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ABSTRACT

This thesis "A Study of Industrial Relations on a Large Industrial
Construction Site" uses a case study on a single site to make

contributions in three areas.

The first contribution is to defining the scope of workplace industrial
‘relations. Application of a modified rules approach to industrial
relations to tﬁe fieldwork setting leads to interpretations and
clarifications givingAthe subject ‘a distinct focus while avoiding
excessive overlap with other social science fields of study. Four
points may be noted. The content of  substantive and‘non—creative
procedural rules regulating jobs is of interest only to the éxtnet

that it illuminates the goals, values and powers of the actors. The
processes of rule making and interpretation should be studied only
where there is actual, attempted or desired uﬁion involvement. The
attitudes of actors related to job regulation should be explained
prlmarlly in terms of the influences of the workplace enviromment.

Only behaviour which is consciously directed towards rule maklng should

be explained.

The second contribution is to an understanding of industrial relations

on a large industrial construction site and to wider workplace industrial
relations. Higher levels of industrial conflict are associated with an
insecure employment situation, distrust among the parties, inexperience
on the part of managers and supervisors, a rigid approach to industrial
relations by management and external union pressure. Higher levels of

union involvement in rule making are found in firms in which a wish by




manual employees for such involvement is combined with a stimulus for
it and an ability to achieve it through organized conflict. Self-

selection and role adaptation explain the attitudes of individuals

mobile between roles.

The third contribution is in the area of client-researcher relationships.

Too great an independence from the client leads to lack of commitment

to research findings on his part.
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"PREFACE

This thesis has its origins in a research contract between the Stanlow
Refinery of Shell UK Ltd and Sheffield Polytechnic. I was recruited
to carry out the project under the general supervision of Dr John Gill.
As T also wished to use the fieldwork opportunity presented to make an
academié contribution to knowledge, there was from the outset a need to
serve two masters.— the academic community and the client. This is

becoming an increasingly common situation.

The client company had just embarked on a major expansion programme on
its petro-chemicals complex involving a capital expenditure of £110
miilién over three years. "This'was expected to involve having on site
contractors with a peak total coﬁstruction labour force of over th?ee
thousand men. It was on this construction activity that the project

was to focus.

The general experience from this site in the past and from other large
industrial construction sites in the UK was of a high incidence of

industrial unrest leading to delays in completion. The client had

implemented - and indeed anticipated - most of the recommendations

in the 1970 NEDO Report "Large Industrial Construction Sites". Never-
theless they were aware that there were still considerable differences
between the behaviour of contractors' employees and that of their own
established production and maintenance labour force. The client
wanted some systematic research into the industrial relations system

of contractors on this large industrial site as an aid to formulating




policies and procedures to "improve" contractors' industrial relations.
As part of this they wanted to know, in the words of one of their
p Y ’

senior construction managers, "What makes construction employees tick?".

At the same time I wished to design and then collect data for a parallel
academic study. The goals that evolved here were two-fold. 1In the
setting of a large site the study aimed to investigate the inter-
relationships between certain attitudes and biographical characteristics
of the actors, the workplace enviromment, behaviours related to conflict
and outcomes in the form of union involvement in aspects of rule making.
Broader than this the case study sought to examine the application of

a modified rules approach to workplace industrial relations.

The difficulties of simultaneously trying to serve two masters soon
became apparent. Too close c0joperation with the client led to the
risk of a particular bias in the research design and suspicion from
unions and contractors which would act against the accurate collection
of sensitive data. Too great an independence from the client led to
the risk of an easy rejection of the research findings due to a lack

of involvement in and commitment to the study.

On the evidence of this thesis there is no easy middle course. The
independence established in this investigation was at the cost of any
real change in client attitudes as a result of the study, while client
pressure for early substantial fieldwork and actionable stape papers

led to some weaknesses in the research design. However, the confidence,
knowledge and credibility with practitioners built through this study
could permit, in some future investigation, a greater degree of
cqnstructive client involvement. This could have benefits in both the

academic and practical spheres.



I would like to express my gratitude to‘John Gill for his support

and encouragement over the six year duration of this work. Thanks

are also due to many others wﬁo ﬁave given’help in various ways. In
particular I wish to acknowledgevtﬁe assistance of Dan Gowler who acted
as my éxternal supervisor;-Pﬁil Rowe of Shell, john Graham who was the
site convenor, my collgagues Ted Evans and Ray Loveridge of Aston

University, and Jackie Hanson who typed the thesis so proficiently.

