e r p r e t a t i o n l a c e d w i t h the modifying ' i n some p l a c e s 
no more than a s t a r t has been made on t h i s ' ) . One p a r t i c u l a r l y r e v e a l i n g 
(to my eyes) comment quoted was t h a t " I f i n d t h a t i t i s s t i l l a problem 
to convince c e r t a i n s e c t i o n s t h a t t h i s i s an LAC and not a b a t t l e between 
workers and management. The more i n f o r m a l meetings th e r e are the b e t t e r 
chance t h i s a t t i t u d e has of being changed." T h i s expressed both the 
absorption of the r e p r e s e n t a t i v e and the subsequent c o n f u s i o n t h a t members 
do not share t h a t r e p r e s e n t a t i v e ' s 'enlightenment'. 
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The a t t i t u d e s of the employees t a k i n g p a r t i n the meetings a r e d e s c r i b e d 
i n s t i l l more r e v e a l i n g terms. "Very few employees seem i n t e r e s t e d i n 
the theory behind these meetings, and the main c r i t e r i o n they use i n 
a s s e s s i n g t h e i r worth i s whether they produce quick r e s u l t s . By r e s u l t s 
they mean the acceptance by management of suggestions made a t the 
meetings ..." A response means employee approval, but th e r e seems to be 
a p r e d i c t a b l e problem of the need to a l l o c a t e funds to implement 
suggested improvements. Thus a comment admitted to be common i s t h a t 
' i f i t c o s t s nothing we've a chance'. The employees a l s o view the 
connection between meetings and e f f i c i e n c y a s tenuous. The group meetings 
ar e l i k e d i f they 'get t h i n g s done', which the managerial commentator 
suggests may be the same t h i n g , but which my own f i n d i n g s imply w i l l be 
r a t h e r d i f f e r e n t f or employees than the 'th i n g s ' which management look 
to a c h i e v e . 

The p e r s i s t e n t e v o l u t i o n i s m i n the management accounts t h a t I have sought 
to summarise here i s s t r i k i n g , p a r t i c u l a r l y when considered a g a i n s t the 
background of the broader h i s t o r i c a l t r e n d s d e s c r i b e d i n Chapter 9. I t 
i s , n o n e t h e l e s s , a common f e a t u r e of p o s t hoc management accounts i n 
i n d u s t r i e s which have maintained p a r t i c i p a t i o n schemes (as i n I C I , or as i n 
other n a t i o n a l i s e d i n d u s t r i e s r e q u i r e d to continue c o n s u l t a t i o n by t h e i r 
e s t a b l i s h i n g l e g i s l a t i o n ) . I t would be hard to c r e d i t t h a t such a 
p r o g r e s s i v e advancement had gone on from a more detached view o f the 
employee s i t u a t i o n and i n d u s t r i a l r e l a t i o n s i n these s i t u a t i o n s , though 
for Natco c o n f i r m a t i o n i n terms of a l o n g i t u d i n a l , independent study of 
the content, c o n t r i b u t i o n s and implementation of a d v i s o r y committee 
meetings i s u n f o r t u n a t e l y not a v a i l a b l e . For t h i s purpose the o v e r a l l 
i mpression, reading between the l i n e s above, and the information on 
c u r r e n t a t t i t u d e s to the p a r t i c i p a t i o n schemes d i s c u s s e d below, must 
s u f f i c e to form one's judgement. 

The e x t e n s i o n of LAC a c t i v i t y and i t s subsequent supplementation by the 
primary working groups i s developed f u r t h e r by the emergence of 
p r o d u c t i v i t y b a r g a i n i n g i n the 1960s according to l a t e r management accounts. 
I t i s admitted t h a t the LACs did not change markedly in t h i s p e r iod, nor 
i s any evidence of development i n the working groups advanced i n the l a t e r 
d i s c u s s i o n , so p r o d u c t i v i t y b a r g a i n i n g becomes the c e n t r a l r a t i o n a l e f or 
s u b s t a n t i a l change being claimed. With the agreements of the l a t e 1960s 
came the s e t t i n g up of j o i n t p r o d u c t i v i t y p a n e l s a t the v a r i o u s t i e r s , 
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to c o n s i d e r improvement of e f f i c i e n t working p r a c t i c e s , redeployment of 
s t a f f where p o s s i b l e , and to communicate information w i d e l y where i t 
might f a c i l i t a t e such ends. The r o l e of these bodies i s c o n s u l t a t i v e -
the agreements a f f i r m union acceptance t h a t management have the r i g h t to 
a l l o c a t e labour and r e o r g a n i z e as they see f i t , w i t h i n the terms of the 
n a t i o n a l n e g o t i a t e d c o n d i t i o n s . Nonetheless, t h i s arena o f c o n s u l t a t i o n -
w i t h i n - n e g o t i a t i o n a f f e c t s the r o l e of the LACs. Management would s t i l l 
n o t i f y the LAC of any major p l a n s f o r change, and i t i s admitted t h a t 
t h e r e i s o c c a s i o n a l l y o u t r i g h t r e f u s a l to co-operate, and more o f t e n a t 
l e a s t a degree of o p p o s i t i o n {though ' c o n s t r u c t i v e ' d i s c u s s i o n i s claimed 
to be the norm). There would s t i l l be some d i s c u s s i o n of the i s s u e s 
i n v o l v e d , then, but i t became l i k e l y t h a t these would be r e f e r r e d t o the ' 
shop stewards or works committees a t an e a r l i e r stage, and to p r o d u c t i v i t y 
p a n e l s w i t h i n these, as w e l l as to the working groups, whose e x i s t e n c e i s 
f o r m a l l y r e c o g n i s e d w i t h i n the 1968 agreement on l o c a l p r o d u c t i v i t y 
schemes. 

I n the p r e v i o u s s e c t i o n i t was suggested t h a t the r o s y p i c t u r e of 
p r o d u c t i v i t y , manpower c u t s and union-management c o l l a b o r a t i o n can be seen 
from a more c r i t i c a l p e r s p e c t i v e as undermining many of the c o n d i t i o n s o f 
the employee i n Natco. An a l t e r n a t i v e account of the developments of the 
' s i x t i e s and e a r l y ' s e v e n t i e s p r o v i d e s an i n t e r p r e t a t i o n which supports 
t h i s . There i s c l e a r evidence t h a t management i n t h i s i n d u s t r y were, i n 
Marx i s t terms, v e r y s u c c e s s f u l a t ceding wage i n c r e a s e s a t or below the 
norm i n the economy, and then only with the c o n c e s s i o n of wide-ranging 
managerial powers t o u t i l i s e l abour, and of e x t e n s i v e working p r a c t i c e 
and manning changes to r a i s e p r o d u c t i v i t y . The s t a f f s t a t u s move, 
presented as a s o c i a l e v o l u t i o n by management (designed t o dismantle 
c l a s s b a r r i e r s by benevolence), i s f a r more p l a u s i b l y i n t e r p r e t e d , on 
t h i s account, as a means to pave the way f o r p r o d u c t i v i t y agreements. 
Thus a c o n f i d e n t i a l management document was r e p o r t e d by a rank and f i l e 
paper, and quoted as s e e i n g a major management goal from the change as 
acceptance by workers of "the normal give-and-take of working 
arrangements, which i s intended to ensure t h a t work i n hand i s completed 
without too r i g i d adherence to f i n i s h i n g time". Overtime was to be 

pared to the bone i n the ensuing y e a r s . 

I t i s a common media message t h a t 'moderate' union l e a d e r s can r e a c h an 
agreement with management a s good as or b e t t e r than t h a t of more r a d i c a l 
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c o u n t e r p a r t s . Seeing management's viewpoint need not, i t i s argued, 
preclude m i l i t a n t non-acceptance t h e r e o f . As has been i n d i c a t e d , the 
most powerful union i n Natco was i n many ways a g g r e s s i v e l y on the r i g h t 
of the union movement. D e s p i t e t h i s , management accounts r e f e r to them 
as tough, i f f a i r , b a r g a i n e r s . U n f o r t u n a t e l y , such a judgement i s h a r d l y 
to be regarded as an o b j e c t i v e one. The f a c t t h a t management f e e l (or 
say they f e e l ) they have been d r i v e n t o hard but no n e t h e l e s s r e a s o n a b l e 
b a r g a i n s may, r a t h e r , be regarded by the b a r g a i n i n g s t r a t e g i s t (not j u s t 
the r a d i c a l c r i t i c ) as s i g n a l l i n g t h a t c a p i t a l has done p r e t t y w e l l out 
of the d e a l . Seen i n a l i g h t other than t h a t c a s t by these same management 
commentators, the n e g o t i a t i o n s of the ' s i x t i e s and ' s e v e n t i e s have a l r e a d y 
been noted to have c o s t employees a g r e a t d e a l f o r l i t t l e i f any gai n 
r e l a t i v e to other s e c t i o n s of labour who were making nothing l i k e the same 
c o n c e s s i o n s . I n many ways t h i s e x p e r i e n c e confirms another a s p e c t of the 
paradox observed by Hobsbawm, t h a t r e v o l u t i o n a r i e s have c a s t i g a t e d 
unionism as narrowly e c o n o m i s t i c i n c o n s c i o u s n e s s but have a t the same 
time made a " d i s p r o p o r t i o n a t e l y l a r g e c o n t r i b u t i o n " to i t s development, 
p r e c i s e l y because: 

... a l a c k of commitment to the s t a t u s quo ( i n c l u d i n g t h a t 
i n 'moderate* unions) has made them, i n t h e i r i n d u s t r i a l 
c a p a c i t y , b e t t e r a t winning c o n c e s s i o n s . (1979:8). 

Thus the acceptance by the unions i n Natco of key elements of managerial 
r a t i o n a l i t y l e d them to concede to p r o d u c t i v i t y b a r g a i n i n g , and to a t a c i t 
approval of management e f f o r t s to e n l i s t and i n c o r p o r a t e employees i n the 
goal s of c a p i t a l , made e x p l i c i t from the e a r l y 1960s w i t h a ' J o i n t 
Statement on Employee Co-operation'. On s u c c e s s i v e o c c a s i o n s , i t has 
been argued, the unions "nowhere even questioned the p r i n c i p l e of the 
employers' p r o p o s a l s , r e s t r i c t i n g themselves to o b j e c t i o n s on the s i z e 
of the cash compensation". With the i n t r o d u c t i o n of work study, de-manning, 
and the use of c o n s u l t a t i v e and n e g o t i a t i n g machinery by management t o 
seek acquiscence to these changes, as d e s c r i b e d through management eyes 
and commented on above, the employees in the i n d u s t r y were e f f e c t i v e l y 
subordinated to the p o l i t i c a l economy of c a p i t a l under the r u b r i c of 
p r o d u c t i v i t y b a r g a i n i n g . The pr o c e s s seems t o have been f a r more s u c c e s s f u l 
i n a c h i e v i n g r e a l g a i n s f o r management than i n most p a r t s of B r i t i s h 
i n d u s t r y . I n many ways, the manner i n which the agreements l e f t the 
employers"to make any changes I they) t h i n k n e c e s s a r y i n the o r g a n i z a t i o n , 
the methods, the s u p e r v i s i o n , the m a t e r i a l s and the equipment r e q u i r e d 
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to c a r r y out work, and to apply the r e s u l t s of u s i n g work study and 
other techniques", i s r e m i n i s c e n t of the Swedish s i t u a t i o n endorsed u n t i l 
r e c e n t l y by A r t i c l e 32 of the B a s i c Agreement (see Chapter 11 above). 

T h i s r a i s e s the question of rank and f i l e r e a c t i o n . I have mentioned the 
l i m i t s of t h i s a l r e a d y , but i t was f a r from n o n - e x i s t e n t a t c e r t a i n 
j u n c t u r e s . There were a r e a s , i s o l a t e d but s i g n i f i c a n t , i n which marked 
r e s i s t a n c e from stewards and i n d u s t r i a l s t a f f hampered the enforcement of 
the new system. As much was admitted by the management accounts I have 
reviewed, though they took p r e d i c t a b l e c a r e t o emphasise the e x c e p t i o n a l 
nature of such r e a c t i o n s . T h e i r response was to adhere determinedly to 
c e n t r a l i s e d c o n t r o l of a l l b a r g a i n s ( l o c a l i n c e n t i v e schemes to e n l i s t 
support/buy o f f r e s i s t a n c e had a t the same time to be v e t t e d and approved 
n a t i o n a l l y ) , and to engineer and r e l y on o f f i c i a l union support. I n t h i s 
way, Natco were a b l e to t u r n a b a r g a i n i n g r e l a t i o n s h i p w i t h the unions 
i n t o one which c r e a t e d enforcement bonds between themselves and t h e i r 
'opponents'. Not only does t h i s i n d i c a t e the l i m i t s of the c o n f l i c t / 
consensus d i s t i n c t i o n drawn i n Chapter 5, r e v e a l i n g how n e g o t i a t i o n i s 
not per se a foolproof p r o t e c t i o n a g a i n s t i n c o r p o r a t i o n by any means; 
i t a l s o r e i n f o r c e s an awareness of the l i m i t s of 'moderate' unionism 
which i n t e r n a l i s e s key elements of managerial r a t i o n a l i t y . 

There a r e , however, l i m i t s to such union non-responsiveness to the f u l l 
i n t e r e s t s of membership, p r e c i p i t a t e d by i n t e n s i f y i n g rank and f i l e 
e x perience of d e t e r i o r a t i n g c o n d i t i o n s without corresponding i n s t r u m e n t a l 
g a i n s . The p r e s s u r e became h a r d t o bear a t the end of the ' s i x t i e s , w i t h 
the o r g a n i z a t i o n of u n o f f i c i a l conferences o f workers c a l l i n g f o r a c t i o n 
to get due d e s s e r t s f o r t h a t which had been e x t r a c t e d from them. F i n a l l y , 
u n o f f i c i a l s t r i k e a c t i o n i n 1969 was followed by an o f f i c i a l d i s p u t e i n 
1970, f o r c e d on the unions by the u n r e s t amongst t h e i r members. The 
d i s p u t e was h i g h l y e f f e c t i v e , demonstrated the c o n t r o l of production the 
workers could e x e r t , and a t t r a c t e d a massive barrage of opprobrium i n the 
media. The unions f i n a l l y c a p i t u l a t e d and accepted a Court of I n q u i r y 
( h e a v i l y weighted a g a i n s t the union i n personnel) and subsequently the 
f i n d i n g s of t h a t Court; the l a c k of coherent and enduring rank and f i l e 
o r g a n i z a t i o n was apparent i n the f a i l u r e of adequate r e s i s t a n c e to continue 
a t g r a s s r o o t s l e v e l . Moreover, management adopted s k i l f u l t a c t i c s to 
i n c o r p o r a t e or undermine l o c a l r e s i s t a n c e . F i r s t l y they organized a 
conference of n a t i o n a l and i n t e r m e d i a t e l e v e l n e g o t i a t i n g bodies together 
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with e l e c t e d l o c a l works committee members. T h i s conference was designed 
to " i s o l a t e the u n o f f i c i a l groups i n the i n d u s t r y " / a c c o r d i n g to a s e n i o r 
i n d u s t r i a l r e l a t i o n s manager; i t seemed to bow to p r e s s u r e f o r 
d e c e n t r a l i s a t i o n y e t conceded no o f f i c i a l b a r g a i n i n g r i g h t s to such a 
body or t o any l o c a l o r g a n i z a t i o n . The same manager condemned the union 
d e c i s i o n to s t r i k e , and i n s i s t e d t h a t the a c t i v i s t s were not works 
committee members by and l a r g e - hence the w i l l i n g n e s s t o take 
r e p r e s e n t a t i v e s from here f o r the conference, though t h i s begs 
outrageously the q u e s t i o n of how these people were a b l e to e x e r t such 
i n f l u e n c e on an unresponsive, 'moderate' union from o u t s i d e the supposedly 
e x c e l l e n t o f f i c i a l i n d u s t r i a l r e l a t i o n s machinery i n the i n d u s t r y . Thus 
the v i a b i l i t y o f such managerial accounts as o b j e c t i v e s o u r c e s i s c a s t 
f u r t h e r i n doubt. 

The next s t e p was f o r l o c a l management to be i n s t r u c t e d to organize 
meetings of workers, each r e c e i v i n g h i s own copy of the agreement, to 
e x p l a i n the ' l e a d - i n ' payments recommended by the Court of I n q u i r y to 
promote acceptance of f u r t h e r p r o d u c t i v i t y and manning changes and so pay 
f o r proposed i n c r e a s e s i n wages. Managers would e x p l a i n the r a t i o n a l e of 
the agreement, and any r e s i s t a n c e would depend on the presence of a l o c a l 
a c t i v i s t prepared to s t i c k h i s neck out and knowing how to respond i n 
debate. I t a l s o s p l i t those groups to be l e s s e f f e c t e d by the changes 
from o t h e r s . Acceptance was consequently the r e l u c t a n t norm, though i n 
some a r e a s t h e r e was q u i t e widespread r e s i s t a n c e . Both s i d e s of the c o i n 
must be borne i n mind, then: the e x t e n t of co-operation, of management 
acceptance of unionism, and the l a c k o f r a d i c a l o p p o s i t i o n ; and the l i m i t s 
of acceptance ( c l a r i f i e d by the r e s u l t s to be summarised below), the 
doubtful r o l e of the unions as r e p r e s e n t a t i v e s of i n d u s t r i a l s t a f f 
i n t e r e s t s , and a s u f f i c i e n t degree of rank and f i l e obduracy to i r r i t a t e 

4 
management. Although t h e r e followed a p e r i o d of r e l a t i v e q uiescence, 
the same i s s u e s were to be r e s u r r e c t e d s i x y e a r s l a t e r (and t h r e e y e a r s 
a f t e r the study r e p o r t e d below). The c h i e f union's l e a d e r a t t e s t e d t h a t 
d i s c o n t e n t was g r e a t e r than a t the s t a r t of the ' s e v e n t i e s , demarcation 
d i s p u t e s were pursued l o c a l l y , and widespread u n o f f i c i a l d i s r u p t i o n took 
p l a c e . Management ordered l o c a l e n gineers and managers to man the 
n e c e s s a r y equipment, and i n the p r o c e s s may w e l l have l a i d the foundation 
of g r i e v a n c e s i n the f u t u r e . An u n o f f i c i a l shop stewards conference 
seemed l i k e l y to become an i n s t i t u t i o n , motivated e x p l i c i t l y by the 
inadequacy of the t r a d i t i o n a l union and b a r g a i n i n g s t r u c t u r e to provide 
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adequate r e p r e s e n t a t i o n . The timing o f my own study i s thus l o c a t e d 
i n a d e c e p t i v e l y q u i e t p e r i o d d u r i n g which t h e r e were coming to m a t u r i t y 
long-term problems with the v e r y system which management i n the i n d u s t r y 
have exerted so much e f f o r t to p r a i s e p u b l i c l y . 

I s h a l l r e t u r n to t h e s e i s s u e s below, but f i r s t l y l e t us review some of 
the r e s u l t s of the q u e s t i o n n a i r e study i t s e l f i n Natco. 

SHOP FLOOR AND UNION VIEWS 

I t seems l o g i c a l i n t h i s i n s t a n c e to look f i r s t a t the a t t i t u d e s expressed 
by shop f l o o r respondents, and to r e t u r n subsequently to managerial accounts, 
s i n c e some time has a l r e a d y been spent r e n d e r i n g top management p u b l i c 
statements on the s u b j e c t i n hand. 

Questi o n n a i r e d i s t r i b u t i o n i n Natco took p l a c e during a s h o r t p e r i o d a t 
the end of a working day, and the opportunity t o t a l k a t l e n g t h to 
respondents, i n c l u d i n g stewards, was q u i t e l i m i t e d . Nonetheless, some 
comments were made to me which h e l p l e n d depth to responses, and I s h a l l 
d i s c u s s t hese a t a p p r o p r i a t e p o i n t s below. 

I n Natco t h e r e was l i t t l e d e v i a t i o n from the view t h a t management were 
the r e a l source of power. Only 5% f a i l e d to mention management as a 
power c e n t r e (1% manual s t a f f , 2% unions, 2% s u p e r v i s o r s ) , w h i l e another 
2% put unions and management to g e t h e r . For the r e s t t h e r e was, however, 
disagreement over the l o c a t i o n of power w i t h i n the management s t r u c t u r e . 
Broadly, 17% p l a c e d i t l o c a l l y , 22% a t the d i s t r i c t l e v e l , and 44% a t 
more remote (national/government) l e v e l s above t h a t . For many workers, 
then, d e c i s i o n s were taken a t a l e v e l which made i t most u n l i k e l y t h a t 
they would be a b l e t o p a r t i c i p a t e i n them, e i t h e r through c o n s u l t a t i v e 
or b a r g a i n i n g machinery. T h i s seems l i k e l y to be r e i n f o r c e d by the 
c e n t r a l i s e d and a p p a r e n t l y unresponsive nature o f the union o r g a n i z a t i o n , 
as the survey c o n f i r m s . 

Questions were then asked to a s c e r t a i n views of the e f f e c t i v e n e s s of the 
works committee and a d v i s o r y committee systems. The r e s u l t s are 
summarised i n Table 16.1: 



629 

TABLE 16.1 INDUSTRIAL STAFF 
THE EXISTING 

HOW EFFECTIVE DO YOU THINK 

Advisory Committee 
system i s i n d e a l i n g 
with'matters of 
common i n t e r e s t ' ? 

Works Committee 
system ( i . e . l o c a l 
n e g o t i a t i n g machinery) 
i s i n d e a l i n g with 
'matters f o r 
n e g o t i a t i o n ' ? 

Very E f f e c t i v e 

Reasonably E f f e c t i v e 

Not Very E f f e c t i v e 

Not E f f e c t i v e At A l l 

Don't Know 

2% 

30% 

46% 

16% 

7% 

2% 

30% 

45% 

18% 

6% 

(N=165) [N=164) 

Neither of these branches of employee r e l a t i o n s i s given an i m p r e s s i v e 
r a t i n g by these respondents. Only about a t h i r d i n each case adjudge 
them very or reasonably e f f e c t i v e . The LACs seemed, from my c o n v e r s a t i o n , 
to be f r e q u e n t l y m a t ters of ignorance r a t h e r than provoking strong f e e l i n g s 
of r e j e c t i o n ; many respondents h a r d l y knew of t h e i r e x i s t e n c e , or 
p a r t i c u l a r l y of the Annual Conference h e l d under t h e i r a u s p i c e s . 

I t cannot be s a i d t h a t the works committee, the n e g o t i a t i n g body, i s any 
b e t t e r i n i t s a s s i g n e d r o l e than the a d v i s o r y committee i n manual 
respondents eyes, a f i n d i n g which seems l i k e l y to r e f l e c t t he n a t i o n a l 
b a r g a i n i n g system, and to be r e f l e c t e d i n low attendance a t union branch 
meetings a l s o (64% r e p o r t they ' r a r e l y ' or 'never' a t t e n d such meetings, 
a f a r h i g h e r f i g u r e than i n Epoch or W e l d r i l l - See Appendix A, T a b l e 9) . 
T h i s may a l s o have a t t e n u a t e d views of the importance of the works 
committees v i s - a - v i s the a d v i s o r y committees, though the former are s t i l l 
seen as the more important of the two by 42% of respondents (39% s a y i n g 
the two were e q u a l l y important, 4% t h a t the a d v i s o r y committees mattered 
more, and 15% s a y i n g they d i d not know) 
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I t seems c l e a r from these f i n d i n g s t h a t the e n t h u s i a s t i c p u b l i c management 
r e p o r t s on the a t t i t u d e s of employees to the working of the p a r t i c i p a t i o n 
system i n i t e a r l i e r s t a g e s , combined w i t h t h e i r presumption of e v o l u t i o n 
to higher e f f e c t i v e n e s s and p o p u l a r i t y , must be regarded w i t h c o n s i d e r a b l e 
s c e p t i c i s m . Moreover, one wonders what evidence these r e p o r t s chose to 
ignore i n t h e i r p u b l i c r e l a t i o n s e x e r c i s e . As p a r t of my p r e l i m i n a r y 
c o n t a c t s , i n g a i n i n g a c c e s s to c a r r y out my study i n Natco, I had an 
i n t e r v i e w w i t h one of the s e n i o r managers d e a l i n g with i n d u s t r i a l r e l a t i o n s 
a t the d i s t r i c t l e v e l for the Board w i t h i n which l a y t h a t a r e a of Natco I 
was to study. I s h a l l r e f e r back t o t h i s i n t e r v i e w l a t e r , but one 
p a r t i c u l a r l y germane p i e c e of i n f o r m a t i o n was forthcoming from the 
d i s c u s s i o n . T h i s person had h i m s e l f organized a q u e s t i o n n a i r e to e l i c i t 
views of i n d u s t r i a l s t a f f i n a d i f f e r e n t a s p e c t of the i n d u s t r y ' s work 
from t h a t w i t h which I was concerned ( t h i s s i d e of the work was where the 
primary work groups d i s c u s s e d e a r l i e r were l a r g e l y used, f o r i n s t a n c e ) . 
I could not o b t a i n the f u l l r e s u l t s (though I a s c e r t a i n e d t h a t q u e s t i o n s 
were asked such as whether people knew who t h e i r r e p r e s e n t a t i v e was, 
whether they had seen him i n the l a s t one or two months e t c . ) , but i t was 
i n d i c a t e d t h a t most men were not i n v o l v e d a t a l l . A l o t of them d i d not 
know t h e r e was any c o n s u l t a t i v e machinery a t a l l , and t h e r e was l i t t l e 
knowledge of who one's r e p r e s e n t a t i v e was, or of means of a c c e s s to 
information or r a i s i n g i s s u e s . The l o c a l management were, i t seems, 
s h a r p l y d i s i l l u s i o n e d , and the survey was c r i t i c i s e d by s u p e r i o r s as having 
asked the wrong q u e s t i o n s - one manager near the apex of the o r g a n i z a t i o n 
announced t h a t he 'could've got much b e t t e r answers'. Not o n l y does t h i s 
b u t t r e s s my own f i n d i n g s ? i t a l s o i n d i c a t e s the nature of managerial 
a t t i t u d e s to employee s a t i s f a c t i o n which feed i n t o the o f f i c i a l , p u b l i s h e d 
v e r s i o n s . 

One i s s u e which had a r i s e n r e c u r r e n t l y i n i n t e r n a l d i s c u s s i o n s of the 
o p e r a t i o n of p a r t i c i p a t i o n machinery followed from the d e c i s i o n to f o l l o w 
the standard procedure i n s e t t i n g up j o i n t c o n s u l t a t i o n and s p e c i f y two 
s e p a r a t e a r e a s : those of common and c o n f l i c t i n g i n t e r e s t s . The consequences 
of t h i s s e p a r a t i o n have been d i s c u s s e d a t v a r i o u s p o i n t s i n t h i s t h e s i s , 
and broadly i t has been suggested t h a t the d i s t i n c t i o n i s an i n h e r e n t l y 
p r o b l e m a t i c a l one. At one l e v e l , t h a t o f the s t r u c t u r a l l a b o u r - c a p i t a l 
r e l a t i o n s h i p , t h i s i s a t r u i s m i n t h a t a l l matters are a r e a s of c o n f l i c t , 
and t h i s i s the e s s e n t i a l reason f o r e x p e c t i n g t h a t i n p r a c t i c e the 
s e p a r a t i o n w i l l have v a r i o u s unexpected and p o t e n t i a l l y unmanageable 
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consequences. I n the day-to-day experience of i n d u s t r i a l r e l a t i o n s , 
n o n e t h e l e s s , i t i s of course t r u e t h a t an appearance of v a r y i n g degrees 
of p o s s i b l e antagonism or co-operation may p r e s e n t i t s e l f , t o p a r t i c i p a n t s 
and o f t e n to o b s e r v e r s . These appearances are not u n r e a l , but they are 
nonet h e l e s s m i s l e a d i n g (see Chapter 6 ) . 

D e s p i t e t h i s s u r f a c e p l a u s i b i l i t y of the d i s t i n c t i o n between common 
i n t e r e s t and c o n f l i c t matters (which i s so p e r v a s i v e as to be found i n 
most European l e g a l s t i p u l a t i o n s of works c o u n c i l b u s i n e s s , and indeed as 
to make the s u b j e c t matter of t h i s t h e s i s i d e n t i f i a b l e ) , I have argued 
t h a t the c o n t r a d i c t i o n i t attempts to paper over w i l l tend to generate 
c o n t i n u a l problems f o r i t s o p e r a t i o n . Thus i t was suggested { i n Chapter 5) 
t h a t e i t h e r the c o n s u l t a t i v e or other p a r t i c i p a t i o n machinery w i l l be 
l i a b l e to become t r i v i a l and i n s i g n i f i c a n t , or i t w i l l be unable to 
exclude c o n f l i c t matters and w i l l change s t a t u s or become u n s t a b l e : 
a f u r t h e r p o s s i b i l i t y , t h a t management may s u c c e s s f u l l y d ispense t h e i r 
i l l u s i o n of common i n t e r e s t s by p e r s u a s i o n through the machinery was seen 
as a f e a s i b l e but not ver y l i k e l y outcome to any e x t e n s i v e degree. 

The most favourable c i r c u m s t a n c e s f o r the s u r v i v a l , a t l e a s t , of 
p a r t i c i p a t i o n machinery have been argued to be those of a r e l a t i v e l y 
s t a b l e d i s t r i b u t i o n of power i n i n d u s t r i a l r e l a t i o n s , and i n Chapter 10 
i t was argued t h a t c e r t a i n e m p i r i c a l f i n d i n g s bear out t h i s c o n c l u s i o n . 
I n Natco we are confronted w i t h a system s t i p u l a t e d i n law, and one which 
has a t l e a s t s u r v i v e d f o r over t h r e e decades ( i f not, perhaps, t h r i v i n g 
i n the manner management account would have us b e l i e v e ) . Throughout t h a t 
p e r i o d , as has been seen, the d i s t i n c t i o n between common and c o n f l i c t i n g 
i n t e r e s t s has been s t e a d f a s t l y maintained by management. We have no 
e m p i r i c a l evidence to t e s t the r e a l i t y of t h i s (such as t h a t which c a s t 
some doubt on i t s r e a l i t y f o r the c o a l i n d u s t r y , as reviewed i n Chapter 1 0 ) , 
but the l i m i t e d outwards s i g n s of breakdown suggest t h a t a t l e a s t 
i n s t a b i l i t y has not m a s s i v e l y invaded LAC proceedings; the impression was 
f a r more s t r o n g l y one o f enduring m a r g i n a l i t y and t r i v i a l i t y . The s t r o n g l y 
c e n t r a l i s e d and r e l a t i v e l y s t a b l e p a t t e r n of i n d u s t r i a l r e l a t i o n s i n the 
i n d u s t r y seems w e l l i n accord w i t h t h i s as a f e a s i b l e outcome. 

A prominent i n d u s t r i a l r e l a t i o n s commentator, i n a foreword to the book 
which forms the most r e c e n t of the management m a t e r i a l d i s c u s s e d thus f a r , 
observes t h a t the s e p a r a t i o n of c o n s u l t a t i o n and n e g o t i a t i o n came under 
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p a r t i c u l a r p r e s s u r e when management sought a t the same time to i n s t i t u t e 
a j o i n t problem-solving approach to accompany p r o d u c t i v i t y b a r g a i n i n g . 
Here the aim would be to combine elements of n e g o t i a t i o n w i t h co-operation 
and c o n s u l t a t i o n . Such a p l u r a l i s t i c s o l u t i o n i s viewed, i n t h i s t h e s i s , 
as a p o s s i b l y v i a b l e one, though i t stems from an a n a l y s i s which cannot 
comprehend the p o l i t i c a l economy of the dilemmas i t seeks to evade. T h i s 
l i m i t a t i o n o f a n a l y s i s i s e v i d e n t i n t h i s case a l s o . Thus i t i s observed 
l a t e r i n the commentary on Natco t h a t "the l i n e of demarcation between 
n e g o t i a t i o n and c o n s u l t a t i o n has ceased to be accepted i n common", and 
t h a t shop stewards have p r o g r e s s i v e l y by-passed some of the o f f i c i a l 
c h a n n e l s . T h i s i s i n t e r e s t i n g and r e l e v a n t information, but the author 
i s hard put to understand the p e r s e v e r a n c e with the d i s t i n c t i o n or the 
s t a b i l i t y of the arrangement. As f o r the management authors themselves, 
they r e j e c t p r o p o s a l s to combine the two f u n c t i o n s i n any degree, g i v i n g 
as t h e i r o f f i c i a l reason a t l e a s t t h a t to i n t r o d u c e s e c t i o n a l i n t e r e s t s 
from the s t a r t would i n t e r f e r e with the p o s s i b l i t y of managment as an 
'organic s t r u c t u r e ' c o n s u l t i n g employees on a wide range of i s s u e s . 

I n s h o r t , management p r e f e r r e d to r e t a i n i t s p r e r o g a t i v e s o f f i n a l 
i m p o s i t i o n of d e c i s i o n s over a wide range of workplace i s s u e s , which we 
saw were c r u c i a l to t h e i r a b i l i t y to d i r e c t work and r a i s e p r o d u c t i v i t y . 
I n a sense they have come as near as i s l i k e l y to be p r a c t i c a b l e to a 
form of ' j o i n t problem-solving' t h a t s u i t s them, through t h e i r r e l a t i o n s 
w i t h and the space given them by the unions i n the i n d u s t r y . Contrary 
to p l u r a l i s t i d e a l i s m , i t s u i t s management (given the l i m i t e d p r a c t i c a l 
chances of i n c o r p o r a t i n g labour s u c c e s s f u l l y ) to r e t a i n c o n s u l t a t i v e 
committees as l a r g e l y t r i v i a l bodies which c a r r y few i f any t h r e a t s but 
may on o c c a s i o n s e r v e as a p e r s u a s i o n c h a n n e l . P a r t i c i p a t i o n i s , we have 
seen, something which f o r management i s to be j u s t i f i e d by managerial 
o b j e c t i v e s and t h e i r f u r t h e r a n c e . I n t h i s l i g h t , the o p i n i o n s of management 
can be p r i s e d a p a r t f o r t h e i r s i g n i f i c a n c e . One f u r t h e r p o i n t may a l s o be 
borne i n mind. For worker r e p r e s e n t a t i v e s t h e r e may be some p r o t e c t i o n i n 
being ab l e to get i s s u e s r a i s e d and put i n f o r m a l p r e s s u r e on for c o n c e s s i o n s 
i n a body where d e c i s i o n s are i n no way binding on them due to the r i g h t s 
of d e c i s i o n f o r m a l l y r e t a i n e d by management. T h i s w i l l be the case above 
a l l where shop steward power i s s t i l l l i m i t e d or i t s b e a r e r s a r e u n c e r t a i n 
of t h e i r p o s i t i o n . How f a r t h i s i s the case i n Natco I cannot do more than 
guess, but i t suggests how e f f e c t i v e b l u r r i n g can occur as w i t h t h a t 
d e s c r i b e d e a r l i e r w i t h i n a f o r m a l l y r i g i d system. Nonetheless, the c h i e f 
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im p r e s s i o n , to r e p e a t , i s t h a t the consequence of the s e p a r a t i o n i s above 
a l l t r i v i a l i t y , though w i t h a tendency to favour management implementation. 

The c o n t r a d i c t o r y p r e s s u r e s f o r both s i d e s help to e x p l a i n a t t i t u d e s on 
t h i s i s s u e of s e p a r a t i o n . As we saw, manual s t a f f are somewhat d i v i d e d 
on the r e l a t i v e importance to the p u r s u i t of t h e i r i n t e r e s t s of the 
a d v i s o r y and works committees, the n e g o t i a t i n g body emerging as the more 
important, but not e m p h a t i c a l l y so. The respondents were next asked 
whether the two committees, and so the a r e a s they covered, should be 
merged or kept s e p a r a t e . The r e s u l t s are given i n Table 16.2: 

TABLE 16.2 : INDUSTRIAL STAFF : RELATION OF ADVISORY AND WORKS 
COMMITTEES 

The Two should be Merged 34% 
The Two should be kept Separate 43% 
Don't Now 23% 

(N=166) 

The d i v i s i o n i s f a i r l y even, with a l a r g e number of a b s t a i n e r s amongst 
those answering the q u e s t i o n . 

Another t e s t of the r e l e v a n c e of the committees and of g e n e r a l i n t e r e s t 
i n the r e p r e s e n t a t i v e system i s w i l l i n g n e s s t o s e r v e on the bodies i n 
q u e s t i o n . Of a l l respondents, 11% had had e x p e r i e n c e of s e r v i n g on an 
a d v i s o r y committee, 13% on a works committee, and 12% as shop stewards. 
I t may be r e c a l l e d t h a t a t Epoch, d e s p i t e d i s s a t i s f a c t i o n w i t h the 
c o n s u l t a t i v e system, over f o u r - f i f t h s expressed themselves w i l l i n g to 
s e r v e on a c o n s u l t a t i o n committee. I n c o n t r a s t , o n l y 38% of Natco 
respondents were prepared to s e r v e on an a d v i s o r y committee, only 45% 
on a works committee, and 32% as shop stewards. ( T h i s does not mean th a t 
union r e p r e s e n t a t i o n counts f o r l e s s than c o n s u l t a t i o n ; i t a l s o r e f l e c t s 
the more onerous t a s k i n v o l v e d i n being a shop steward. Thus 75% of 
respondents would f e e l v e r y or q u i t e badly i f the union were forced to 
withdraw from the company, i n c o n t r a s t to the r e s u l t f o r a d v i s o r y 
committees given below). 
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The views on the a c c r u a l of b e n e f i t s from the j o i n t c o n s u l t a t i o n system 
i n Natco are given i n Table 14.4 above. Both s i d e s a r e seen as g a i n i n g 
by j u s t over h a l f the respondents, but 52% see management a s coming b e s t 
out of the arrangements w h i l e a f u r t h e r 18% f e e l i t makes no d i f f e r e n c e , 
and f o r 4% both l o s e . Thus when asked how they would f e e l i f the system 
of a d v i s o r y committees was d i s c o n t i n u e d , 38% only would f e e l v e r y or 
q u i t e badly, 58% would mind l i t t l e or not a t a l l , and 5% would be p l e a s e d 
(see Table 14.5). I t would appear, then, t h a t d e s p i t e a l l the c l a i m s t h a t 
have been made for the o p e r a t i o n of j o i n t c o n s u l t a t i o n i n Natco, employees 
are not g r e a t l y impressed. Nor d i d these employees f e e l t h a t management 
were ve r y w e l l i n touch with t h e i r needs (see Table 1 4 . 6 ) . Only 1% 
thought them ve r y c l o s e l y i n touch with workers, and 35% reasonably w e l l , 
l e a v i n g 65% who thought them not v e r y w e l l or not a t a l l i n touch. 