Roger Lumley
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INTRODUCTION

This thesis "A Study of Industrial Relations on a Largé Industrial
Construction Site'" has three principal aims. One is to make a
theoretical contribution to an understanding of a modifiéd rules
approach to workpléce industrial relations. The second is to make a
specific substantive contribution to an understanding of industrial
relations in the fieldwork setting of a large industrial construction
site, and to examine wider applications of these findings. The third -
remembering the origins of the study in a client funded project intended
to solve practical problems - is to briefly examine the practicability
of simultaneously satisfying the needs of the client company and the
academic community. These purposes are pursued through the medium of

a cass study on a single large industrial construction site, and the

opportunities and limitations of this approach are discussed.

The layout of the thesis is as follows. In Chapter 1 the utility of
casé study investigations in industrial relations is discussed and a
general model of workplace industrial relations based on a modified
rules approach to the subject is derived. The reasons for the choice
of a large industrial construction site as a fieldwork setting, the
general charactéristics of such sites and thé principal characteristics
of thé sité studiéd - ihe Mérseysidé largé site - aré présented in

" Chapter 2. In Chaptér 3 the général model is appliéd to thé fiéldwork
sétting and, following a review of the rélevant 1itérature, hypotheses
aré préséntéd concerning two interrelatéd aspécts of job regulation of

particular importance on large sites. These are industrial conflict,
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and union involvement in the making of rules concerning labour
recruitment/selection, utilisation and termination. The methodology
of the study, including its overall conduct and the methods of data

collection, preparation and analysis are discussed in Chapter 4.

Thé findings from thé casé study on thé Merséysidé largé sité are

then presented. Chapter 5 presents descriptive findings on the
employment experience, promotion experience and trade union activity
experience of contractors' operatives, shop stewards, supervisors and
managers. Chapter 6 pfesents their attitudes to work, to their current
employer, to the supervisory role, to activity in the union, to union
involvement in aspects of rule making, to conflict and to client
influence. In Chapter 7 the structural characteristics of the firms

on the site are described, and the amount and form of conflict and of
union involvement in aspé;ts of rule making existing in them is
examined. The results of the hypothesis testing are presented in
Chapter 8 along with the typal analyses of individuals and firms. These

findings on factors affecting conflict and the amount of union involve-

ment in rule making are then discussed.

The final chapter of the thesis—Chapter 9-reviews, discusses and draws
conclusions on the contributions of the study in the three areas outlined
at the start of this Introduction. In so doing the utility of a single

case study approach is examined and areas for further research are

identified.



CHAPTER 1

A STUDY OF INDUSTRIAL RELATIONS AT .WORKPLACE LEVEL

INTRODUCTION

This chaptér bégins Qith an argument for the nééd in industrial
relations to link empirical enquiry with theory building and indicates
thé utility of inténsivé casé study invéstigations in thié purpose;

It continues with a discussion of approaches to the study of industrial
rélations and argues the strengith of a modified rules approach in

giving the subjéct both focus and breadth. A general model cf workplace
industrial rélations based on this approach is then derived.

-

THE UTILITY OF CASE STUDY INVESTIGATIONS IN INDUSTRIAL RELATIONS

In industrial rélations research there has probably been an over-
concentration on fact finding and description. The achievements in the
aréa of building theory have, it has been argued, been fairly meagre

| (e.g. Bain and Clegg, 1974, pp.97-103; Hartmann, 1973, p.1). Even
where general models of industrial relations have been put forward,

for éxamplé by Dunlop (1970) and Réeves (1967), these do not seem to
havé givén risé diréctly,to réséarch hypothesés which have béen tésted

(Parkér and Scott, 1971, p.216).

If research is to be additive, and if we are to be able to understand,
explain and predict phenomena, then there is a.need to .link empirical

enquiry and theory building. As Bain and Clegg stress, "for the most
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part, research should be undertaken not simply because it will increase
'thé stock of knowledge about a given phenomenon but because it is
relevant to the development and testing of theory" (1974, p.108; see

also Singh, 1976, p.69).

Description is the first step but except in.aréas whéré véry littlé

is known is rarely sufficient. In such areas exploratory studies can be
of interest in themselves and are a necessary preliminary for méaningful
hypothesis testing (De Groot, 1969, pp.298-309). Thus in their
exploratory study of the link between trade unions aﬁd their workplacé
organisations, Boraston et al (1975) did not start with a clear set of
hypotheses to be tested, but waited for ideas to develop out of their
case studies. The wider goal must be, however, like Chandler's in her
study of contracting out construction work, to attempt "to move away
from the traditional 'hoé.and what' aspects of analysis - identification,
description, and classification of problems, attributes, and variables -
to the 'when and why' aspects, which involve prediction and the testing
of theories, relationships, function and models" (1964, p.5). The
difficulty of this_task should not be underestimated. Attempts to con-
struct industrial relations models which meet such criteria have, on
their authors' own admissions, fallen short of the ideal (e.g. Blain

and Gennard, 1970, p.406; Blain, 1972, pp.327-8).

The starting point which is oftén put forward as most fruitful for

theory building in industrial rélations is to concentrate on simple
models which aré specific énough to be testéd émpirically (Heneman, 1969,

bp.10-24; Laffer, 1974, p.70; Bain and Clegg, 1974, p.105; Shimmin

and Singh, 1973, p.42). More specifically, Parkér and Scott argué that

for the development of industrial relations theory through empirical



enquiry it is necessary, in the face of limited resources, to focus on
a particular level - in their case the workplace - and to limit the

scopé of the enquiry by subject matter (1971, pp.214-9).

In methodological terms a broad distinction can bé drawn bétwéén a
broader survey type of investigation and a moré inténsivé casé study
type of investigation. The latter is characterised by a larger number
of variables but a smaller sample. While recognising, like Parker (1973,
pp.25-6), that the two methods are compleméntary, the case study approach
does have a special attraction for theor& building in industrial
relations. Twenty years ago Chalmers et al favoured such an approach
since "at this stage in the development of general union-management
théories, the greater contribution could be made by explorations in the
interrelatedness among variables" (1953b, p.536). Comparative intensive
case studies were, for thensame'réasons, favoured by Liverpool University

Social Science Department (Scott et al, 1963, pp.4-5). More recenfly

Boraston et al (1975) have illustrated the utility of the case study

method.

An extreme form of the case study method is to concentrate the available
resources on the examination of cases within a common environment or
even on.a single case. Thus it has been noted that "Flanders' 'The
Fawléy Productivity Agreements' (1964) showed that a single case study
in which there is timé to formulate and chéck hypotheses, and to
reformulate and récheck thém, can imménsely énrich thé unaerstanding

éf industrial relations" (Bain and Clegg, 1974, p.102). Other writers
have also noted thé utility of a longer time diménsion in studies (e.g.

Somers, 1969, p.4; Shimmin and Singh, 1973, p.41).
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The special values of a single case study approach, both in tésting

and synthesising éxisting théoriés and in dévéloping modifiéd or novél
théoriés, aré two-fold. First, and this is particularly important where
the total résources to be devoted to a study aré fairly small, it pérmits
a widér range of aspects of the situation to be studied. Sécondly, it
ensures that a vast range of environméntal variables are held constant.
This helps in the examination of relationships between the variables

which are of primary interest in any particular investigation.

The limitations of this approach muét also be noted. Any case will
coﬁtain elements of uniqueness as well as elements of uniformity (cf.
Derber et al, 1960, pp.2-3). The extent to which any findings can be
géneralised spacially or temporally needs to be carefully considered.
However, the empirical testing in a different environment of relation-
ships found from a single case study may give clues to the influences

of changed variables and so enhance the development of theory.

A MODIFIED RULES APPROACH TO INDUSTRIAL RELATIONS

The debate over the breadth and focus of the subject area of industrial
relations is reflected in the plethora of definitions. (To give just a
few examples: Bain and Clegg, 1974, p.95; Barbash, 1964, p.66; Behrend,
1963, pp.383-4; Cox, 1971, pp.l141-2; Craig, 1973, p-1l; Derber, 1969,
p.177; Eldridge, 1968, p.ll; Flanders, 1970, p.86; Gill, 1969, p.266;
Héneman, 1969, p.4; Hyman, 1975, p.12; Laffer, 1974, pp.72-3;
ﬁargérison, 1969, p.274; Shimmin and Singh, 1973, p.37; Somers, 1969,
p.44.) Sincé, as Bain and Clegg note, "A definition cannot by its'véry

nature b. 'right' or 'wrong'. It can only be more or less useful for




purposes of analysis" (1974, p.96), it is to these purposes of analysis

that we must turn.

The main stream approach to industrial rélations in this country and

in the USA is thé rulés approach, and this had traditionally béén
associated with an open systems analysis of industrial rélations. Thé
term rules, it should be noted, is generally used as a generic
description for various instruments of regulation including, among
others, legislation, collective agreements, managerial decisions, and
social conventions (e.g. Flanders, 1970, p.86). Dunlop, the main
proponent of this approach, has claimed that "The central task of a
theory of industrial relations is to explain why particular rules are
established in particular industriai relations systems and how and why
they change in response to changes affec£ing the system" (Dunlop, 1970,
ppwviitix). His formulation of an industrial relations system as a
sub-system of the total social system, withworkers and their organis-—
ations, managers and their organisations and government agencies inter-
acting in an environment comprising technological, market and power
contexts to create a complex of rules to govern workplace and work
community, with the system being bound together by a common ideology,
is well known (Dunlop, 1870, p.viii). Dunlop stesses the applicability
of the concept at different levels, for example, a nation or a work-

place (1970, p.386).