Indeed,even a manager, echoing a comment quoted e a r l i e r from a p u b l i s h e d 
account, admitted t h a t c o n s u l t a t i o n s t h a t were t a k i n g p l a c e over proposed 
r e o r g a n i z a t i o n changes might be p a r t i c i p a t i o n i n management's view t o 
some ext e n t , but not to the employees themselves. 

They don't t h i n k i t ' s p a r t i c i p a t i o n , because they don't get 
t h e i r i d e a s adopted, they f e e l no p a r t i c i p a t i o n . I n f a c t , 
t h e i r suggestions are v e r y u s e f u l even i f we r e j e c t them, 
but Joe Bloggs on the shop f l o o r doesn't see i t t h a t way ... 

There i s one other source, somewhat l i m i t e d but amenable to r e a d i n g between 
the l i n e s , which p r o v i d e s c l u e s on the o p e r a t i o n of the p a r t i c i p a t i o n 
machinery i n Natco and r a i s e s i s s u e s about the f u t u r e . These a r e the 
proceedings of the annual conference of LACs f o r the year preceding my 
study, f o r which the t o p i c had f o r t u i t o u s l y been 'How The E x i s t i n g J o i n t 
C o n s u l t a t i o n Machinery Could Be Improved'. Thus the f i r s t q u e s t i o n r a i s e d 
by one LAC concerned the need to l e a v e LACs to d e a l w i t h s a f e t y , h e a l t h 
and w e l f a r e , and to d e a l w i t h n e g o t i a t i n g matters elsewhere. The c h i e f 
manager had to e x p l a i n t h a t the LAC d i d not d e a l with n e g o t i a t i n g matters. 
C l e a r l y , i t seems, the employee r e p r e s e n t a t i v e s on t h a t LAC f e l t t h a t i t 
d i d , bearing w i t n e s s to the b l u r r i n g of boundaries i n p r a c t i c e mentioned 
e a r l i e r . A w h i t e - c o l l a r r e p r e s e n t a t i v e approved of c o n s u l t a t i o n ' s 
e x i s t e n c e , but i n a way which a l s o threatened the boundaries - "some 
matters must be the s u b j e c t of c o n s u l t a t i o n because t h e r e was no 
b a r g a i n i n g r i g h t i n them" - and s e t c l e a r l y the c o n f i n e s as "matters 
which a f f e c t e d i n d i v i d u a l s without r e f l e c t i n g on t h e i r pocket." The 
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union d i s t r i c t n e g o t i a t i n g committee s e c r e t a r y on the i n d u s t r i a l s t a f f 
s i d e argued t h a t p r o g r e s s i v e l y more and more a r e a s should become the 
pro v i n c e of n e g o t i a t i o n "thus s l o w l y doing away with the p r e s e n t 
c o n s u l t a t i o n terms of r e f e r e n c e " . S t i l l another union r e p r e s e n t a t i v e 
saw c o n s u l t a t i o n merely as an i n t e r m e d i a t e p r o c e s s , f o l l o w i n g management 
drawing up pr o p o s a l s and preceding n e g o t i a t i o n . And f i n a l l y , LAC 
r e p r e s e n t a t i v e s from the are a covered by my own study had concluded t h a t 
the two p a r t s o f the machinery should be j o i n e d , a t l e a s t a t the D i s t r i c t 
l e v e l above the LACs. 

One ot h e r i s s u e i s worth r a i s i n g before we conclude t h i s s e c t i o n on the 
union view of p a r t i c i p a t i o n i n Natco. At the conference r e f e r r e d to above, 
some d i s c u s s i o n was held of the i d e a of worker d i r e c t o r s , and the response 
from the union s i d e seemed notably c o o l (though 62% thought i t a very or 
q u i t e good idea according to my survey of employees). One commented t h a t 
"workers when co-operating as worker d i r e c t o r s would l o s e touch with the 
rank and f i l e members on the shop f l o o r " . For another, unions had f i r s t 
t o encompass f a r more workers and extend c o l l e c t i v e b a r g a i n i n g : "To b r i n g 
i n worker d i r e c t o r s a t t h i s stage would be p l a c i n g a man i n an i m p o s s i b l e 
s i t u a t i o n " . 

T h i s doubt about the d e s i r a b i l i t y of r e p r e s e n t a t i o n on the Board of Natco 
r e f l e c t s to some extent the a t t i t u d e s of the unions n a t i o n a l l y . Of the 
four manual unions, one f u l l y supported the i d e a of workers on the board, 
one was more e q u i v o c a l i n advocating extended b a r g a i n i n g as an a l t e r n a t i v e , 
and a t h i r d disapproved of them i n the p r i v a t e s e c t o r though i t did 
endorse the idea f o r p u b l i c c o r p o r a t i o n s . The most powerful of the 
unions had d e c l a r e d i t s e l f much more s t r e n u o u s l y as opposed, however, and 
t h e i r General S e c r e t a r y s e r v e d on a government Committee (see l a t e r ) which 
examined the i n d u s t r y ' s s t r u c t u r e and a l s o r e j e c t e d the i d e a . As with many 
r e l a t i v e l y r i g h t - w i n g unions, the l i m i t e d notion of even broader s o c i a l -
democratic ends t o be achieved by union a c t i o n (which would be ' p o l i t i c a l ' ) 
l e a d s to an emphasis on the s t r i c t l y 'economic r e p r e s e n t a t i o n a l ' a s p e c t s 
of unionism, and so to an element of agreement with the r a d i c a l l e f t i n 
the union on the dangers o f ' c o l l a b o r a t i o n ' . T h i s o p p o s i t i o n was a l s o 
found amongst the most v o c i f e r o u s of the w h i t e - c o l l a r unions i n the 
i n d u s t r y , r e p r e s e n t i n g e n g i n e e r s . I n 1975, when the TUC gave evidence 
to the government committee mentioned above, i n which i t advocated worker 
d i r e c t o r s , t h e r e was an a t t a c k on t h e i r p r o p o s a l s by the head of t h i s 
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union, i n c l u d i n g the t e l l i n g argument t h a t the TUC i t s e l f had not 
c o n s u l t e d the i n d u s t r y ' s unions on whether they wanted such an arrangement. 
T h i s l e d to a j o i n t statement by manual and w h i t e - c o l l a r unions r e j e c t i n g 
the TUC l i n e , and i n s i s t i n g t h a t they would decide the matter f o r themselves. 
Two y e a r s l a t e r , a f t e r the p u b l i c a t i o n of the B u l l o c k Report, a l l but the 
most pro-worker d i r e c t o r union o b j e c t e d p u b l i c l y to a p r o p o s a l to move 
towards some p u b l i c s e c t o r experimentation w i t h the i d e a through Natco. 
I n s t e a d , the unions p r e s s e d ahead w i t h p r o p o s a l s f o r the reform o f 
c o n s u l t a t i v e machinery, which I s h a l l d i s c u s s i n ray c o n c l u s i o n s to the 
s e c t i o n on Natco. 

MANAGEMENT VIEWS 

I n e f f e c t , managerial accounts and o p i n i o n s o f the o p e r a t i o n of the 
p a r t i c i p a t i o n machinery i n Natco have a l r e a d y been given an e x t e n s i v e 
a i r i n g i n my review of p u b l i s h e d m a t e r i a l . However, p u b l i c statements 
by top management a r e not n e c e s s a r i l y r e p r e s e n t a t i v e of the a t t i t u d e s 
of l o c a l management, as was argued i n Chapter 8. I n t h i s s e c t i o n I s h a l l 
employ in f o r m a t i o n from both my survey and my c o n t a c t w i t h management, 
together w i t h the statements by managers a t the LACs' Annual Conference 
r e f e r r e d to i n the p r e v i o u s s e c t i o n , and f i n a l l y some of the c o n c l u s i o n s 
drawn by the a r t i c l e s and book d i s c u s s e d e a r l i e r . 

I t was made c l e a r to me i n my c o n v e r s a t i o n s and f u l l e r i n t e r v i e w s with 
management t h a t they re c o g n i s e d a t l e a s t some of the shortcomings of the 
c o n s u l t a t i v e system, p a r t i c u l a r l y under the s t r e s s of r e o r g a n i z a t i o n , 
though not, I t h i n k , as c l e a r l y and e x t e n s i v e l y as was i m p l i e d by the 
q u e s t i o n n a i r e f i n d i n g s among manual workers. To an e x t e n t t h i s f o l l o w s 
from p r e d i c t a b l e d i f f e r e n c e s i n p e r s p e c t i v e . Thus I was t o l d t h a t a task 
of the chairman (a manager, i t w i l l be r e c a l l e d ) was to r u l e matters out 
of order as n e g o t i a t i o n i s s u e s , implying a good d e a l of power to r e g u l a t e 
meetings i n the hands of t h i s person? and t h a t the a d v i s o r y nature of the 
proceedings was v i t a l , as the system could be "abused" i f i t were to 
c h a l l e n g e the Board's a u t h o r i t y . The t r a i n i n g of a r e p r e s e n t a t i v e , and 
subsequent attendance a t Spring or Summer t r a i n i n g s c h o o l s , were seen as 
being about g e t t i n g "a f e e l f o r the problems of the i n d u s t r y " . 

Nonetheless, I was t o l d t h a t r e p r e s e n t a t i v e s on works and a d v i s o r y 

committees might be and o f t e n were the same people, which g i v e s f u r t h e r 



637 

reason t o expect some de f a c t o o v e r l a p of the f u n c t i o n s . Another, more 
j u n i o r manager t o l d me t h a t one of the problems i n g e t t i n g l i f e i n t o the 
LACs was t h a t the l o c a l manager, as chairman, could r u l e out of order any 
question he d i d n ' t want r a i s e d . At the same time I was t o l d t h e r e were 
' s t i l l * some of the 'old guard' (of m i l i t a n t , o p p o s i t i o n a l shop stewards) 
who made l i f e d i f f i c u l t ; i t seems s i g n i f i c a n t t h a t such people should be 
seen as outdated by management. 

G e n e r a l l y communication was acknowledged to be wanting where LAC b u s i n e s s 
was concerned, and as we saw knowledge of LAC meetings was minimal among 
those s t a f f I was a b l e to t a l k t o . I t was a l s o r ecognised, by the s e n i o r 
manager concerned with i n d u s t r i a l r e l a t i o n s , t h a t : 

... people are a c t u a l l y not a l l t h a t i n t e r e s t e d i n the r e a l l y 
g e n e r a l i n f o r m a t i o n , more i n t h i n g s a f f e c t i n g themselves, 
fShows me a copy of the Board accounts7. The Board management 
always say ' I t ' s a l l i n t h e r e , as naked as can be, a l l the 
f a u l t s e t c . - i t shows what you need and need not worry about. 
What more could they want?' But of course, although they a l l 
have a c c e s s to t h i s no-one r e a l l y l o o ks a t i t . I t j u s t doesn't 
bother them. 

These views l a r g e l y extend the managerial accounts of those a t the head 
of the i n d u s t r y , w h i l s t g i v i n g a l i t t l e more i n s i g h t i n t o the l o c a l 
o p e r a t i o n of the LACs. I t i s n o t i c e a b l e t h a t when we move on to look 
a t the q u e s t i o n n a i r e responses of l o c a l management, however, the s t o r y 
c e a s e s to be so n e a t . The q u e s t i o n on the l o c a t i o n of power shows a 
c o n s i d e r a b l e v a r i e t y of responses, though i t i s notable t h a t the government 
f i g u r e s i n 13 out of 21 r e p l i e s . The t r a d e unions appear i n 8 r e p l i e s 
(though only once as having s o l e p o s s e s s i o n of the ' r e a l power'). The 
Board l e v e l of management i s seen by 4 as having the power, and by 
another 3 as s h a r i n g i t with government and unions; n a t i o n a l - l e v e l 
management are mentioned 3 times; and l o c a l management once only. Manual 
s t a f f a r e seen as s h a r i n g the r e a l power i n 2 c a s e s . Only the p e r c e i v e d 
r o l e of government emerges s t r o n g l y from a l l t h i s . 

W h i l s t management o v e r a l l express a higher o p i n i o n of the e f f e c t i v e n e s s 
of both a d v i s o r y and works committees than do manual s t a f f (compare 
Table 16.1 above w i t h 16.3 below), p a r t i c u l a r l y i n the c a s e of the 
c o n s u l t a t i v e machinery, the d i f f e r e n c e i s not as g r e a t as might have been 
expected: 
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TABLE 16.3 : MANAGERS : HOW EFFECTIVE AT THEIR RESPECTIVE TASKS* ARE 

Very 

Reasonably 

Not Very 

Not At A l l 

Don't Know 

Advisory 
Committees 

9% 

36% 

36% 

14% 

5% 
(N=22) 

Works 
Committees 

5% 

57% 

29% 

5% 

5% 
(N=21) 

* See Table 16.1 f o r f u l l wording 

Managers are p r e t t y evenly s p l i t on the question o f whether advisory 
committees perform t h e i r task i n d e a l i n g w i t h matters o f common i n t e r e s t 
a t l e a s t reasonably effectively,whereas f o r works committees twice as many 
r a t e them t h i s e f f e c t i v e as r a t e them lower. 

Managers concur w i t h the view o f manual s t a f f i n p l a c i n g greater importance 
f o r the i n t e r e s t s of those s t a f f i n the works committees. Thus although 
14% r a t e d advisory committees the more important body (as compared w i t h 
4% o f manual s t a f f themselves), 29% r a t e d them e q u a l l y important (as 
against 39%) and 57% judged works committees t o count f o r most (43%). 
I t could not be s a i d , then, t h a t these managers (many o f whom, i t i s perhaps 
worth n o t i n g , may be unionised i n the a c t i v e r e p r e s e n t a t i v e body which 
r e c r u i t s w i t h i n the i n d u s t r y ) are i n c l i n e d t o t h i n k manual s t a f f i n t e r e s t s 
are more c e n t r a l l y served by a u n i t a r y body than the workers themselves. 

On the question o f proposals t o merge or t o keep separate the two bodies, 
the f i n d i n g s shown i n Table 16.4 may be compared t o those f o r manual 
employees i n Table 16.2 i n the l i g h t o f the discussion preceding t h a t 
t a b l e : 
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TABLE 16.4 MANAGERS RELATION OF ADVISORY AND WORKS COMMITTEES 

Should Be Merged 
Should Be Kept Separate 

33% 
52% 

Don't Know 14% 

(N=21) 

The r e s u l t shows a somewhat more emphatic m a j o r i t y i n favour of r e t a i n i n g 
separation of f u n c t i o n s than amongst manual s t a f f , but the d i f f e r e n c e i s 
not great between the two sets of responses (though the reasons f o r 
opinions nay be q u i t e d i f f e r e n t , of course), and managers are c l e a r l y 
q u i t e d i v i d e d on the issue. 

Most o f the managers who completed questionnaires (59%) had served on an 
advisory committee i n the past, though o n l y o n e - t h i r d had served on a 
works committee. 73% and 61% r e s p e c t i v e l y were prepared t o do so a t a 
f u t u r e date i f necessary, r a t h e r higher than f o r manual s t a f f i n each case. 

Natco managers' judgement as t o the benefactors o f the advisory committee 
system i s t o be found i n Table 14.1. Both sides are seen as g a i n i n g i n some 
measure by almost t h r e e - q u a r t e r s (73%). Unlike the other two o r g a n i z a t i o n s ' 
managers, no respondent t h i n k s workers come out best on these f i n d i n g s 
(though due t o a q u e s t i o n n a i r e e r r o r t h i s o bservation may be d i s p u t a b l e ) 
For 17% the system makes no d i f f e r e n c e , and f o r one respondent, i n t e r e s t i n g l y , 
management gain a t the expense o f workers, w h i l e f o r another both lose. 

Half of the Natco managers would f e e l very or q u i t e badly i f the advisory 
committee system were discontinued (see Table 14.2), the other h a l f would 
mind l i t t l e or not a t a l l - though i n t h i s case no-one says they would 
a c t u a l l y be pleased. The p a t t e r n i s not f a r out o f l i n e w i t h t h a t i n 
W e l d r i l l amongst managers, and shows a r a t h e r higher degree of attachment 
t o the committees ..than t h a t expressed by manual workers (see Table 14.5). 
The d i f f e r e n c e s between managers i n t h e i r commitment t o the system are 
again noteworthy, however. 

None of the Natco managers thought t h a t management were 'very c l o s e l y ' i n 
touch w i t h workers' needs (see Table 14.3), though t h r e e - q u a r t e r s thought 
them 'reasonably* i n touch. There remain 23% who f e l t they were 'not very 
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w e l l ' i n touch, however, and 5% who opined t h a t they were not i n touch 
at a l l . This r a t i n g i s , as might be expected, higher than t h a t given 
by the manual s t a f f themselves (see Table 14.6), but i t nonetheless 
i n d i c a t e s an apparent awareness o f r e l a t i o n a l problems on the p a r t o f 
Natco management. This i s not t o say t h a t Natco management are i n f a c t 
l e s s i n touch, of course - i t may f o r instance i n d i c a t e r a t h e r a greater 
s e n s i t i v i t y t o problems than i n other f i r m s - but when considered along 
w i t h the i n f o r m a t i o n about i n d u s t r i a l r e l a t i o n s i n Natco given e a r l i e r , 
i t does imply t h a t c e r t a i n r e a l and recognised d i f f i c u l t i e s do e x i s t . 

The q u e s t i o n n a i r e f i n d i n g s leave one w i t h a sense o f l o c a l , lower management 
c r i t i c a l awareness of a t l e a s t some o f the shortcomings o f p a r t i c i p a t i v e 
arrangements i n Natco. This appears as a c l e a r c o n t r a s t w i t h the 
presentations o f higher l e v e l management, l o c a l l y and i n p a r t i c u l a r 
n a t i o n a l l y . The Annual LACs* Conference discussed e a r l i e r i s a good 
i l l u s t r a t i o n o f more senior management's approach. The e n t i r e conference 
was focussed on p a r t i c i p a t i v e machinery, and the o f f i c i a l approach taken 
i s t h a t an o p p o r t u n i t y i s being presented f o r wide-ranging reform proposals. 
Yet each management c o n t r i b u t i o n seems t o revolve around the defence o f 
e x i s t i n g arrangments or the d i v e r s i o n o f discussion towards minimal 
changes. Thus one management r e p r e s e n t a t i v e : 

... would not want t o push the LAC t o one side because 
i t was a way of making sure t h a t the job was done i n a 
d i s c i p l i n e d way. 

For another manager c r i t i c i s m s brought f o r t h the response t h a t he: 

... was pleased t h a t people were t a l k i n g about LACs i n 
terms of complete p e r f e c t i o n . 

F i n a l l y , the senior manager f o r the e n t i r e Board not only d i s t r i b u t e d 
notes f o r discussion i n advance of the conference which q u i c k l y r e j e c t e d 
as i r r e l e v a n t the worker d i r e c t o r n o t i o n and turned t o marginal reforms 
i n the c o n s u l t a t i v e system ( t o give an 'improved flow o f i n f o r m a t i o n from 
managementand proposing smaller and less formal LACs). He also argued 
t h a t t a l k o f improvement should be based on the s a t i s f a c t o r y nature o f 
e x i s t i n g arrangements, and claimed there was "a high degree of consensus 
on main o b j e c t i v e s throughout the i n d u s t r y " . And i f t h i s does not seem 
an i d e a l open-ended basis f o r a meaningful debate on the successes and 
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f a i l i n g s of the c o n s u l t a t i v e machinery, then h i s rounding o f f o f t h a t 
d iscussion not only neglects any a l t e r n a t i v e proposals t h a t had been 
made, but stamps the process f i r m l y w i t h other management boundaries: 

... what were the r e s p o n s i b i l i t i e s o f management? 
There were two r e l e v a n t t o the Conference. One was 
t h a t management should provide leadership and the 
other the r e s p o n s i b i l i t y of the Board t o seek, as 
f a r as p o s s i b l e , u n i t y o f purpose and good f e l l o w s h i p 
w i t h i n a l l branches o f i t s s t a f f 
... the Board had given a tremendous amount of thought 
t o the whole j o i n t c o n s u l t a t i o n procedure / w i t h respect 
t o r e o r g a n i z a t i o n ) . . . 
W h i l s t a l o t had been sa i d about the l i m i t a t i o n s o f 
what could or had been done by the LACs, i t should be 
remembered t h a t the LACs d i d make a massive c o n t r i b u t i o n 
t o t h i s exercise and th e r e had been a reference t o the 
very considerable volume, and also the q u a l i t y o f what 
the LACs provided. 

This i s h a r d l y a manifesto f o r change. I t r i n g s p a r t i c u l a r l y i r o n i c a l l y 
on r e o r g a n i z a t i o n , where we are t o l d t h a t speed and c o n s u l t a t i o n had t o be 
balanced t o minimise u n c e r t a i n t y f o r s t a f f . The experiences of t h i s change 
c i t e d e a r l i e r do not bear out the p u b l i c management self-judgement. 

NATCO : CONCLUSIONS 

Once again a s t r i k i n g gap emerges between p u b l i c d e s c r i p t i o n s of the success 
o f a p a r t i c i p a t i o n scheme and the l o c a l assessment not only o f manual 
workers but also of managers. These a t t i t u d e s confirm the suspicions o f 
the e f f e c t i v e n e s s o f the p a r t i c i p a t i v e machinery i n democratic terms which 
a r i s e from a c r i t i c a l reading o f management accounts. From the e a r l i e s t 
days a f t e r n a t i o n a l i s a t i o n , the statement of i n t e n t o f the head of the 
i n d u s t r y (a prominent ex-trade u n i o n i s t ) h i n t e d a t pseudo-democratic 
p a r t i c i p a t i o n i n the very terms of i t s concern. "Happier workers are more 
e f f i c i e n t workers" was the message, and one means t o create them was t o be 
the c r e a t i o n of c o n s u l t a t i o n where l i t t l e had e x i s t e d . Yet c o n s u l t a t i o n 
was no s u b s t i t u t e f o r human r e l a t i o n s techniques of le a d e r s h i p , and moreover 
" g i v i n g orders i s not the same t h i n g as c o n s u l t i n g t h e i r subordinates". 
Management should give an example and "be the t r u e leaders i n t h i s sphere 
as i n o t h e r s . " 
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T h i s theme l i e s c l o s e to the s u r f a c e i n subsequent managerial p r e s c r i p t i o n s 
and judgements. Thus i n the a r t i c l e p u b l i s h e d a t the end o f the 1950s by 
two c h i e f managers to which I have r e f e r r e d before, i t i s argued t h a t : 

To be e f f e c t i v e , d e c i s i o n s must be understood and accepted 
by those who have to c a r r y them out and i t i s here t h a t j o i n t 
c o n s u l t a t i o n i s of the g r e a t e s t v a l u e to management ... 
Both j o i n t c o n s u l t a t i o n and machines are investments i n 
i n d i r e c t means of production ... one must c o n s i d e r the r e t u r n 
from j o i n t c o n s u l t a t i o n , j u s t as one c o n s i d e r s the r e t u r n 
from machines. 

I n t h i s s c e n a r i o management strengthen r a t h e r than weaken t h e i r hand by 
c o n s u l t i n g , and r e t a i n the r i g h t to make f i n a l d e c i s i o n s "where the j o i n t 
c o n s u l t a t i v e committees have misunderstood t h e i r frame of r e f e r e n c e " . 
I n the book, ten y e a r s l a t e r , and f o l l o w i n g on the "new urgency" of 
p a r t i c i p a t i o n i n the a uthors' eyes generated by p r o d u c t i v i t y b a r g a i n i n g , 
the l i n e remains l i t t l e changed n o n e t h e l e s s : 

We stand by our views t h a t management must i t s e l f t ake the 
major d e c i s i o n s and the r e s p o n s i b i l i t i e s t h a t flow from them. 
But we t h i n k i t a l l to the good t h a t , before these d e c i s i o n s 
a r e taken, employees should be informed and c o n s u l t e d . 

I t i s claimed t h a t t h i s has happened through the a p p l i c a t i o n o f p r o d u c t i v i t y 
n e g o t i a t i o n s a t l o c a l l e v e l (though the consequences may seem to us more 
l i k e pseudo-democracy), and moreover t h a t the l i m i t has been reached i f 
unions a r e to remain independent. The f r o n t i e r s marked by management are 
c l e a r and e n c l o s e few apparent (and even fewer r e a l ) c o n c e s s i o n s to the 
shop f l o o r . And the u n i t a r y , problem-communicating view of p a r t i c i p a t i o n 
c o n t i n u e s to be s t r e s s e d i n the 1977 d e s c r i p t i o n of 'understanding 
meetings' i n a r e g i o n other than t h a t i n which my study took p l a c e : 

The purpose of the meetings i s to improve s t a f f ' s understanding 
of management i n t e n t i o n s and p o l i c i e s and, e q u a l l y , to provide 
management w i t h an i n s i g h t i n t o the f e e l i n g s and r e a c t i o n s of s t a f f . 

The use of l o c a l i s e d , work-group meetings i s a p r a c t i c e which has been 
r e v i v e d i n v a r i o u s forms and on d i f f e r i n g c o n s t i t u e n t bases i n one p a r t 
or another a t Natco. They a r e claimed to have become more important 
during the 1960s, u n t i l they had brought to the shop f l o o r many of the 
important problems t h a t would otherwise go through LACs. I n f a c t , the 
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tone seems very much t o be t h a t o f communication (downwards) bodies, w i t h 
a strong admixture of human r e l a t i o n s . I t would seem t h a t immediately 
before r e o r g a n i z a t i o n i n the area I was t o study, no p a r t i c u l a r such groups 
met i n the p a r t o f the i n d u s t r y w i t h which I was concerned, though whether 
they had lapsed or not I cannot say. I was, however, informed of an 
i n n o v a t i o n e s t a b l i s h i n g such i n f o r m a l meetings a t the depot most d i s t a n t 
from the new HQ d u r i n g my i n v e s t i g a t i o n . The i n t e n t i o n was t o r e c r e a t e 
involvement by having supervisor and workers deal w i t h "down-to-earth", 
immediate problems; thus c o n f l i c t s are ignored, or seen as secondary t o 
t h i s need f o r involvement i n a common e n t e r p r i s e . W h i l s t l o c a l management 
placed some hope i n t h i s scheme, i t s lack o f n o v e l t y and i t s evident 
s t r u c t u r a l shortcomings must make i t s v i a b i l i t y as a s o l u t i o n t o 
management (or shop f l o o r ) problems d o u b t f u l . 

F i n a l l y , the same a p p l i e s t o the recommendations o f a recent Committee 
of I n q u i r y set up t o examine the a d m i n i s t r a t i o n of the e n t i r e i n d u s t r y . 
The views adopted by t h i s Committee were sharply a t odds w i t h the conclusions 
o f the Bullock Committee which i t preceded, and indeed had a great deal 
more i n common w i t h the m i n o r i t y r e p o r t o f the Committee o f I n d u s t r i a l 
Democracy. This should be l e s s s u r p r i s i n g when i t i s considered t h a t the 
committee examining Natco consisted o f a manager i n the i n d u s t r y , a r i g h t -
wing union leader known t o oppose union involvement a t board l e v e l , two 
business academics, and two managers a t the head o f l a r g e c o r p o r a t i o n s 
(one of these being the committee chairman). 

This body r e j e c t e d the TUC argument f o r a new board t o run the i n d u s t r y 
i n c l u d i n g independent, union-appointed r e p r e s e n t a t i v e s as h a l f i t s number. 
The reasons given f o r t h i s are not those o f unions wary o f i n c o r p o r a t i o n ; 
indeed the c e n t r a l c r i t i c i s m o f the TUC submission i s t h a t i t would 
undermine the c o l l e c t i v e , u n i t a r y r e s p o n s i b i l i t y of the union side a t 
l e a s t o f the board. 

We do not b e l i e v e such a body could have a common purpose 
or could work together t o secure the o v e r a l l good management 
of the i n d u s t r y . We fear t h a t ... the Board would merely be 
the forum f o r endless n e g o t i a t i o n s . . . 

The r e p o r t r e j e c t s the idea o f a u n i v e r s a l form o f p a r t i c i p a t i o n s u i t a b l e 
f o r a l l i n d u s t r i e s . ^ The p r e f e r r e d channel o f p a r t i c i p a t i o n i s c o n s i s t e n t 
w i t h managerial ideology a l s o : 
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We b e l i e v e t h a t employee re p r e s e n t a t i o n must t h e r e f o r e be 
b u i l t up from the bottom w i t h i n the i n d u s t r y . The f i r s t 
p r i o r i t y must be continued e f f o r t t o r e v i t a l i s e the 
i n d u s t r y ' s machinery f o r c o n s u l t a t i o n . 

The purpose of c o n s u l t a t i o n i s , along w i t h good communications, t o s t i m u l a t e 
a "progressive a t t i t u d e " among workers, which means, i t seems, "p r i d e i n 
the good running of the i n d u s t r y " . 

I t emerges t h a t evidence on the operation of the LACs and higher l e v e l s of 
the p a r t i c i p a t i o n machinery acknowledged t h a t the machinery was now too 
cumbersome, and had t o be ' s i m p l i f i e d and updated'. Just what l i e s behind 
t h i s r h e t o r i c i s , u n s u r p r i s i n g l y , l e f t undeveloped. The r e v e a l i n g aspect 
of t h i s p a r t of the r e p o r t i s the apparent emergence of a consensus, a 
couple of years a f t e r my own study, t h a t the LACs were not such exemplary 
p a r t i c i p a t i o n channels as had been claimed. 

The f i n d i n g s of t h i s study suggest t h a t the Natco unions and the Committee 
of I n q u i r y are c o r r e c t about the i n s u b s t a n t i a l i t y of any l i k e l y democratic 
gains from worker d i r e c t o r s , though ( p a r t i c u l a r l y i n the case of the 
Committee) f o r erroneous reasons. The TUC safeguards against a t t a c h i n g 
r e s p o n s i b i l i t y t o union representatives would provide the best basis f o r 
some r e a l decision-making i n f l u e n c e independent of the r a t i o n a l i t y of 
c a p i t a l , but t h a t best would be f a r from acceptable i n t h i s w r i t e r ' s view. 
I n the event the M i n i s t e r ' s i n c l i n a t i o n was towards the c r e a t i o n of a new 
top board w i t h union representation i n some form, but any plans t o 
implement such proposals remained unpublished during the Labour Government's 
l i f e t i m e . 

Other moves have been afoot i n Natco, i n conformity w i t h the promise given 
t o the Committee t o reform the c o n s u l t a t i v e system. The advisory system 
was superseded i n 1977 by a new National J o i n t Co-ordinating Council; 
which i t was claimed would discuss f a r more issues than i t s predecessor 
could. The body remains non-executive, and while i t i s claimed t h a t 
nonetheless i t s decisions w i l l be f e l t t o impose c e r t a i n o b l i g a t i o n s on 
both sides, the terms of reference make i t d i f f i c u l t t o b e l i e v e t h a t such 
an i n s t i t u t i o n a l r e j i g g i n g w i l l transform the decision-making process i n 
a way favourable t o labour. The n a t i o n a l , and proposed l o c a l bodies i n 
no way challenge the o f f i c i a l separation of n e g o t i a t i o n and c o n s u l t a t i o n 
matters, and the l a t t e r w i l l s t i l l be aimed at " j o i n t c o n s i d e r a t i o n of 



64^ 

matters of common concern or i n t e r e s t " . However, i t seems t h a t some of the 
d i f f i c u l t i e s a r i s i n g from the d e l i m i t a t i o n of n e g o t i a t i o n have been 
p a r t i a l l y recognised through a move t o make the c o n s u l t a t i v e body 
rep r e s e n t a t i v e s the appointees of the works committee/unions rather than 
d i r e c t l y e l e c t e d , thus f a c i l i t a t i n g t r a n s f e r of issues from one channel 
t o the other. 

This reform may or may not resolve the problems i t a t l a s t p a r t i a l l y 
acknowledges. I n p r a c t i c e the smoother running of the arrangements, and 
the greater substance of business f o r the successors t o LACs, w i l l depend 
on the degree t o which management are prepared t o allow de f a c t o bargaining 
where i t i s demanded by employee representatives. I t w i l l also be a matter 
f o r conjecture whether the a p p l i c a t i o n of the new proposals w i l l lend more 
power t o l o c a l shop stewards or t o the o f f i c i a l , c e n t r a l i s e d union 
o r g a n i z a t i o n . The l a t t e r , on past records, w i l l seem p r e f e r a b l e t o 
management, but might w e l l o b s t r u c t the meeting of l o c a l employee demands. 
In s h o r t , the i n s t i t u t i o n s themselves may operate i n a v a r i e t y of ways, 
and the vague r h e t o r i c of the Committee of I n q u i r y i n t o the management of 
the i n d u s t r y or of i n t e r n a l reformers w i l l count f o r l i t t l e alongside 
p r a c t i c e . 

CONCLUSIONS OVERALL 

I t would be superfluous t o o f f e r more than the most summary f i n a l remarks 
encompassing the three case studies of a t t i t u d e s t o p a r t i c i p a t i o n schemes 
r e l a t e d i n t h i s and the previous two chapters. Each account speaks f o r 
i t s e l f , and each accords w e l l w i t h and lends depth t o the analysis 
a b s t r a c t l y presented i n Chapter 5 and e m p i r i c a l l y r e i n f o r c e d i n Chapters 
9, 10 and 11. A few p o i n t s seem worth p a r t i c u l a r emphasis, however: 

1. Here are reviewed three schemes, the two more formal of 
which have received extensive n a t i o n a l p u b l i c i t y and so 
c o n s t i t u t e a s i g n i f i c a n t p r o p o r t i o n of the general mythology 
of p a r t i c i p a t i o n . Yet a l l three f a i l e d t o a t t r a c t much 
i n t e r e s t from the shop f l o o r (a p o i n t r e i n f o r c e d by the 
evidence presented i n Chapter 12), and thus seem t o belong 
t o the category of ' t r i v i a l i t y * . 
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2. As an addendum to t h i s , i t i s perhaps noteworthy t h a t the 
s t r o n g e s t f e e l i n g s of support were f o r the r e l a t i v e l y 
u n p u b l i c i s e d and infor m a l s t y l e adopted i n W e l d r i l l . The 
best explanation f o r t h i s seems to l i e i n the r e l a t i v e l y 
good c o n d i t i o n s and pay i n t h i s f i r m by comparison with 
i t s competitors - an advantage which i s i n f a c t more 
r e a d i l y a t t r i b u t a b l e t o union o r g a n i z a t i o n w i t h i n the 
company. C e r t a i n l y i t would be d i f f i c u l t to say t h a t 
t h i s was a more 'developed' p a r t i c i p a t i v e arrangement 
as such a term might c o n v e n t i o n a l l y be used. 

3. The p u b l i c r e l a t i o n s image i n the other two c a s e s tended 
to evaporate as i n v e s t i g a t i o n proceeded, p a r t i c u l a r l y i n 
Epoch. Thus top management accounts came to rec o g n i s e 
problems; though th e r e remained a p a t t e r n broadly common 
to a l l t h r e e companies t h a t ' o f f i c i a l ' accounts were l e s s 
c r i t i c a l than f a c e - t o - f a c e top management accounts, which 
were l e s s c r i t i c a l than the wider management opinion 
presented i n survey responses, which i n turn were l e s s 
c r i t i c a l than the views of those supposedly the main 
be n e f a c t o r s of p a r t i c i p a t i o n , the manual s t a f f . The 
notions of what p a r t i c i p a t i o n was about, and what i t 
should aim t o ac h i e v e , v a r i e d i n the same manner and i n 
l i n e w i t h the i n t e r e s t and i d e o l o g i c a l d i f f e r e n c e s 
i d e n t i f i e d i n Chapter 3, and i n Chapters 7, 8, 12 and 13. 

4. I n a l l three c a s e s the unions were f a i r l y w e l l e s t a b l i s h e d 
i n the o r g a n i z a t i o n s . T h i s c r e a t e d the c o n d i t i o n s f o r a 
d e c l i n e i n t o t r i v i a l i t y of any arrangement designed to d e a l 
w i t h matters of 'common i n t e r e s t ' , s i n c e bargaining procedures 
were q u i t e w e l l developed. Nonetheless, there was evidence of 
past disappointment and b i t t e r n e s s , i . e . elements of i n s t a b i l i t y , 
when the p a r t i c i p a t i v e arrangements f a i l e d to l i v e up to 
ex p e c t a t i o n s (engendered, f o r workers, by the r h e t o r i c of 
management). In Natco the scheme was too old to leave any 
remnants on an e x t e n s i v e b a s i s of such disappointment, but 
ther e was resentment over the way i n which r e o r g a n i z a t i o n 
had been i n s t i t u t e d without, i n many opinions, adequate 
c o n s i d e r a t i o n of employee views or i n t e r e s t s . I n W e l d r i l l 
and Epoch th e r e was more d i r e c t i n d i c a t i o n of disappointment 
a t the s h o r t f a l l of e x i s t i n g or p a s t schemes. 
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CHAPTER 16 : NOTES 

1. The Economist magazine, quoted Johnson, 1952:181. 

2. The s t a t u t o r y form adopted r e f e r r e d to "any o r g a n i z a t i o n 
appearing t o the c o r p o r a t i o n to be a p p r o p r i a t e " (Johnson, 
1952:185) . 

3. The key, and the most e f f e c t i v e i n s t i t u t i o n according to 
the book on Natco. 

4. T h i s troublesome m i l i t a n c y , a t l e a s t as p e r c e i v e d by 
management, was subsequently confirmed by an ex-manager 
from another area of Natco i n an i n t e r v i e w h e l d i n 
another context some ye a r s a f t e r my study. 

5. These were the proportions f o r the 158 r e p l i e s given from 
182 q u e s t i o n n a i r e s . The 24 respondents who d i d not answer 
imply a f u r t h e r p o s s i b l e r e s e r v o i r of e f f e c t i v e 'don't knows', 
though a good number of those g i v i n g no response probably 
simply d i d not get t h i s f a r through the q u e s t i o n n a i r e . 

6. The important category of 'both gai n , workers most' was 
omitted from Natco management q u e s t i o n n a i r e s i n e r r o r . 
T h i s may e x p l a i n the high (30%) proportion who endorse 
the equal g a i n category, though i t i s worth noting t h a t 
no-one wrote i n the missing a l t e r n a t i v e . 