The application of this approach both by Dunlop and by followers such as
Munson (1963) has, however, often seemed to emphasise the output of the
system ~ the web of rules - at the expense of the rule making process.

Flander's, in stressing that "Personal, or in the language of sociology



'unstructured', relationships have théir importance for managémént

and workérs, but théy 1ié outsidé thé scopé of a systém of industrial
relations" (1970, p.86), may similarly.bé intérprétéd as giving little
emphasis to an understanding of thé motivés of thé,actors and to thé

processes of rule making and administration.

A fundamental criticism of the rules approach which haé been put forward
is that it narrows the scope of industrial relations to the regulation
of conflict. Such critics feel that the approach implies that systems
are naturally stable and integrative and that it therefcre precludes
an adequate treatment of the nature and development of conflict. They
see this struggle for contrcl over work relations as central to the
study of the subject (e.g. Margerison, 1969, pp.273-4; Hyman, 1975,
p.12; Eldridge, 1968, pp.1l and 22; Fatchett and Whittingham, 1976,
pp.51-3; Hartmann, 1973, p.6; Allen, 1971).

However, an overemphasis on conflict may in itself be restrictive.
Indeéd, in developing the rule approach, Dunlop has argued that
"Industrial strife is a surface symptom of more fundamental character-

istics of rule making and administration'" (1970, p.380).

An approach to industrial relations which, it is claimed, provides an
intégrating theme since it can accommodate both conflict and consensus,
is the bargaining exchange approach. Actor relations are viewed as an
exchange conditioned ty rélativé bargaining pover, with rewards and
costs involved in thé exchange (e.g. Somers, 1969; Laffer, 1974).
However, this approach, liké the conflict approach, fails to give
industrial rélations the distinct and uniqué focus wﬁich the rules

approach offers and such a focus is helpful for theory building (cf. Bain



and Clegg, 1974, p.97). A similar criticism czm be raised against the
approach of Heneman (1969, pp.15-16) who views the central task of
industrial relations as to explain optimisable objectives such as job

satisfaction or productivity.

It may, - therefore, be fruitful to ekaminé modifications and dévélopments
of the rules approach and to assume not "that any short-comings in the
work of Flanders and Dunlop are inherent in the rules approach itself
+«+. (but rather that they reflect) ... its current stage of development"

(Gogdman et al, 1975, p.17).

Walker (1969) has attempted to counter shortcomings of earlier
applications of the rules approach through broadening the character-
istics of actors to include attitudes of individuals and leaders, and
inserting variables relating to the process of the interaction between
parties. His intention is to describe and explain not only the author-
ship of the rules but also what might be termed the spirit of rule
making. Similarly Blain and Gennard (1970) and Blain (1972) refine

the rules approach through the introduction of a process va?iable and
the related addition of a personality factor in a study of industrial
rélations in airlines. Craig (1973) makes a step towards operationality
in ordering variables into inputs - both "within puts" from the actors
in the system i.e. théir goals, values, powér; and "conditioning inputs"
from thé environmental sub-systems e.g. economic, political, social, -

conversion procedures and outputs, and by incorporating fecdback loops

‘into the industrial relations system and environmental sub-systems.

It is a synthesis of these developments which lead to the definition

of industrial relations as '"the study of all aspects of job regulation -

e LI U ——



the making and administering of the rules which régulaté émploymént
relationships - régardléss of whether these are seen as béing formal or
informal, structured or unstructured" (Bain and Clégg, 1974, p.95).
Industrial rélations is, theréforé, séen as including both structural

and béhavioural variables, both structured and unstructuréd rélationsﬁips,
both the institutions and rules of job regulation and thé procéss of job
regulation, both conflict resolution and conflict generation. This is a
very broad definition, and in interpreting it some restrictions might

usefully be considered.

One area is the question of which rules the subject of industrial
relations is concerned with. An important contribution to clarification
is made by Goodman et al (1975) and Wood et al (1975). These authors
argue that "an analytical distinction can be made between the system
which "produces" rules (i.e. tﬂe'industrial relations system) and the
system which is "governed" by such rules (i.e. the production sysfem)"
(Wood et al, 1975, P-295). This distinction leads to the identification
of two different types of rules. The rules regulating the rule making
process and hence governing action in the industrial relations system
comprise one set. The rules which result from this process are the
other set. These are outputs from the industrial relations system, not
components of it, and govern action in the production system. In
stressing that the core of study in industrial relations is the rule
making process itself, thése authors aré reflécting ché view of Cox that
""The content of the decisions themsélves are relévant to the study only
in so far as they throw light upon the power rélations amongst the actors

in an industrial relations system and upon how the system determines the

allocation of rewards" (1971, pp.141-2).

10



. Goodman et al (1975) and Wood et al (1975) characterisé the component
rulés of thé industrial rélations systém as procédural rulés and thé
output rulés as ésséntially substantivé rulés. Howévér, théy maké the
important additional point that "those (procédural rulés) which are
concerned with (non—creativé) administration of substantivé rulés may bé
seen along with the substantive rules as forming the output of the
industrial relations system" (Goodman et al, 1975, p.25). The non-
creative components of rule administration are seen, by the authors,

as enforcement and information. A third component - interpretation -
can, of course, involve rule making through amending or enlarging the

rules being interpreted.

A second, and linked, area of interpretation is the question of the
extent to which industrial relations is concerned to explain behaviour.
This becomes particularlyuimpoitant with the widened emphasis on informal
rules and unstructured relationships. Again Goodman et al (1975) and
Wood et al (1975) make a useful contribution in arguing that a focus on
rule making should not be at the expense of considering the link with
behaviour. The primary link which these authors identify is through
custom and practicé (C & P) rule making, since C & P rules are not
created within the rule making procedures of the industrial relations
system but arise without,-nécéssarily, any conscious decision or
intention from the interaction between workers and management. Thus,
"one might have to trace C & P rules from the production system to the
. norms which govern it, to thé processes by which norms are re-
institutionalised into rules" (Goodman et al, 1975, p.30). More
générally théy argue that "rulé—making action (i.e. those "aspects" of

behaviour directed towards rule-making), as opposed to the totality of

11



worker-management—-government interaction, is central to the concept

of thé industrial relations system'" (Wood et al, 1975, p.295).

There are several implications in this argument. One is that
individual behaviours, such as resignation, which although directed
to satisfying individual needs may stimulate employers to make certain

changes in rules, are of concern in the study of industrial relatioms.

A second implication is that since behaviour includes the threat or

use of sanctions, industrial relations can be taken to include the study
of the nature and development of conflict in as far as this impinges 6n
rule making and administration. A systems framework is well suited to
examining the type of conflict Barbash is describing when he talks

about industrial relations as '"'the management of conflict looking
towards agreement, where each party recognises the right of the other
parties to exist and the legitimacy of their claim to be heard" (1964,
p-78). Can it also deal with a situation of the type which Fox, in his
critique of pluralist ideology, puts forward as existing within the
radical frame of reference? Here the employee collectively "has
completely withdrawn legitimation from management ... (and) does not
offer that contribution which, along with the corresponding contribution
from management, creates the reciprocity of mutual survival" (Fox, 1974,

p.137; see also Fox, 1973, pp.205—31).

The answer to this question lies in a third implication. This is that
" attitudes should be studied to the extent that théy hélp in understanding
rule making behaviour. Indeéd, some writers usé thé term behaviour to
include both actions, i.e. overt behaviour, and thoughts and attitudes

i.e. covert behaviour (e.g. Reeves, 1967, p.148). A note of caution
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' must, howevér, be struck. There is not necessarily consistency between
verbalised attitudes and overt behaviours (cf. Deutscher, 1966). As
Lupton has noted of béhaviour, "many choices involve a clash between
attitudes stated with equal conviction" (1963, p.202; see also Rosen

and Rosen, 1955, p.8; Seidman et al, 1958, pp.281-2).

A link can usefully be made between the analysis of radical conflict

and the study of attitudes by considering an industrial relations system
only as a device for ordering data, and attributing no predictive value
to it (cf. Eldridge, 1968, pp.19 and 23; Gill, 1969, p.269). Behaviour
is seen not as a reflection of the characteristics of a system which is
external to the actors, but rather actors' definitions of reality and
their goals and expectations are adopted as an initial basis for the
explanation of their behaviour (Silverman, 1970, p.l127; Beynon and
Blackburn, 1972, p.3; Goldthorﬁe, 1966, p.240; Hyman, 1971, p.187;
Reeves, 1967, p.161). Such an action frame of reference is able to take
account of the internal dissention within parties (Hartmann, 1973,

pp-4-5).

Through the adoption of such a frame of reference, radical conflict is
not excluded from the rules approach to industrial relations. Like
TFatchett and Whittingham it is possible to conceive of rule making and
application as the central focus of analysis but to broaden the analysis
to "involve examination of the différing perceptions of the content of
rule méking, théreby noting différént attitudes to organizational 'aims'

and différing idéological frameworks" (1976, pp.59-60).
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It is an approach to industrial relations which takes as its starting
point the definition of the subject by Bain and Clegg (1974), but
incorporates the interpretations and restrictions noted above, which

will be adopted .in this study as a modified rules approach.