7. See Chapter 3 above f o r a d i s c u s s i o n of how t h i s s u p e r f i c i a l l y 
reasonable s t a n c e s e r v e s a managerial o r i e n t a t i o n , t r a n s l a t i n g 
as an e f f o r t to p r o t e c t managers' powers by g r a n t i n g them 
j u r i s d i c t i o n to r e g u l a t e the i n t r o d u c t i o n and form of schemes 
unhindered by l e g i s l a t i v e o b l i g a t i o n s . 
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CONCLUSION: 

WHOSE PARTICIPATION, WHOSE DEMOCRACY? 

To give c o n t r o l or p a r t i c i p a t i o n w i t h o u t the workers . 
being subject to the same k i n d o f f i n a n c i a l r e s p o n s i b i l i t y 
forced on shareholders, whose funds were at r i s k , would 
be a form of ' i n s t i t u t i o n a l i z e d the f t ' . . . . ( r e p o r t o f 
views of Selsdon Group of the Conservative Party, Times 
19.7.76). 

Property i s t h e f t . (Pierre-Joseph Proudhon, Qu'est*ce 
que l a p r o p r i e t e , 1840). 

This t h e s i s has addressed i t s e l f t o an analysis of the nature of 
workers' p a r t i c i p a t i o n i n management i n c a p i t a l i s t s o c i e t i e s , and 
p a r t i c u l a r l y i n B r i t a i n . I t has sought t o examine how p a r t i c i p a t i o n 
r e l a t e s t o the attainment of democracy i n i n d u s t r y , though t h i s i n t u r n 
r e q u i r e d the c l a r i f i c a t i o n of the analysis of 'democracy' presented 
i n the f i r s t two chapters, There the key questions about democracy 
were i d e n t i f i e d as "who takes d e c i s i o n s , by what means, and i n whose 
i n t e r e s t s . " I n p o l i t i c a l and i n d u s t r i a l terms, i t was argued, t h i s 
e n t a i l e d decisions being taken by the people, through mechanisms and 
processes i n v o l v i n g them d i r e c t l y , which served t h e i r i n t e r e s t s . 
P a r t i c i p a t i o n schemes which served other purposes, such as the 
maintenance o f an e x p l o i t a t i v e status quo, d i d not serve democracy on 
t h i s argument. Further, since i t was argued t h a t s o c i a l r e l a t i o n s 
i n i n d u s t r y are fundamentally c o n f l i c t u a l i n c a p i t a l i s m , then any 
scheme which purported to serve common i n t e r e s t s of c a p i t a l and labour 
would seek to operate i n t h i s system-maintaining fashion; i t would thus 
m e r i t the l a b e l 'pseudo-democratic'. 

The remainder of the thesis has th e r e f o r e been an i n v e s t i g a t i o n o f the 
p o l i t i c a l economy of p a r t i c i p a t i o n , t o determine f o r whom i t works: f o r 
workers' i n t e r e s t s , or f o r those of c a p i t a l . I n order to carry out t h i s 
i n v e s t i g a t i o n , i t was argued t h a t c e r t a i n requirements of analysis had to 
be met, i n c l u d i n g p a r t i c u l a r l y : 



650 

1. Making the un d e r l y i n g t h e o r e t i c a l precepts of the analysis 
e x p l i c i t , 
2. Being concerned w i t h the operation of p a r t i c i p a t i o n i n the r e a l 
w o r l d ( r a t h e r than i n the a b s t r a c t or i n some i d e a l , imagined realm). 
3. Being able t o account f o r the existence and nature of other 
explanations, and so to show the superior explanatory scope of one's 
own account. 
4. Developing c e r t a i n working categories w i t h i n which to organise 
one's account, on an h e u r i s t i c basis. 

THE CRITIQUE OF PLURALISM 

The f i r s t and t h i r d of these together c o n s t i t u t e the s t a r t i n g p o i n t 
f o r i d e n t i f i c a t i o n and discussion of the issues. Something else also 
was e n t a i l e d here, however: the d e l i n e a t i o n of any orthodoxy, the 
demonstration of i t s basic tenets and d e l i n e a t i o n of any inadequacy 
as an a n a l y t i c a l approach. I n the event, many o f the basic arguments 
of the Marxist approach applied i n t h i s t h e s i s were elaborated i n and 
through a debate w i t h the managerial ( u n i t a r y ) view and f a r more 
im p o r t a n t l y the v a r i a n t s of p l u r a l i s t analyses which c o n s t i t u t e the 
conventional wisdom on p a r t i c i p a t i o n (and other i n d u s t r i a l r e l a t i o n s 
i s s u e s ) . A major p r o p o r t i o n of the f i r s t three parts of the t h e s i s 
revolved around a c r i t i c a l examination of p l u r a l i s t accounts, 
B c r u t i n i s i n g the a n a l y t i c a l anaemia such accounts d i s p l a y , and also 
what was argued to be a powerful bias towards the p r o t e c t i o n of the 
i n t e r e s t s of c a p i t a l disguised by the banner o f n e u t r a l pragmatism. 
P l u r a l i s m , i t was argued, cannot answer the question posed by t h i s 
thesis's t i t l e , because i t remains q u i n t e s s e n t i a l l y b l i n d t o class 
and power. I n Chapter Four, the shortcomings of a selected group 
of i n f l u e n t i a l p l u r a l i s t analyses of p a r t i c i p a t i o n were subjected to 
a close i n t e r r o g a t i o n which demonstrated the working out of these 
broad problems i n d e t a i l . 

I t w i l l be r e c a l l e d t h a t one of the most t y p i c a l features of 
p l u r a l i s t academic treatments of p a r t i c i p a t i o n was to adopt the 
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'systems' form of analysis more generally characterised by the work 
of J.T. Dunlop. This approach compounded the more general f a u l t s 
of p l u r a l i s t a nalysis w i t h a r e i n f o r c e d tendency to advance a r b i t r a r y 
(and professedly n e u t r a l but i m p l i c i t l y loaded) categories qua 
theory, and t o reduce r e a l i t y t o s u p e r f i c i a l ( f o r the most part 
formal, i n s t i t u t i o n a l ) phenomena. I must r e s i s t the ever-present 
temptation to indulge at length i n f u r t h e r p u r s u i t of t h i s quarry, 
but 1 am strengthened i n my c o n v i c t i o n of the need f o r thoroughgoing 
c r i t i c i s m o f the p l u r a l i s t orthodoxy by the recent p u b l i c a t i o n at 
the time I w r i t e t h i s of i t s l a t e s t , most elaborate and grandest 
i n c a r n a t i o n . I r e f e r to the two-volume r e p o r t by the p r o f e s 6 o r i a l l y -
inundated ' I n d u s t r i a l Democracy i n Europe I n t e r n a t i o n a l Research 
Group' (IDE, 1981,1981a). This work reports and c o d i f i e s i n t o a 
v a r i e t y of f a m i l i a r categories and continua m a t e r i a l on twelve 
c o u n t r i e s , a l l o f i t c a r e f u l l y i n t e r p r e t e d through the q u a s i - n e u t r a l 
( e x c l u d i n g a l t e r n a t i v e s by s i l e n c e ) prism o f p l u r a l i s t methodology. 
To t h i s end i t employs a combination of a face-value analysis of 
labour p a r t i c i p a t i o n through formal machinery, and the Tannenbaum-
type i n v e s t i g a t i o n of a c t o r s ' perceptions ( c r i t i c i s e d i n the Appendix 
to Ch 12 above). So i t i s t h a t on p a r t i c i p a t i v e p r o v i s i o n B r i t a i n and 
I t a l y rate bottom, Germany and Sweden top ( w i t h Yugoslavia, once again 
included by t h a t convenient reduction o f 'socialism' to a matter of 
mere system l a b e l d i f f e r e n c e , as i t was so o f t e n i n the approaches 
dissected i n Ch Four) - although i f shop f l o o r worker power were 
considered the p o s i t i o n s might w e l l be reversed. With t h i s passing 
observation t h a t the p l u r a l i s t orthodoxy i s a l i v e , as well-funded and 
u n r e f l e x i v e as ever, and so s t i l l i n need of d i r e c t and d e t a i l e d 
c o n f r o n t a t i o n and r e f u t a t i o n , I s h a l l move on. 

MAKING THEORY EXPLICIT 

In order to meet the f i r s t s t i p u l a t i o n of an adequate a n a l y s i s , I sought 
to make e x p l i c i t my presuppositions and prejudices i n the I n t r o d u c t i o n . 
The u n d e r l y i n g assumptions of my approach were s t a t e d to be Marxist 
ones. Given the s t i l l vast lack of d e f i n i t i o n t h i s leaves, ( r e f l e c t e d 
i n major d i f f e r e n c e s w i t h other accounts claiming Marxist h e r i t a g e at 
a number of subsequent j u n c t u r e s , and again below), an attempt was 
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made t o i n d i c a t e i n o u t l i n e t h e p o s i t i o n adopted on c e r t a i n key 
i s s u e s . Thus w h i l s t t h e c o n t i n u i t y o f t h e b a s i c f e a t u r e s o f 
c a p i t a l i s m , i n c l u d i n g a fundamental c l a s s c o n f l i c t between c a p i t a l 
and l a b o u r e x p r e s s e d i n t h e w o r k p l a c e as the s t r u g g l e o v e r t h e use 
o f employed l a b o u r power t o t r a n s f o r m m a t e r i a I s i n t o commodities 
( t h e l a b o u r p r o c e s s ) , c o u l d be r e g a r d e d as by and l a r g e n o n - c o n t r o v e r s i a l 
w i t h i n Marxism, t h e same was n o t t r u e f o r o t h e r m a t t e r s . I t proved 
necessary t o c l a r i f y my p o s i t i o n on t h e n a t u r e o f t h e S t a t e , f o r 
example, t o argue what I c a l l e d a ' r e l a t i o n a l 1 v i e w . Other p o i n t s 
were made i n some de p t h i n t h e t e x t , n o t a b l y t h e d i s c u s s i o n o f 
'democracy' i n Ch.One, and t h e d i s c u s s i o n o f power and i d e o l o g y ( a n d 
th e r e j e c t i o n o f t h e ' b a s e / s u p e r s t r u c t u r e ' M a r x i s t o r t h o d o x y ) i n 
Ch.Six. These a r e n o t minor d i s p u t a t i o n s , mere academic n i c e t i e s , 
s i n c e t h e y f o r m t h e b a s i s o f major d i f f e r e n c e s o f i n t e r p r e t a t i o n and 
p r o p o s a l s c o n c e r n i n g w o r k e r p a r t i c i p a t i o n w i t h o t h e r M a r x i s t s , a 
f a c t b r o u g h t o u t a t v a r i o u s p o i n t s d u r i n g t h e t h e s i s and c o n f r o n t e d 
once more l a t e r i n t h i s c o n c l u s i o n . A t t h i 6 p o i n t , l e t me n o t e o n l y 
t h a t I argued f r o m t h e I n t r o d u c t i o n t h a t t h e d e t e r m i n a t i o n o f t h e 
o r i g i n s , n a t u r e and consequences o f p a r t i c i p a t i o n schemes under 
c a p i t a l i s m c o u l d n o t be deduced a p r i o r i f r o m more g e n e r a l p r e c e p t s 
b u t had t o be s u b j e c t e d t o e m p i r i c a l i n v e s t i g a t i o n . J u s t how i m p o r t a n t 
t h i s waa has h o p e f u l l y been made c l e a r by t h e e m p i r i c a l m a t e r i a l 
p r e s e n t e d , w h i c h shows f o r i n s t a n c e , t h a t i t cannot be t a k e n f o r g r a n t e d 
t h a t p a r t i c i p a t i o n w i l l s u c c e s s f u l l y l u r e l a b o u r r e p r e s e n t a t i v e s l i k e 
f l i e s o n t o t h e m a n a g e r i a l web. A t t h e same t i m e , w h i l e I hope I have 
n o t p r e j u d g e d my f i n d i n g s o r a c h i e v e d them by s e l e c t i o n , I a d m i t t e d 
t h a t my s t a n c e d i d engender a t l e a s t a c y n i c a l p r e d i s p o s i t i o n towards 
the 'success 1 o f p a r t i c i p a t i o n as c o n v e n t i o n a l l y r e p r e s e n t e d i n the 
l i t e r a t u r e . 

As we have seen, t h e t h i r d enumerated r e q u i r e m e n t was e f f e c t i v e l y 
i d e n t i f i e d as c a l l i n g f o r an exegesis o f o r t h o d o x a c c o u n t s , p a r t i c u l a r l y 
p l u r a l i s t ones, and e x p o s i n g t h e i r i d e o l o g i c a l n a t u r e (and t h e i n t e r e s t s 
t h e y t h e r e b y s e r v e d ) as stemming b o t h f r o m t h e i r a d m i t t e d p h i l o s o p h y 
and f r o m t h e i r e p i s t e r a o l o g y , They were a l s o found t o be r e s t r i c t i v e 
i n t h a t they e x c l u d e d f r o m t h e p u r v i e w o f t h e i r a n a l y s i s many as p e c t s 
o f s o c i a l r e l a t i o n s w h i c h I argued must be seen as i n t e g r a l t o those 
' i n d u s t r i a l r e l a t i o n s ' o f w h i c h p a r t i c i p a t i o n schemes are one f e a t u r e . 
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DEVELOPING CATEGORIES AND CONCEPTS 

I n c o n n e c t i o n w i t h t h i s l a s t p o i n t , t he major p a r t o f P a r t e One 
t o Three o f t h e t h e s i s was engaged i n t h e e x a m i n a t i o n o f c e r t a i n key 
c o n c e p t s , d e v e l o p i n g and j u s t i f y i n g a d i s t i n c t i v e M a r x i s t approach 
t o democracy, i n d u s t r i a l democracy, p a r t i c i p a t i o n and power, a t t h e 
same ti m e as i d e n t i f y i n g t h e o f t e n unspoken p l u r a l i s t n o t i o n s on t h e 
same areas and s u b j e c t i n g them t o c r i t i c i s m . I t i s t h i s b r e a d t h 
o f scope, r e q u i r e d by t h e l o g i c o f my own arguments a g a i n s t e x i s t i n g 
approaches t o the s u b j e c t w h i c h has e n t a i l e d t h e u n w i e l d y l e n g t h o f 
t h e f i n a l p r o d u c t o f t h i s t h e s i s . 

As the a n a l y s i s proposed i n t h i s t h e s i s developed i n o p p o s i t i o n t o 
p l u r a l i s t credenda, t h e need f o r c e r t a i n s p e c i f i c c o n c e p t u a l t o o l s 
t o i n f o r m t h e d i s c u s s i o n became a p p a r e n t . Chapter F i v e u n d e r t o o k 
t h e t a s k o f p u l l i n g t o g e t h e r t h e p o i n t s made i n P a r t s One and Two 
t o f o r m the b a s i s o f an e v a l u a t i o n o f p a r t i c i p a t i o n and, one c o u l d 
say, t o advance c e r t a i n hypotheses f o r t e s t i n g i n l a t e r c h a p t e r s 
( t h o u g h i n f a c t I am as s c e p t i c a l as Baldamus^ o f t h e p r e t e n t i o u s 
and p o s t hoc n a t u r e o f such a s e l f - j u s t i f i c a t i o n ) . I n t h e p r o c e s s , 
a c l a s e i f i c a t o r y framework was suggested d r a w i n g on a number o f 
s o u r c e s . T h i s was the process d e s c r i b e d i n t h e f o u r t h o f t h e 
r e q u i r e m e n t s o f a n a l y s i s , t h e f o r m u l a t i o n o f h e u r i s t i c c a t e g o r i e s , and 
i n l i n e w i t h t h e argument advanced on t h i s i t was s t i p u l a t e d t h a t 
the c a t e g o r i e s them6eIves s h o u l d i n no way be r e g a r d e d as t h e o r y , b u t 
r a t h e r used o r d i s c a r d e d i n s o f a r as t h e y o f f e r e d a means o f o r g a n i s i n g 
o b s e r v a t i o n s w h i c h h e l p e d t o make sense o f t h e r e a l w o r l d i n a manner 
c o n s i s t e n t w i t h t h e f a c t s ( r a t h e r t h a n b e n d i n g them t o f i t i t s frame) 
and w i t h t h e t h e o r e t i c a l account t h e r e o f b e i n g d e v e l o p e d . O b v i o u s l y 
one cannot p r e t e n d t o be u n a f f e c t e d by such c a t e g o r i e s i n p e r c e i v i n g 
t h e w o r l d , b u t I f e e l i t i s p o s s i b l e t o r e t a i n a s c e p t i c a l r e g a r d f o r 
them and t o t r y c o n s t a n t l y t o c h a l l e n g e them o n e s e l f t o put on t r i a l 
t h e i r robus t n e s s , 

I have sought t o be b o t h s e l f - c r i t i c a l i n t h i s f a s h i o n , and t o fa c e 
up t o d i f f i c u l t i e s o bserved by o t h e r s i n a n a l y s i n g c e r t a i n m a t e r i a l . 
Thus, as I s h a l l observe l a t e r , r e c e n t r e s e a r c h has l e d me t o m o d i f y 
a t l e a s t one aspe c t o f the d e s c r i p t i o n o f t h e p a t t e r n o f outcomes o f 
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p a r t i c i p a t i o n schemes v e n t u r e d i n Chapter 10 (see F i g . 1 0 . 1 ) . I 
am nowadays a l s o i n c l i n e d t o e l a b o r a t e a l i t t l e on the t y p o l o g y o f 
p a r t i c i p a t i o n schemes proposed i n Chapter 5 (see F i g , 5 . 1 ) , 
i d e n t i f y i n g t h r e e l e v e l s r a t h e r t h a n two a t w h i c h p a r t i c i p a t i o n 
may ta k e p l a c e . These a r e j o b l e v e l (as b e f o r e ) , m i d d l e management 
l e v e l ( w h i c h c o vers j o i n t c o n s u l t a t i o n and t h e l i k e ) , and t o p 
management l e v e l ( w h i c h covers w o r k e r d i r e c t o r s i n p a r t i c u l a r ) . 
T h i s d i s t i n g u i s h e s t o p l e v e l r e p r e s e n t a t i o n , w h i c h i s t h e p a r t i c u l a r 
a t t r a c t i o n o f w o r k e r d i r e c t o r s ( b u t n o t j o i n t c o n s u l t a t i o n ) over 
o r t h o d o x c o l l e c t i v e b a r g a i n i n g . T h i s f u r t h e r d i s t i n c t i o n a l s o 
accords r o u g h l y w i t h t h e c a t e g o r i e s o f d e c i s i o n s i d e n t i f i e d by Fox 
(1973a - see Ch5): ' s o c i a l ' and ' p e r s o n n e l ' m a t t e r s u s u a l l y b e i n g 
n e g o t i a t e d o r c o n s u l t e d o v e r a t t h e m i d d l e l e v e l , a l o n g w i t h some 
' t e c h n i c a l ' i s s u e s , w h i l e ' b u s i n e s s ' m a t t e r s are s e t t l e d a t t h e 
t o p , o ut o f reach o f these arrangements ( t h o u g h o f t e n i n management 
committees and o u t o f re a c h o f boardroom r e p r e s e n t a t i v e s i n p r a c t i c e 
aa w e l l , as t h e e x p e r i e n c e r e v i e w e d i n Chs 10 and 11 have shown). 
Thi s m o d i f i c a t i o n h e l p s c l a r i f y t h e a n a l y s i s , b u t does n o t 
s u b s t a n t i a l l y a l t e r any o f t h e arguments advanced. 

A n o t h e r area w h i c h I f e e l i n r e t r o s p e c t may have deserved more 
d i s c u s s i o n i s t h e s h a r p d i s t i n c t i o n made ( a g a i n see F i g , 5 . 1 ) between 
consensus and c o n f l i c t - o r i e n t e d approaches o p e r a t i n g w i t h i n t he s t a t u s 
quo. T h i s l e d t o a s u g g e s t i o n t h a t c o l l e c t i v e b a r g a i n i n g o f f e r e d a 
more v i a b l e f o r m o f r e l a t i o n s h i p , adapted t o t h e r e a l i t y o f c o n f l i c t , 
t h a n most forms o f ' p a r t i c i p a t i o n ' w h i c h adopted a consensus o u t l o o k ; 
thus a 'change o f committee s t a t u s * towards de f a c t o b a r g a i n i n g was 
seen as a p r a g m a t i c a d j u s t m e n t l i k e l y t o be a r a t l e a s t some f r u i t i n 
e s t a b l i s h i n g w o r k a b l e and m e a n i n g f u l exchange between management and 
t h e r e p r e s e n t a t i v e s o f l a b o u r . I wo u l d s t i l l c l a i m t h a t t h e r e i s an 
i m p o r t a n t and q u a l i t a t i v e d i f f e r e n c e between a b a r g a i n i n g and a 
u n i t a r y , c o - o p e r a t i v e b a s i s t o employer-employee r e l a t i o n s . But as 
we saw i n t h e case o f Natco, a 'moderate 1 u n i o n may concur i n management 
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i d e o l o g y t o a degree which e n t a i l s t h a t i t s t r i k e s b a r g a i n s which 
seem t o cede a l l r i g h t s b u t u n i l a t e r a l c o n t r o l o f t h e w a g e - e f f o r t 
b a r g a i n t o management. Moreover, as has a l s o been o b s e r v e d , a 
b a r g a i n i s b o t h a compromise and something w h i c h t h e u n i o n must t r y 
t o d i s c i p l i n e i t s members t o work t o once agreed,, Unions may become 
c o n t r o l agents w i t h i n t h i s c o n t e x t , a c t i n g t o st a u n c h r a n k and f i l e 
p r o t e s t s w h i c h d i s r u p t t he agreement, f o r i n s t a n c e . A h a r d and f a s t 
s e p a r a t i o n o f b a r g a i n i n g and c o l l a b o r a t i o n i s t h u s an a r b i t r a r y 
i m p o s i t i o n on t h e f a c t s 9 The r e l e v a n t a n a l o g y i s , o f c o u r s e , t h e 
d i s t i n c t i o n between p l u r a l i s t and u n i t a r y approaches t o a n a l y s i n g 
i n d u s t r i a l r e l a t i o n s : t h e p l u r a l i s t v i e w i s more w o r k a b l e , and 
perhaps l e s s o p p r e s s i v e (and a t l e a s t l i k e l y t o be e x p e r i e n c e d as 
s u c h ) . The acknowledgement o f c o n f l i c t i s n o t a t r i v i a l s t e p , b u t 
n e i t h e r does i t a l t e r t h e b a s i c e x p l o i t a t i v e n a t u r e o f t h e employment 
r e l a t i o n s h i p , n o r the i d e r i o g i c a l concealment o f t h a t b a s i c n a t u r e . 

I would n o t , t h e r e f o r e , a c c e p t t h e s i m p l e endorsement o f b a r g a i n i n g 
w h i c h accompanies t h e r e j e c t i o n o f ' p a r t i c i p a t i o n ' by some u n i o n 
commentators ( i n c l u d i n g , on t h e M a r x i s t l e f t A r t h u r S c a r g i l l ) . 
T h i s w i l l a t t r a c t f u r t h e r comment below. The d i s t i n c t i o n I made i s 
an h e u r i s t i c one o n l y , and becomes m i s l e a d i n g i f r e g a r d e d as one 
between 'pure* consensus and b a r g a i n i n g . T h i s s a i d , when b u t t r e s s e d 
w i t h t h e o b s e r v a t i o n o f t h e source o f i n i t i a t i v e i n a d v o c a t i n g t h e 
two, consensus and b a r g a i n i n g r e l a t i o n s h i p s , t h e f a c t t h a t management 
t e n d t o i n a u g u r a t e t h e f o r m e r and the r e p r e s e n t a t i v e s o f l a b o u r t h e 
l a t t e r c o n f i r m s t h a t a r e a l d i f f e r e n c e does e x i s t , and o b s e r v a t i o n s 
on the w o r k a b i l i t y o f the two forms seem t o me t o endorse t h i s . 

THE MAJOR ARGUMENTS 

Having o f f e r e d these q u a l i f i c a t i o n s , i t remains my f e e l i n g t h a t t he 
a n a l y s i s and c a t e g o r i e s l a i d o u t i n Chapter F i v e and s u b s e q u e n t l y 
have s t o o d t h e t e s t o f a p p l i c a t i o n s t o u t l y , and o f f e r a b a s i s f o r 
u n d e r s t a n d i n g the n a t u r e and consequences o f p a r t i c i p a t i o n schemes 
n o t p r o v i d e d i n any e x i s t i n g a c c o u n t s o f which I am aware, p a r t i c u l a r l y 
those i n f o r m e d by p l u r a l i s t p r e c e p t s . F o l l o w i n g on f r o m t h e M a r x i s t 
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f o u n d a t i o n s proposed f o r t h e a n a l y s i s , a number o f c o n t e n t i o n s 
were developed i n t h e f i r s t e i g h t c h a p t e r s o f t h e t h e s i s , o f which 
I s h a l l a t t e m p t t o summarise o n l y t h e major p o i n t s . 

F i r s t l y , t he d i s t i n c t i v e c o n c l u s i o n s c o n c e r n i n g 'democracy' and 60 
' i n d u s t r i a l democracy' w h i c h f o l l o w e d f r o m t h e M a r x i s t v i e w 
adopted were i n d i c a t e d i n c o n t r a d i s t i n c t i o n t o t h e i r p l u r a l i s t 
( i n s t i t u t i o n a l i s t and p a r t i c i p a t o r y ) c o u n t e r p a r t s . The d i f f e r e n c e s 
h i n g e d around the i m p o r t a n c e o f c l a s s a n a l y s i s o f ' p o l i t i c a l ' and 
' i n d u s t r i a l 1 r e l a t i o n s ; and t h e p r o b l e m a t i c a l i n d i v i d u a l i s m , 
r e f o r m i s m and i d e a l i s m o f even ' r a d i c a l * p l u r a l i s m . At h e a r t , the 
d i f f e r e n c e s s p r a n g f r o m t h e d i f f e r e n t c o n c e p t i o n s o f i n t e r e s t s , and 
o f t h e r e l a t i o n s h i p between i n t e r e s t s and forms o f r e p r e s e n t a t i o n . 

From a M a r x i s t v i e w p o i n t , t h e p o l i t i c a l economy o f d e c i s i o n - m a k i n g 
i s c o n s t r a i n e d by the r a t i o n a l i t y w h i c h governs t h e system o f 
p r o d u c t i o n , and no r e p r e s e n t a t i v e arrangements can t r a n s f o r m t h i s 
o f t h e m s e l v e s . The e l a b o r a t i o n o f these p o i n t s i n f a c t r e q u i r e s t h e 
i n v e s t i g a t i o n o f t h e n a t u r e o f power w h i c h was t o f o l l o w i n Chapter S i 
F i n a l l y , i t was observed t h a t under no m e a n i n g f u l usage o f t h e t e r m 
c o u l d 'democracy' i n p o l i t y o r i n d u s t r y embrace the p o l i c i e s o f 
m a n a g e r i a l i s t u n i t a r i s m , t o w h i c h i t i s n o n e t h e l e s s o f t e n a p p l i e d by 
propon e n t s f r o m t h i s t r a d i t i o n o f j o b e n r i c h m e n t schemes and t h e l i k e . 

' P a r t i c i p a t i o n ' , on t h e o t h e r hand, c o u l d be i n t e r p r e t e d as s h a r i n g 
i n d e c i s i o n - m a k i n g ( i . e . as a f e a t u r e o f democracy) o r m e r e l y as b e i n g 
a p a r t , as f e e l i n g i n v o l v e d i n t h e e n t e r p r i s e . The l a t t e r 
i n t e r p r e t a t i o n concurs w i t h u n i t a r y p e r c e p t i o n s o f the f i r m , b u t 
i f a c o n f l i c t u a l v i e w o f r e l a t i o n s i n t h e f i r m i s adopted ( M a r x i s t or 
p l u r a l i s t ) i t r e c a s t s such an e f f e c t as i n c o r p o r a t i o n , as a f a l s e 
c o nsciousness o f i d e n t i t y , and so as a n t a g o n i s t i c t o democracy. Even 
i f t h e e f f e c t i s s u p e r f i c i a l , i t c l e a r l y does n o t amount t o democracy 
i n any m e a n i n g f u l sense o f the t e r m . 
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' P a r t i c i p a t i o n ' i n any d e m o c r a t i c t r a d i t i o n thus r e f e r s t o some 
genuine share i n d e c i s i o n - m a k i n g . The view t a k e n o f w o r k e r 
p a r t i c i p a t i o n schemes i n any g i v e n a n a l y s i s o f i n d u s t r i a l r e l a t i o n s 
w i l l be a f u n c t i o n o f t h e c o n c e p t u a l i s a t i o n o f t h e n a t u r e o f t h e 
employment r e l a t i o n s h i p , t he a s s o c i a t e d c o n c e p t i o n o f power (see 
b e l o w ) , and t h e r o l e w o r k e r p a r t i c i p a t i o n i s seen as p l a y i n g 
( i n v o l v e m e n t i n common i n t e r e s t s o r s h a r i n g i n d e c i s i o n - m a k i n g ) . 
For many p l u r a l i s t s i t was observed t h a t t h i s area was b l u r r e d , 
r e f l e c t i n g t h e t e n s i o n between t h e r e c o g n i t i o n o f c o n f l i c t and t h e 
u n d e r l y i n g a f f i n i t y w i t h consensus f o r m u l a t i o n s i n t h e i r a c c o u n t s . 
T h i s was compounded by t h e i r u n c e r t a i n t y about t h e n a t u r e o f t h e 
r o l e t o be p l a y e d by p a r t i c i p a t i o n i n the above t e r m s . Thus even 
Clegg o r D a h r e n d o r f , a t one t i m e a t l e a s t c o n s i s t e n t t o t h e i r p e r c e p t i o n 
o f e s s e n t i a l c o n f l i c t a t work and o f p a r t i c i p a t i o n as a u n i t a r y , 
m a n a g e r i a l c o n c e p t i o n , and so o p p o s i n g p a r t i c i p a t i o n schemes, were 
l a t e r t o s o f t e n o r r e v e r s e t h e i r a n a l y s e s f a c e d by t h e c o n t r a d i c t i o n s 
o f t h e i r p l u r a l i s t o u t l o o k and o f t h e c a p i t a l i s t market economy i t 
was u l t i m a t e l y c o m m i t t e d t o s u p p o r t . 

For t h e M a r x i s t p e r s p e c t i v e adopted by t h i s w r i t e r , any form o f 
p a r t i c i p a t i o n w h i c h e n t a i l s t a k i n g p a r t i n r u n n i n g t h e e x i s t i n g system 
must be s u s p e c t . Even a n o m i n a l share i n d e c i s i o n - m a k i n g w i t h i n 
t h e s ystem would amount t o t h e p a r t i c i p a t i o n i n t h e process o f t h e 
wo r k e r ' s own e x p l o i t a t i o n ( j u s t as 'bourgeois democracy' i s seen as 
b e i n g ) , an argument w h i c h i s b e s t e l a b o r a t e d i n terms o f t h e d i f f e r e n t 
e p i s t e m o l o g y and s u b s t a n t i v e a n a l y s i s o f power a p p r o p r i a t e t o 
Marxism on which some t i m e was spent l a t e r . P a r t i c i p a t i o n c o u l d o n l y 
be seen as p r e s e n t a b l e i n M a r x i s t terras i f i t c o n t a i n e d l o o p h o l e s 
f r o m a c a p i t a l i s t p o i n t o f v i e w , h a v i n g u n i n t e n d e d consequences 
advancing the cause of genuine s o c i a l t r a n s f o r m a t i o n . 

F o l l o w i n g the c r i t i c a l s c r u t i r y i n Chapter Four o f e x i s t i n g , p l u r a l i s t 
a n a l y t i c a l t r e a t m e n t s , Chapter F i v e sought t o develo p an a l t e r n a t i v e 
a p proach, c o m b i n i n g arguments d e r i v e d f r o m the M a r x i s t c r i t i q u e o f 
p l u r a l i s m w i t h what were f e l t t o be u s e f u l h e u r i s t i c d i s t i n c t i o n s . 
I have a l r e a d y mentioned c e r t a i n o f t h e s e , and commented on c e r t a i n 
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m o d i f i c a t i o n s o r q u a l i f i c a t i o n s w h i c h I f e e l w o u l d sharpen t h e 
a n a l y s i s a l i t t l e . By and l a r g e , however, the main c o n t e n t i o n s 
developed i n Chapter F i v e s t a n d . L et us r e c a l l t he c h i e f arguments 
advanced t h e r e , t o be assessed a g a i n s t t h e e v i d e n c e i n t h e l a t t e r 
h a l f o f t h e t h e s i s . 

F i r s t l y , i t was argued t h a t p a r t i c i p a t i o n schemes, i n t h e sense o f 
schemes which i n some way p u r p o r t e d t o b r i n g w o r k e r s o r t h e i r 
r e p r e s e n t a t i v e s i n t o t h e d e c i s i o n - m a k i n g m a c h i n e r y , c o u l d u s e f u l l y 
be r e g a r d e d as b e i n g based on consensus o r c o n f l i c t between l a b o u r 
and management, and as t a k i n g p l a c e e i t h e r d i r e c t l y f o r t h e w o r k e r , 
a t t h e j o b l e v e l , o r a t a h i g h e r l e v e l . I t was n o t e d t h a t i n B r i t a i n 
t h e t e r m ' p a r t i c i p a t i o n ' c o n v e n t i o n a l l y r e f e r s t o schemes o u t w i t h 
t h e n o r m a l r u b r i c o f c o l l e c t i v e b a r g a i n i n g , and t y p i c a l l y t o 
r e p r e s e n t a t i v e r a t h e r t h a n j o b - l e v e l r e f o r m s . J o i n t c o n s u l t a t i o n 
i s t he c h a r a c t e r i s t i c model. 

P r o p o s a l s such as these were argued t o r e f l e c t l a r g e l y t h e management 
c o n c e p t i o n o f the purpose o f p a r t i c i p a t i o n (see below) as aimed a t 
th e achievement o f c o - o p e r a t i v e r e l a t i o n s and g r e a t e r e f f i c i e n c y . 
Thus a l t h o u g h t h e demand f o r some k i n d o f r e f o r m m i g h t w e l l have 
o r i g i n a t e d w i t h l a b o u r , and perhaps even the i n i t i a l p r o p o s a l s c o u l d 
c o n c e i v a b l y come f r o m t h a t s o u r c e , the schemes w h i c h a c t u a l l y come 
i n t o e x i s t e n c e a r e shaped o r a t l e a 6 t c o n s t r a i n e d by management t o 
a c c o r d w i t h t h e i r g o a l s . The s p e c i f i c schemes i n o p e r a t i o n were e x p e c t e d 
(and t h e ev i d e n c e was t o c o n f i r m t h i s e m p h a t i c a l l y ) t o be management 
i n i t i a t i v e s on th e s e g r o u n d s . 

A number o f t h i n g s f o l l o w e d f r o m t h i s . I f p a r t i c i p a t i o n i n p r a c t i c e 
i s i n d e e d e s t a b l i s h e d by management, on management's l a r g e l y 
u n i t a r i s t i c t e r m s , t h e n g i v e n t h e f o r e g o i n g arguments about democracy 
and i n t e r e s t s they c o u l d a l s o be expected t o be 'pseudo-democratic', 
i . e . t o p u r p o r t t o share power w h i l e i n f a c t o p e r a t i n g a c c o r d i n g t o 
t h e p o l i t i c a l economy o f c a p i t a l argued t o be a n t a g o n i s t i c t o t h a t 
o f l a b o u r . I f p a r t i c i p a t i o n were s u c c e s s f u l i n t h e terms management 
s o u g h t , i t w o u l d be seen as r e d u c i n g t h e power o f l a b o u r r e l a t i v e t o 
management i n terms o f t h e a n a l y s i s advanced h e r e . 
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However, when t h e a n a l y s i s proceeded t o map out the l o g i c a l 
p o s s i b i l i t i e s f o r t h e outcomes o f p a r t i c i p a t i o n schemes, c e r t a i n 
p r e d i c t i o n s were made as t o the model r e s u l t s w h i c h were a t odds 
n o t o n l y w i t h c o n v e n t i o n a l , m a n a g e r i a l and ( m o s t ) p l u r a l i s t 
e x p e c t a t i o n s , b u t a l s o w i t h many M a r x i s t f o r e c a s t s . The reason f o r 
these d i f f e r e n c e s has i t s r o o t s i n the d i f f e r i n g a n a l y s e s o f power, 
i d e o l o g y and consciousness r e c a l l e d below. The j o i n t success o f 
management and l a b o u r p r o c l a i m e d as t h e g o a l o f p a r t i c i p a t i o n was 
seen as a promise t h a t i t c o u l d n o t f u l f i l i f t h e n a t u r e o f s o c i a l 
r e l a t i o n s i n i n d u s t r y was i n accordance w i t h t h a t argued t o p r e v a i l 
by t h i s t h e s i s . R a t h e r , success w o u l d e n t a i l t h e achievement by 
e i t h e r management o r l a b o u r o f t h e i r i n t e r e s t s t h r o u g h t h e arrangement. 
The l a t t e r o f th e s e was seen as h i g h l y u n l i k e l y , and i n c o n t r a s t 
t o p e s s i m i s t i c M a r x i s t f e a r s o f i n c o r p o r a t i o n an o u t r i g h t v i c t o r y 
f o r management was a l s o r e g a r d e d as a s m a l l p r o b a b i l i t y . Most l i k e l y 
was a t r i v i a l scheme, e i t h e r because i t s agenda was r e s t r i c t e d o r 
because i t was un a b l e t o make any headway o u t s i d e o f r e l a t i v e l y 
p e t t y m a t t e r s . T h i s seemed l i k e l y where management were committed 
t o a u n i t a r y i d e o l o g y and were f a c e d by a weak l a b o u r o r g a n i s a t i o n 
u n a b l e t o c o n t e s t t h e i r d e f i n i t i o n , o r where a b a r g a i n i n g c hannel 
e x i s t e d t o absorb a l l o f t h e most i m p o r t a n t and so c o n t e n t i o u s i s sues. 
Other p o s s i b i l i t i e s c o n s i d e r e d r e a s o n a b l y l i k e l y were i n s t a b i l i t y 
and a s h i f t o f committee s t a t u s t o a b a r g a i n i n g r o l e . The fo r m e r was 
p r e d i c t e d t o a r i s e p a r t i c u l a r l y when management re f u s e d t o concede 
b a r g a i n i n g r i g h t s i n t h e f a c e o f a p o w e r f u l l a b o u r o r g a n i s a t i o n , 
l e a v i n g t h e c o n s u l t a t i v e c h a n n e l t o bear t h e w e i g h t o f c o n f l i c t s i t 
c o u l d n o t accommodate. The change o f s t a t u s seemed most l i k e l y i n 
t h e f a c e o f a p r a g m a t i c management p r e p a r e d t o concede a t l e a s t de f a c t o 
the need t o n e g o t i a t e , w h a t e v e r t h e o f f i c i a l c o n s t i t u t i o n o f the 
scheme. 

I n a d d i t i o n t o t h i s , e v i d e n c e w h i c h has been p u b l i s h e d i n the f a i r l y 
r e c e n t p a s t i n d i c a t e s t h a t i n the 1970s t h e r e has been a markedly 
g r e a t e r tendency f o r p a r t i c i p a t i o n committees t o accept the r o l e o f 
t h e u n i o n , and o f t e n t o make t h e u n i o n r e p r e s e n t a t i v e s i n t h e p l a n t 
ex o f f i c i o members o f t h e committee. I n these c i r c u m s t a n c e s , i t i s 
s u g g e s t e d , the committee may t a k e on the r o l e o f a k i n d o f p r e -
b a r g a i n i n g f o r u m . 2 T h i s e n t a i l s a s m a l l m o d i f i c a t i o n t o F i g . 1 0 . 1 and 
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t h e accompanying a n a l y s i s , b u t t h e d i f f e r e n e e aeems m a r g i n a l . 
A f t e r a l l , such a c o n c e s s i o n by management i n t h e i n t e r e s t s o f 
l u b r i c a t i n g t h e c o n f l i c t r e s o l u t i o n machinery i s h a r d l y one on any 
m a t t e r o f p r i n c i p l e , and i t i s r e a d i l y r e v e r s i b l e i f t h e need t o 
accommodate l a b o u r d e c l i n e s . P a r t i c i p a t i o n remains as much as e v e r 
a r e f l e c t i o n r a t h e r t h a n a t r a n s f o r m a t i o n o f t h e employment r e l a t i o n s h i p . 
I n d e e d , as l o n g as p a r t i c i p a t i o n i s proposed as an enhancement o f 
the e x i s t i n g system, by c r e a t i n g c o - o p e r a t i o n i n the p u r s u i t o f i t s 
aims, i t w i l l always i n p r a c t i c e be unable t o d e l i v e r , s i n c e t h e 
l o g i c o f t h a t system w i t h i t s p r i m a r y concern f o r e f f i c i e n c y and 
p r o f i t s must always d i c t a t e p a r t i c i p a t i o n ' s i mpotence. 

I t had become c l e a r by the end o f Chapter F i v e t h a t almost the 
e n t i r e debate c o n c e r n i n g the n a t u r e and e f f e c t o f p a r t i c i p a t i o n 
t u r n e d on t h e a n a l y s i s o f power. Chapter S i x was thus d e v o t e d t o 
an extended e x p o s i t i o n o f the c o n c e p t , p r o c e e d i n g once a g a i n f r o m a 
c r i t i c a l view o f t h e a n a l y s i s embedded i n p l u r a l i s t a c c o u n t s , 
b u t a l s o e s t a b l i s h i n g a c l e a r d i s t a n c e between t h e approach adopted 
f o r my own i n t e r p r e t a t i o n and th o s e found i n many o t h e r M a r x i s t 
d i s c u s s i o n s . The p l u r a l i s t o u t l o o k on power was f o u n d t o n e g l e c t 
a l l b u t t h e s u r f a c e , ' m a n i f e s t ' f e a t u r e s o f i t s e x e r c i s e . I t 
examined o n l y v i s i b l e i n f l u e n c e on d e c i s i o n s , b l i n d t o t h e ' m o b i l i s a t i o n 
o f b i a s ' w hich e n t a i l e d many i s s u e s b e i n g e x c l u d e d f r o m t h e agenda 
f o r any d i s c u s s i o n , and above a l l t o t h e r o o t s o f c o l l e c t i v e , 
c l a s s power which drew t h e i r s u stenance f r o m the dominance o f c e r t a i n 
v a l u e s i n s o c i e t y . 

T h i s i n v i s i b i l i t y o f power w i t h i n p l u r a l i s t accounts h e l p s a good 
d e a l t o make sense o f t h e i r a n a l y s i s o f p a r t i c i p a t i o n . T h i s r e v o l v e s 
around an e x a m i n a t i o n o f r e forms which a l s o o p e r a t e and are 
e v a l u a t e d a t t h e l e v e l o f m a n i f e s t power o n l y . The c r i t i q u e o f 
t h e i r method o f i n v e s t i g a t i o n and o f t h e t h e o r y t h a t i n f o r m s i t i s 
thus i n t i m a t e l y l i n k e d w i t h a c r i t i q u e o f these p r o p o s a l s f o r r e f o r m 
w h ich by t h e i r n a t u r e do n o t c o n f r o n t the 'deeper' s p r i n g s f r o m which 
power w e l l s . The t a r g e t s f o r such r e - e v a l u a t i o n w i l l be r e a d i l y 
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a p p a r e n t : r e p r e s e n t a t i o n t h r o u g h f r e s h i n s t i t u t i o n s o r on 
e x i s t i n g p o w e r - w i e l d i n g b o d i e s , above a l l t h e board o f d i r e c t o r s ; 

3 

c o n s u l t a t i o n and c o mmunication; i n f o r m a t i o n d i s c l o s u r e - a l l o f 
them p o w e r l e s s , though sometimes d e c e p t i v e i n appearance, t o 
a f f e c t t h e p o l i t i c a l economy o f c a p i t a l w hich pervades d e c i s i o n s . 

By e x p l o r i n g t h e a n a l y s i s o f i d e o l o g y which M a r x i s t approaches i n 
p a r t i c u l a r ( t h o u g h n o t e x c l u s i v e l y ) i m p o r t t o the d i s s e c t i o n o f 
power, t h e i s s u e o f the n a t u r e o f w o r k i n g c l a s s c onsciousness 
(and t h a t o f managers) became o f c e n t r a l c o n c e r n . A t t h i s s t a g e 
c e r t a i n arguments were t a k e n up a t a t h e o r e t i c a l l e v e l , t o be 
a f f i r m e d and e l a b o r a t e d by e m p i r i c a l o b s e r v a t i o n i n Chapters Seven 
and E i g h t . These concerned t h e inadequacy o f many M a r x i s t 
d i s s e r t a t i o n s on the s u b j e c t , p a r t i c u l a r l y those w h i c h r e a d f r o m 
Marx a s i m p l e a n a l y s i s o f ' i n c o r p o r a t i o n ' o f l a b o u r i n t o r u l i n g 
c l a s s ways o f s e e i n g , p r e s e n t i n g t h i s as a r e f l e x o f economic c o n t r o l 
a c h i e v e d t h r o u g h the i m p o s i t i o n by p e r s u a s i o n o f b o u r g e o i s i d e a s . 
An a l t e r n a t i v e approach, r e j e c t i n g t h e ' b a s e / s u p e r s t r u c t u r e ' 
a n a l y s i s i m p l i c i t i n a l m o s t a l l M a r x i s t a c c o u n t s , proceeded 
i n s t e a d by s e e i n g ideas as o r i g i n a t i n g i n t h e appearance p r e s e n t e d 
by r e a l i t y , and v i e w e d c o n s c i o u s n e s s as a m a t t e r o f t h e e x p e r i e n c e 
and p e r c e p t i o n o f t h a t r e p r e s e n t a t i o n . T h i s p e r s p e c t i v e drew on 
t h e emphasis on the a c t o r ' s d e f i n i t i o n o f t h e s i t u a t i o n f o und i n 
s o c i o l o g i c a l ' a c t i o n ' a n a l y s e s , b u t r e c a s t t h i s as b e i n g a p e r c e p t i o n 
o f s o m e t h i n g which has a r e a l i t y r a t h e r t h a n b e i n g p u r e l y a m a t t e r 
o f d e f i n i t i o n . I n Thompson's t e r m s , ^ a d i s t i n c t i o n needs t o be 
drawn between two uses o f t h e t e r m ' e x p e r i e n c e ' w h i c h may c l a r i f y 
what I mean. There i s ' l i v e d e x p e r i e n c e ' which i s a f f e c t e d by s o c i a l 
b e i n g ( t h e r e a l i t y as i t a f f e c t s people's c o n d i t i o n s o f l i f e i n my 
t e r m s ) , and t h e r e i s ' p e r c e i v e d e x p e r i e n c e ' . As Thompson argues i n 
t h i s i l l u m i n a t i n g passage, s o c i o l o g i c a l s o c i a l a c t i o n approaches re a d 
o n l y t h e l a t t e r i n t o t h e t e r m e x p e r i e n c e , b u t the r e l a t i o n s h i p 
between t h i s ( w h i c h Marx c a l l e d ' s o c i a l c o n s c i o u s n e s s ' and gave a 
c o l l e c t i v e d imension u n l i k e most s o c i o l o g i s t s ) and ' l i v e d e x p e r i e n c e ' 
i s l e s B d i r e c t i n m a t e r i a l i s t a n a l y s i s . ' L i v e d e x p e r i e n c e s ' a r i s i n g 
f r o m m a t e r i a l changes "do n o t i n s t a n t l y b reak t h r o u g h as ' r e f l e c t i o n s ' 
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i n t o e x p e r i e n c e p > e r c e i v e t j ' , b u t t h e i r " p r e s s u r e upon t h e whole 
f i e l d o f c o n s c i o u s n e s s cannot be i n d e f i n i t e l y d i v e r t e d , postponed, 
f a l s i f i e d o r suppressed by i d e o l o g y . " A c t u a l l y t h e l a s t p o i n t i s one 
f o r e m p i r i c a l i n v e s t i g a t i o n , b u t t h e s p i r i t o f Thompson's 
e l u c i d a t i o n i s i n many ways v e r y c l o s e t o what I was t r y i n g t o 
a r g u e , though as e v e r f a r more e l o q u e n t . 

The consequence f o r t h e e v a l u a t i o n o f p a r t i c i p a t i o n o f these 
comments i s the m a t t e r t h a t concerns t h i s t h e s i s . I t was argued 
t h a t the use o f t h e b a s e / s u p e r s t r u c t u r e f o r m u l a t i o n accompanies 
a c u r i o u s c o u p l e t o f d i s t o r t i o n s , s e e m i n g l y o p p o s i t e s and y e t 
a l m o s t i n v a r i a b l y f ound t o g e t h e r . These are economisra and 
v o l u n t a r i s m ; f o r i n s t a n c e , the e c o n o m i s t i c d e d u c t i o n t h a t p a r t i c i p a t i o n 
schemes a r e m e r e l y r e f l e x e s o f some movement i n t h e economic base 
o f t e n accompanies t h e v o l u n t a r i s t i c a n a l y s i s o f w o r k i n g c l a s s 
c onsciousness as s i m p l y m a n i p u l a t e d by t h e propaganda machine o f 
t h e b o u r g e o i s i e . N o n e t h e l e s s we can i d e n t i f y M a r x i s t analyses 
w h i c h can be c h a r a c t e r i s e d as p r e d o m i n a n t l y v o l u n t a r i s t - and h e r e 
I r e f e r t o t h o s e w h i c h s t r e s s t h e p o s s i b i l i t y o f u s i n g schemes t o 
w o r k e r s ' advantage, i m p l y i n g t h e i r ' r e l a t i v e autonomy'. These 
approaches b e a r more t h a n i n c i d e n t a l s i m i l a r i t y t o r e f o r m i s t views 
o f t h e S t a t e , f o r t h e y o f t e n f o r m p a r t o f a common s t a t e m e n t o f 
s t r a t e g y , as we s h a l l see. L i k e w i s e , a n o t h e r s e t o f M a r x i s t views 
can be r e f e r r e d t o as c h i e f l y e c o n o m i s t i c - t h o s e w h i c h , f o r t h e 
most p a r t , emphasise t h e i n e l u c t a b l y i n c o r p o r a t i v e n a t u r e o f a l l 
such s chemes, and which t h e r e f o r e d i s m i s s t h e p o s s i b i l i t y o f 
c o n t r a d i c t i o n s o r i n d e t e r m i n a c y i n t h e r e l a t i o n s t h e y c o n s t i t u t e . ~* 
For my own p a r t , I have argued t h a t o n l y an e m p i r i c a l i n v e s t i g a t i o n 
can c o n f i r m t h e t e n s i o n s i n and c o n s t r a i n t s on p a r t i c i p a t i o n schemes, 
and t h a t the dogmatic o p p o s i t i o n o f t h e s e two views i s s t e r i l e and 
r e f l e c t s p o o r l y on the q u a l i t y o f m a t e r i a l i s t a n a l y s i s . 

T h i s i s s u e seems t o me most germane t o the c o n c l u s i o n o f a work such 
as t h i s , and 1 s h a l l r e t u r n t o the d e b a t e . At t h i s j u n c t u r e i t seems 
w o r t h w h i l e t o t r y and p u l l t o g e t h e r t h e r e l a t i o n s h i p . b e t w e e n 
p a r t i c i p a t i o n and t h e d i s t r i b u t i o n o f power i n d i f f e r e n t approaches, 
as o u t l i n e d i n Chapter F i v e , and t h e d i f f e r i n g concepts o f power and 



i t s o p e r a t i o n i t s e l f , as d i s c u s s e d i n Chapter S i x . The scheme 
i n F i g . 1 below t r i e s t o B e t o u t t h e s e f e a t u r e s . I n d e a l i n g 
w i t h t h e r e l a t i o n s h i p between p a r t i c i p a t i o n and power, i t i s 
t h e r e b y a d d r e s s i n g t h e l i n k w i t h i n d u s t r i a l democracy, and so 
i n d i c a t e s who i s s e r v e d by p a r t i c i p a t i o n and how i n t h e eyes o f 
each p e r s p e c t i v e . I t w i l l be a p p a r e n t t h a t t h e o v e r a l l c o n c l u s i o n 
t o stem from t h i s f i g u r e , and from Chapters One t o S i x , i s t h a t 
analyses o f the n a t u r e o f t h i s r e l a t i o n s h i p o p e r a t e w i t h a v a r i e t y 
o f c o n c e p t u a l i s a t i o n s , a l l o f them i n a d e q u a t e i n some way i n c l u d i n g 
t h e M a r x i s t v a r i a n t s . 

ACCOUNTING FOR THE REAL WORLD 

A good d e a l o f e f f o r t and space was de v o t e d i n t h e t h e s i s t o 
s a t i s f y i n g r e q u i r e m e n t s 1,3 and 4 f o r an adequate a n a l y s i s o f t h e 
s u b j e c t , t o p r o v i d e an a p p r e c i a t i o n o f t h e t r e a t m e n t o f t h e s u b j e c t 
areas i n t h e l i t e r a t u r e and t o c o n s t r u c t t h e necessary c o n c e p t u a l 
p l a t f o r m from w h i c h t o proceed. But t h e main t a s k , i n d i c a t e d once 
a g a i n a t t h e r i g h t - h a n d f o o t o f F i g . l , remained t o be tackl e d , , 
T h i s e n t a i l e d t h e e x a m i n a t i o n o f e m p i r i c a l e v i d e n c e , t o see i f t h e 
concepts and t e n t a t i v e p r e d i c t i o n s o f e a r l i e r d i s c u s s i o n c o u l d make 
c o h e r e n t sense o f i t . 

I n t h e I n t r o d u c t i o n t o t h e t h e s i s i t was argued t h a t t h r e e approaches 
t o an e m p i r i c a l i n v e s t i g a t i o n are needed i n a s s e s s i n g t h e p r a c t i c e 
o f p a r t i c i p a t i o n : o b s e r v a t i o n , an account o f the p e r c e p t i o n s o f t h e 
a c t o r s i n v o l v e d , and an a n a l y s i s o f t h e r o l e p l a y e d by p a r t i c i p a t i o n 
l o c a t e d w i t h i n t h e s t r u c t u r a l c o n t e x t o f s o c i a l r e l a t i o n s . The 
l a s t o f the s e i s c l e a r l y t h e most d i f f i c u l t , s i n c e i t r e q u i r e s 
an i n d i r e c t approach by t h e v e r y d e f i n i t i o n o f concepts such as 
'power* and t h e ' p o l i t i c a l economy o f c a p i t a l / l a b o u r ' advocated h e r e . 
To a l a r g e e x t e n t i t f o l l o w s f r o m t h e f i r s t two aspects o f i n q u i r y , 
and f r o m t he e x i s t e n c e o f s o c i a l c l a s s w h i c h i 6 assumed r a t h e r t h a n 
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d e m o n s t r a t e d i n t h i s t h e 8 i 6 . Let us l o o k a t t h e way t h e evidence 
p r e s e n t e d i n t h e p r e c e d i n g pages matches th e s e r e q u i r e m e n t s , and 
summarise t h e r e s u l t s . 

O b s e r v a t i o n : T h i s e n t a i l e d e x a m i n i n g the o p e r a t i o n o f p a r t i c i p a t i o n 
schemes, t o see what i n s t i t u t i o n a l f o r m t h e y t o o k , how t h e i r r o l e 
was d e f i n e d , and what r o l e t h e y a c t u a l l y p l a y e d . F i n a l l y , i t was 
n e c e s s a r y t o d i s c o v e r what t h e outcomes o f t h e schemes were, i n 
terms o f t h e i n t e r e s t s s e r v e d and t h e f a t e o f t h e scheme i t s e l f . 

T h i s p a r t o f the i n v e s t i g a t i o n was c a r r i e d out i n P a r t Four, and 
augmented by the case s t u d i e s i n Chapters 14-16 o f P a r t F i v e . 
Chapter Nine de m o n s t r a t e d t h e ' c y c l i c a l ' p a t t e r n o f i n t e r e s t i n 
p a r t i c i p a t i o n on t h e p a r t o f management. T h e i r c o n c e r n t o i n t r o d u c e 
schemes was found t o f o l l o w t h e development o f a c h a l l e n g e t o t h e i r 
c o n t r o l i n t h e e n t e r p r i s e , p a r t i c u l a r l y t h r o u g h an a s s a u l t on t h e i r 
l e g i t i m a c y , and i t s o u g h t b o t h t o c o n c i l i a t e such p r e s s u r e s and a t 
the same t i m e t o o f f e r s o m e t h i n g w h i c h w o u l d harness t h e w o r k e r t o 
t h e b e n e f i t o f t h e e n t e r p r i s e . T h e i r i n t e r e s t faded when t h a t p r e s s u r e 
was eased, and so p a r t i c i p a t i o n schemes tended t o d e c l i n e i n number, 
o r where t h e y c o n t i n u e d f o r m a l l y they p l a y e d an i n s i g n i f i c a n t r o l e . 
C hapter 11 c o n f i r m e d t h i s c y c l i c a l p a t t e r n though w i t h o u t any g r e a t 
depth o f i n q u i r y , f o r a number o f o t h e r c o u n t r i e s , 

I t was a l s o n e c e s s a r y t o l o o k a t the n a t u r e and outcomes o f 
p a r t i c i p a t i o n schemes, and so t o see w h e t h e r t h e p r o v i s i o n a l a n a l y s i s 
and c a t e g o r i e s o f Chapter F i v e s t o o d up t o comparison w i t h r e a l i t y . 
Chapter Nine suggested t h a t p a r t i c i p a t i o n schemes d i d i n d e e d tend 
t o be m a n a g e r i a l i n i t i a t i v e s , t h a t they took a c o n s e n s u a l f o r m 
c o n s i s t e n t w i t h management i d e o l o g y , and t h a t most receded i n t o 
t r i v i a l i t y o r , the b e s t s u r v i v a l a d a p t a t i o n , became e f f e c t i v e l y 
b a r g a i n i n g b o d i e s . Chapter 11 a m p l i f i e d and c o n f i r m e d these 
o b s e r v a t i o n s i n t e r n a t i o n a l l y . The d e t a i l e d d e m o n s t r a t i o n o f t h e 
v a l i d i t y o f t h e approach r e s t e d above a l l on the d e t a i l e d case s t u d i e s 
o f Chapter 10, d r a w i n g on t h e s c a n t l i t e r a t u r e w hich o f f e r e d i n - d e p t h 
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independent accounts o f schemes and showing t h a t t h e y made f a r 
more c o h e r e n t sense w i t h i n t h e framework o f a n a l y s i s o f t h i s t h e s i s 
t h a n they d i d i n a n a l y t i c a l i s o l a t i o n . Thus t h e John Lewis 
P a r t n e r s h i p and the NHS, w i t h u n i t a r i s t i c schemes and r e l a t i v e l y 
weak l a b o u r o r g a n i s a t i o n , e x h i b i t e d t r i v i a l i t y ( t h o u g h as u n i o n 
s t r e n g t h and rank and f i l e m i l i t a n c y has grown i n t h e NHS i n r e c e n t 
y e a r s t h e r e i s a d r i f t towards i n s t a b i l i t y ) . T r i v i a l i t y was the 
c h i e f consequence,too, i n t h e b e t t e r o r g a n i s e d cases o f t h e NCB and 
BSC (and c o u l d be argued f o r a l a r g e number o f p r i v a t e s e c t o r cases 
g i v e n t i m e and a p a c e ) . I n t h e G l a c i e r M e t a l and Linwood examples, 
management's d e t e r m i n a t i o n t o see t h e i r u n i t a r y b e l i e f s t h r o u g h i n 
th e f a c e o f o r g a n i s e d w o r k f o r c e s had t h e p r e d i c t e d consequence o f 
i n s t a b i l i t y , w h i l e a t Renold's a c o n t r a s t i n g pragmatism b r o u g h t a 
s t a b l e body which had changed s t a t u s i n t o a b a r g a i n i n g body. 

F i n a l l y , we have the t h r e e case s t u d i e s g e n e r a t e d by my own f i e l d w o r k . 
I n each o r g a n i z a t i o n l a b o u r was w e l l e s t a b l i s h e d , though p l a n t -
l e v e l o r g a n i s a t i o n was autonomously s t r o n g e s t a t W e l d r i l l and weakest 
i n Natco„ I n a l l t h r e e , p a r t i c i p a t i o n schemes were a d i s a p p o i n t m e n t 
t o b o t h s i d e s , and seemed t o p l a y a t most a m a r g i n a l r o l e i n 
r e g u l a t i n g management-employee r e l a t i o n s . T r i v i a l i t y was thus 
uppermost i n a l l t h r e e . I n p r a c t i c e , however, t h e management i n 
W e l d r i l l o p e r a t e d an i n f o r m a l b u t c a r e f u l c o n s u l t a t i v e system i n 
wh i c h t h e y t e s t e d t h e w a t e r w i t h t h e u n i o n s b e f o r e a c t i n g , s u g g e s t i n g 
t h a t i n t h i s case a k i n d o f u n d e r c o v e r ' p r e - b a r g a i n i n g ' was at work 
i n t h e name o f d i f f e r e n t l y - a r t i c u l a t e d ' p a r t i c i p a t i v e management'. 
N o t a b l y , t o o , i n t h e case o f Epoch and N a t c o , and o f each o f t h e case 
s t u d i e s i n Chapter 10, a w i d e l y d i s s e m i n a t e d image o f h a r m o n i s t i c 
success f o r p a r t i c i p a t i o n p r e v a i l e d p u b l i c l y , and t h e f i n d i n g s o f t h i s 
s t u d y had t o d i s p e l these images i n o r d e r t o e s t a b l i s h t h e v a l i d i t y 
o f t h e a n a l y s i s proposed h e r e . T h i s , 1 would c o n t e n d , t h e r e s u l t s o f 
the i n v e s t i g a t i o n e m p h a t i c a l l y a c h i e v e d . 
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Perceptions: The m a t e r i a l p e r t a i n i n g to t h i s aspect of the 
i n v e s t i g a t i o n was c h i e f l y located i n Part Five o f the t h e s i B , but 
i t drew on evidence and i n t e r p r e t a t i o n advanced e a r l i e r i n Chapters 
Seven and Eight. 

In Chapter Three the statements of managerial and trade union 
spokesmen were compared, and i n d i c a t e d d i f f e r e n c e s i n t h e i r 
conceptions of the nature, purpose and d e s i r a b i l i t y o f p a r t i c i p a t i o n 
i n i n d u s t r y which accorded w i t h the c o n f l i c t i n g i n t e r e s t s o f c a p i t a l 
and labour. Evidence from surveys of p r a c t i s i n g managers and union 
o f f i c i a l s confirmed t h i s c o n t r a s t , i n which f o r management the 
purpose of p a r t i c i p a t i o n had to be enhanced e f f i c i e n c y and 
p r o f i t a b i l i t y , and f o r unions i t e n t a i l e d the attainment of 
i n d u s t r i a l democracy i n the sense of the power of labour to a f f e c t 
decisions, i f necessary at the expense o f c a p i t a l ' s i n t e r e s t s . 
Findings from my own survey also a t t e s t e d t o t h i s d i f f e r e n c e . This 
survey also supported and extended the f i n d i n g s of Brannen et a l t h a t 
i n BSC the workers themselves are more pragmatic about the purpose 
they see i n p a r t i c i p a t i o n , to be judged by concrete change i n t h e i r 
experience of the work. Subsequently i n Chapter 12 i t was found t h a t 
shop f l o o r respondents saw p a r t i c i p a t i o n as a means to an end, as t h i s 
suggests, and approved of i t i f i t brought substantive b e n e f i t s from 
greater c o n t r o l i n areas of n e g o t i a t i o n , f o r example over wages, job 
s e c u r i t y and the l i k e . 

Chapter Seven explored the a t t i t u d e s o f employees i n r e l a t i o n t o the 
discussion o f ideology and consciousness i n Chapter Six, From a 
number of surveys i n c l u d i n g ray own i t was discovered t h a t 
i n t e r n a l i s a t i o n of bourgeois ideology on general issues, encouraged 
by media coverage, led to expressions o f b e l i e f such a s t h a t i n the 
too powerful nature of the unions. However, t h i s was combined w i t h 
a widespread acceptance of ideas of a p o p u l i s t or la b o u r - o r i e n t e d 
nature, and a p a r t i c u l a r tendency to r e j e c t r u l i n g class ideas when 
they clashed w i t h l i v e d experience, though the extent t o which t h i s 
r e s u l t e d i n coherently i n t e g r a t e d perceptions of a r a d i c a l nature 
was h i g h l y p r o b l e m a t i c a l . 
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Chapter Eight d i s t i n g u i s h e d between management thought, a broadly 
coherent body of ideas j u s t i f y i n g the i n t e r e s t s and r e s p o n s i b i l i t y 
of c a p i t a l , and the ideas of p r a c t i s i n g managers. Notwithstanding 
the e a r l i e r reported f i n d i n g t h a t managers broadly a f f i r m the 
purpose o f p a r t i c i p a t i o n presented by n a t i o n a l spokesmen, i t was 
argued t h a t o r d i n a r y managers' b e l i e f s are l i k e l y to r e f l e c t the 
c o n t r a d i c t i o n s of t h e i r own l i f e experience and t h e i r contact w i t h 
competing i d e o l o g i e s , and so p o t e n t i a l l y t o e x h i b i t i n t e r n a l 
inconsistency and d i v i s i o n . This proved t o be the case, w i t h managers, 
l i k e workers, being i n f l u e n c e d i n t h e i r response to statements by 
whether a management or l a b o u r - o r i e n t e d r h e t o r i c was employed, f o r 
instance. Nonetheless, i t was suggested t h a t the c o n s t r a i n t s of t h e i r 
occupational r o l e were l i k e l y to compel managers t o apply p o l i c i e s 
i n accordance w i t h the i n t e r e s t s o f c a p i t a l , however they might 
'manage' or r o l e distance themselves from any misgivings. 

The i m p l i c a t i o n s of these contours of general b e l i e f s and a t t i t u d e s 
for the perception o f p a r t i c i p a t i o n schemes were considerable, and 
helped t o put i n perspective the f i n d i n g s concerning a t t i t u d e s to 
p a r t i c i p a t i o n i t s e l f reported i n Chapters 12 and 13. The two can be 
put together t o y i e l d conclusions which are consistent w i t h and add 
depth t o the m a t e r i a l on the p r a c t i c e and r e s u l t s of p a r t i c i p a t i o n 
schemes summarised above. 

Shop f l o o r respondents expressed a desire f o r f a r more i n f l u e n c e than 
they f e l t they had over the whole range of issues examined, although 
i n terms o f personal engagement i n p a r t i c i p a t i o n most looked to a 
say i n t h e i r own job rather than i n company-level decisions. The 
topics where i n f l u e n c e was most wanted were those generally considered 
matters f o r n e g o t i a t i o n , and indeed there proved t o be a strong 
sympathy w i t h a s t r a t e g y f o r p a r t i c i p a t i o n expressed i n n e g o t i a t i v e 
terms. Further, p a r t i c i p a t i o n i n i t s e l f was found t o be an area of 
low expressed s a t i s f a c t i o n but also low s a l i e n c e , suggesting that i t 
was assessed as a means to an end, of a f f e c t i n g matters of a less 
p h i l o s o p h i c a l genre, r a t h e r than as an end i n i t s e l f or a way to 
f u r t h e r ' e n t e r p r i s e ' goals. Nonetheless, apparent enthusiasm could 
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e x i s t f o r forms o f p a r t i c i p a t i o n expressed i n general terms, yet 
w h i l e t h i s seemed to show agreement w i t h management, t h i s could 
conceal profound d i f f e r e n c e s i n the meanings attached to such 
support, as c o n t r a s t i n g views of p r o f i t s going t o workers instead 
of shareholders between the two sets of respondents showed. 

When these f i n d i n g s are l i n k e d t o those i n Chapter Seven, f u r t h e r 
inferences can be drawn. In response to general questions, employees 
may endorse seemingly harmonistic images of the company and proposals 
f o r reform. Any scheme e s t a b l i s h e d on such a basis must contend w i t h 
the treacherous t e r r a i n o f these views, however. The immediate 
p r i o r i t i e s o f employees, and the l i k e l i h o o d t h a t t h e i r reactions t o 
l o c a l , d i r e c t experience may diverge from those expressed i n the 
r h e t o r i c of dominant ideology about firms i n general, make cynicism 
or disappointment w i t h any o p e r a t i v e scheme apparently consistent w i t h 
those general ideas seem more than p o s s i b l e . At the same time c r i t i c i s m 
may w e l l remain focussed on the l o c a l context o f the i n d i v i d u a l f i r m / 
management/scheme, r a t h e r than being generalised t o c a p i t a l i s m or 
p a r t i c i p a t i o n as a whole. The l i m i t e d h o l d o f those ideas which 
l e g i t i m a t e management has as i t s counterpart the absence, i n B r i t a i n 
at l e a s t , of any widespread adherence to a coherent l e f t i s t a l t e r n a t i v e 
frame o f reference. 

The inchoate nature o f those perceptions amongst workers which are 
i n i m i c a l to harmonistic p a r t i c i p a t i o n schemes suggests a f u r t h e r 
reason why apathy, or r e j e c t i o n i n the absence o f any thoroughgoing 
c r i t i c i s m o f schemes, are l i k e l y to be predominant outcomes, along 
w i t h the p o t e n t i a l f o r a change to n e g o t i a t i n g status where management 
are s e n s i t i v e t o shop f l o o r demands f o r r e a l gains i n v o l v i n g 
b a r gaining. 

I f we t u r n to managers' a t t i t u d e s , we f i n d t h a t although they are 
p r e d i c t a b l y more l i k e l y to endorse u n i t a r y d e s c r i p t i o n s and 
p r e s c r i p t i o n s f o r the e n t e r p r i s e , many o f them were ambivalent i n 
t h e i r view of the l e g i t i m a c y of the aims and r a i s o n d'etre of the 
labour movement. Managers at lower l e v e l s could not be lumped 
together w i t h d i r e c t o r s , and a s i g n i f i c a n t p r o p o r t i o n gave credence 
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Co the r i g h t s of workers to share i n power i n i n d u s t r y . There 
was widespread r e c o g n i t i o n of workers' c h i e f demands (though t h i s 
i s not the same as empathy), but apparently a higher e v a l u a t i o n 
than t h a t made by workers themselves of the amount of say they 
already have, p a r t i c u l a r l y considered next t o what i s 'desi r a b l e * . 
Most o f these p r a c t i s i n g managers i n my own survey seemed s c e p t i c a l 
r a t h e r than i d e a l i s t i c about the l i k e l y responsiveness of workers . 
to p a r t i c i p a t i o n , though they r a t e d p a r t i c i p a t i o n f o r themselves 
far more h i g h l y i n importance. A large p r o p o r t i o n accepted the 
relevance o f unions, and also o f a n e g o t i a t i n g basis f o r the e x e r t i o n 
of worker i n f l u e n c e . Nonetheless they seem f a r keener on schemes 
' s o f t 1 on power such as job enrichment or p r o f i t sharing (as they see 
i t ) than on more solid-seeming concess ions on the c o n t r o l f r o n t i e r 
such as worker d i r e c t o r s , extended c o l l e c t i v e b argaining or work 
group autonomy. Despite f a i r l y widespread r e a l i s m of a s o r t amongst 
managers, and a r e c o g n i t i o n of the v a l i d i t y of labour's need t o 
defend i t s e l f against management, there remains, then, an u l t i m a t e 
adherence to the i n t e r e s t s of c a p i t a l . I t would be s u r p r i s i n g were 
i t otherwise. I t s complexity explains the v a r i e t y of r e a l world 
management proposals f o r p a r t i c i p a t i o n schemes, and of t h e i r reactions 
to union and worker responses. But the und e r l y i n g theme o f t h e i r 
outlook accounts f o r the v a l i d i t y o f the basic analysis and consequent 
r e s u l t s o f p a r t i c i p a t i o n recounted i n t h i s t h e s i s . 

F i n a l l y , the common and, more s i g n i f i c a n t l y , the disputed ground 
between management and labour perspectives on the operation of 
p a r t i c i p a t i o n was confirmed by the f i n d i n g s reported i n the case 
studies of Chapters 14-16. The two 6xdes disagreed on the c h i e f 
b e n e f i c i a r i e s o f the arrangement i n t h e i r establishment, and from 
workers i n p a r t i c u l a r an overwhelming c r i t i c a l i n d i f f e r e n c e t o the 
schemes was discovered. Between the p r i o r i t i e s and perceptions of 
workers and the observed nature o f the schemes, the forces i m p e l l i n g 
and processes leading to the t r i v i a l outcomes of these schemes can be 
fa r more r e a d i l y comprehended. 
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The S t r u c t u r a l Context: I t has been one of the founding arguments 
of t h i s thesis t h a t n e i t h e r perceptions nor observation can be taken 
simply at face value. Since p a r t i c i p a t i o n i s so much t i e d up w i t h 
power, the p r o b l e m a t i c a l nature o f power i t s e l f revealed t h i s a l l the 
more c l e a r l y . I f ' s t r u c t u r a l context' were merely a matter o f c h a r t i n g 
a r e a d i l y v i s i b l e s e t t i n g f o r p a r t i c i p a t i o n , describable as 
i n s t i t u t i o n s and wider s o c i o - c u l t u r a l values s i m p l i c i t e r , the task 
would be the s t r a i g h t f o r w a r d one o f p l u r a l i s t methodology, p l a c i n g 
the 'subsystem' i n the m i l i e u o f the 'system' as a whole. For us, 
though, i t i s something which invests the very substance o f 
p a r t i c i p a t i o n i t s e l f , i n a s t r i c t l y metaphorical sense 'underlying 1 

i t . As I i n d i c a t e d e a r l i e r , the u l t i m a t e demonstration of the 
importance of and nature of s t r u c t u r a l aspects of the account i s a 
task l a r g e l y beyond the confines of these pages, e n t e r i n g as 
assumptions about c l a s s , c a p i t a l i s m and so f o r t h , and also as an 
epistemological j u s t i f i c a t i o n f o r a p a r t i c u l a r approach to power and 
ideology. That approach i s the method of c r i t i q u e , and i t s necessity 
has been argued i n terms of i t s a b i l i t y to account f o r phenomena i n 
ways other methods cannot. W i t h i n t h i s t h e s i s , then, I must r e l y 
mainly on the explanatory s t r e n g t h of the r e s u l t i n g observations. 

I n a l i m i t e d sense, what has been o f f e r e d i s a c r i t i q u e o f the 
phenomena of the observations and perceptions o u t l i n e d above, though 
i n no consistent way properly deserving of the l a b e l . I n the language 
o f t h i s method, i t could be s a i d t h a t what i s required i s , on 
d i s c o v e r i n g the i n a b i l i t y of e x i s t i n g theories to make sense o f the 
phenomena, to o f f e r an account which deciphers the conditions of 
existence o f those phenomena. Less p r e t e n t i o u s l y , I t h i n k I can 
clai m to have applied the general approach described by Keat & Urry 
as 'realism* (quoted e a r l y i n the I n t r o d u c t i o n ) , i f w i t h o u t f o l l o w i n g 
the s t r i c t e r method developed by Marx and imposed post hoc above. 
I n s h o r t , the s t r u c t u r a l account i n the analysis of p a r t i c i p a t i o n is 
what gives t h a t analysis any superior i n t e g r i t y and p l a u s i b i l i t y over 
i t s competitors t h a t i t may possess. 
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The s t r u c t u r a l element o f the argument suffuses the a n a l y s i s , as 
I have observed, but the i n s i g h t s i t o f f e r s become p a r t i c u l a r l y 
apparent ( o r i n other words, s t r u c t u r e 'peeks through' more c l e a r l y ) 
at c e r t a i n points i n the discussion. I t i s seen i n the c o n t r a d i c t i o n s 
of a t t i t u d e s and b e l i e f s r e c a l l e d above from the account i n Chapters 
Seven and Eight and then on the subject of p a r t i c i p a t i o n i t s e l f i n 
Part Five. I t comes through, too, i n the discovery and i n t e r p r e t a t i o n 
of the h i s t o r i c a l 'cycles' o f i n t e r e s t i n p a r t i c i p a t i o n i n Chapter 
Nine. And i n c l u s i v e of a l l of these, i t makes senBe o f the way 
p a r t i c i p a t i o n does not cause or form p a r t o f an ' e v o l u t i o n ' to a 
new s o c i a l system, but instead comes as a response to and echoes the 
developments w i t h i n the fundamental c o n f l i c t s of the e x i s t i n g , 
c a p i t a l i s t mode of production. I n t h i s sense p a r t i c i p a t i o n i s 
profoundly pseudo-democratic: i t attempts to fores t a l l the c r e a t i o n 
of a new democratic order, and founders on the consequences of the 
absence o f democracy i n the o l d . 