A GENERAL MODEL OF WORKPLACE INDUSTRIAL RELATIONS

To advance theory in workplace industrial relations through empirical
enquiry, there is a need for a model to define variables and indicate

the nature and direction of relationships. On a modified rules approach
to industrial relations, the overéll goal is to explain the process by
which the rules regulating employment relationships are made and changed,

and the content of

rt

he rules resulting from this process to the extent

that this illuminates power relations amongst the actors.

The range of variables which may be suspected of influencing these rules
concerning job regulation and the attitudes and behaviours related to
their méking and changing is vast. As Heneman notes, "The basic
problem may be traced to the complex nature of industrial relations with
an almost limitless ﬁumber of variables and interrelationships of
variables' (1969, p.4). Other writers have made a similar point (e.g.
Bain and Clegg, 1974, p.96; Kornhauser, 1954, p.63). Thus Kerr, for
example, has listed 67 important variablés for inclusion in industrial

relations case studiés (Chalmers et al, 1953b, p.532).

Faced with this situation, there is a need for parsimony in the selection
of variablés and relationships for inclusion in a model (cf. Shimmin and
Singh, 1973, p.38; Heneman, 1969, p.4; Bain and Clegg, 1974, p.106).
The suggestion that thé choice in any spécific study be madé "by

empirical investigation rather than by a priori reasoning" (Bain & Clegg,
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1974, p.96) must, even with the aid of unstructured pilot investigations,
remain an ideal rather than a practical possibility. Many arbitrary
decisions must be taken wﬁen attempting to extréct; with tﬁe smallest
distortion of peaning; elements from a reality in which everything

is interrelated with everything else (cf. Derber et al, 1960, p.18).

Thus it is fossible "to achieve, at Best, only a partial understanding
+++ (but) since selection is essential, this is inevitable'" (Scott et

al, 1963, p.10).

Walker makes a useful contribution in advancing the idea of strategic
facﬁors in industrial relations systems. These, in relation to a
particular industry, are "those factors which, when they vary
substantially, producgﬂsignificant éhanges in the industrial relations
pattern of the industry" (1969, p.20l). The problem in actually

identifying the strategic variables and critical relationships for a

particular workplace study still remains.

Several writers discuss the selection of potentially relevant variables
and order them in models (e.g. Reeves, 1967; Hameed, 1967; Topliss,
1970; Hartmann, 1973). Especially useful is a provisional general
model of workplace industrial relations put forward by Parker and

Scott (1971). This links five clusters of variables - quality of
industrial relatiéns, organisational/production variables, outside
influences, development of the industrial relations system, attitudes/
behaviours of the parties — with the first .cluster as the primary Eocus
of the model. Its utility is in indicating a range of variables and in

suggesting a large number of testable hypotheses.
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However, this model has shortcomings. The main ones aré its failurés

to give sufficient emphasis to fhe rules regulating eméloyment
relationships, to specifically focus on tﬁg rule making prdcess, or to
draw‘sufficient attention to the importancé of the perceptions of the
actors as a basis for the explanation of their behaviou;. On this last
point, as Behrend has remarked on the question of conflict, it is
"ﬁerceived interests rather than actual interests yhich determine
whether the parties adopt co-operative or antagonistic attitudes" (1963,
p.392). Since "the orientation which workers have to their employment
and the manner; thus, in thch they define their work situation can be
regarded as mediating between features of the work situation objectively
consideréd and the nature of workers' response" (Goldthorpe et al, 1968,
p-182; cf. Beynon énd Blackburn, 1972, p.4; Cotgrove and Vamplew, 1572,
p.183), it is necessary to consider a range of biographical character-
istics of individuals influencing'their attitudes to work. On such an
approach personality is not specifically considered, but is reflected

in attitudes and behaviours related to job regulation (cf. Derber et al,

1960, pp.200-201).

Considerations such as these lead, on a modified rules approach to
industrial relations, to the general model of workplace industrial
relations presented in Figure I. This indicates the categories of

variables to be considered and the principal interrelationships.
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Figure I : A General Model of Workplace Industrial Relations
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In this model, the workplace environment relevant to job regulation
contains a multitude of factors related to the technical, economic,
social and political context. A useful elaboration of such variables
is given by Dunlop (1970). The workplace environment acts through its
influence on the structural characteristics of the labour force and on

their employment situation.

Attitudes of actors includes institutional goals and opinions of trade
unions and employing organisations as well as the attitudes of individuals

related to rule making and administration in the workplace. However,
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explanations of the origins of the goals of institutioms external to
the workplace lies outside the scope of the model. The behaviours of
actors related to job regulation include collective industrial actionm,
sanctions imposed by individuals, behaviouf in tﬁe work situation
leading to the establishment of custom and practice, and rule inter-
fretation behaviour leading to rule makiﬁg. The backgroundsvof
individuals influencing their attitudes Qre treated in the biographical
characteristics cluster. This includes variables such as age and

employment experience.

A further factor necessary for an understanding of workplace industrial
relatioﬁs is the historical development of the workplace since, as

Hyman has noted, "Traditional attitudes often prove stubbornly
persistent even when their original objective foundation has 1ong since
crumbled" (1971, p.188; " see also Munson,‘1963, p.227; Dunlop, 1970,
p.388). Other writers have drawn attention to persistent myths and‘to
stereotyping (e.g. Sykes, 1965b, pp.326-36; Liverpool University, 1954,
pp.90-1; Howells and Brosman, 1972). 1In the model in Figure I the
influence of such historical developments is reflected in the attitudes

of the actors.

The model in Figure I emphasises that it is a.multiplicity of

determining conditions which together make the occurrence of a certain
event probable. This points to the need for some multi-variate analysis
which can take account of the fact that the interaction between variables
may differ depending on the occurrence of other variables (cf. Dubin,
1960, p.503). In this context, typologies may be suggestive with

regard to relationships between variables.

18



CHAPTER 2

THE SETTING FOR THE CASE STUDY : A LARGE INDUSTRIAL

" CONSTRUCTION SITE

INTRODUCTION

This chaptér begins by outiining reasons for the choice of a large
industrial construction site as a fieldwork setting for the case study.
It continues with a déscription of the general structural‘characteristics
of 1argé sites and the behaviours experienced on them. Finally, the
principal characteristics of the particular site chosen - the Merseyside
large sité - are described.

REASONS FOR THE CHOICE OF A LARGE INDUSTRIAL SITE AS A
FIELDWORK SETTING

The fieldwork setting chosen for this workplace level case study in
industrial relations was a large industrial construction site. Although
a contract research opportunity coupled with this researchér's training
and interést in construction first focussed attention on the setting,

it is a particularly potentially fruitful one for a single case study

type of investigation for two main reasons.

One reason is that although large industrial construction sites have an
economic importance disproportionate to the manpower they employ - in that
they produce installations for the kéy énérgy industriés, and major

capital plant for the chémicals and férrous and non—férrous métal
industries - there has been véry little study of industrial relations

on them.
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At a national level the major report in the area is that of a working
party formed by the NEDC (NEDO, 1970a; see also NEDO, 1976). In
addition symposia and seminars at UMIST have discussed the same aréa
(Wearne, 1970 and 1972). At site 1evé1, there have been a few reports
of expériences on particular_projects (e.g. CIR No. 29, 1972; Berry,
1963; Gray and Abrams, 1954). However, all these studies are
essentially practitioner descriptions, with little analysis or attempt
to link findings with any body of theory. The need for a much greater
undérstanding of the specific situations arising in thé setting of

particular sites has been made (Thurley, 1972, p.464).

Thus large industrial sites are an area where there is a real need for
systematic descriptive and analytical material on the complexity of the
situation on a particular site. This will be of interest both in itself’

and as a necessary basis for building theory.

The second reason for favouring this research setting is that it lends
itself particularly well to comparisons between sub-groups operating

in an environment which in many respects is common. A single large
site will contain a large number of separate contracting firms. These,
in turn, can be gféuped into a smaller number of categories each
containing firms specialising in similar aspects of the total
construction process. Thus there is likely to be rich diversity within

a single common external environment.

GENERAL CHARACTERISTICS OF LARGE INDUSTRIAL CONSTRUCTION SITES

Large industrial construction sites have been defined as multi-million
pound projects, with a peak labour force of a few thousand employees

and a time duration of several years, constructing mainly large plant
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for the process and power industries. The work is predominantly
méchanical and electrical construction, but also involves civil
engineering and building. Only about 18 per cent of total installéd
cost is attributable to site labour (NEDO, 1970a, pp.8-12, 69). Such
sites have been viewed as an evolving third branch of the construction
industry, with characteristics distinguishing them from building and

from civil engineering (Wearne, 1972, p.l).

In manpower terms, large industrial consFruction sites are a fairly
minor part of the total construction industry. Precise statistics are
difficult. There is the lack of a clear definition of what comprises
a large site, the fact that single contracting firms may employ men
across a whole range of types of sites, and the question of the
distinction between new work and maintenance. Added to this are

fluctuations over time in the amount of construction in progress.