OF PRESCRIPTIONS AND PROSCRIPTIONS (OR WHAT IS TO BE DONE?) 

I f a l l t h a t has gone before i s accepted, there would s t i l l be many 
questions to be answered. Many areas of e m p i r i c a l i n v e s t i g a t i o n , 
t o reveal the nuances and f u l l morphology of a t t i t u d e s t o p a r t i c i p a t i o n 
i n i t s various forms, and t o i l l u m i n a t e the i n t e r s t i c e s o f the complex 
of d i f f e r e n t forms of c o n f l i c t , remain t o be explored. L i t t l e has 
been s a i d , f o r i nstance, of the e f f e c t on the nature and impact of 
p a r t i c i p a t i o n of d i f f e r i n g trade union s t r u c t u r e s (the whole question 
of i n t e r n a l union democracy and i t s s i g n i f i c a n c e has been neglected), 
of the sexual d i v i s i o n of labour, of d i f f e r e n c e s i n size o f 
or g a n i s a t i o n ^ or i n technology^ - these and a series of other f a c t o r s 
are i n urgent need of informed survey and case study i n q u i r y . For 
a l l the importance o f these matters, a question of greater s i g n i f i c a n c e 
s t i l l remains to be addressed: where does the analysis o f t h i s thesis 
lead where st r a t e g y i s concerned? 
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To an extent an evasion of t h i s question as beyond the scope of a 
work such as t h i s aimed at academic q u a l i f i c a t i o n might be exonerated. 
But though I cannot t a c k l e the question as comprehensively as i t 
deserves, I cannot b r i n g myself to r e t r e a t from i t completely e i t h e r . 
What I s h a l l do i s r e t u r n t o the e x i s t i n g views of Marxist w r i t e r s 
on the t o p i c , and pass comment on these i n the l i g h t of ray own 
f i n d i n g s . Nonetheless l e t me say before I embark on t h i s f i n a l task 
t h a t i t i s at t h i s p o i n t one has t o confront the l i m i t a t i o n s of one's 
e f f o r t s , since the t r a n s l a t i o n from analysis to p o l i c y recommendation 
i s the most d i f f i c u l t of a l l . 

I argued above t h a t although most Marxist accounts were flawed by 
elements o f v o l u n t a r i s m and economism i n combination, i t was possible 
to i d e n t i f y two broad s trands, and t o labe1 one approach broadly 
' v o l u n t a r i s t i c ' and another 'economistic' ( F i g . l ) . The former i s 
i n c l i n e d to argue f o r using p a r t i c i p a t i v e reform as an avenue f o r 
grasping some advantage from management, i n s i s t i n g t h a t f o r a l l the 
dangers i n such a s t r a t e g y , i f labour does not take the i n i t i a t i v e 
i t w i l l be taken from them. P a r t i c i p a t i o n schemes do contain 
p o t e n t i a l c o n t r a d i c t i o n s which can be e x p l o i t e d , or else by opening 
up the area of decision-making f o r debate they provide an o p p o r t u n i t y 
f o r workers t o take the issue up and t u r n i t against management. 
I f there i s some p o s s i b i l i t y t h a t labour's r e p r e s e n t a t i v e s w i l l need 
to compromise or i n some senses c o l l a b o r a t e i n order t o gain access, 
then t h i s i s i n the nature o f any r e l a t i o n s w i t h management other than 
untrarameled h o s t i l i t y . As representatives o f t h i s view we can take 
the major t h e o r i s t s of the I n s t i t u t e of Workers' Control (Ken Coates, 
Tony Topham, Michael B a r r a t t Brown) and the recent c o n t r i b u t i o n of g 
Paul H i r s t . This i s not to say t h a t t h e i r p o s i t i o n s are i d e n t i c a l 
(nor are those w i t h i n the other groups to be i d e n t i f i e d ) , but t h a t they 
adopt a t h e o r e t i c a l perspective w i t h the 6ame key c h a r a c t e r i s t i c s , so 
that t h e i r major d i f f e r e n c e s are t a c t i c a l . 



675 

The economistic approach generated severe c r i t i c i s m of any 
r e f o r m i s t t a c t i c s . I t proceeds from the view t h a t the power of 
c a p i t a l and the s t r u c t u r e of r e l a t i o n s i n the e n t e r p r i s e i s d e r i v a t i v e 
of the mode of prod u c t i o n , and t h a t the outcome o f involvement i n 
any p a r t i c i p a t i o n scheme must be to incorporate labour's 
r e p r e s e n t a t i v e s , defuse o p p o s i t i o n , and make room f o r the t i g h t e n i n g 
of management's subordination of labour to the requirements of 
v a l o r i z a t i o n . There are, however, major d i f f e r e n c e s i n analysis 
and proposals between these c r i t i c s which l a r g e l y f o l l o w t h e i r 
d i f f e r e n t l o c a t i o n s on the p o l i t i c a l f r o n t . One group, represented 

9 
here by Ramelson and S c a r g i l l , argues f o r adherence to the t r a d i t i o n a l 
o p p o s i t i o n a l approach to management through c o l l e c t i v e b a r g a i n i n g 
(though Ramelson i s prepared t o consider p a r t i c i p a t i o n i n the pub l i e 
s e c t o r , which S c a r g i l l u t t e r l y r e j e c t s ) . ^ Another l i n e i s taken by 
a group of w r i t e r s who I s h a l l take the r i s k of r e f e r r i n g t o as 
T r o t s k y i s t , i n c l u d i n g Mandel, Hyman and C l a r k e . ^ These w r i t e r s 
place f a r more emphasis on the need f o r new and more r e v o l u t i o n a r y 
t a c t i c s i n the workplace, though on a basis r e j e c t i n g any as s o c i a t i o n 
w i t h management. Hyman p a r t i c u l a r l y ie c r i t i c a l o f t r a d i t i o n a l 
channeIs of c o n f l i c t , i n c l u d i n g the unions and c o l l e c t i v e b a r g a i n i n g , 
because these, too, express a major degree of accommodation t o 
c a p i t a l i s m and s t i f l e a l t e r n a t i v e s . The c h i e f source o f advance i s 
f e l t t o be new, r a d i c a l perspectives on c a p i t a l i s m and a l t e r n a t i v e 
s t r a t e g i e s o r i g i n a t i n g i n rank and f i l e movements which challenge 
the e x i s t i n g order as the unions w i l l not since i t i s t h e i r 
r aison d'etre. A f i n a l v e r s i o n o f an economistic approach i s t h a t 
of Poole, which Bees p a r t i c i p a t i o n as purely epiphenomenal, a mere 
echo of changes i n the balance o f power at a more 'basic' l e v e l . I 
have commented on the inadequacies of t h i s f o r m u l a t i o n i n Chapter Six, 
and i n Chapter 11 w i t h r e f e r e n c e to h i s analysis of I s r a e l , and I 
s h a l l not devote f u r t h e r space t o i t here. 

The pervasive suspicion of p a r t i c i p a t i o n conveyed by both the 
Ramelson/Scargill view and t h a t of Hyman et a l might seem at f i r s t 
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glance closest to the negative arguments as t o i t s pseudo-democratic 
nature advanced here. I n other ways, though, the arguments of the 
IWC seem f a r less mechanical or formula-ridden. Against the Ramelson 
support f o r t r a d i t i o n a l c o l l e c t i v e b argaining they contend convincingly 
t h a t such s t r a t e g i e s are i n h e r e n t l y defensive, and are inadequate 
at a time when management are t r y i n g fresh i n i t i a t i v e s . I n the face 
of the new o f f e n s i v e , the answer must be e i t h e r t o counter w i t h 
r e a l a l t e r n a t i v e s t h a t w i l l win broad support amongst labour or to 
shun t h i s and lose f o r c e r t a i n . They r e j e c t p a r t i c i p a t i o n i t s e l f , 
i n the form taken by management proposals, but f e e l there i s at l e a s t 
some hope t h a t to propose ' c o n t r o l ' demands e s t a b l i s h i n g an element 
of dual power between c a p i t a l and labour w i l l r e d e f i n e the e n t i r e 
process. They do not suggest t h a t t h i s w i l l i t s e l f transform the 
basis of r e l a t i o n s , but t h a t i t may be the foundation f o r a campaign 
which w i l l generate a mass s o c i a l i s t understanding o f the 
p o s s i b i l i t i e s and of t h a t which r e s i s t s t h e i r r e a l i s a t i o n . This 
at l east has the m e r i t of being a p o s i t i v e s t r a t e g y , where t h e i r 
opponents o f f e r only abs tension and res i s tance to change. 

In Topham's r e p l y t o Arthur S c a r g i l l (1981) many o f these e a r l i e r 
points are r e s t a t e d , and a t e l l i n g a d d i t i o n a l argument i s mounted 
(and echoed, n o t a b l y , i n H i r s t ' s c o n t r i b u t i o n ) . C o l l e c t i v e 
b a r g a i n i n g , Topham observes, i s f a r from being the pure o p p o s i t i o n a l 
a l t e r n a t i v e S c a r g i l l seems to see i n i t . On the c o n t r a r y , i t i s the 
c l a s s i c method f o r r e s o l v i n g or c o n t a i n i n g c o n f l i c t , and once an 
agreement i s made i t s enforcement requires co-operation w i t h the 
employer. Indeed, the whole exercise involves r e c i p r o c a t i o n and 
c o l l a b o r a t i o n as w e l l as c o n f l i c t . Nor i s the c o n f r o n t a t i o n t a c t i c 
of an a l l - o u t dispute anything l i k e the t y p i c a l form taken. E l a b o r a t i n g 
a l i t t l e on Topham's views, and f o l l o w i n g from observations e a r l i e r 
i n t h i s conclusion, we can note t h a t bargaining r e s t r i c t s i t s e l f 
l a r g e l y to economic issues immediately r e l a t e d t o the e f f o r t bargain. 
As he h i m s e l f notes, i t encourages s e c t i o n a l i s m and l i m i t s class 
consciousness as w e l l as being a major form of c o l l e c t i v e a c t i o n . 
For Tophara, the conclusion i s t h a t c o l l e c t i v e b argaining has a dual 
nature, and t h a t c o n t r o l demands t o pre-empt p a r t i c i p a t i o n schemes from 
management are no more compromised by nature. 
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To judge by h i s a t t a c k on the IWC (1974), Hyman would r e a d i l y 
acknowledge t h i s problem, f o r he argues t h a t the dangers of 
i n c o r p o r a t i o n inherent i n t r y i n g t o t u r n management proposals i n t o 
something d i f f e r e n t are compounded by the r e l i a n c e on the o f f i c i a l , 
b u reaucratic union apparatus already accommodated to c a p i t a l . For 
Hyman the attempt to challenge management to concede areas of 
' c o n t r o l ' t o labour w i l l i n p r a c t i c e t h r e a t e n a loss of power through 

12 
the * o f f i c i a l i z a t i o n 1 of a l r e a d y - e x i s t i n g c o n t r o l s i n t o something 
v i s i b l e and f o r m a l l y r egulated, thereby imposing new r e s p o n s i b i l i t i e s 
on labour and making managerial s u r v e i l l a n c e f a r more possible. 
This seems a powerful p o i n t , though i t should be noted t h a t i t 
seems to r u l e out almost a l l recognised forms of working class power 
short of r e v o l u t i o n . 

I n Hyman's scenario, any form of co-operation w i t h management, 
however attenuated, and any d a l l i a n c e w i t h reformism (both the IWC 
and S c a r g i l l see the Labour Party as the p o l i t i c a l channel f o r change) 
or w i t h the e x i s t i n g accommodative labour o r g a n i s a t i o n s , i s doomed 
to become ensnared by the web o f i d e o l o g i c a l hegemony and the repression 
of the State. His a l t e r n a t i v e i s an independent and h i g h l y 
p o l i t i c i s e d and m i l i t a n t rank and f i l e movement f u e l l e d by the 
subversion of a genuinely r e v o l u t i o n a r y p a r t y . 

The IWC ( B a r r a t t Brown et a l , 1975) are understandably s c e p t i c a l 
of Hyman's c r i t i c i s m s . They are s c o r n f u l o f the ' t r u l y r e v o l u t i o n a r y ' 
nature of the S o c i a l i s t Workers' Party and of i t s a b i l i t y to gain 
any widespread c r e d i b i l i t y on the shop f l o o r . They f a i l t o see any 
i n d i c a t i o n from Hyman of the process by which the'rank and f i l e ' 
movement he proposes would lead to demands f o r transcending 
c a p i t a l i s m i n ways t h e i r own s t r a t e g y would not. Once again, they 
i n s i s t t h a t w h i l e they acknowledge and have themselves d e t a i l e d the 
ki n d of r i s k s i d e n t i f i e d by Hyraan, the a l t e r n a t i v e i s p a s s i v i t y . 
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The IWC p o s i t i o n i s , I t h i n k , q u i t e an appealing one i n i t s 
openness and i t s l e f t i s t pragmatism. I t remains r a t h e r spongey 
and i l l - s p e c i f i e d , though, f o r i t acknowledges a l l the problems 
at a simple l e v e l o f analysis yet lays i t s e l f open to the constant 
renewal of the attacks from e i t h e r economistic p o s i t i o n , by 
f a i l i n g to examine them c l o s e l y enough or to provide an adequate 
t h e o r e t i c a l base from which to develop i t s own p o l i c i e s . As a 
r e s u l t i t seems e c l e c t i c and i n c l i n e d to somewhat ad hoc judgements, 
which i n terms of the analysis o f f e r e d e a r l i e r can be seen to stem 
from i t s very v o l u n t a r i s m and pragmatism. The f l a g i s c l e a r l y and 
e x p l i c i t l y pinned t o the cauBe of reformism, which they i n s i s t has 
a l o t to o f f e r provided there are no i l l u s i o n s about i t s u l t i m a t e 

13 
l i m i t a t i o n s (again the a s s e r t i o n seems simultaneously 'hard 1 yet 
vague). 

I n the end, we need r a t h e r more than we are o f f e r e d by e i t h e r the 
IWC or i t s c r i t i c s . To recognise o f f i c i a l i z a t i o n as a danger i s 
not t o exorcise i t , f o r instance. But nor should the i d e n t i f i c a t i o n 
of such a danger a u t o m a t i c a l l y preclude the adoption o f a s t r a t e g y , 
f o r as the IWC i n d i c a t e there i s no magically u n t a i n t e d and 
i n c o r r u p t i b l e method or channel f o r achieving labour's ends. As 
Cressey and Maclnnes(1980) have argued, the debate between what they 
c a l l 1 i n c o r p o r a t i o n 1 and 'advance of labour' approaches i s s t e r i l e j 
though t h e i r own c o n t r i b u t i o n , i t must be s a i d , f a i l s t o i n d i c a t e 
how one adjudicates between e x i s t i n g s t r a t e g i e s or f i n d s an 

14 
a l t e r n a t i v e . Their observations remain v a l u a b l e , however. They 
show t h a t f o r Marx labour had a dual nature, both subjected to the 
production of value f o r c a p i t a l and yet seeking t o exercise c o n t r o l 
over aspects of the work. From thiB they argue t h a t c o n t r o l through 
p a r t i c i p a t i o n has a dual nature a l s o , seeking to o f f l o a d problems 
of c a p i t a l onto labour and yet also thereby c r e a t i n g space f o r s t r u g g l 
f o r new forms of c o n t r o l at the workplace. I n these circumstances, 
they argue t h a t the simple r e f u s a l to get involved proposed i n the 
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' i n c o r p o r a t i o n i s t 1 (economistic) approach achieves l i t t l e and at 
the same time 6eems to concede the l e g i t i m a c y of management's 
r i g h t to manage. P a r t i c i p a t i o n o f f e r s s i g n i f y the employer's 
s t r e n g t h , but are also a symptom of weakness; t o abstain i s a 
weak response from labour. 

The f i r s t i m p l i c a t i o n which I would draw from the Cressey/Maclnnes 
analysis i s t h a t one cannot judge the c o r r e c t labour response 
to a period which generates managerial i n i t i a t i v e s on p a r t i c i p a t i o n 
a p r i o r i . With t h i s I would concur. However, t h e i r own argument 
Beems to stop short at a l e v e l which c o n s t i t u t e s , on r e f l e c t i o n , 
a t h e o r e t i c a l l e g i t i m a t i o n of the IWC l i n e . With t h i s I am much 
less happy. I n order to go forward from here, the c h i e f requirement 
i n terms o f the approach I have adopted myself i s an e m p i r i c a l 
i n v e s t i g a t i o n informed by an adequate theory and methodology, which 
has been p a r t of the aim o f t h i s t h e s i s . Before applying the 
f i n d i n g s of t h i s i n v e s t i g a t i o n , however, i t w i l l be u s e f u l to make 
one f u r t h e r detour. 

An a l t e r n a t i v e t h e o r e t i c a l j u s t i f i c a t i o n f o r the v o l u n t a r i s t ( o r 
'advance of labour') approach has been advanced by Paul H i r s t , as 
has been noted. H i r s t ' s judgement (notably on the Bullock Report***) 
diverges somewhat from the IWC's, but h i s o v e r a l l i n c l i n a t i o n remains 
broadly akin t o t h e i r s . By examining h i s analysis a number of points 
may be i l l u s t r a t e d : f i r s t l y , i t shows the path trodden by the l o g i c 
of v o l u n t a r i s m ; secondly, i t makes e x p l i c i t c e r t a i n key assumptions 
of t h i s perspective where others f a i l to confront them; t h i r d l y , i t 
shows t h a t what I have termed v o l u n t a r i s t analysis i s i n t i m a t e l y 
l i n k e d w i t h p a r t i c u l a r forms of economism. 

H i r s t argues f i r s t l y t h a t any government, s o c i a l i s t or n o t , must 
face up to the need to c o n t r o l i n f l a t i o n , and t h a t f o r t h i s some kind 
of incomes p o l i c y i s indispensable. Moreover, such a p o l i c y designed 
f o r s p e c i f i c a l l y s o c i a l i s t aims could t a c k l e the s t r u c t u r a l i n e q u a l i t i 
i n the c u r r e n t wage system. There would be another e f f e c t of such a 
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p o l i c y , however: the weakening of the r o l e of the shop steward 
system i n b a r g a i n i n g at the e n t e r p r i s e l e v e l . There i s thus a 
need to provide a new channel to develop and u t i l i s e the s t r u g g l e 
f o r s o c i a l i s m i n the e n t e r p r i s e . For a l l i t s f a u l t s , the Bullock 
Report o f f e r e d an o p p o r t u n i t y t o create j u s t such a channel. 

The Bullock proposals, says H i r s t , represented the advanced 
elements i n the labour movement,^ but were f r u s t r a t e d by opp o s i t i o n 
from l e f t and r i g h t i n the movement. The l a t t e r was understandable 
as a fear of ' p o l i t i e s ' e n t e r i n g the scene, but the former was 
untenable. The a l t e r n a t i v e posed by the l e f t , extended c o l l e c t i v e 
b a r g a i n i n g , was not d i f f e r e n t i n nature from Bullock at a l l ; both 
required increased i n f o r m a t i o n d i s c l o s u r e by management, and i f 
there i s an element of co-operation and commitment i n having 
u n i o n i s t s on the board, so there i s (as has already been argued here) 
i n b a r g a i n i n g . Bullock r e t a i n e d important elements of c o n f l i c t 
and s t r u g g l e i n i t s m a j o r i t y proposals, notably i n the s i n g l e , union 
channel, and the intended J o i n t Representative Committee which would 
be e f f e c t i v e l y a combine committee i n the e n t e r p r i s e i d e a l f o r the 
purposes H i r s t f e e l s w i l l need to be f u l f i l l e d . Thus the 
de m o b i l i s a t i o n of the steward movement need not take place, and 
given the l i m i t a t i o n s of the o f f i c i a l union movement i t must not i f 
genuinely t r a n s f o r m a t i v e demands are t o be generated and sustained. 

To c l i n c h the argument, H i r s t confronts three tenets which he says 
lead Marxists to r e j e c t enterprise-based struggles as being of 
c r i t i c a l importance. F i r s t l y , he objects to a b e l i e f i n the 'despotism 
of c a p i t a l 1 , which presumes t h a t p r i v a t e ownership r i g h t s secure 
c o n t r o l f o r the c a p i t a l i s t . This economistic view he replaces w i t h a 
v o l u n t a r i s t i c a l t e r n a t i v e , t h a t l e g i s l a t i v e changes i n company law 
can make r e a l inroads i n t o the sovereignty o f shareholder r i g h t s . 

Secondly, H i r s t demurs from the idea t h a t because Kautsky argued t h a t 
unions are r e s t r i c t e d by t h e i r nature t o an economistic consciousness, 
and t h i s i s p a r t l y acknowledged by Lenin, does not mean t h i s analysis 
i s f l a w l e s s . Lenin said economism was one form of p o l i t i c s i n the 
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labour movement, but f a r from n e c e s s a r i l y the sole p o s s i b i l i t y ; 
i n many ways circumstances d r i v e the labour movement beyond economism. 

T h i r d l y , H i r s t agrees t h a t e n t e r p r i s e l e v e l a c t i o n i n i t s e l f cannot 
change s o c i e t y , but t h i s does not mean i t i s i r r e l e v a n t . Nor need 
struggles be economistic or s e c t i o n a l because they occur at the 
f a c t o r y l e v e l . I t i s not i n e v i t a b l e t h a t such movements w i l l be 
detached from p o l i t i c s or o f f e r no p o l i t i c a l l e adership, as the 
examples of Lucas Aerospace shop stewards 1 A l t e r n a t i v e Plans or 
the impact o f UCS show. 

These e x p l i c i t r e p u d i a t i o n s perform a valuable s e r v i c e . H i r s t has 
i d e n t i f i e d the mechanical nature of the u n d e r l y i n g premisses of t h a t 
Marxism which a u t o m a t i c a l l y r e j e c t s p a r t i c i p a t i o n , and has revealed 
the a l t e r n a t i v e assumptions which, on r e f l e c t i o n can be seen as 
i m p l i c i t i n the IWC approach a l s o . We can now examine the roots of 
these arguments, f o r Paul H i r s t has w r i t t e n e x t e n s i v e l y on Marxist 
theory and h i s p o s i t i o n on p a r t i c i p a t i o n follows from h i s more 
general p o s i t i o n . Rather than o f f e r a review myself, I s h a l l comment 
very s e l e c t i v e l y on c e r t a i n aspects o f H i r s t ' s arguments and how they 
r e l a t e t o the s p e c i f i c p o s i t i o n w i t h which we are concerned, leaning 
h e a v i l y on a commentary which makes use i n t u r n of work i n which I 
have been d i r e c t l y i n v o l v e d . ^ 

18 
The p o s i t i o n w i t h which H i r s t has associated h i m s e l f seeks to 
attack what are f e l t to be dogmas of Marxist orthodoxy, i n order to 
generate an analysis which can then be a p p l i e d to contemporary 
r e a l i t y so as t o i n d i c a t e appropriate forms of l e f t i n t e r v e n t i o n . 
The very o r d e r i n g of t h i s p r o j e c t i s h i g h l y s i g n i f i c a n t ; i t regards 
the f i r s t step as the i n t e l l e c t u a l d i s t i l l a t i o n of conceptual 
discourse. Analysis precedes examination of the r e a l w o r l d , and 
produces a p r i o r i the means to understand i t . H i s t o r y i s "not only 
s c i e n t i f i c a l l y but also p o l i t i c a l l y v a l u e l e s s " (Hindess & H i r B t , 
1975:312). This approach, of a type Marx attacked as metaphysics, 
preserves a l l t h e o r e t i c a l a c t i v i t y f o r i n t e l l e c t u a l s , and p r o t e c t s 
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the t h e o r i s t from the i n t e r f e r e n c e o f the inconvenient, e m p i r i c a l 
w o r l d other than to convey the t r u t h to i t s occupants as t a b l e t s 
of p o l i t i c a l wisdom. I t r e c o n s t i t u t e s many features of mechanical 
determinism, even i f the conclusions are d i f f e r e n t . 

One r e s u l t of these i n t e l l e c t u a l labours f o r H i r s t et a l i s a 
r e j e c t i o n of any determined r e l a t i o n s h i p between economic 'base' 
and p o l i t i c a l ' s u p e r s t r u c t u r e ' . A f e a t u r e of t h e i r formulations 
which Corrigan & Sayer note i s t h e i r tendency to t a l k i n absolutes -
i n t h i s case, i f economic determination does not h o l d , i t f o l l o w s 
f o r them t h a t p o l i t i c a l events and ideologies are autonomous, that 
there i s no necessary correspondence between p o l i t i c s and economics 
at a l l . For H i r s t t h i s e n t a i l s : 

...abandoning the e v o l u t i o n of p o l i t i c a l forces 
i n terms of correspondence, and e v a l u a t i n g them 
instead r e l a t i v e to one's conception of s o c i a l i s t 
o r g a n i s a t i o n and ideology. (1977:206) 

This reads l i k e a formula f o r being able t o say whatever s u i t s the 
speaker. Socialism now becomes a goal to be achieved by g r a d u a l l y 
b u i l d i n g the r e q u i r e d economic and p o l i t i c a l c o n d i t i o n s . The 
"dichotomy between reform and r e v o l u t i o n must c o l l a p s e " ( C u t l e r 
et a l , 1977:317). They accept the c o n s t r a i n t s of the ' n a t i o n a l 
economy1 ( C u t l e r et a l , 1978:243f), an acceptance echoed i n H i r s t ' s 
advocation of incomes p o l i c y noted e a r l i e r . Production has thus 
been reduced to a matter of economic p o l i c y - a c h a r a c t e r i s t i c of 
what can only be c a l l e d economism. I t i s t h i s which makes possible 
the v o l u n t a r i s t i c n o t i o n of p o l i t i c s and the State and the e n t e r p r i s e 
t h a t informs H i r s t ' s judgement on Bullock. Reformism and the 'capture 
of the State have been r e s t o r e d to t h i s r e v i s i o n i s t agenda. 

Hopefully t h i s h i g h l y terse and somewhat a l l u s i v e rendering of the 
connections from H i r s t ' s grander t h e o r e t i c a l ponderings t o h i s 
judgements on worker p a r t i c i p a t i o n gives s u f f i c i e n t i n s i g h t to the 
way such an approach reproduces the e r r o r s of i t s i n c o r p o r a t i o n i s t 
or economistic counterpart i n the midst of i t s very c o u n t e r p o s i t i o n i n g 
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The base/superstructure d i s t i n c t i o n i s merely reformulated as 
a n o n - d e t e r m i n i s t i c one, the separation and i t s a n a l y t i c a l 
e f f e c t s s u r v i v i n g i n t a c t . From t h i s comes the p o s s i b i l i t y of 
i g n o r i n g the pervasive impact o f the p o l i t i c a l economy of c a p i t a l 
through a l l the s o c i a l r e l a t i o n s of the mode of p r o d u c t i o n , and 
hence the optimism about t u r n i n g the government, of c a p i t a l i s t 
f i r m or c a p i t a l i s t S t ate, to the s e r v i c e of the worker. From t h i s , 
t o o , comes the j u r i d i c a l i l l u s i o n which envisages l e g a l changes 
i n company c o n s t i t u t i o n that are s u f f i c i e n t t o n u l l i f y the c o n s t r a i n t s 
imposed by the conditions of reproduction and accumulation of c a p i t a l . 

Where, then, does a l l t h i s leave us? Who does p a r t i c i p a t i o n serve? 
Can i t be seen, i n any form or through the use of any t a c t i c s , as 
of p o t e n t i a l value to labour? My own argument has been t h a t , 
whatever the doubts t h a t p a r t i c i p a t i o n can serve labour l e f t by a 
discussion o f the general idea, as i n the e a r l y chapters o f t h i s 
t h e s i s , the issue can only be decided by reference t o the f a c t s . 
I n order to s a t i s f y the aims of a M a r x i s t , i t would seem t h a t 
p a r t i c i p a t i o n must be shown t o have one or more p o t e n t i a l s : 

t o provide a 'space f o r s t r u g g l e 1 which the absence of any 
concession on worker r i g h t s would preclude. 

to provide an o p p o r t u n i t y t o propose a l t e r n a t i v e s which, i f 
they are conceded to any degree, do a f f o r d such a space. 

t o show, by t h e i r inadequacy i n terms o f what they promised, the 
i n a b i l i t y of management under c a p i t a l i s m t o allow genuine i n d u s t r i a l 
democracy, and so r a i s e o p p o s i t i o n a l consciousness, 

to r e v e a l , by workers' presence on decision-making bodies, the 
r e a l i t y behind the mythology of management as a science. 

to show the innate s u p e r i o r i t y of n a t i o n a l i s e d i n d u s t r y by i t s 
r e l a t i v e e f f i c a c y there as a new basis f o r labour-management r e l a t i o n s 
i n a s o c i a l i s e d environment. 

The l a s t of these, i m p l i e d by Ramelson's (CPGB) l i n e , can q u i c k l y 
be r e j e c t e d on the basis of the f i n d i n g s of Chapter 10, The r e s t 
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may seem more p l a u s i b l e , and w i t h them so may the proposals of 
the IWC and other v o l u n t a r i s t approaches. The f i n d i n g s presented 
i n t h i s t h e s i s cast severe doubt on a l l of them, however. 

To consider the f i r s t p o s s i b i l i t y r a i s e d above, the experience 
of p a r t i c i p a t i o n schemes shows t h a t they are i n i t i a t e d by 
management on t h e i r terms. I f they f a i l t o achieve managerial 
goals, the r e s u l t i s t h a t they are abandoned or i n the r e s u l t i n g 
impasse they d r i f t i n t o t r i v i a l i t y . The i n s t a b i l i t y created by 
d i f f e r e n t demands from organised labour reveals l i t t l e s i gn of 
being a basis f o r some k i n d of advance. F i n a l l y , should management 
concede de f a c t o n e g o t i a t i n g status to labour through a nominally 
u n i t a r y body, the r e s u l t amounts to c o l l e c t i v e b a r g a i n i n g , and i s 
no more of an advance than i s t h a t arrangement. Nor i s there any 
sign t h a t the presence of worker representatives i n the h a l l s o f 
management power e i t h e r leads t o the d i s s i p a t i o n of management 
mystique, or causes a more aware and h o s t i l e labour r e a c t i o n when 
no r e a l power i s ceded. 

This leaves ue w i t h the p o s s i b i l i t y of posing counter demands t o 
management proposals of p a r t i c i p a t i o n . I t c e r t a i n l y seems to 
f o l l o w from the i n v e s t i g a t i o n of p a r t i c i p a t i o n schemes conducted 
here t h a t only a proposal embedded i n the p o l i t i c a l economy of 
labour can be expected to y i e l d any gain f o r labour (and even then 
i t s i n c o r r u p t i b i l i t y i s h i g h l y suspect w i t h o u t a high degree of 
generalised class consciousness to back i t ) . My own judgement woul 
be t h a t t o put these forward as r e a c t i v e responses to management 
i n i t i a t i v e s , w h i l e i t may seem a n a t u r a l o p p o r t u n i t y , i s l i k e l y i n 
p r a c t i c e t o mean discussing the schemes i n compromise ground and to 
a large extent s t i l l on management t e r r a i n . 

I f these conclusions seem somewhat negative, t h a t i s a f a i r 
r e f l e c t i o n of the pessimism w i t h which I am l e f t . P a r t i c i p a t i o n , I 
am convinced, w i l l serve management i f i t serves anybody, w i t h the 
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leavening observation from the viewpoint of i n d u s t r i a l democracy 
t h a t i t i s u n l i k e l y to achieve a great deal f o r them e i t h e r i n the 
face o f the resistance i t meets. This should not be taken to mean 
th a t there i s nothing to be done. I n i t i a t i v e s w i t h i n the labour 
movement are s t i l l p o s s i b l e , and the minute but growing c o n t r i b u t i o n 
of trade union research centres set up by sympathetic academics 
and others provides a good example o f areas where r e a l p o s s i b i l i t i e s 
e x i s t t o help the cause. These are on a very d i f f e r e n t t e r r a i n 
t o p a r t i c i p a t i o n , and amid the p r o l i f i c c o n t r a d i c t i o n s t h a t make 
s t r a t e g i e s so e l u s i v e even these may be f a r from s t r a i g h t f o r w a r d l y 
p o s i t i v e i n t h e i r c o n t r i b u t i o n . This I can t e s t i f y t o from my own 

19 
experience. But t h a t experience can be learned from, t o create 
something w i t h a t l e a s t the p o t e n t i a l of working f o r those whose 
labour power has been used to b u i l d t h a t which oppresses them. 
One t h i n g i s c l e a r , t h a t l i t t l e w i l l come from only observing and 
t h e o r i s i n g . To conclude w i t h a comment from the source o f the 
qu o t a t i o n at the f r o n t of t h i s t h e s i s which describes another s o r t 
of p a r t i c i p a t i o n : 

I f you want to know a c e r t a i n t h i n g or c e r t a i n class 
of things d i r e c t l y , you must pe r s o n a l l y p a r t i c i p a t e 
i n the p r a c t i c a l s t r u g g l e t o change r e a l i t y . . . . 
only through personal p a r t i c i p a t i o n i n the p r a c t i c a l 
s t r u g g l e t o change r e a l i t y can you uncover the 
essence of th a t t h i n g or class of th i n g s and 
comprehend them....If you want to know the ta s t e 
o f a pear, ycu must change the pear by ea t i n g i t 
y o u r s e l f . . . I f you want to know the theory and 
methods of r e v o l u t i o n , you must take part i n 
r e v o l u t i o n . (Mao Tse-tung, 1937:299-300). 



686 

NOTES: CONCLUSION 

1. See Baldamus, 1969, 

2. See i n t e r a l i a , Cuthbert & Whitaker, 1977; Hawes and 
Brookes, 1980; Nicholson, 1978; Cressey et a l , 1981; Marchington 
& Armstrong, 1981. 

3. On the problems embedded deep i n the nature o f i n f o r m a t i o n 
d i s c l o s u r e , and the ' s h o p p i n g - l i s t 1 approach t o the question on 
the p a r t of the TUC which epitomises the powerlessness and 
purblindness, see Gold et a l , 1979, which summarises a number 
of more d e t a i l e d unpublished papers from the studies at Ruskin 
College, 

4. E.P. Thompson, 1981:406. 

5. Poole's a l t e r n a t i v e v a r i a n t of economism i s not included 
here f o r the sake o f s i m p l i c i t y . 

6. Ingham's study suggests workers i n small companies w i l l be 
more i n c l i n e d to experience and respond t o close r e l a t i o n s w i t h 
employers• The observed f a r lower incidence o f formal p a r t i c i p a t i o n 
i n small companies would r e f l e c t the s u p e r f l u i t y of such an 
i n s t i t u t i o n . However, Curran and Stanworth's (1979,1981) c r i t i c i s m s 
of Ingham suggest t h a t the e f f e c t of size i s very much less 
s t r a i g h t f o r w a r d . 

7. The discussion i n Chapter 9, of the l i k e l i h o o d t h a t high 
technology ' f r o n t i e r ' i n d u s t r i e s and those t r a d i t i o n a l and h i g h l y 
unionised sectors t r y i n g to manage dec l i n e may be the most l i k e l y 
contenders f o r s e t t i n g up schemes i s not only t e n t a t i v e but only 
scratches the surface. 

8. A glance at the c o n t r i b u t i o n s by Coates and Topham i n the 
b i b l i o g r a p h y w i l l save r e p e a t i n g t h e i r main works here. I n many 
ways the c l e a r e s t and most e f f e c t i v e statements of t h e i r p o s i t i o n 
i s to be found i n t h e i r defence of t h e i r p o s i t i o n i n debate - see 
Coates & Topham, 1968; B a r r a t t Brown et a l , 1975; Coates, 1977; 
Topham, 1981. H i r s t ' s paper, advocating the value o f the Bullock 
Report, was widely c i r c u l a t e d i n mimeograph form from 1978, but i n 
1981 appeared i n p r i n t w i t h a p o s t s c r i p t . 

9. Ramelson, 1968. S c a r g i l l , i n S c a r g i l l , 1978 (and i n a 1977 
a r t i c l e i n The Times); S c a r g i l l & Kahn, 1980. 

10. Ramelson's p o s i t i o n here shows the problems i n producing any 
neat c l a s s i f i c a t i o n of views. I t puts him much closer t o the 
arguments of P r i o r and Purdy (1979) t h a t the p u b l i c sector i s an 
advance f e a t u r e of a d i f f e r e n t mode o f production to c a p i t a l i s m , 
and thereby l i n k s him to Paul H i r s t ' s l i n e i n c e r t a i n respects. 
I t thereby also shows the c o n t i n u a l combination and j o i n t e f f e c t of 
economistic and v o l u n t a r i s t i c d i s t o r t i o n s i n Marxist a n a l y s i s , f o r 
a l l t h e i r seeming a n t i t h e s i s . 
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11. Mandel, 1969; Hyman, 1975; T. Clarke, 1977. I n Borne key 
respects, t h e i r analysis i s shared by S k i l l e n , 1978. Mandel's 
l i n e i s a c t u a l l y f a r closer to the IWC's than t h i s c l a s s i f i c a t i o n 
allows. He attacks p a r t i c i p a t i o n as proposed by the C h r i s t i a n 
union c o n f e d e r a t i o n , but gives support t o the 'workers' c o n t r o l ' 
demands of the s o c i a l i s t FGTB (Mandel, 1969:356) whose programme 
i s s i m i l a r l y approved by the IWC, as witness t h e i r p u b l i c a t i o n 
(Coates, 1971a) of a l a t e r v e r s i o n . Handel goes on, however, to 
atta c k the p r a c t i c e of c o l l a b o r a t i o n by the FGTB which he argues 
demeans t h e i r r h e t o r i c a l stand (1969:361ff). 

12. Hyman takes t h i B term from Herding (1972). 

13. B a r r a t t Brown et a l , 1975:298. 

14. My remarks are based on discussions w i t h the authors, who I 
t h i n k would acknowledge t h a t while c l a r i f y i n g the o p p o s i t i o n 
between the two approaches, they have not thereby enabled us 
to judge r i g h t or wrong the s p e c i f i c proposals of e i t h e r group. 
Their argument t h a t the 'advance of labour' view neglects the 
c a p i t a l i s t context and "collapses s o c i a l i s m i n t o job c o n t r o l " (p6) 
is also questionable; the IWC are c e r t a i n l y not advocates o f such 
a r e d u c t i o n . 

15. Coate6 and Topham (1977) are h i g h l y c r i t i c a l of Bul l o c k , 
w h i l s t H i r s t sees i t as about as good as could be achieved i n the 
circumstances. Coates and Topham nonetheless c h a r a c t e r i s t i c a l l y 
see Bullock as a basis f o r more challenging demands, i n d i c a t i n g 
t h e i r f i l i a l a f f i n i t y w i t h H i r s t ' s o r i e n t a t i o n . 

16. H i r s t here expresses the view o f an important r e f o r m i s t 
tendency w i t h i n the Communist Party of Great B r i t a i n as expressed 
by P r i o r and Purdy (1979), who see the Bullock Report as the 
'culmination' of the movement begun by UCS and other working class 
challenges to the e x i s t i n g order (p89). 

17. I am r e f e r r i n g t o Corrigan and Sayer, 1978, which draws on the 
arguments developed i n t h e i r other work i n c l u d i n g Corrigan, Ramsey, 
Sayer et a l , 1978. 

18. I n a large number of p u b l i c a t i o n s j o i n t l y or i n d i v i d u a l l y 
produced - see i n p a r t i c u l a r H i r s t , 1977, 1979; Hindess & H i r s t , 
1975,1977; Cutler et a l , 1977, 1978. 

19. This comment arises from an ev a l u a t i o n of work i n which I was 
i n v o l v e d , at the behest of the S c o t t i s h TUC, i n h e l p i n g the unions 
at Massey-Ferguson, Kilmarnock r e s i s t management plans f o r closure. 
Our j o i n t experiences as a research team are described i n one 
section of Baldry e t a l , 1981. 
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A P P E N D I X 'A 

SHOP FLOOR RESPONSES : 

T a b l e s o f a d d i t i o n a l and d e t a i l e d r e s u l t s 
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TABLE 1 

Do you f e e l t h a t you p e r s o n a l l y have enough say i n d e c i s i o n s made a t 
yo u r p l a c e o f work, o r would you l i k e t o have more say i n some way? 

%s 

W e l d r i l l * Epoch Natco A l l 

I w o u l d l i k e t o have more 
say ONLY i n d e c i s i o n s t h a t 
d i r e c t l y c o n c e r n my own 
work and w o r k i n g c o n d i t i o n s 

58 47 53 53 58 47 53 53 

I w o u l d l i k e t o have more 
say i n d e c i s i o n s t h a t 
c o n c e r n ONLY t h e 
management o f t h e company 

12 7 3 6 

as a whole 

12 7 3 6 

I wo u l d l i k e t o have more 
say a t BOTH l e v e l s (on my 
work and a t t h e whole 
company l e v e l ) 

13 45 35 30 

I have no s p e c i a l 
i n t e r e s t i n more say a t 
e i t h e r l e v e l 

18 1 10 10 

(N=103) (N=7 5) (N=167) (N=345) 

The W e l d r i l l r e s p o n d e n t s were asked t h i s q u e s t i o n i n an e a r l i e r f o r m , 
w h i c h o f f e r e d t h r e e p o s s i b i l i t i e s - more say i n ovm work and w o r k i n g 
c o n d i t i o n s , more say i n r u n n i n g t h e whole company, n e i t h e r - and 
asked r e s p o n d e n t s t o t i c k b o t h t h e f i r s t tv/o i f b o t h were wanted. 
T h i s p r o b a b l y a c c o u n t s f o r t h e c o n s i d e r a b l e d i v e r g e n c e o f W e l d r i l l 
r e s u l t s ( n o t a b l y on t h o s e w a n t i n g more say a t b o t h l e v e l s ) f r o m 
Epoch and Natco - s u s p i c i o n t h a t t h e i n s t r u c t i o n s w i t h t h e q u e s t i o n 
were n o t b e i n g f o l l o w e d l e a d i n g t o t h e subsequent change i n q u e s t i o n 
l a y o u t . However, t h e f i g u r e f o r l a c k o f i n t e r e s t i n n e i t h e r l e v e l 
i s a l s o n o t a b l y h i g h e r i n W e l d r i l l t h a n e l s e w h e r e , and t h i s seems 
u n l i k e l y t o have been a f f e c t e d i n so s t r o n g a manner by t h e change 
o f q u e s t i o n . N o n e t h e l e s s , t h e s e f i n d i n g s s h o u l d be i n t e r p r e t e d w i t h 
c a r e , as p r o b a b l y m a r k e d l y u n d e r s t a t i n g demand f o r more say a t b o t h 
l e v e l s i n W e l d r i l l ; i t s h o u l d a l s o a c t as a s a l u t o r y w a r n i n g o f t h e 
p i t f a l l s o f s u r v e y methods, and t h e i r s e n s i t i v i t y t o t h e p r e c i s e 
f o r m o f q u e s t i o n . 
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TABLE 2 (A) 

How much i n f l u e n c e do you f e e l you 
f i r m over: 

and your workmates have i n t h i s 

%s 

A Great 
Deal 

Quite 
a l o t Some Very 

L i t t l e None 

(a) General f a c i l i t i e s 
(canteens, t o i l e t s , 
s o c i a l c l u b s , e t c ) 

10 21 28 26 15 

(b) D i s c i p l i n a r y matters 3 13 25 29 31 

(c) Who g e t s l a i d of i f 
redundancies are 
n e c e s s a r y 

8 9 23 23 37 

(d) O r g a n i s a t i o n of your 
own work 2 12 30 31 24 

(e) F i x i n g of work 
standards (by job 
e v a l u a t i o n , e t c ) 

2 9 24 28 38 

(f) Methods of payment 
(e.g. p i e c e r a t e s 
or day r a t e s , 
bonuses e t c ) 

4 8 20 23 44 

(g) Rate of Pay 4 8 23 26 40 

(h) Purchases of new 
machinery or 
equipment 

1 2 13 19 67 

( i ) A l l o c a t i o n of 
overtime 3 7 16 21 52 

( j ) S a f e t y Matters 7 18 36 21 1.9 
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TABLE 2 (B) 

How much i n f l u e n c e would you and your workmates i d e a l l y l i k e to have i n 
t h i s f i r m over: 

%s 

A Great 
Deal 

Quite 
a l o t Some Very 

L i t t l e 
None 

(a) General f a c i l i t i e s 36 36 26 2 1 

(b) D i s c i p l i n a r y Matters • 17 29 44 4 5 

(c) Who g e t s l a i d of i f 
redundancies are 
nec e s s a r y 

35 29 27 3 6 

(d) O r g a n i s a t i o n of 
your own work 28 45 25 2 O 

(e) F i x i n g of work 
standards 34 37 27 0 2 

(f ) Methods of payment 44 32 23 1 1 

(g) Rate of Pay 51 31 17 1 1 

(h) Purchases of new 
machinery or 
equipment 

18 22 42 10 7 

( i ) A l l o c a t i o n of overtime 28 28 36 3 5 

( j ) S a f e t y Matters 54 27 19 0 0 

(N=337) 

(N=339) 

(N=337; 

(N=339) 

(N-333) 

(N=336i 

(N«339> 

(N=337) 

(N=335) 

(N=318) 
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TABLE 3 (A) - WELDRILL 

Could you i n d i c a t e how you t h i n k the f o l l o w i n g s o r t s of decisions should 
be taken i f they arose? 

%s 
•p tn 
c -H c <y c 0 -P 
E 0) •P 0) (0 

-H -P -P E ^ -P x : 
CP in C 0) (1) 01 C 3 
m rtJ 4-) ai X3 XI •H tr> cO 1 r—I •P <D 
c P E nj i—1 •P E -P d) ta -M c •o tn -H ia 11 a E JQ tH C C (Q .H c u E CP D o <U E P 0 (13 O 
fi3 -O oi d 0 •H E 0 0 •H C •P a c u x : •P a) - CP XI •p 0 c a to U) a <I) E <3 '/) <u w E 

•H U 0 •H -H ^ Of TJ •H 4J E •H T3 >, 
<D x: > 0 <u •P CP x: i—< •U O x : r-i nj 

W *-> 4-t 0 m u P u 0 «J 01 V) U P tn 
-H *J u SJ tn 0 CP •H -H 0 
x: fd 0) a a x : 2J 0 tt) x: <u o CP x; x : x: <y 
En £ 0 P C M in c c 3 

To a l l o c a t e p r o f i t s 
between investments, 20 32 11 38 O 
dividends, reserves, 20 
wages, e t c . 
To introduce new 
working methods 2 18 11 63 6 

To introduce work 
study methods 7 12 7 G2 11 

To discharge workers 59 To discharge workers 5 25 5 59 6 no longer needed 25 59 

To change the 2 9 9 70 9 
method of payment 

To introduce a 
pension scheme or 7 13 5 65 10 
modify e x i s t i n g 
scheme 
To a l t e r s t a r t i n g 6 9 8 61 15 and stopping times 61 

To a l t e r works ru l e s 
so as to change 4 8 12 68 7 
d i s c i p l i n a r y 
proceedings 
To set up new 
procedures to 13 22 11 51 3 
deal w i t h 13 
absenteeism 
To dismiss an 
i n d i v i d u a l or 
group f o r 10 22 5 60 3 
d i s c i p l i n a r y 
reasons 
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TABLE 3 (B) - EPOCH 

%S 

C 
o 
B 1) 
XP 

H H 
(1) 

•H *J 

T3 0) 
H 3 

O H 
A > 

c m 
E 

0 

& 
3 

-H 

iJ 
<D 3 W 

£5 XJ -H 

•O cn 4-> 
rH C C 
3 0 01 o -H e 
10 f0 0) 

•H 

^ O rtl 

c 
e 
CP (0 
HJ CJ 

O 

•"O 
1) T) 
O 3 
(II Q 
<U . c 

XI J 

H C P 
3 O 
O -H C 
x; 4J o c 

• H u e 
IL> +-1 u <y 
V) o «J o 
£ m o DI H c c <u 

O *J 
M U X ! 
( D C S 

H E *J (0 0) D< 
G O 1 0) 

nj U 
fij G U 

w E 
-H T5 > 
M U 3 tfl 

-H O £ x: x: <u 
H 3 w 3 

To a l l o c a t e p r o f i t s 
between investments t 

dividends, reserves, 
wages, e t c . 

35 15 44 

To introduce new 
working methods O 84 

To introduce work 
study methods O 84 15 

To discharge workers 
no longer needed 
To change the 
method of payment O 

73 

72 

17 

24 

To introduce a 
pension scheme or 
modify e x i s t i n g 
scheme 

16 12 61 

To a l t e r s t a r t i n g 
and stopping times O 68 29 

To a l t e r works r u l e s 
so as t o change 
d i s c i p l i n a r y 
proceedings 

85 

To set up new 
procedures to 
deal w i t h 
absenteeism 

71 

To dismiss an 
i n d i v i d u a l or 
group f o r 
d i s c i p l i n a r y 
reasons 

15 65 
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TABLE 3 (C) - NATCO 

%S 

in 
c, •H c <D T I •H C 0 +J E V •P a) 0) M •H 4J 4J E h H £ 
CP in C 0> in <u TJ «y 1) c s <TJ .Q •H CP •d 42 1 rH +J 01 
C E a> 4-» E -M 
flj 0> 4-) C , n U) -H nj a» Qi 
E 43 CP c C (0 nd C *-> E Cn 11 - rU a O dj e a o •t 0 m TJ tfl C 0 • H e o o -H n -P (0 c u r - i JZ 4-i o - en 4J O d .13 
in o- £ VJ IT in nj -H 0) cn s •H i-t 0 •H •H r4 <D -rH U E -r-i ' 0 >i 

01 ,c > 0 at *J CP , C rH 4-» U ai 
in 0 fij o O (0 ai m O 3 01 
•H +J 0) Cn 13 o a* CP u •H -H 0 
.c 5 0' x: 01 O 0) x : x: 41 0 cr> x: ~ x; a 
H £ 0 3 EH C C U iii ir* c c E-t 3 «1 

To a l l o c a t e p r o f i t s 
between investments, 

17 29 9 44 1 d i v i d e n d s , reserves, 17 29 44 

wages, e t c . 
To int r o d u c e new •> 1 "7 q 1 r\ working methods j 1 / b O Z J .U 

To introduce work 
1 1 62 

To introduce work 
2 1 1 7 62 18 study methods 1 1 

To discharge workers 5 12 9 64 11 no longer needed 
To change the 8 15 7 55 15 
method o f payment 

To int r o d u c e a 
pension scheme or 4 11 9 66 10 modify e x i s t i n g 
scheme 
To a l t e r s t a r t i n g 

3 1 1 7 65 14 and stopping times 1 1 7 65 14 

To a l t e r works ru l e s 
so as t o change 

15 63 
so as t o change 

3 15 8 63 11 d i s c i p l i n a r y 
proceedings 
To set up new 
procedures t o 14 20 16 43 7 deal w i t h 14 20 16 43 7 

absenteeism 
To dismiss an 
i n d i v i d u a l or 
group f o r 12 20 15 49 4 
d i s c i p l i n a r y 
reasons 



A/8 

TABLE 3 (D) - TOTALS 

%s 
•P in 
c p c -H c o P 
e 01 P (0 
<u •H P P £ M P X! 
CP in C 3 ui d) T3 0) C 3 

<C P Q> X) X i -H 03 XJ 1 rH p c 3 e f0 iH p E P a; Xf (U Ul P c x; TJ f-0 -rH flj 4) Q* 
e XI t-H c C <3 nj r-f C -P E D> (U 

- <s 3 0 D £ 3 0 rrj O 
T ) w c O •H £ O o •H C P nj C 0 iH X P <y - CP X P 0 c <y HI w d) E Ul <0 Ul rfl -tH a> w s •H 1-1 o •H T> •H P e -H 

<y > o <U P en x: iH Q) P U X" 'H Ul 4-» to P M 0 nj o 3 U O o W O 3 tn 
•H P M c» PS o 1) cr. u •H -H 0 
XI nj 3 ft x: 0) O •!) x; X (1) 0 u> X! xi x; EH £ s 0 3 EH /~ c ^ cn 6n c c •13 t-i 

To a l l o c a t e p r o f i t s 
between investments, 15 31 11 43 1 
d i v i d e n d s , reserves, 
wages, e t c . 
To int r o d u c e new 
working methods 2 15 8 •67 8 

To introduce work 
study methods 3 9 6 67 15 

To discharge workers 
no longer needed 4 15 6 65 11 

To change the 4 10 7 64 16 method of payment 64 16 

To introduce a 
pension scheme or 5 13 9 65 9 modify e x i s t i n g 13 65 
scheme 
To a l t e r s t a r t i n g 4 8 6 64 18 and stopping times 64 18 

To a l t e r works r u l e s 
so as t o change 11 69 so as t o change 3 11 8 69 9 d i s c i p l i n a r y 11 69 
proceedings 
To set up new 
procedures t o 13 18 13 52 5 deal w i t h 
absenteeism 
To dismiss an 
i n d i v i d u a l or 
group f o r 11 19 11 56 3 
d i s c i p l i n a r y 
reasons 
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TABLE 4 (A) - WELDRILL 

We'd l i k e t o f i n d out how s a t i s f i e d you are w i t h the f o l l o w i n g aspects of 
your present j o b . Could you please t h i n k about each one and put a t i c k i n 
the box which best expresses your f e e l i n g on t h a t p a r t i c u l a r matter? 
%s 

Ve
ry
 

Sa
ti
sf
ie
d 
' 

Re
as
on
ab
ly
 

Sa
ti
sf
ie
d 

Ne
it
he
r 

Sa
ti
sf
ie
d 

no
r 

Di
ss
at
is
fi
ed
 

Ra
th
er
 

Di
ss
at
is
fi
ed
 

Ve
ry
 

Di
ss
at
is
fi
ed
 

How you get on w i t h management 21 52 19 8 0 

Job S e c u r i t y 24 58 8 9 2 

How i n t e r e s t i n g and worthwhile 
the job i s 14 54 24 8 0 

Fringe b e n e f i t s ( s i c k pay, 
pension, s o c i a l f a c i l i t i e s , e t c ) 45 38 10 4 4 

The f r i e n d l i n e s s of the 
people you work w i t h 54 39 3 4 0 

The o p p o r t u n i t y t o get on 
w i t h your own work i n your 
own way 

26 42 17 • 9 6 

The Hours of work 33 38 13 11 5 

Convenience f o r g e t t i n g 
t o work 58 34 3 5 1 

The chance of a say i n 
running the f i r m 2 19 42 14 24 

Promotion chances 4 17 32 23 24 

Working c o n d i t i o n s • 34 45 8 11 3 

Pay 13 46 18 16 8 

The s k i l l needed i n the job 31 50 12 6 1 

Trade Union e f f e c t i v e n e s s 36 48 10 3 4 

The standing or p r e s t i g e 
of the job you're doing 17 46 28 2 8 

O v e r a l l s a t i s f a c t i o n 
w i t h your job 20 59 10 11 i 

(N= 

(N= 

(N= 

= 105) 

1C4) 

=104) 

104) 

=104) 

(N=104) 

(N= 

(N= 

=105) 

= 104} 

!N=101) 

(N= 
(N= 
(N= 
(N= 

(N= 

= 100} 

=104) 

= 102) 

= 102} 

103) 

= 103) 

102) 
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TABLE 4 (B). - EPOCH 

% S 

Ve
ry
 

Sa
ti
sf
ie
d 

Re
as
on
ab
ly
 

Sa
ti
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ie
d 

Ne
it
he
r 

Sa
ti
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ie
d 

no
r"

 
Di
ss
at
is
fi
ed
 

Ra
th
er
 

Di
ss
at
is
fi
ed
 

Ve
ry
 

Di
ss
at
is
fi
ed
 

Kow you get on w i t h management 4 22 25 29 20 (N=76) 
Job Se c u r i t y 26 55 15 1 3 (N=7G) 
How i n t e r e s t i n g and worthwhile 
the j o b i s 5 51 21 16 7 <N=75) 

Fringe b e n e f i t s ( s i c k pay, 
pension, s o c i a l f a c i l i t i e s , e t c ) 25 49 11 8 8 (N=76) 

The f r i e n d l i n e s s of the 
people you work w i t h 42 40 15 3 1 (N=76) 

The o p p o r t u n i t y t o get on 
w i t h your own work i n your 9 36 21 28 7 (N=7G) 
own way 
The Hours of work 7 53 12 19 9 (N=75) 
Convenience f o r g e t t i n g 
t o work 4 22 9 29 36 (N=76) 

The chance of a say i n 
running the f i r m 0 1 26 28 45 (N=76) 

Promotion chances 0 5 19 35 41 (N=7 5i 
Working c o n d i t i o n s 3 41 16 25 16 (N=76) 
Pay 0 17 12 37 34 (N=76) 
The s k i l l needed i n the job 4 52 28 12 4 (K=75) 
Trade Union e f f e c t i v e n e s s 1 17 28 30 24 (N=76) 
The standing or p r e s t i g e 
o f the job you're doing 3 16 44 20 17 (N=75) 

O v e r a l l s a t i s f a c t i o n I 
w i t h your job 1 42 10 34 1 13 (N=77) 
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TABLE 4 (C) - NATCO 

%s 

Ve
ry
 

Sa
ti
sf
ie
d 
" 

Re
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ly
 

Sa
ti
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ie
d 

Ne
it
he
r 

Sa
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ie
d 

no
r 

Di
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at
is
fi
ed
 

Ra
th
er
 

Di
ss
at
is
fi
ed
 

Ve
ry
 

Di
ss
at
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How you get on w i t h management 9 44 29 12 6 (N=179) 
Job Se c u r i t y 18 53 13 9 . 8 (,:=176) 
How i n t e r e s t i n g and worthwhile 
the job i s 16 54 19 9 3 (N=173) 

Fringe b e n e f i t s ( s i c k pay, 
pension, s o c i a l f a c i l i t i e s , e t c ) 28 51 10 6 6 (N=175) 

The f r i e n d l i n e s s of the 
people you work w i t h 47 37 13 3 0 (N=177) 

The o p p o r t u n i t y t o get on 
w i t h your own work i n your 21 40 17 • 15 6 (N=178) 
own way 
The Hours of work 34 49 10 4 3 (N=177) 
Convenience f o r g e t t i n g 
t o work 30 34 15 14 8 (N=178) 

The chance of a say i n 
running the f i r m 2 12 34 25 27 (N=170) 

Promotion chances 4 17 31 19 29 (N=171) 
Working c o n d i t i o n s 11 43 25 13 8 (N=177J 
Pay 5 29 20 26 21 (N=178) 
The s k i l l needed i n the job 13 55 21 9 2 (N=165) 
Trade Union e f f e c t i v e n e s s 5 22 23 17 33 {N=169) 
The standing or p r e s t i g e 
of the job you're doing 8 33 34 16 10 (N=173) 

O v e r a l l s a t i s f a c t i o n 
w i t h your j o b 6 - 56 22 14 2 (N=176) 
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TABLE 5 (A) - WELDRILL 
Now we'd l i k e you to imagine t h a t you are looking f o r a jo b . I f you were 
i n t h a t p o s i t i o n , and were t r y i n g t o weigh up a job, how important would 
the t h i n g s l i s t e d below be to you i n making the dec i s i o n on whether to 
take the job or not? 
%s 

Ve
ry
 I

mp
or
ta
nt
 

Ab
ov
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Av
er
ag
e 

Im
po
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an
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Av
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e 

Im
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Be
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w 
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No
t.
 I
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At
 A
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How you get on w i t h management 36 21 37 2 4 (N=102) 

Job Security' 75 18 8 o 0 (N=102) 

How i n t e r e s t i n g and worthwhile 
the job i s 56 26 18 0 0 (N=103) 

Fringe b e n e f i t s (sick pay, 
pensions, s o c i a l f a c i l i t i e s etc 61 28 10 1 0 (N=102) 

The o p p o r t u n i t y t o get on w i t h 
your own work i n your own way 57 27 L4 1 1 (N=10L) 

The hours of work 56 26 17 0 1 (N=103) 

Convenience f o r g e t t i n g t o work 51 23 22 2 2 (N=l03) 

The chance of a say i n running 
the f i r m 26 18 36 10 10 (N=100) 

Promotion chances 38 24 25 4 9 (NF=100] 

Working c o n d i t i o n s . 67 20 12 0 1 (N=103) 

Pay 84 9 7 1 0 (N=103) 

The s k i l l needed i n the job 53 31 15 1 0 (N=104) 

Trade Union e f f e c t i v e n e s s 54 21 19 1 4 CN=103) 

The standing or p r e s t i g e of 
the j o b 43 29 24 1 4 (N=103) 
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TABLE 5 (B) - EPOCH 
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How you would get on w i t h 
management 7 48 38 8 0 

Job S e c u r i t y 26 57 17" 0 o • 

Blow i n t e r e s t i n g and worthwhile 
the j ob would be 20 62 17 1 o 

Fringe b e n e f i t s ( s i c k pay, 
pensions, s o c i a l f a c i l i t i e s etc 20 55 26 0 0 

The o p p o r t u n i t y t o get on w i t h 
your own work i n your own way 14 51 35 0 0 

The hours of work a 47 37 8 0 

Convenience f o r g e t t i n g to work 12 43 36 9 0 

The chance of a say i n running 
the f i r m 7 16 57 18 3 

Promotion chances 22 42 29 8 o 

Working c o n d i t i o n s 20 58 21 1 0 

Pay 60 35 5 0 0 

The s k i l l needed i n the job 8 60 30 3 0 

Trade Union e f f e c t i v e n e s s 17 31 38 12 3 
The standing or p r e s t i g e of 
the j o b 7 23 40 21 9 

<N= 

(N= 

(N= 

(N= 

(N= 

(N= 

(N= 
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•77) 

=77) 

= 77) 

=77) 

=75) 

= 77) 

(N=77) 

<N= 

(N= 

(N= 

(N= 

(N= 

^77) 

-77) 

= 77) 

=77) 

=77) 

= 77) 
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TABLE 5 (C) - NATCQ 
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How you would get on w i t h 
management 10 45 36 6 2 

Job s e c u r i t y 30 53 16 2 0 

How i n t e r e s t i n g and worthwhile 
the job would be 23 60 15 2 0 

Fringe b e n e f i t s ( s i c k pay, 
pensions, s o c i a l f a c i l i t i e s etc 27 56 16 2 0 

The o p p o r t u n i t y t o get on w i t h 
your own work i n your own way 23 47 27 3 0 

The hours of work 15 • 49 27 7 1 

Convenience f o r g e t t i n g t o work 12 45 33 9 1 

The chance of a say i n running 
the o r g a n i s a t i o n 12 28 44 14 2 

Promotion chances 15 45 28 9 3 

Working c o n d i t i o n s 22 60 17 1 1 

Pay 44 47 8 1 0 

The s k i l l needed i n the job 16 54 26 3 2 

Trade Union e f f e c t i v e n e s s 17 40 31 9 3 

The standing or p r e s t i g e of 
the j o b 9 40 35 12 4 
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TABLE 6 (A) - WELDRILL * 
There are l o t s of d i f f e r e n t ways which people have suggested f o r g i v i n g 
workers some s o r t of say i n what goes on i n t h e i r , job or workplace. 
Please could you i n d i c a t e what you t h i n k of each of these. 
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"Job enrichment' -
r e s t r u c t u r i n g jobs to make them 
more challenging and s a t i s f y i n g 

30 37 19 13 0 1 

Having elected representatives 
on a works c o u n c i l which can 
discuss decisions w i t h 
management 

48 39 7 1 0 2 

Having elected representatives 
on the Board of D i r e c t o r s 27 26 22 14 9 3 

Allowing you and your workmates 
t o decide how t o do t h i n g s , and 
who does which p a r t i c u l a r j ob, 
amongst yourselves 

19 23 27 5 16 10 

Extending present c o l l e c t i v e 
bargaining machinery t o cover 
more and more issues 

22 46 9 21 2 0 

Workers sharing i n p r o f i t s 53 32 10 4 0 0 

The Budget t h i s year proposed 
a scheme of enabling workers to 
buy shares at less than t h e i r 
f u l l p r i c e . The Chancellor 
said t h i s would enable " a l l 
employees t o acquire a r e a l 
stake i n t h e i r company". 
What do you t h i n k of t h a t idea? 

43 34 11 9 2 2 

:N=9D 

(N=94) 

(N=93) 

;N=94) 

(N=91) 

(N=96' 

<N=94) 

* The W e l d r i l l questionnaire d i d not include the p o s s i b i l i t y of 
workers' takeover. 
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TABLE 6 (B) - EPOCH 
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'Job enrichment 1 - r e s t r u c t u r i n g 
jobs t o make them more 
chal l e n g i n g and s a t i s f y i n g 

42 38 13 8 0 0 

Having elected r e p r e s e n t a t i v e s 
on a works c o u n c i l which can 
discuss decisions w i t h 
management 

53 31 11 4 0 1 

Having elected r e p r e s e n t a t i v e s 
on the Board of D i r e c t o r s 18 25 43 8 1 6 

Allowing you 'and your workmates 
to decide how t o do t h i n g s , and 
who does which p a r t i c u l a r j o b , 
amongst yourselves 

26 22 35 4 10 3 

Extending present c o l l e c t i v e 
bargaining machinery to cover 
more and more issues 

25 52 1 18 0 4 

Workers sharing i n p r o f i t s 75 22 1 ] . 0 0 

The Budget i n 1973 proposed a 
scheme of enabling workers to 
buy shares at less than t h e i r 
f u l l p r i c e . The Chancellor 
sai d t h i s would enable " a l l 
employees t o acquire a r e a l 
stake i n t h e i r company". 
What do you t h i n k of t h a t idea? 

55 26 7 8 0 4 

Workers t a k i n g over f i r m s 
and runnning them themselves 8 11 44 6 15 16 
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TABLE 6 (C) - NATCO 
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'Job enrichment' - r e s t r u c t u r i n g 
jobs t o make them more 
chal l e n g i n g and s a t i s f y i n g 

32 45 14 9 0 0 ' 

Having elected r e p r e s e n t a t i v e s 
on a works c o u n c i l which can 
discuss d e c i s i o n s w i t h 
management 

36 44 16 5 ] . 0 

Having e l e c t e d r e p r e s e n t a t i v e s 
on the Board of D i r e c t o r s 26 35 27 7 4 1 

Allowing you and your workmates 
t o decide how to do t h i n g s , and 
who does which p a r t i c u l a r j o b , 
amongst yourselves 

18 27 33 8 12 1 

Extending present c o l l e c t i v e 
b a r g a i n i n g machinery t o cover 
more and more issues 

17 51 8 20 4 1 

Workers sharing i n p r o f i t s 51 36 8 3 1 0 

The Budget i n 1973 proposed 
a scheme of enabling workers 
t o buy shares a t less than 
t h e i r f u l l p r i c e . The 
Chancellor said t h i s would 
enable " a l l employees to 
acquire a r e a l stake i n t h e i r 
company". 

What do you t h i n k of t h a t idea? 

38 35 10 15 1 2 

Workers t a k i n g over f i r m s and 
running them themselves 7 9 43 8 19 14 
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TABLE 6 (D) - TOTALS 
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1 Job enrichment 1 - r e s t r u c t u r i n g 
jobs t o make them more 
ch a l l e n g i n g and s a t i s f y i n g 

34 41 15 10 0 0 ' 

Having e l e c t e d r e p r e s e n t a t i v e s 
on a works c o u n c i l which can 
discuss d e c i s i o n s w i t h 
management 

43 40 13 3 0 1 

Having e l e c t e d r e p r e s e n t a t i v e s 
on the Board of D i r e c t o r s 25 30 29 9 5 3 

Allowing you and your workmates 
t o decide how t o do t h i n g s , and 
who does which p a r t i c u l a r j o b , 
amongst yourselves. 

20 25 32 7 13 4 

Extending present c o l l e c t i v e 
bargaining machinery to cover 
more and more issues 

20 50 7 20 2 1 

0 Workers sharing i n p r o f i t s 57 32 7 3 1 

1 

0 

The Budget i n 1973 proposed a 
scheme of enabling workers to 
buy shares a t less than t h e i r 
f u l l p r i c e . The Chancellor 
sai d t h i s would enable " a l l -
employees t o acquire a real, 
stake i n t h e i r company". 
What do you t h i n k of t h a t idea? 

43 33 9 12 1 3 

Workers t a k i n g over f i r m s and 
running them themselves 7 10 43 7 18 15 
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TABLE 7 

How much say do you f e e l you and your f e l l o w workers have i n important 
n a t i o n a l l e v e l decisions made by your Trade Union. 

%s 

W e l d r i l l Epoch Na tco T o t a l 

A Great Deal 15 4 6 7 

A Reasonable Amount 30 12 11 14 

Some 23 14 17 18 

Not Much 23 29 37 32 

None 9 42 29 29 

(N=47) (N=77) (N=161) (N=285) 

TABLE 8 

Do you f e e l you should have more say i n Union n a t i o n a l decisions? 

%s 

W e l d r i l l Epoch Nat co Total 

Yes 78 87 94 89 

No 22 13 7 11 

(N=45) <N=71) (N=138) (N=254) 
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TABLE 9 

How o f t e n do you attend branch meetings? 

W e l d r i l l Epoch Nat co T o t a l 

Always/Pretty Regularly 26 51 6 21 

Sometimes 43 46 30 36 

Rarely/Never 32 4 64 43 

(N=47J (N=77) (N=161) (N=285) 

TABLE 10 

How would you f e e l i f the Union was unable t o continue i n t h i s company? 

%s 

W e l d r i l l Epoch Natco To t a l 

Very Badly 72 51 45 51 

Quite Badly 17 25 30 27 

Wouldn't Mind A l l 
That Much 9 15 18 16 

Wouldn't Hind At A l l 0 3 6 4 

Would be Pleased 2 7 1 2 

(N=47) (N=76) (N=163) (N=286) 
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TABLE 11 

With what group or groups do you f e e l the r e a l power l i e s i n t h i s firm? 

%s 

W e l d r i l l Epoch Natco T o t a l 

(1) Shop F l o o r 3 0 1 1 

(2) Trade Union 13 0 2 4 

(3) S u p e r v i s o r s 3 0 2 2 

(4) L o c a l Management 42 11 17 21 

(S) National/Regional 
Management 5 0 23 13 

(6) Overseas Management * 10 75 39 42 

(7) Management and Trade 
Union 12 0 2 4 

(8) (5) and (G) j o i n t l y 3 8 5 6 

(9) Other Combinations 9 6 10 8 

(N=67) (N=7 3) {N=13 3) (N=273) 

* Government i n the case of Natco. 
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TABLE 12 

Length of employment. 

(A) WELORILL - How long have you been here ( i n W e l d r i l l ) ? 

Under one year 
1 - 5 y e a r s 
6 - 1 0 y e a r s 
Over 10 y e a r s 

(B) EPOCH - How long have you been working i n t h i s r e f i n e r y 

Under one year 7 
1 - 3 y e a r s 16 
Over 3 y e a r s 78 

(N=76) 

5 
29 
34 
33 

(N=104) 

(C) NATCO - How long have you been working i n t h i s i n d u s t r y 

Under 3 y e a r s 20 
3 - 1 0 y e a r s 34 
10 - 25 y e a r s 39 
Over 25 y e a r s 7 

(N=180) 
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A P P E N D I X 'B' 

MANAGEMENT RESPONSES : 

Tables of a d d i t i o n a l and d e t a i l e d r e s u l t s 
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TABLE I (A) 

How much i n f l u e n c e do you think the o p e r a t o r s (as a group or through 
t h e i r Trade Union branch} have over the f o l l o w i n g i s s u e s ? 

%s 

A 
Great 
Deal 

Quite 
A Lot Some Very 

L i t t l e None 

(a) General f a c i l i t i e s (canteens, 
t o i l e t s , s o c i a l c l u b e t c . ) 24 42 28 6 0 

(b) D i s c i p l i n a r y matters 14 48 22 12 4 

(c) Who gets l a i d o f f i f 
redundancies are n e c e s s a r y 24 26 28 16 6 

(d) O r g a n i s a t i o n of t h e i r 
own work 4 14 42 22 18 

(e) F i x i n g of work standards, 
f l e x i b i l i t y e t c . a 32 30 20 10 

(f) Methods of payment 16 48 22 10 4 

(g) Rate of Pay 24 52 14 8 2 

(h) Purchases of new machinery 
or equipment 4 4 20 50 22 

( i ) A l l o c a t i o n of overtime 8 22 34 24 12 

( j ) S a f e t y matters 22 48 22 8 0 
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TABLE 1 (B) 

Are there any i s s u e s on which you think the o p e r a t o r s should have more, 
or l e s s , i n f l u e n c e ? 
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(a) G eneral f a c i l i t i e s (canteens, 
t o i l e t s , s o c i a l c l u b , e t c . ) 10 88 2 

tb) D i s c i p l i n a r y matters 4 30 66 

(c) Who gets l a i d o f f i f 
redundancies are n e c e s s a r y 16 26 58 

(d) O r g a n i s a t i o n of t h e i r own 
work 27 6 67 

(e) F i x i n g of work stan d a r d s , 
f l e x i b i ] i t y e t c . 25 16 59 

( f ) Methods of payment 12 12 76 

(g) Rate of pay 6 12 82 

(h) Purchases of new machinery 
or equipment 25 74 2 

( i ) A l l o c a t i o n of overtime 6 21 73 

( j ) S a f e t y matters 31 2 67 



B/4 

TABLE 2 

Could you i n d i c a t e how you t h i n k the f o l l o w i n g s o r t s of d e c i s i o n s should 
be taken i f they a r o s e ? 

% s 
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To a l l o c a t e p r o f i t s 
between investments, 34 48 10 8 0 
d i v i d e n d s , r e s e r v e s , 34 
wages, e t c . 

To introduce new 12 28 60 To introduce new 0 12 28 60 0 working methods 0 12 60 0 

To in t r o d u c e work 16 2 study methods 4 4 16 74 2 study methods 16 74 2 

To d i s c h a r g e workers 14 36 48 2 14 36 48 0 no longer needed 48 0 

To change the method 0 io 12 78 0 of payment 0 

To in t r o d u c e a 
pension scheme or 12 16 68 pension scheme or 

4 12 16 68 0 modify e x i s t i n g 
12 68 0 

scheme 

To a l t e r s t a r t i n g 27 To a l t e r s t a r t i n g 0 8 27 63 2 and stopp ing time s 0 63 

To a l t e r works r u l e s 
so as to change 10 28 so as to change O 10 28 62 0 d i s c i p l i n a r y 62 0 
proceedings 

To s e t up new 
procedures to d e a l 4 24 28 44 0 
with absenteeism 

To d i s m i s s an 
i n d i v i d u a l or group 14 28 24 34 0 for d i s c i p l i n a r y 34 0 
reasons 
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TABLE 3 (A) 

P l e a s e could you i n d i c a t e whether you think o p e r a t o r s are 'pretty s a t i s i f i e d ' , 
'rather d i s s a t i s f i e d 1 or ' n e i t h e r s a t i s f i e d nor d i s s a t i s f i e d ' with each 
of the items below? 

Operators 
p r e t t y 
s a t i s f i e d 
with 

Operators 
r a t h e r 
d i s s a t i s i f i e d 
w ith 

Operators 
n e i t h e r 
s a t i s f i e d nor 
d i s s a t i s f i e d 

How they get on w i t h 
management 33 31 35 

Job s e c u r i t y 71 6 22 

How i n t e r e s t i n g and 
worthwhile the job i s 40 17 43 

F r i n g e b e n e f i t s ( s i c k pay, 
pensions, s o c i a l 
f a c i l i t i e s e t c . ) 

75 8 17 

The f r i e n d l i n e s s of the 
people they .work w i t h 60 4 35 

The opportunity to get 
on with t h e i r own work 
i n t h e i r own way 

25 29 47 

The hours of work 49 8 43 

Convenience f o r g e t t i n g 
to work 38 19 43 

The chance of a say i n 
running the f i r m 18 51 31 

Promotion chances 15 31 54 

Working c o n d i t i o n s 67 6 27 

Pay 45 27 29 

The s k i l l needed i n the 
job 59 6 35 

Trade Union e f f e c t i v e n e s s 78 6 16 

The standing or p r e s t i g e 
of the job they are doing 23 17 60 

1 
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TABLE 3 (B) 

O v e r a l l then, how s a t i s f i e d would you say they are with t h e i r p r e s e n t j o b s ? 
%s 

Very S a t i s f i e d 2 

Reasonably S a t i s f i e d 65 

Neither S a t i s f i e d nor 

d i s s a t i s f i e d 22 

Rather d i s s a t i s f i e d 10 

Very d i s s a t i s f i e d O 

(N=49) 
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TABLE 4 

We'd l i k e you to t r y and p i c k out from the f o l l o w i n g l i s t of items those 
which you t h i n k would be most _important to o p e r a t o r s i n g e n e r a l i f they 
were weighing up a job elsewhere to decide on whether to take i t or not. 
I n d i c a t e by p u t t i n g '1' next to the item you think would be most 
important to them, '2' b e s i d e the second most important, and so on up to 
5 items only 

number of mentions 

1 s t 
c h o i c e 

. 2nd 
ch o i c e 

3 rd 
c h o i c e 

4 th 
ch o i c e 

5th 
c h o i c e 

How they would get on with 
management 

Job s e c u r i t y 2 15 6 7 6 

How i n t e r e s t i n g and 
worthwhile the job would be 1 1 4 1 3 

F r i n g e b e n e f i t s ( s i c k pay, 
pensions, s o c i a l f a c i l i t i e s 
e t c . ) 

1 8 4 5 4 

The f r i e n d l i n e s s of the 
people they work with 1 1 3 2 

The opportunity to get on 
with t h e i r own work i n 
t h e i r own way 

2 1 4 4 

The hours of work 7 9 8 5 

Convenience for g e t t i n g 
to work 7 6 4 

The chance of a say i n 
running the f i r m 2 

Promotion chances 3 4 3 

Working c o n d i t i o n s 1 11 8 4 11 

Pay 44 2 2 

The s k i l l needed i n the job 1 2 1 

Trade Union e f f e c t i v e n e s s 2 2 4 3 

The standing or p r e s t i g e 
of the job they would 
be doing 

1 

(N=49) (N=49) (N=49) (N=48) (N=48) 
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TABLE 5 

How much i n f l u e n c e do you f e e l you and people a t your l e v e l or grade 
i n the company have over the f o l l o w i n g i s s u e s : 

% s 
A 

Great 
Deal 

Quite 
a Lot Some Very 

L i t t l e None 

(a) General f a c i l i t i e s (canteens, 
t o i l e t s , s o c i a l c l u b e t c ) 14 24 30 30 2 (N=50) 

(b) D i s c i p l i n a r y matters 14 38 28 10 *» 

(c) Who gets l a i d o f f i f 
redundancies are 
ne c e s s a r y 

6 16 16 32 28 (N=49) 

(d) O r g a n i s a t i o n of your 
own work 40 48 12 0 0 (N=50) 

(e) Job e v a l u a t i o n 12 30 36 12 10 (N=50) 

(f ) Methods of payment 2 16 16 32 34 (N=50) 

(g) Rate of pay 0 10 26 24 40 (N=50) 

(h) Purchases of new machinery 
or equipment 12 24 42 14 8 (N=50) 

( i ) D e c i s i o n s on Promotions * 21 18 25 18 18 (N=28) 

* T h i s option was omitted from the W e l d r i l l q u e s t i o n n a i r e . 
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TABLE 6 

How much i n f l u e n c e would you and people at your l e v e l or grade i n the 
company i d e a l l y l i k e t o have over these i s s u e s ? 

%s 
A 

Great 
Deal 

Quite 
A Lot Some Very 

L i t t l e None 

(a) General f a c i l i t i e s 
(canteens, t o i l e t s , 
s o c i a l c l u b , e t c . ) 

16 27 51 4 2 

(b) D i s c i p l i n a r y matters 22 51 22 4 0 

(c) Who gets l a i d o f f i f 
redundancies are 
n e cessary 

22 45 27 4 2 

(d) O r g a n i s a t i o n of your 
own work 67 33 0 0 O 

(e) Job e v a l u a t i o n 41 43 14 0 2 

(f ) Methods of payment 22 37 27 8 6 

(g) Rate of pay 27 47 18 4 4 

(h) Purchases of new machinery 
or equipment 29 45 25 2 J 0 

( i ) D e c i s i o n s on Promotions * 26 48 26 o j 0 

(N=49) 

(N=49) 

(N=49) 

(N-49) 

(N=49) 

(N^49) 

<N=49) 

(N=49) 

(N=2 7) 

* T h i s option was omitted from the W e l d r i l l q u e s t i o n n a i r e . 
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TABLE 7 

We'd l i k e to f i n d out how s a t i s f i e d you are with the f o l l o w i n g a s p e c t s of 
your p r e s e n t job. Could you p l e a s e think about each one and put a t i c k 
i n the box which best e x p r e s s e s your f e e l i n g on t h a t p a r t i c u l a r matter? 

%s 

Ve
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1 D
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How you get on with your, 
s u p e r i o r s 35 47 12 6 0 

Job s e c u r i t y 24 54 16 6 0 

How i n t e r e s t i n g and 
worthwhile the job i s 36 42 14 8 0 

F r i n g e b e n e f i t s ( s i c k pay, 
pensions, s o c i a l f a c i l i t i e s , 
e t c . J 

31 53 10 6 0 

The f r i e n d l i n e s s of the 
people you work with 54 44 0 2 0 

The opportunity to get on 
wi t h your own work i n your 
own way 

30 48 lo 12 0 

The hours of work 42 30 24 4 0 

Convenience for g e t t i n g 
to work 40 24 24 12 0 

The chance of a say i n 
running the f i r m 10 36 26 28 0 

Promotion chances 6 38 26 26 4 

Working c o n d i t i o n s 36 52 10 2 0 

Pay 16 42 16 22 4 

The s k i l l needed i n the 
job 25 49 20 6 0 

The standing or p r e s t i g e 
of the job you're doing 22 42 34 0 2 

O v e r a l l s a t i s f a c t i o n 
w i t h your job 20 51 14 14 0 
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TABLE 8 

Now we'd l i k e you to image t h a t you are looking for a job. I f you were 
i n t h a t p o s i t i o n , and were t r y i n g to weigh up a job, how important would 
the t hings l i s t e d below be to you i n making the d e c i s i o n on whether to 
take the job or not? 

%s 

Ab
so
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Th
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t 
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t 
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t 
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l 1

 

How would you get on with your 
s u p e r i o r s 22 59 14 4 O 

Job s e c u r i t y 20 45 35 0 0 

How i n t e r e s t i n g and 
worthwhile the job would be 49 45 6 0 0 

F r i n g e b e n e f i t s ( s i c k pay, 
pensions, s o c i a l f a c i l i t i e s , 
e t c . ) 

8 43 49 0 0 

The opportunity to get on with 
your own work i n your own way 33 49 18 0 0 

The hours of work 8 14 47 25 6 

Convenience for g e t t i n g to work 6 10 67 12 4 

The chance of a say i n running 
the firm 33 37 25 6 0 

Promotion chances 31 37 25 8 0 

Working condi t i o n s 16 35 45 4 0 

Pay 31 45 25 0 0 

The s k i l l needed i n the job 31 52 17 0 0 

The standing or p r e s t i g e of 
the job you'd be doing 18 39 25 18 0 
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TABLE 9 

How important do you th i n k i t i s f o r a worker to be a member of a 
Trade Union? 

%s 
Very Important 53 
F a i r l y Important 34 
Not Very Important 13 
Not Important At A l l 0 

(N=47) 

TABLE 10 

What u s e f u l purposes, i f any, do you th i n k Trade Unions s e r v e ? 

%s 

None 4 
To P r o t e c t Workers 34 
To Enable Co-ordinated Negotiation 36 
To Help Management Communicate/ 
Solve Problems 10 
No Answer 16 

(N=50) 

TABLE 11 

What other purposes do you think Trade Unions could and should s e r v e , 
i f any? 

%s 

None 
Be More C o n s t r u c t i v e / S e r v e N a t i o n a l 
Or Company I n t e r e s t / B e L e s s S e l f i s h 
Communicate To/Help Co n t r o l Workers 
Aid Worker P a r t i c i p a t i o n 
F u r t h e r Workers' I n t e r e s t s 
No Answer 

(N=50) 

12 

38 
2 
2 

10 
36 
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TABLE 12 

There are l o t s of d i f f e r e n t ways which people have suggested f or g i v i n g 
workers some s o r t of say i n what goes on i n t h e i r job or workplace. 
P l e a s e could you i n d i c a t e what you think of each of these. 
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'Job enrichment' - r e s t r u c t u r i n g 
jobs to make them more c h a l l e n g i n g 
and s a t i s f y i n g 

44 33 21 2 0 0 

Having e l e c t e d r e p r e s e n t a t i v e s 
on a works c o u n c i l which can 
d i s c u s s d e c i s i o n s with management 26 48 16 0 4 0 

Having e l e c t e d r e p r e s e n t a t i v e s 
on the Board of D i r e c t o r s 8 28 24 8 22 6 

Allowing operators to decide 
how to do t h i n g s , and who does 
which p a r t i c u l a r job, amongst 
themselves 

8 18 34 2 22 12 

Extending present c o l l e c t i v e 
bargaining machinery to cover 
more and more i s s u e s 

6 26 16 20 22 4 

Workers sharing i n p r o f i t s 22 46 14 6 8 0 

The Budget i n 1973 proposed a 
scheme of enabling workers to 
buy shares a t l e s s than t h e i r 
f u l l p r i c e . The C h a n c e l l o r 
s a i d t h i s would enable " a l l 
employees to a c q u i r e a r e a l 
s t a k e i n t h e i r company". 
What do you think of th a t 
idea? 

22 42 10 18 4 0 

Workers taking over f i r m s and 
running them themselves * 0 0 14 4 16 20 

* T h i s option was not included i n W e l d r i l l . 
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TABLE 13 

With what group or groups do you f e e l the r e a l power l i e s i n t h i s 
o r g a n i s a t i o n ? 

%s 

(1) Shop Flo o r 5 
(2) Trade Union 16 
(3) L o c a l Management 4 
(4) N ational/Regional Management 9 
(5) Remote Management/Government 11 
(6) Management and Trade Union 

J o i n t l y 11 
(7) (4) and (5) J o i n t l y 4 
(8) Other Combinations 40 

(N-45) 

TABLE 14 

Do you f e e l t h a t you p e r s o n a l l y have enough say i n d e c i s i o n s made 
your p l a c e of work, or would you l i k e to have more say i n some wa> 

%s 

I would l i k e to have more say ONLY i n d e c i s i o n s 
concerning my own work and working c o n d i t i o n s . 20 

I would l i k e to have more say ONLY i n d e c i s i o n s 
concerning the management of the company as a 
whole. 20 

I would l i k e to have more say a t BOTH l e v e l s 
(on my work and at the whole-company l e v e l ) . 46 

I have no s p e c i a l i n t e r e s t i n more say a t 
e i t h e r l e v e l . 14 

(N=S0) 
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APPENDIX C 

MANUAL QUESTIONNAIRE SCHEDULE* 

* T h i s s c h e d u l e i s a c o m p o s i t e o f t h o s e u s e d i n t h e 
t h r e e d i f f e r e n t o r g a n i z a t i o n s . W h e r e q u e s t i o n s u s e d 
d i f f e r s i g n i f i c a n t l y I h a v e i n c l u d e d t h e d i f f e r e n t 
v e r s i o n s a n d i n d i c a t e d b y u s e o f l e t t e r s i n t h e m a r g i n 
i n w h i c h o r g a n i z a t i o n t h e q u e s t i o n was u s e d : 

W = We I d r i l l 
E = E p o c h 
N - Na t co 

Where no l e t t e r a p p e a r s , t h e same q u e s t i o n was u s e d i n 
a l l t h r e e . 
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NOTE: AS T H E FOLLOWING IS A COMPOSITE, NUMBERS OF QUESTIONS ARE NOT ALWAYS SEQUENTIAL 

I - BACKGROUND 

1. Ware you born i n t h i s area ( i . e . Co. Durham, Teosside, or Newcastle))? 
Y E S | | P L E A S E 

I 1 

2. How far away from work do you l i v e ? 
Within 2 w i l e s j "f 

I 1 PLEASE 
2 - 10 o i l o s | I T I C K 
Ovor 10 miles [ | 

3. Age 25 or l e s s [ "] 
26-40 | | PLEASE 

I 1 
56 or over \ | 

4. M a r i t a l S t a t u s : S i n g l e 1 | 

Married j ] PLEASE 
Separated or Widowed or Divorced | | 

5. How many ( i f any) c h i l d r e n do you have? 

What ages? 

6. How old were you when you l e f t f u l l - t i m e education? 

7. Have you completed an a p p r e n t i c e s h i p ? YES j - ) PLEASE 

CZD T 1 C K 

!f " Y E S ' , vhat i n ? 

8. Have you attended any other s o r t of e d u c a t i o n a l or t r a i n i n g courses s i n c e you 
l e f t f u l l - t i m e education? (e.g. Governnent R e - t r a i n i n g c e n t r e s , night school otc 

Y E S I I P L E A S E 

NO • T I C K 

I f 'YES', what, i f any, q u a l i f i c a t i o n s d i d you get fron rhe c o u r s e ( s ) ? 
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9. What 3 0 r t of work does your f o t h e r d o /did ho l a s t do ( i f r e t i r e d o r rtuceased)? 

Was t h i s h i s usual tyrw of work? YES J J PLEASE 
NO | | T I C K 

I f 'HO', What s o r t of work is/was he g e n e r a l l y engegod on? 

{ 
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I I - YOUR JOB 

10. What i a the t r t d e c l a s s i f i c a t i o n ol the job you now have? 

10. ffhat operator c l a s s i f i c a t i o n are you in at thr- pre.«nt time? 

On Recruitment | ] 

Q u a l i f i e d i n 1 job 

£ Q u a l i f i e d i n 2 jobs 

Q u a l i f i e d i n 3 jobs 

Q u a l i f i e d i n 4 jobs 

PLEASE TICK 

11, Do you work i n process or movements? 

Process 
E 
~ Movements 

PLEASS TICK 

iff. I f you arc NEITHER a foreman NOR a chargehantf, which trade group do you normally 
work in? 

PLL\SE 
T I C K 

Engineering 
J o i n t i n g 

C a b l e - l a y i n g 

F u l l - t i i r ^ D r i ving 

Garages 

C i v i l Trades 

Depot t S i t e 
S e r v i c e s 
S u b - s t a t i on 
f i t t i n g 

Overhead L i n e s 

Pai n t i n g 

• 

• 

Coragercial 
Contracting 

I n s t a l l a t i o n , 
I n s p e c t i o n & 
Meter F i t t i n g 
Appliance Repair 
L Emergency 
Service 
Appliance- Delivery 

• 
A d m i n i s t r a t i o n 
Meter Reading | 

Storekecping 
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I s you job s k i l l e d , s e m i - s k i l l e d or are you on an a p p r e n t i c e s h i p ? 

s k i l l e d (e.g. j o i n t e r , e l e c t r i c i a n ) 

s e m i - s k i l l e d (e.g. craftsman's mate, 
d r i v e r , meter r e a d e r ) 

u n s k i l l e d (e.g. l a b o u r e r ) 

apprentice 

• P L E A S E 

T I C K 

How long have you been here 
in W e l d r i l l ? 

Under 1 year 
1-5 y e a r s 
6-10 yoara 
Over 10 ye a r s 

P L E A S E 
T I C T : 

How long have you boon working i n Epoch. 
Riversi.de R e f i n e r y ? 

Under 1 year 

1 - 3 y e a r s 

Over 3 ye a r s 

• P L E A S E T I C K 

How long have you been working in the Natco industry?' 

under 3 years j j 

3-10 ye a r s 

10 - 2 5 years | t P L E A S E 

t - ' T I C K 
over 25 y e a r s 

http://Riversi.de
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12. We'd l i k e to f i n d out how s a t i s f i e d you axe with the fo l l o w i n g aspects of your 
prosont job. Could you please think about oach ono and put a t i c U i n the box 
which best oxprossos your f e e l i n g on that p a r t i c u l a r n a t t e r ? 

How you get on with 
management 

Job S e c u r i t y 

Very 
s a t i s f i e d • • 

Neither 
Reason- s a t i s f i e d Rather 
ably nor d i s - d i s 

s a t i s f i e d s a t i s f i e d s a t i s f i e d 
Very d i s 
s a t i s f i e d 

Hon i n t e r e s t i n g and 
worthwhile the job i s 
FrinEO b e n e f i t s ( s i c k pay, pen
sion, s o c i a l f a c i l i t i e s , e t c ) 
The f r i e n d l i n e s s of the 
people you work with 
The opportunity to get on with 
your own work in your own way 

The hours of work 

Convenience for ge t t i n g 
to work 
The chance of a say in 
running the f i r m 

Promotion chances 

Working conditions 

• • • 
• 

• • • 

• • • • • 

• • • 
• 

Kay • • 1 1 1 
The s k i l l needed • 
i n the Job u • • M l 1 
Trade union 
e f f e c t i v e n o a s • • 1 1 1 1 
The standing or p r e s t i g e 
of the job you're doing • • • Z] 
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13. O v e r a l l then, how s a t i s f i e d would you say you are with your present Job? 
N e i t h e r 

Reason- s a t i s f i e d Rather 
Very ably nor d i s - d i a - Very d i s 

s a t i s f i e d s a t i s f i e d o a t i s f i o d s a t i s f i e d s a t i s f i e d 

PLEASE TICK 

14. Now we'd l i k e you to imagine that you arc looking around for a job. I f you 
were i n that p o s i t i o n , and were t r y i n g to woi%h up a job, ho^ important would 
the things l i s t u J bolow be to you in sailing the d e c i s i o n on tvhazh-ar to take 
the job or not? (As i n Q.12, please t i c / , f o r each thing - "How you so t on 
with management*, 'Job s e c u r i t y " # otc. - i n the colu=ai with the heading whic'_ 
b s s t expresses your v i e s } . 

Above 
Very average 
i s p o r iopor-
-tant tance 

Hov you get on with 
management 

Job s e c u r i t y 

How i n t e r e s t i n g and 
worthwhile the Job i s 
Fringe b e n e f i t s ( s i c k pay, pen
s i o n s , s o c i a l f a c i l i t i e s e t c . ) 

The opportunity to got on with 
your own nark i n your own way 

The hours of work 

Convenience of g e t t i n g 
to work 
The chance of a say in 
running the firm 

Promotion chances 

Working conditions 

Pay 

The s k i l l needed 
i n the Job 
Trade union 
e f f e c t i v e n e s s 

The standing or p r e s t i g e 
of tho job 

Average 
impor
tance 

Below Not 
avoragy i D p o r -
inpor- tant 
tanco a t a l l 

• n 

• • • • • • 
n • 
n n 
n • 

I f you t h i n k t h e r e i s s o c e t h i n g of i m p o r t a n c e to y o u B i a s e d o u t of t h i s l i s t , 
p l e a s e s a y what i t i s : 
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14. Absolutely' 
c r u c i a l L 
d e c i s i v e 

Very 
irapor-
tant 

How you would gel 
on with management 

Job s e c u r i t y 

How I n t e r e s t i n g and 
worthwhile the Job would be 
Fringe b e n e f i t s ( s i c k pay, pen
sio n s , s o c i a l izvlli t i e s e t c . ) 

— The opportunity to get on with 
your own work In your own way 

& The hours of work 

Convenience of gotting 
H to work 

Tne chance of a say i n 
running the firm 

Promotion chances 

Working conditions 

Pay 

The s k i l l needed 
in the job 
Trade union 
ef f o c t i v s n e s t 

The standing or p r e s t i g e 
.of the job 

• • 
• • 

F a i r l y 
impor
tant 

Not a l l Not 
that impor-

tant 
tent 
at a l l 

• • • • • • • • • 
I f you think there i s something of importance to you Biased out of t h i s l i s t , 
please say ch&t i t i s : _ _ 
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15. What, i f any, lmprovenonts would you l i k e to see i n your present Job? 

16. How do you think t h i s firm r a t e s as an employer, conpared with others i n 
the area? 

PLEASE TICK APPROPRIATE BOX 

One of tho best Above Below One of the srors" 
i n the area averf.ge Average aver&ea i n tl\o area 

• 
17. How f a r do you think the managecont i n stfrt*-;,-** axe i n touch with the ne-scis 

of the workers? 

Vory c l o s e l y i n touch | j 

Reasonsbly in touch LZZI FLZASE TICK 
Not very w e l l in touch | 1 

Not i n touch a t a l l 
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III - GENERAL OPINIONS 

.18. Hero are sone statements which have been madF> about ind u s t r y . Ploase t i c k 
t h e a p p r o p r i a t e column f o r e a c h s t a t e m e n t , 
d i B a g r e e w i t h I t . 

to i n d i c a t e hew f a r you agree or 

Most d e c i s i o n s taken by 
f o r e m e n and s u p e r v i s o r s 
would bo b e t t e r taken by 
t h o workers t h S T s s l v e s 

Strongly 
a g r e e Agreo 

Neither 
agree nor 
disagree Disagree 

Strongly 
d i s a g r e e 

Most management have the 
w e l f a r e of t h e i r workors 
at heart • • 
Managers know what's best 
f o r the f i r m , and workers 
should do j u s t what they 
are t o l d 

Giving workors more say 
i n tho running of t h e i r 
firms would only make 
things worse 

Industry should pay i t s 
p r o f i t s to workers and 
not to shareholders • 
S t r i k e d are i r r e s p o n s i b l e 
and a g a i n s t the n a t i o n a l 
i n t o r o s t , and a l l e f f o r t s 
oust be aada to put a stop 
to then 

• • 
•Tho worker should a l w a y s 
be l o y a l to h i s firm, even 
i f t h i s means putting him
s e l f out q u i t s a b i t . 
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2 0 . Now some statononts about the p o s i t i o n of people l i k e y o u r s e l f In the 
country as a whole. Once again, ploase t i c k tho column which i n d i c a t e s 
best how f a r you agree or disagree with each statomont. 

Strongly 
agree Agree 

Neither 
agree nor 
disagree Disagree 

Strongly 
Disagree 

In t h i s country there 
i s not enough oppor
tunity for people l i k e 
me to get promoted and 
get ahead. 
Workers l i k e ne need 
stronger trade unions 
to fisht for t h e i r 
I n t e r e s t s . 
Management should l e t 
people l i k e cio organise 
our own work In our own 
way. 
People l i k e ine have no 
opportunity to use t h e i r 
r e a l a b l l l t i o s at work 
To get a docont wage you 
have to r u i n your s o c i a l 
l i f o by working cuch too 
long on overtime o r - s h i f t s 
Nowadays rcanagerants t r e a t 
people l i k e Ere J u s t as 
numbers end never as human 
beings 
Working men should always 
have the r i g h t to with
draw t h e i r labour, as i t ' 3 
sometimes the oily way 
they can get a f a i r d e a l . 

N a t i o n a l i s a t i o n so f a r h<»s 
done nothing 10 help the 
ordinary working man 
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Would you ple&ao i n d i c a t e which of the f o l l o w i n g statements you agree 
with c l o s e s t ? 
( 1 ) No one group r e a l l y runs things i n t h i s country. 

Important d e c i s i o n s about n a t i o n a l p o l i c y are made 
by a l o t o£ l i t t l e groups (such as unions, business, 
r e l i g i o u s and e d u c a t i o n a l groups e t c , ) . These 
groups i n f l u e n c o both p a r t i e s but no s i n g l e group *— 
can d i c t a t e to tho o t h e r s . 

(2) A small group of men at the top r o a l l y runs the 
government i n t h i s country. They are the heads 
of the biggest business c o r p o r a t i o n s , the top J J 
c i v i l s e r v a n t s and the top nan of the party i n [ I 
powor. 

PL£A 
(3) I t ' s r e a l l y b i g business that runs the govern- TICK 

ment in this country. I t c o n t r o l s the p o l i c i e s j j 
of both p a r t i e s . I | 

(4) The trade unions are tho group with the most 
power i n t h i s country. 

i 

( 5 ) The ordinary people have the r e a l power because 
the leaders have to answer to then i n the ond. 

I f you can't agree with any of these c h o i c e s , then please d e s c r i b e I n the 
space below the poople who you think run the country. ( I I ! you think that 
i t ' s some combination of the choices given, then d e s c r i b e your view, oven 
if you have tlckod a g a i n s t one of the statements as the one you are i n 
c l o s e s t agreement with.) 

P r o d u c t i v i t y bargaining seems to have become one of the key phrases i n 
n e g o t i a t i o n s for wages in the l a s t few y e a r s . Who do you think b e n e f i t s 
on tho whole from p r o d u c t i v i t y agreements? 

Cocapany only 
Worker only 

Both, but company most 
Both, but worker most 

Doth e<(ually 
Nobody 

PLEASE 
TICK 
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22. Soma people otici* s a i d that 'A f i r m I s l i k e a f o o t b a l l team In whioh managurs 
and workers aro on tlm HAIUO s l i l t i ' . Wot t lit you ;:(>norAlly: 

Agree, 'jut only bocause jwoulo Ititve Lo work 
together to pet things dottn 

Agree becauso managers and men have tho 
sane i n t e r o s t s In e verything that n a t t e r s 

TICK 

Disagree, because workers and managers 
are b a s i c a l l y on opposite s i d e s 
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I V - INDUSTRIAL DEMOCRACY 

23. Tho phruso "Workors' P a r t i c i p a t i o n " has nppoarod frequ e n t l y in the press, 
and has been talkod about by *11 the p o l i t i c a l p a r t l o s a l o t j u s t l a t e l y . 
Now we'd l i k e to got your viov/s on i t . F i r s t , what does the phrase 
"workers' p a r t i c i p a t i o n " mean to you? 

24. Do you f e e l that you p e r s o n a l l y have enough say in d e c i s i o n s made at your 
place of work, or would you l i k a to have core say in. ther.? ( P l e a s e t i c k 
whore appropr:31e. I f you would l i k e to have more say at both l e v e l s 
d e s c r i b e d , please put a t i c k against both.) 

I Vould l i k e to have more say i n d e c i s i o n s 
that d i r e c t l y concern my own work and 
working c o n d i t i o n s . 

I would l i k e to have more say in d e c i s i o n s 
that, concern the management of the whole 
company. 

I have no s p e c i a l i n t e r e s t i n more say 
at e i t h e r l e v e l 

• 

• 
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25. Do you f e e l that you p e r s o n a l l y have enough say i n d e c i s i o n s made at your 
place of work, or would you l i k e to have more say i n somo way? 

I would l i k o to have more say ONLY in d o c i s i o n s 
concerning my crxn work and working c o n d i t i o n s 

I would l i k o to have more say ONLY in d e c i s i o n s 
concerning the management of the company as a whole 

I would l i k e to have more say a t BOTH l e v e l s 
(on my work and at the whole-company l e v e l ) 

I have no s p s c i a l i n t e r e s t i n ™ore say at 
e i t h e r l e v e l 

PLEASE 
TICK 
ONE BOX 
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NOW WE'D LIKE TO FIND OUT IN MORE DETAIL HOW MUCH SAY YOU FEEL YOU HAVE IN* CERTAIN 
HATTERS. 

25. How much i n f l u e n c e do you fo o l you and your workmates have i n t h i s firta over; 

PLEASE T I C K 

( a ) General f a c i l i t i e s (canteens, t o i l e t s , 
s o c i a l club, e t c . ) 

(b) D i s c i p l i n a r y matters 

( c ) Who gets l a i d o f f i f redundancies 
are necessary 

(d) Organisation of your 
own work 

( e ) F i x i n g of work standards 
(by job e v a l u a t i o n e t c . ) 

( f ) Methods of payeont (e.g. piece r a t e s 
or day r a t e s , bonuses, e t c . ) 

(g) Rate of pay 

( h ) Purchasos of new machinery 
or equipment 

(1) A l l o c a t i o n of overtime 

( J ) Safety matters 

great Quite Very 
d e a l a l o t Some l i t t l e None 

L J 

26. How much Infl u e n c e would you ar.d your v o r k i a t o s i d e a l l y l i k e to have i n t h i s 
f i r m over: -.. 

PLEASE TICK 

( a ) Ger.oral f a c i l i t i o s (canteens, t o i l e t s , 
s o c i a l club, e t c . ) 

(b) D i s c i p l i n a r y matters 

( c ) Who gets l a i d o f f i f redundancies 
are necessary 

(d ) Organisation of your 
own work 

( e ) F i x i n g of work standards (by 
job e v a l u a t i o n o t c . ) 

( f ) Methods of payment (o.g. piece r a t e s , 
or day r a t e s , bonuses, e t c . ) 

(g) Rate of pay 

( h ) Purchase of now nachlnery 
or e q u i p 3 i e n t 

( i ) A l l o c a t i o n of overtime 

( J ) Safety matters 

g r e a t Quite Very 
d e a l a l o t Some l i t t l e None 

I i 

J j J 
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27. What Important b<tnafits, I f any, do you think workers could gain by having 
ooro say In things? 

28. ffhere do you f e e l the power l i o s I n t h i s f i r n 7 

.-at-arjiufl.^ ftiwn --

29. 

w 

" ^ c p E U i y philosophy i s that on* e s e o n t i s l n e c e s s i t y f o r the running of 
tho f i r m i s 'a u n i t y of purpose for the cocrxn i n t e r e s t ' (Cosprny Rule Boot). 
Hon f a r do you thin k the way tonegocant a c t a hare achieves t h i s u n i t y ? 

I t a c h i e ves 
i t 

completely 
I t u s u a l l y 
achieves i t 

I t a c h i e v e s 
i t about h 
the t i n e 

I t r a r e l y 
a c h i eves i t 

I t never 
achieves i t 

• • • 
I f you think i t doesn't achieve i t completely, i n whtt a r e a s , and i n what 
ways, does i t f a l l ? 

PLEASE 
TICK 

30. What do you think are the r e s u l t s of t h i s r-anngeTvent approach and philosophy? 
In other words, who gains f r c o i t , i f anybody? 

Both Eftnagenent and uorkers gain e q u a l l y 

Both gain, but oanaze&ent cost 

Both gain, but workers oost 

Hakea no d i f f e r e n c e 

Management gain, corkers l o s e 

Workers gain, nanagensnt l o s e 

Both los e 

Don' t knew 

• 
PLEASE TICK 
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3 1 . How would you f o o l i f tho managemont doc l d o d t o glv© up i t s p r e s e n t 
p h i l o s o p h y and approach as d o s q r i b o d i n tht. r u l o book',' 

Very badly 

Quite bhdly 

Wouldn't mind a l l that much 

Wouldn't Bind at a l l 

Bo pleasod 

PLEASE TICK 

30. An Epoch company p h i l o s o p h y was drawn up i n the lD60s, based on ' j o i n t 
o p t i m i s a t i o n ' ( w h i c h means t h a t f o r a l l problems the best r e s u l t w i l l 
be a c h i e v e d by a balanced s o l u t i o n t o b o t h t e c h n o l o g i c a l and human needs 1 . 
I t i n v o l v e s v a r i o u s aims, i n c l u d i n g the two quoted below. We'd l i k e you 
t o t e l l us how f a r you t h i n k each o f these aims has been a c h i e v e d i n 
R i v e r s i d e (The quotes are from Company p h i l o s o p h y s t a t e m e n t s . ) 

( a ) One aim i s "... c r e a t i n g c o n d i t i o n s i n which employees a t 
a l l l e v e l s w i l l be encouraged and enabled t o d e v e l o p and 

* t o r e a l i s e t h e i r p o t e n t i a l i t i e s 

How f a r do you t h i n k t h i s has been achieved? 

Comple t e l y \ | 
To a v e r y l a r g e e x t e n t [_ _) 
To a f a i r e x t e n t | | 

Not v e r y f a r [, . .1 

Not a t a l l I 1 

( b ) "People ... must f e e l t h a t the company's o b j e c t i v e s a r e 
w o r t h w h i l e , and the s o r t o f o b j e c t i v e s they are w i l l i n g 
t o commit themselves t o . ' 

How f a r do you t h i n k t h i s has been achieved? 

Completely 
To a very l a r g e e x t e n t 

PLEASE 
TICK 

PLIASE 
To a f a i r e x t e n t ) J TICK 

Not v e r y f a r | | 

Not a t a l l I I 
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31. C o n s u l t a t i o n 

( a ) Have you ever s e r v e d on any o f t h e c o n s u l t a t i v e committees (on 
s a f e t y o r p a r t i c u l a r i s s u e s ) ? 

<b) 

( c ) 

YES 

NO 
PLEASE 
TICK 

Would you be w i l l i n g t o serve on any such comraittees i n t h e f u t u r e ? 

YES 

KO 

PLEASE 
TICK 

How adequate do you t h i n k the amount of c o n s u l t a t i o n by management 
w i t h employees i s a t Soulti^nk t 

Very Adequate 

Reasonably adequate j ~ ~ j 

A b i t i n a d e q u a t e 

Very inadequate 

Don't know 

PLEASE 
TICK 

32. What do you t h i n k are t h e r e s u l t s o f the Epoch company approach and 
p h i l o s o p h y on p a r t i c i p a t i o n ? I n o t h e r words, who g a i n s from i t , i f anybody? 

Both management and workers g a i n e q u a l l y 

Both g a i n , b ut management most 

Makes no d i f f e r e n c e 

Management g a i n , workers l o s e 

Workers g a i n , management l o s e 

Both l o s e 

Don't know 
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How would you fool i f the management d e c i d e d t o g i v e up i t s p r e s e n t 
p h i l o s o p h y and approach (as d e s c r i b e d i n t h e Company Statement o f O b j e c t i v e s 
and P h i l o s o p h y ) ? 

Very b a d l y 

Q u i t e b a d l y 

Wouldn't mind a l l t h a t much 

Wouldn't inind a t a l l 

Be ple a s e d 

How e f f e c t i v e do you t h i n k t h e e x i s t i n g a d v i s o r y committee system i s i n 
d e a l i n g w i t h ' m a t t e r s of common i n t e r e s t ' ? 

Very e f f e c t i v e 

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

PLEASE 
n o t v e r y e f f o c t i v e TICK 

n o t e f f e c t i v e a t a l l I I 

don't know 

fiow e f f e c t i v e do you t h i n k the e x i s t i n g works c o r s n i t t e e system { i . e . the l o c a l 
n e g o t i a t i n g m a c h i n e r y ) i s i n d e a l i n g w i t h m a t t e r s f o r n e g o t i a t i o n ? 

very e f f e c t i v e 

r e a s o n a b l y e f f e c c i v e 

n o t v e r y e f f e c t i v e 

not e f f e c t i v e ac a l l 

don't know 

PLEASE 
TICK 

Which do you t h i n k i s the most i m p o r t a n t f o r the i n t e r e s t s o f manual s t a f f ; 
the a d v i s o r y ( c o n s u l t a t i v e ) committees, or the works ( n e g o t i a t i n g ) cocimittees? 

a d v i s o r y committees 

works corrjai t tees j 1 
| | PLEASE 

t h e y ' r e e q u a l l y i m p o r t a n t } | TICK 

d o n ' t know 
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One i s s u e which has been under c o n s i d e r a t i o n f o r a Long time i s whether the 
a d v i s o r y and works committees shouJd be k e p t s e p a r a t e ( d c a l i n p w i t h a r e a s of 
common and c o n f l i c t i n g i n t e r e s t r e s p e - c t i v e l y ) o r whether they s h o u l d be 
merged. What do you t h i n k ? 

the two s h o u l d be merged £ 

the two s h o u l d be k e p t s e p a r a t e | j PLEASE 
I 1 TICK 

don t know 

D u r i n g the time you've worked i n the Natco i n d u s t r y have you 
ever served: 

on a D i s t r i c t a d v i s o r y committee? YES NO • 
on the works committee? YES NO 

as shop s t e w a r d ? YES | " ' ' j NO 

I f tho c i r c u m s t a n c e s a r o s e , would you be w i l l i n g t o serve i n any of these 
c a p a c i t i e s i n t h e f u t u r e ? 

on t h e D i s t r i c t a d v i s o r y committee YES | j 
NO 

on the works committee YES • m • 
as shop st e w a r d YES I NO 

What do you t h i n k are the r e s u l t s of the p r e s e n t system o f a d v i s o r y c o r a i t t e e s 
and p o l i c y o f j o i n t c o n s u l t a t i o n ? I n o t h e r words, who g a i n s from i t , i f anybody 

Both management and workers g a i n e q u a l l y j | 

Both g a i n , but management most j j 

Hakes no d i f f e r e n c e j j 

Management g a i n , workers l o s e J | 

Workers g a i n , management l o s e 

Both l o s e 



C/22 

How would you f o e l i f the Board decided t o g i v e up i t s p r e s e n t system of 
c o n s u l t a t i o n , t h r o u g h a d v i s o r y committees? 

Very badly-

Q u i t e badly 

Wouldn't mind a l l t h a t much 

Wouldn't mind a t a l l 

Be pleased 

How l o n g have you been a membor o f 70ur union? 
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34* Could you I n d i c a t e how you think the f o l l o w i n g s o r t s of d e c i s i o n s should be 
taken i f they arose? 

T h i s i s a 
management 
natter 

To a l l o c a t e p r o f i t s 
between investments, 
dividends, r e s e r v e s , 
ffagp", e t c . 

To introduce new 
working methods 

To introduce work 
study ns-thods 

To d i s c h a r g a workers 
no longer needed 

To chance the 
method of payDont 

To introduce a 
pension scheme or 
modify e x i s t i n g 
scheme 

To a l t e r s t a r t i n g 
and stopping times 

• 
• 

• 
To a l t e r works r u l e s 
so as to change d i s 
c i p l i n a r y proceedings 

PLE/iSE TICK 

To s e t up new pro
cedures to deal with 
absenteeism 

To d i s m i s s an i n d i 
v i d u a l or group for 
d i s c i p l i n a r y reasons 

We should 
be askod 
our views, 
but I t i s 
up to 
sftnacecpent. 

• • 
• 

There should 
bo n e g o t i a 
t i o n s but i f 
no agreement There should 
l a reached, be nogotia-
Eunagessnt 
should go 
ahead. 

• • • • 
• 
• 

• • • 

t i o n s - no 
a c t i o n t i l l 
agreement. 

T h i s i s a 
matter on 
which man-
ageitont 
should a c 
cept what 
we say. 
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t 
•11, There aro l o t s of d i f f e r e n t nayu which people havo sugaustod for 

workers soi» sort of cay In what goes on In t h e i r Job or workpla 
could you i n d i c a t e »hiit you thinlc of finch of these. 

PLEASE T i g 
The idea's 
a l l r i g h t 
but i t 
wouldn't 
cork 

Hiving 
ce. Please 

Very good 
idua 

'Job enrichment* -
r e s t r u c t u r i n g Jobs to 
taake them more c h a l l 
enging' and s a t i s f y i n g 

Having e l e c t e d r e p 
r e s e n t a t i v e s on a 
works c o u n c i l which 
can d i s c u s s d e c i s i o n s 
with m&nagenent. 

Having e l e c t e d 
r e p r e s e n t a t i v e s on 
the Board of D i r e c t o r s 

Allowing you and your 
w o r k s i t e s to decide ho? 
to do things, and who 
does which p a r t i c u l a r 
job, a toon gat y o u r s e l v e s 

Extonding present 
c o l l e c t i v e bargaining 
Machinery to cover 
core end core I s s u e s 

Workers s h a r i n g 
I n p r o f i t s 

The Budget i n 1973 
proposed a scheme of 
enabling w o r k e r s to buy 
sharos at l e s s than 
t h e i r f u l l p r i c e . The 
C h a n c e l l o r s a i d t h i s 
would enable " a l l 
eoployees to a c q u i r e a 
r e a l stake i n t h e i r 
company". What do 
you think of that 
idea? 

Quito a 
good idea 

• a n 

• 
• • 
• • 
• • 

• • 

I n -
d i f t o r e n ' 

Bad 
ide3 

ery bad 
idea 

E Workers t a k i n g over 
& f i r m s and r u n n i n g 
N t h e n themselves. 
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Thank you very much f o r your h o l p i n f i l l i n g i n t h i s q u e s t i o n n a i r e I f 
t h o r c «ro any corauunts you would l l k o t o add, on the q u e s t i o n n a i r e i t . s t ? l f 
o r on any o f the i s s u o s i t ••.overs, wo would be g r a t e f u l i f you would w r i t e 
them l>olow. 



APPENDIX D 

MANAGEMENT QUESTIONNAIRE SCHEDULE* 

* T h i s s c h e d u l e i s a c o m p o s i t e o f t h o s e u s e d i n t h e 
t h r e e d i f f e r e n t o r g a n i z a t i o n s . W h e r e q u e s t i o n s u s e d 
d i f f e r s i g n i f i c a n t l y I h a v e i n c l u d e d t h e d i f f e r e n t 
v e r s i o n s a n d i n d i c a t e d b y u s e o f l e t t e r s i n t h e m a r g i n 
i n w h i c h o r g a n i z a t i o n t h e q u e s t i o n was u s e d : 

W = We l d r i 11 
E = E p o c h 
N = N a t co 

Where no l e t t e r a p p e a r s , t h e same q u e s t i o n was u s e d i n 
a 11 t h r e e . 



NOTE; 
AS THE FOLLOWING IS A COMPOSITE, NUMBERS OF QUESTIONS ARE NOT ALWAYS SEQUENTIAL 

D/2 

-BACKGROUND 

Bare you born i n t h i a area ( i . e . Co. Durhafl, or Teessido Region)? 

YEB UZ) PLBA8B 
TICK 

Hon f a r away f r o a work do you l i v e ? 
Within 2 miles 
3 - 1 0 miles 
Over 10 o l l e s 

PL&ASE 
TICK 

A«e 25 or l e s s | | 
ifi-AO | 1 
41-55 | | 
56 or over | | 

PLEASE 
TICS 

m a r i t a l Status: S i n g l e Q 
Harried [_ 

Be parftted or ttldcved or Divorced f 

PLEASE 
TICK 

How many ( i f any) c h i l d r e n do you have that are s t i l l dependents 
( I . e . they haven't s t a r t e d work y e t , so you s t i l l have to support then)? 

6. How o l d v e r s you vnen you l e f t f u l l - t l a e education? 

7. Please d e t a i l any q u a l i f i c a t i o n s held ( i n c l u d i n g numbers only of '0' l e v e l 
or equivalent and 'A' l e v e l or equivalent; and any 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 , degree e t c . ) . 
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Have you attended any other s o r t of e d u c a t i o n a l or t r a i n i n g ooureea »inoe you 
l e f t f u l l - t i n e education? (e.g. Governoent R e - t r a i n i n g oontroa, night oohool e t a ) 

YES I 1 PLEA82 

I—I T i a ! 

I f 'YSS', what. I f any, q u a l i f l o a t l o n a d i d you get f r o a the oouroo(o)? 

Please could you b r i e f l y d e s c r i b e what other s o r t s of worn you've done 
before you s t a r t e d t h i s Job? 

Bnat s o r t of work doee your f a t h e r do/did he l a a t do ( i f r e t i r e d or deceased)? 

Was t h i s h i s uaual type of work? YES | | PLEASE 
wo I I «<* 

I f 'NO', What s o r t of work ia/waa he g e n e r a l l y engaged on? 
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I I - YOUR O W N J O B 

11, What i s tho o f f i c i a l t i t l o of the j o b you now have' 

12. How l o n g have you been here 
( i n . W e l d r i 1 1 ) ? 

Under 1 year 
1-5 y e a r s 
6-10 y e a r s 
Over 10 yea r s 

tZZl 
PLEASE 
TICS 

12. How l o n g have you been w i t h 
Epoch? under 1 year 

1 - 5 years 
6 - 1 0 years 

11 - 20 years 
over 20 years 

PLEASE 
TICK 

Ho-a l o n g have you been w o r k i n g i n tho Jiatco i n d u s t r y ? 

• under 3 y e a r s 

* 3 - 1 0 y e a r s 

10-25 y e a r s 

over 25 y e a r s 

PLEASE 
TICK 
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13, We'd l i k o to f i n d out how s n t l a f l e d ' you are i r l t h the f o l l o w i n g a s p e c t s of your 
present j o b . Could you please thirds about crr.ch one and r u t a t i c k i n the box 
r h i c h beat expresses your f e e l i n g on that p a r t i c u l a r oattsir? 

How you get cn with 
your s u p e r i o r s 

Job S e c u r i t y 

Hov i n t e r e s t i n g and 
worthwhile the Joh i s 
Fr i n g e b e n e f i t s ( s i c k pay, pen
s i o n , s o c i a l f a c i l i t i e s , e t c ) 
The f r i e n d l i n e s s of the 
people you work with 
The opportunity to get on with 
your own corl: i n your own way 

Tho hours of cork 

Convenience for g e t t i n g 
to work 
The chance of a say i n 
running the firm 

Proootlon chances 

Corking conditions 

Pay 

The s k i l l needed 1 

I n the Job 

The s t a n d i n g or p r e s t i g e 
of the j o b you're d o i n g ' 

Very 
s a t i s f i e d • • • 

Reason-
. ably 
s a t i s f i e d 

• • 

Neither 
s a t i s f i e d Rather 
nor d l s - d l s - Very d i s 
s a t i s f i e d s a t i s f i e d s a t i s f i e d 

r 
• 

u • 
• z 
• z 
• n 
• 
• 
• ZJ 

• • • • • 
n 
• 
• 
• 
• 
• 
• 

• 
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14. O v e r a l l then, how s a t i s f i e d would you say you are with your present Job? 
Neither 

Reason- s a t i s f i e d Rather 
Very ably nor d i a - d i a - Very d i s 

s a t i s f i e d s a t i s f i e d s a t i s f i e d s a t i s f i e d s a t i s f i e d 
PLEASE TICK • • • 

15. Nov we'd l i k e you to imagine that you are looking around f o r a Job. I f you 
were i n that p o s i t i o n , and were t r y i n g to weigh up a j o b ? how important would 
the things l i s t e d below be to you i n making the d e c i s i o n on whether to take 
the job or not? (As In Q.12, please t i c k for each thing - 'How you get on w i t h 
y o u r s u p e r i o r s ' , 'Job s e c u r i t y ' , eto. - i n the column with the heading which 
be s t expresses your vie w ) . 

Very 
impor 
- t a n t 

Abovo 
average 
impor
tance 

How you get on with 
y o u r s u p e r i o r s 

Job s e c u r i t y 

How i n t e r e s t i n g and 
worthwhile the Job i s 
Fringe b e n e f i t s ( s i c k pay, pen
s i o n s , s o c i a l f a c i l i t i e s e t c . ) 
The opportunity to get on with 
your own work i n your own way 

The hours of work 

' Convenience of g e t t i n g 
to work 
The chance of a say in 
running the f i r m 

Promotion chances 

(forking conditions 

Pay 

The s k i l l needed 
i n the Job 
The s t a n d i n g or p r e s t i g e 
o f the j o b you're d o i n g 

Average 
impor
tance 

Below 
average 
impor
tance 

• • • • • • • • • • 

Not 
impor
tant 
at a l l 

• • • • • 
I f you think there i s something of Importance to you missed out of t h i s l i s t , 
please say what i t i s : 
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A b s o l u t e l y Very 
c r u c i a l k impor-
d e c i s i v e t a n t 

How you would get on 
with your s u p e r i o r s 

Job s e c u r i t y 

How i n t e r e s t i n g end 
worthwhile the Job would be 

Fringe b e n o l l t s ( s i c k pay, pen
s i o n s , s o c i a l f a c i l i t i e s o t c . ) 
The opportunity to get on with 
your own oork i n your ovn uay 

, The houre of work 

Convenience of g e t t i n g 
to work 
The chance of a say i n ' 
running the f l n a 

Proaotion chancea 

Working conditions 

Pay 

The s k i l l needed 
I n the Job 
The s t a n d i n g o r p r e s t i g e 
of the Job you'd be doinc 

• • 

Not a l l 
t h a t Not im-
i n p o r - p o r t a n t 
t a n t a t a l l 

F a i r l y 
impor
t a n t • 
• • • 

J • 

• • 
• LZ • • • • • • 

I f you t h i n k t h o r e i s s o s o t h i n g of ic p o r t J U i c o t o you p i e c e d out o f t h i o l i * t , 
p lease say w h i t i t i s : 
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16. What, I f any, improvements would you l i k e to see I n j o u r present Job? 

17(a)How fJo you think t h i s l i r a ratee ns an es p l o y e r f o r people o f your grade 
compared w i t h o t h e r s i n the area? 

PLEASE TICK APPROPRIATE BOX 

One of the beat Above Below One of the worat 
i n the area average Average average i n the a r e a • • • • • 

( b ) P o s s i b l y you may re g a r d o t h e r f i r m s i n t h i s i n d u s t r y as a more r e l e v a n t 
comparison f o r you. How would you say EPOCH r a t e i n t h i s r e s p e c t ? 

PLEASE TICK APPROPRIATE BOX 

One o f t h e best Above Below One o f the wo r s t 
i n t h e i n d u s t r y average Average average i n t h e i n d u s t r y 

• .• • • 
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l - Y O U R T H O U G H T S O N O P E R A T O R S * J O B S 

Now we'd l i k e t o ask you some q u e s t i o n s about what you t h i n k th© p o s i t i o n o f 
o p e r a t o r s i s at -Southinnk i n r e l a t i o n t o t h e i r j o b s . 

18. F i r s t l y , please c o u l d you i n d i c a t e whether you t h i n k o p e r a t o r s are ' p r e t t y 
s a t i s f i e d ' , ' r a t h e r d i s s a t i s f i e d ' o r " n e i t h e r s a t i s f i e d nor d i s s a t i s f i e d ' 
w i t h each of the Items below? 

O p e r a t o r s 
p r e t t y s a t i s 
f i e d w i t h 

O p e r a t o r s 
r a t h e r d i s 
s a t i s f i e d 

w i t h 

How they g e t on 
w i t h management 

Job s e c u r i t y 

How i n t e r e s t i n g and 
w o r t h w h i l e the j o b i s 
F r i n g e b e n e f i t s ( s i c k Tpay, pen
s i o n , s o c i a l f a c i l i t i e s , e t c } 
The f r i e n d l i n e s s of the 
people they work w i t h 
The o p p o r t u n i t y t o get on w i t h 
t h e i r own work i n t h e i r own way 

The hpurs of work 

Convenience l o r g e t t i n g 
t o work 
The chance of a aay i n 
r u n n i n g the f i r m 

Promotion chances 

Working c o n d i t i o n s 

Pay 

The s k i l l n e e d e d 
I n the j o b 
Trade u n i o n 
e f f e c t i v e n e s s 
The s t a n d i n g or p r e s t i g B 
of t h e Job they are d o i n g 

[ 

r 

O p e r a t o r s 
n e i t h e r s a t i s 
f i e d n o r d i s 
s a t i s f i e d 

• • • • 
r 

• 

(The term ' o p e r a t o r s ' was s p e c i f i c t o Epoch. For W a l d r i ' l l and Natco 
read 'manual w o r k e r s ' ) . 
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19. We'd l i k e you t o t r y and p i c k o u t from the f o l l o w i n g 1 i s t o f items those which 
you t h i n k would be most I m p o r t a n t t o o p e r a t o r s i n g e n e r a l i f they were 
w e i g h i n g up a j o b elsewhere t o deci d e on whether t o take i t o r n o t . I n d i c a t e 
by p u t t i n g ' 1 ' n e x t t o t h e i t e m you t h i n k would be most i m p o r t a n t t o them, 
'2' b e s i d e the second most i m p o r t a n t , and so on up t o 5 item s o n l y . 

How they would g e t on w i t h management 

Job s e c u r i t y 

How I n t e r e s t i n g and w o r t h w h i l e the j o b would be 
F r i n g e b e n e f i t s ( s i c k pay, pension, s o c i a l 
f a c i l i t i e s , e t c . ) 
The f r i e n d l i n e s s o f the people they 
work w i t h 
The o p p o r t u n i t y t o get on w i t h t h e i r own 
work i n t h e i r own way 

The hours o f work 
Convenience f o r g e t t i n g t o work 

The chance of a say i n r u n n i n g t h e f i r m 

Promotion chances 

Working c o n d i t i o n s 

Pay 

The s k i l l needed i n the j o b 

Trade u n i o n e f f e c t i v e n e s s 
The s t a n d i n g or p r e s t i g e o f the j o b 
they would be d o i n g 

20. O v e r a l l t h e n , how s a t i s f i e d would you say they are w i t h t h e i r p r e s e n t jobs? 
N e i t h e r 

Reason- s a t i s f i e d Rather 
Very a b l y n o r d i s - d i s - Very d i s 

s a t i s f i e d s a t i s f i e d s a t i s f i e d s a t i s f i e d s a t i s f i e d 

PLEASE TICK 

2 1 . How do you t h i n k t h i s f i r m r a t e s as an employer f o r o p e r a t o r s compared 
w i t h o t h e r s i n t h e area? 

(For W e l d r i l t and Natco read 'manual w o r k e r s ' ) 

PLLA.SE TICK APPROPRIATE BOX 

One o< the best Above Below One of the worst 
i n the area average Average average I n the area • • • • • 

• 

n 
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How f a r do you t h i n k the 1 management a t ****-•- a r e I n t o u c h w i t h the needs 
o f t h e o p e r a t o r s ? 

Very c l o s e l y I n touch [ ) 
Reasonably i n t o u c h \ J T I C K 

Not very w e l l i n touch \ | 
Not i n t o u c h a t a l l [ J 

^or N read "management i n t h i s a r e a " } 



D/12 

- G E N E R A L O P I N I O N S 

Here are s o w stateoenta which .have beon BO4O about i n d u s t r y . Please t i c k 
the appropriate c o l u m tor each sta t e n a n t , to i n d i c a t e how f a r you agree or 
disagree with i t . 

Strongly 
«gre« 

Host d e c i s i o n s taken by 
foreeen and s u p e r v i s o r ! 
would be b e t t e r taken by 
the workers theoaelvea • 

Host nanagonent have the 
w e l f a r e of t h e i r workers 
at heart 

Managers know what's bast 
f o r the f l r a , and workers 
should do J u s t what they 
are t o l d 

Giving workers BOre say 
I n the running of t h e i r 
f i r e s would only nake 
things worse 

Industry should pay I t s 
p r o f i t s to workers and 
not to shareholders 

S t r i k e s are i r r e s p o n s i b l e 
and a g a i n s t the n a t i o n a l 
i n t e r e s t , and a l l e f f o r t s 
s u e t be Bade to put a stop 
to thea 

l t u worker should always 
be l o y a l to h i s fir m , even 
i f t h i s tseana p u t t i n g him
s e l f out quite a b i t . 

• 

Agree 

• 
• 

• • 

N e i t h e r 
agree) ner 
disagree 

• 

• 
• 
• 

Disagree 
Strongly 
d i s a g r e e 

• 
1 [ 

n 
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Now some s t a t e m e n t s about t h e p o s i t i o n o f o p e r a t o r s and shop f l o o r employees 
i n the c o u n t r y as a whole. Once a g a i n , please t i c k t h e column w h i c h i n d i c a t e s 
how f a r you agree or d i s a g r e e w i t h each s t a t e m e n t . 

N e i t h e r 
S t r o n g l y agree n or S t r o n g l y 

agree Agree d i s a g r e e D i s a g r e e d i s a g r e e 

I n t h i s c o u n t r y t h e r e 
i s n o t enough oppor
t u n i t y f o r people f r o m 
th e shop f l o o r t o g e t 
promoted and ahead. 
Workers need s t r o n g e r 
t r a d e unions t o f i g h t 
f o r t h e i r i n t e r e s t s . 
Management s h o u l d l e t 
people o r g a n i s e t h e i r 
own work I n t h e i r own 
way. 
People on the shop f l o o r 
have no o p p o r t u n i t y t o 
use t h e i r r e a l a b i l i t i e s 
a t work. 
To g e t a decent wage, 
workers have t o r u i n 
t h e i r s o c i a l l i f e by 
w o r k i n g much t o o l o n g 
on o v e r t i m e or s h i f t s . 

Nowadays managements t r e a t 
people j u s t as numbers 
and never as human beings 
Working men s h o u l d always 
have the r i g h t co w i t h 
draw t h e i r l a b o u r , as i t ' s 
sometimes t h e o n l y way 
they can get a f a i r d e a l . 

r 
n d • 

r • 

• n • 
• LZ 
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2f) Would you please I n d i c a t e which of the following statements you agree 
with o l o s e s t ? 
(1) No one group r e a l l y runs things in t h i s country, 

Important d e c i s i o n s about n a t i o n a l polloy a r e Bade 
by a l o t of l i t t l e groups (such as unions, b u s i n e s s , 
r e l i g i o u s and educational groups e t c . ) . These 
groups Influenoo both p a r t i e s but no s i n g l e group 
can d i c t a t e to the o t h e r s . 

(2) A small group of men at the top r e a l l y runs the 
government i n t h i s country. They ar e the heads 
of the biggest business corporations, the top 
c i v i l s e r v a n t s and the top men of the party In 
power. -

(3 ) I t ' s r e n l l y b i g business that runs the govern-
Dent i n t h i s country. I t c o n t r o l s the p o l i c i e s 
of both p a r t i e s . 

(4) The trade unions are the group with the most 
power i n t h i s country. 

( 5 ) The ordinary people have the r e a l power because 
the l e a d e r s have to answer to them i n the end. 

• 
PLEASE 
TICK 

I f you can't agree with any of these choices, then please d e s c r i b e I n the 
apace below the people who you think run the country. ( I f you think that 
I t ' s sone combination of the choices given, then d e s c r i b e your view, even 
I f you have t i c k e d a g a i n s t one of the statements as the one you are I n 
c l o s e s t agreement with.) 

26. P r o d u c t i v i t y bargaining seems to have become one of the key phrases I n 
n e g o t i a t i o n s for wages i n the Last few y e a r s . Who do you t h i n k b e n e f i t s 
on the whole from p r o d u c t i v i t y agreements? 

Company only 
Vorker only 

Both, but coapany noet \ \ PLEASE 
Both, but worker most ( I T 1 C K 

Both etjually j ) 
Nobody I I 
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27, Some people once s a i d that *A f i r m I s l i k e a f o o t b a l l team I n which managers 
and workers are on the aooe s i d e ' . Would you g e n e r a l l y : 

Agree, but only because poople have to work i • "i 
together to get things done | [ FLEAHE 

Agree because managers and men have the r ' "~| 
sane i n t e r e s t s i n everything that n a t t e r s I I 

TICK 

Disagree, because workers and managers 
are b a s i c a l l y on opposite s i d e s 
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V - INDUSTRIAL DEMOCRACY 

2&. The phrase "Workers' P a r t i c i p a t i o n ' ' has appeared f r e q u e n t l y i n the press, 
and has been t a l k e d about by a l l t h e p o l i t i c a l p a r t i e s a l o t J u s t l a t e l y . 
Now we'd l i k e t o g e t your views on i t . F i r s t , what does the phrase 
"workers' p a r t i c i p a t i o n " mean t o you? 

29. Do you f e e l t h a t you p e r s o n a l l y have enough say i n d e c i s i o n s made a t your 
p l a c e of work, or would you l i k e t o have more say i n them? (Please t i c k 
where a p p r o p r i a t e . I f you would l i k e t o have more say a t b o t h l e v e l s 
d e s c r i b e d , please put a t i c k a g a i n s t b o t h . ) 

I would l i k e t o have more say i n d e c i s i o n s 
t h a t d i r e c t l y concern my own work and I J 

W w o r k i n g c o n d i t i o n s . ' -•••< 

I would l i k e t o have more say I n d e c i s i o n s _ _ _ _ 
t h a t concern the management of the whole j ] 
company. ' ' 

I Have no s p e c i a l i n t e r e s t i n more say j 1 
at e i t h e r l e v e l | 

Any f u r t h e r o r more d e t a i l e d comment: 
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29. Do you f e e l t h a t you p e r s o n a l l y have enough say i n d e c i s i o n s made at 
your p l a c o of work, or would you l i k e t o have more say i n some way? 

I would l i k e t o have more say ONLY i n d e c i s i o n s 
c o n c e r n i n g ray o-*n work and w o r k i n g c o n d i t i o n s 
I would l i k o t o have more say ONLY i n d e c i s i o n s 
c o n c e r n i n g t h e management o f the company as a whole 
1 would l i k e t o have more say at BOTH l e v e l s 
(on ray work and a t the whole-company l e v e l ) 
I have nc spocia.\ i n t e r e s t i n mora say a t 
e i t h e r l e v e l 

PLEASE 
TICK 

O N E r:ox 
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HOB WE'D LIKE TO FIND OUT IN MORE DETAIL HOW MUCH SAY YOU FEEL YOU HAVE IN CERTAIN 
HATTERS. 

30. How ouch Inf l u e n c e do you f e e l you and people a t your l e v e l o r grade i n the 
company have i n over the f o l l o w i n g i s s u e s ; 

A 
PLEASE TICK 

(a ) General f a c i l i t i e s (oanteens, t o i l e t s , 
s o c i a l club, e t c . ) 

(b) D i s c i p l i n a r y n a t t e r s 

<c) Who gets l a i d o f f i f redundancies 
are necessary 

(d) Organisation of your 
own work 

( e ) Job ev a l u a t i o n 

( f ) Methods of payaent 

(g) Rate of pay 

(h) Purchases of new machinery 
or equipment 

( i j D e c i s i o n s on Promotions 

great Quite Very 
de a l a l o t Sons l i t t l e None 

• • 

• • 
3 1 . How much i n f l u e n c e would you and people a t your l e v e l o r grade i n the company 

i d e a l l y l i k e t o have over these issues? 

PLEASE TICK 

(a ) General f a c i l i t i e s (canteens, t o i l e t s , 
s o c i a l club, e t c . ) 

(b) D i s c i p l i n a r y matters 

( c ) Who gets l a i d o f f I f redundancies 
are necessary 

( d ) Organisation of your 
own work 

( e ) job e v a l u a t i o n 

( f ) Methods of payment 

(g) Rate of pay 

(h) Purchase of new icechinery 
or equipment 

( 1 ) D e c i s i o n s on Promotions 

great Quite Very 
de a l a l o t Some l i t t l e None • • • • • • • • • •n 
• 
• • • 
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32. How much i n f l u e n c e do you t h i n k the o p e r a t o r s (as a group o r t h r o u g h t h e i r Trade 
Union branch) have over the f o l l o w i n g i s s u e s ? 

PLEASE TICK 

( a ) General f a c i l i t i e s (oanteens, t o i l e t s , 
s o c i a l club, e t c . ) 

(b) D i s c i p l i n a r y matters 

( c ) Who gets l a i d o f f i f redundancies 
are necessary 

(d) Organisation of t h e i r 
own work 

( e ) F i x i n g of work standards, 
f l e x i b i l i t y e t c . 

( f ) Methods of payoent (e.g. T.O.I.L./ p a i d 
overtime; u o a t h l y o r weekly payment e t c . ) 

(g) Rata of pay 

(h) Purchases of new machinery 
or equipment 

(1 ) A l l o c a t i o n of overtime 

( J ) Safety matters 

great Quite Very 
de a l a l o t Some l i t t l e None 

] • • 
( F o r q u e s t i o n s 32"and 33 please note t h a t f o r 'oparators'(Epoch) read 'manual w o r k e r s 1 ( W e l d r i l l , 
Natco) , and on i t e m ( f ) o t h e r e x a a f l e s o f payment systems g i v e n f o r W e l d r i l l and Natco) 

33. Are t h o r o any issues on which you t h i n k the o p e r a t o r s s h o u l d have more, o r l e s s , 
i n f l u e n c e ? 

PLEASE TICK 

They s h o u l d 
They s h o u l d They s h o u l d keep about 
have more have l e s s the same amount 
i n f l u e n c e over i n f l u e n c e over of i n f l u e n c e 

( a ) General f a c i l i t i e s ( c a n t e e n s , 
t o i l e t s , s o c i a l c l u b , e t c . ) 

(b ) D i s c i p l i n a r y m a t t e r s 

( c ) Who gets l a i d o f f i f 
redundancies are necessary 

( d ) O r g a n i s a t i o n o f t h e i r 
own work 

( e ) F l a i n g o f work s t a n d a r d r , 
f l e x i b i l i t y e t c . 

( f ) Methods of paynwnt (e . g. 'T .0. I . L . / p aid ) 
o v e r t i m e ; ac-nthLy or weekly payment etc).: 

( g ) Rate of pay 

( h ) Purchase of new machinery 
or equipment 

( i ) A l l o c a t i o n of o v e r t i m e 

( j ) S a f e t y m a t t e r s 

• • • 
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34. W i t h what group o r groups do you f e e l the r e a l power l i e s i n 5outnj>4ih ••• 
w i t h Epoch i i ' i , SoutKbanX management, the u n i o n s , s u p e r v i s o r s , o p e r a t o r s , o r 
where? 

l^I.'iS.i-iS^Pi^S-Qf _£I2UB5_cixSD j 

35 codpany p h i l o s o p h y i s t h a t one e s s e n t i a l n e c e s s i t y f o r the r u n n i n g o f 
t h s f i r m i s 'a u n i t y o f purpose f o r t h e COE=OII i n t e r e s t ' (Company Rule Dock). 
HOTT f a r do you t h i n k t h e way management a c t s hare a c h i e v e s t h i s u n i t y ? 

I t achieves I t a c h i e v e s 
i t I t u s u a l l y I t about £ I t r a r e l y I t never PLEAS 

c o m p l e t e l y achieves i t t h o t i n o a c h i e v e s i t a c h i e v e s i t TICK 

I f you t h i n k i t doesn't achievo i t c o m p l e t e l y , i n v h a t a r e a s , and i n r h u t 
ways, does i t f a i l ? 

36. Could you please t r y t o e x p l a i n i n more d e t a i l v h a t you t h i n k the company's 
p h i l o s o p h y i s , and i n d i c a t e what you t h i n k are i t s s t r e n g t h s and weaknesses? 

W 
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37. What do you t h i n k are the r e s u l t s o f t h i s nanagecent approach fuid p h i l o a o p h y ? 
I n o t h e r words, who g a i n s f r c a i t , i f anybody? 

Both DSnageEGnt and workers g a i n e q u a l l y 

Both g a i n , b u t manegeniont most 

W Both g a i n , b ut workers n o s t 

Makes no d i f f e r e n c e 
PLEASE TICK 

Managenent g a i n , workers l o s e 

Workers g a i n , management l o s e 

Both l o s e 

Don't know 

38. How would you f e e l i f t he rcanageicent d e c i d e d t o g i v e up i t s p r e s e n t 
p h i l o s o p h y and approach as d e s c r i b e d i n the r u l e book? 

Very b f t d l y 

Quite bfedly 

Wouldn't n i n d a l l t h a t much 

Wouldn't mind a t a l l 

Be pleased 

PLEASE TICK 
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35. Ait Epoch company p h i l o s o p h y was drawn up i n the 1560s, based on ' j o i n t 
o p t i m i s a t i o n ' ( w h i c h means t h a t f o r a l l problems t h e b a s t r e s u l t w i l l 
be achieved by a balanced s o l u t i o n t o b o t h t e c h n o l o g i c a l and hunan needs). 
I t i n v o l v e s v a r i o u s aims, i n c l u d i n g the two quoted below. We'd l i k e you 
t o t & l l us how f a r you t h i n k each o f these aims has been a c h i e v e d i n 
R i v e r s i d e . (The quotes aro f r o m Company p h i l o s o p h y s t a t e m e n t s . ) 

( a ) Ono aim i s '... c r e a t i n g c o n d i t i o n s i n which employees a t 
a l l l e v e l s w i l l bo encouraged and enabled t o d e v e l o p and 
t o r e a l i s e t h e i r p o t e n t i a l i t i e s ...' 

How f a r do you t h i n k t h i s has boon achieved? 
Completely 

To a v e r y l a r g e e x t e n t j J 

, • • , I 1 PLEASE 
To a f a x r e x t o n t | | T I C J . 

Not v e r y f a r 

Not a t a l l . 

( b ) 'People ... must f e e l t h a t the company's o b j e c t i v e s a r o w o r t h w h i l e , ' 
and the s o r t o f o b j e c t i v e s they a r e w i l l i n g t o commit themselves t o . 

How f a r do you t h i n k t h i s has been achieved? 

Completely j j 

E To a v e r y l a r g e e x t e n t | j 

To a f a i r e x t e n t j | 

Not v e r y f a r 

Not a t a l l 

36. What do you t h i n k a r e the s t r e n g t h s and weaknesses o f the 
company p h i l o s o p h y ? 
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C o n s u l t a t i o n 

37. ( a ) Have you e v o r s erved on any o f t h e c o n s u l t a t i v e committees a t S o u t h l a n d 
( o n s a f e t y o r p a r t i c u l a r i s s u e s ) ? 

Y E S ' ' PLEASE 
TICK NO 

( b ) Would you be happy t o s e r v e on any such commit toes i n t h e f u t u r e ? 

YES I | 
L- • -J PLEASE 

NO I .'.'1 TICK 

( c ) How adequate do you t h i n k t h e amount o f c o n s u l t a t i o n by management 
w i t h employees i s a t Scutfiian.k ? 

Very adequate | | 

Reasonably adequate I 
L- PLEASE 

A b i t inadequate | | TICK 

Very i n a d e q u a t e 

Don't know 

38. What do you t h i n k are g e n e r a l l y the r e s u l t s o f the S h e l l company approach 
on p a r t i c i p a t i o n ? I n o t h e r words, who g a i n s f r o m i t , i f anybody? 

Both management and workers g a i n e q u a l l y 

Both g a i n , b ut management most 

Both g a i n , b u t workers most 

1 lakes no d i f f e r e n c e 

Management g a i n , workers l o s e 

Workers g a i n , management l o s e 

Both l o s e 

Don't know 
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39. How would you f e e l i f tho management d e c i d e d t o g i v e up i t s p r e s e n t 
p h i l o s o p h y and approach (as d e s c r i b e d i n t h e Company Statement o f 
O b j e c t i v e s and P h i l o s o p h y ) ? 

Very badly 

Q u i t e b a d l y | j 

Wouldn't mind a l l t h a t much , , pLFASE 

Wouldn't mind a t a l l 

Be ple a s e d 

TICK 

35. Hew o f f o c t i w do you Usink the o ; ; i s t i n j ; ativ l:,ory c e r ^ i i t t O Q syntorn i s i n 
t i t ' s l i n g v ' i t h t i e r s o f cow-ion i n t o r o s t ' ? 

• Very o f f t ; c t i v o 

r e a s o n a b l y o f f o c t i v o • 
I TICK 

PLEASE 

n o t e f f e c t i v e a l a l l 

d o n ' t know 

36, How o f f - a c t i v e do you t h i n k tho e x i s t i n g r a r k s ccrr.^i t t e o system ( i . e . tho l o c a l 
n e g o t i a t i n g r.achinury) i s i n d e a l i n g w i t h n a t t e r s f o r n e g o t i a t i o n ? 

very e f f o c t i v o 

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

n o t v e r y e f f e c t i v e 

n o t e f f e c t i v e a t a l l 

d o n ' t know 

• • • • • 
PLEASE 
TICK 

37. Which do ycu t h i r . I i i s the r e s t i ' j r . c r t a r . t f o r the I n t e r e s t s o f nanus. 1 s t a f f ; 
tho a d v i s o r y ( c o n s u l t a t i v e ) corr,-iii tee a, or the works ( n s g o t i s t i n r j ) committees? 

a d v i s o r y co.-^i t tees j~~ ~j 

N • works c o r j n i t t e o s I „ 
- | I PLEASE 

. . . , , r — — i TICK th o y re e q u a l l y i c p o r i s r . * . 

don't knew 
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38 One i s s u e which has been under c o n s i d e r a t i o n f o r a l o n g tirne i s r h e t h e r t h o 
a d v i s o r y and works committees s h o u l d bo kep t s e p a r a t e ( d e a l i n g w i t h a r e a s o f 
common and c o n f l i c t i n g i n t o r o s t r e s p e c t i v e l y ) or whether thoy s h o u l d be 
morgeri. What do you t h i n k ? 

the two sho u l d be merged 

th e two sho u l d be kept s e p a r a t e 

d o n ' t know 

PLEASE 
TICK 

39_ D u r i n g the t i m e you've worked i n t h e hatco 
e v e r served: 

I n d u s t r y , have you 

Cn a D i s t r i c t a d v i s o r y committee? YES 

on t h e works co i a a i t t o o ? YES NO 
PLEASE 
TICK 

40. I f tho c i r c u m s t a n c e s arose, v/ould y.ou bo happy t o sorve i n any o f these 
c a p a c i t i e s i n t h e f u t u r e ? 

on t h e D i s t r i c t a d v i s o r y committee YES j j NO | | PL CASE 

N, on the fror);s c c n o i t t e e YES | J NO | | 
TICK 

4 1 , WViat do you thinV: are the r e s u l t s o f tho pr e s e n t system of a d v i s o r y c o n m i t t e e s 

and p o l i c y o f j o i n t c o n s u l t a t i o n ? I n o t h e r words, v:ho gai n s from i t , i f anybody? 

Both n a nag?--eh t and t o r Iters g a i n e q u a l l y | j 

fj Both g a i n , b ut sanagetnent most j J 

Makes no d i f f e r e n c e | | 

lianagecent g a i n , workers l o s e "|" j PLEASE 

Workers g a i n , tr.anagenent l o s e j j 

Both l o s e 

I I C X 

Don't know 
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4 2Jlo« would you f o c i i f the Board de c i d e d t o g i v e . u p U s p r e s e n t system of 
c o n s u l t a t i o n , t h r o u g h a d v i s o r y coaunittocs? 

, t 
Very badly j | 

Q u i t o b a d l y ) | 

N • Wouldn't mind a l l t h . i t much 

Wouldn't nJnd a t a l l | | 

Ba ple a s o d 

40. How i m p o r t a n t do you t h i n k i t i s f o r a -rforkor t o bt. a jneraber o f a 
t r a d e union? 

Very i m p o r t a n t [ ' j 

F a i r l y i n p o r t a n t j I 
I 1 PLEASE 

Not v e r y i m p o r t a n t [ j TICK 

Not i m p o r t a n t a t a l l 

41. What u s e f u l p j r p o s e s , i f any, do you t h i n k Trad© Unions serve? 

tfhat o t h e r purposes do you t h i n k they c o u l d and sho u l d s e r v o , i f any? 

http://th.it
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Could you i n d i c a t e how you think the f o l l o w i n g s o r t s of d e c i s i o n s should be 
taken i f they arose? 

PLEASE TICK 

This i s a 
management 
matter 

To a l l o c a t e p r o f i t s 
between investments, 
dividends, r e s e r v e s , 
wages, e t c . 

To introduce new 
working methods 

To introduce work 
study methods 

To discharge workers 
no longer needed 

To change the 
nethod of payment 

To introduce a 
pension scheme or 
modify e x i s t i n g 
scheme 

To a l t e r s t a r t i n g 
and stopping times 

To a l t e r works r u l e s 
so as to change d i s 
c i p l i n a r y proceedings 

• 
• 
• 
• 
• 
• 
• 

To s e t up new pro
cedures to deal with 
absenteeism 

To d i s m i s s an i n d i 
v i d u a l or group for 
d i s c i p l i n a r y reasons 

• 

The unions 
should be 
asked t h e i r 
views,but, 
i t i s up 
to manage
ment. 

• 
• 

There should 
be n e g o t i a 
t i o n s but i f 
no agreement There should 
i s reached, be n e g o t i a -
management t i o n s - no 
should go a c t i o n t i l l 
ahead. agreement. 

Thifi i s a 
matter on 
which man
agement 
should ac
cept what 
the unions 
say. 



D/26 

ery bad 
Idea 

• 
• 

• 
• 

• • 

• 

43* There are l o t a of d i f f e r e n t ways which people have suggested for g i v i n g 
workera soDO s o r t of say i n what goes on i n t h e i r Job or workplace. Please 
oould you I n d i c a t e what you think of each of these. 

PLEASE TICK 
The idea's 
a l l r i g h t 
but i t 

Very good Quite a wouldn't I n - Bad 
idea good Idea work d i f f e r e n t idea 

'Job enrichment' - ' 
r e s t r u c t u r i n g jobs to 
make them nore c h a l l 
enging' and s a t i s f y i n g 

Having e l e c t e d rep
r e s e n t a t i v e s on a 
works c o u n c i l which 
can d i s c u s s d e c i s i o n s 
with management. 

Having e l e c t e d 
r e p r e s e n t a t i v e s on 
the Board of D i r e c t o r s 

.-AH.offing .operators 
to decide how to do -
things, and who does 
which p a r t i c u l a r job, 
amongst themseives. 

Extending present 
c o l l e c t i v e bargaining 
nachlnery to cover 
more and more I s s u e s 

Workers sharing 
i n p r o f i t s 

The Budget i n 1973 
proposed a scheoe of 
enabling workers to buy 
shares at l e s s than 
t h e i r f u l l p r i c e . The 
Chancellor s a i d t h i s 
would enable " a l l 
employ«es to acquire a 
r e a l stake in t h e i r 
company". That do 
you think of that 
Idea? 

• • 
• • •• • • 

Workers t a k i n g over 
f i r m s and r u n n i n g 
them themselves. • • • • 



0/29 

Thank you very much f o r your h e l p i n f i l l i n g i n t h l a q u e s t i o n n a i r e . I f 
t h e r e are any comments you would l i k e t o acid, on the q u e s t i o n n a i r e i t s e l f 
or on any of the i s s u e s i t co v e r s , we would be g r a t e f u l i f you would w r i t e 
them below. 