NEDO has estimated that approximately 40,000 men were, on average,
employed in mechanical and electrical construction on large industrial
sites.in the late 1960s and early 1970s (1970a, p.8; 1972). To this
number can be added an estimated 4,000 scaffolders, thermal insulation
enginéers, painters and plumbers (1970a, p.74). No figures are
available for the number of general civil engineering and building
workers employed on large sites, but if all types of construction had
équal per capita labour costs, the figure might be estimated at around
7,500 (1970a, p.69). This figure for building and civil engineering
workers sets a lower limit, and the figure might better be guessed as
up to 15,000 men. Thus the avérage total labour force employed on
large industrial sites in this period is unlikély to have éxceeded

60,000 men.
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Such a figure can be compared with a total of around 1,250,000 manual
’employéés in the construction industry as a wholé in this périod

(D E Gazette, August 1973, pp.739-49; Marsh and McCarthy, 1968,
pPp-49-50) . This figure includes the 200,000 building and civil
engineering operatives employed by local authorities, but excludes an
estimated 200,000 men working under labour only subcontracting (Phelps-—

Brown Report, 1968, pp.l4, 21, 159-60; PI1B No.92, 1968, pp.7-8).

The labour force on large industrial construction sites is exclusively
male and predominantly skilled. In the dominant mechanical and electrical
construction areas, 70 per cent are craftsmen and only 10 per cent
unskilled. The principal occupations are rigger—erectors (19 per cent),
pipefitters (17 per cent), welders (15 per cent), electricians (15 per
cent), and millwrights (11 per cent) (NEDO, 1570a, pp.67 and 74). This
contrasts with only 10 per cent of craftsmen in civil engineering as a
whole, and 50 per cent in building (P1B No. 91, 1968, p.5; P1B No. 92,

1968, pp.7-8).

The principal structural characteristics of large industrial construction
sites which are likely to be of some relevance from an industrial

relations viewpoint are, briefly, as follows.

Théré aré a numbér of different contracting firms in various forms of
contractual rélationships with éach othér and with tﬁé cliént.
Additionally thé cliént may émploy an éstablishéd labour forcé on tﬁé
Samé geographical sité. Thé contracting firms wilil differ from éach
oﬁﬁér in sizé; composition of labour force in terms of skill lévels,
occupations, géographical origins; employment policies; characteristics
of their manageménts and supérvision, and thé 1iké. They may also differ

in their terms and conditions of employment and in their collective



bargaining procedures. On this factor public sector clients havé been
characterised by the absence of a site agréémént togethér with a véry
large number of contractors, while private séctor oils and chemiecals
clients have been characterised by a site agreémént and a smaller
number of contractors. The occupational divérsity of the overall

labour force leads to a number of different unions organizing on site.

"From the very nature of construction, a site is only temporary. However,
some sites, particularly in petro-chemicals, may have a duration of a
decade or mor~, although thé duration of contracts for individual firms
will probably be less than the total duration of the site. At site and
at company level the size and skill composition of the labour force
will vary over time, while for some individuals there will be unstable

and témporary employment.

Indeed, at the time of the sﬁu&y, unemployment in the construction
industry as a whole was about three times as great as in all industries
and Servicés (D E Gazette, July 1971, p.633§ July 1972, p.641; July
1973, p.673; August 1973, pp.739-49; August 1974, p.713), while twice
as many men in the conmstruction industry had been with their current
employer less than one year (D E Gazette, April 1972, pp.347-51; July
1973, p.654). 1In nationally operating civil engineering firms, only
between 20-30 per cent of employees were regarded as permanent members
of their labour force (Phelps—-Brown Report, 1968, pp.60-1). Nevertheless
the situation is far from uniform and "many construction workers enjoy
in practice as much security of employment with their firms as many

workers in other industries" (Phelps—Brown Report, 1968, p.81).

With specific reference to large sites it has been estimated that in
1970, 12 per cent of men were unemployed at any one time, and that only
37 per cent of craftsmen - and for major oil and chemical contractors
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half this figure - were regarded as permanent employees (NEDO, 1970a,
pp.54—5; 76) . Labour turnover averages around 120 per cent per annum,
and for major oil and chemical contractors can be almost 200 per cent

(NEDO, 1970a, pp.81-2; see also CIR No. 29, 1972, p.56).

On any single project a typical approximate overlapping technical cycle
of first civil engineering work, then mechanical work, then instrument
and electrical work and finally thermal iﬁsulation work and painting,
can be traced. Within each broad stage there will be fluctuations in
demand for skills with, for example, the greatest demand for rigger-

erectors at the start of the mechanical phase.

Construction work takes place predominantly out of doors. It is
therefore subject to the vagaries of the weather. Working conditions
may bé hazardous or unpleasant. At the same time the work is generally
not machine paced and aliows"é fair amount of freedom of physical
movément. The labour force is likely to be predominantly young (e.g.
P1B No. 91, 1968, p.5; PIB No. 92, 1968, p.39; PIB No. 120, 1969,

p.4).

There is fairly widespread movement between the roles of operative,

shop steward, supervisor and manager. Several writers have noted that
the existence of promotion channels from operative rank through
supérvision to managerial posts is a characteristic of construction and
perhaps particularly of engineering construction (e.g. Hilton, 1968, p.xi;
NEDO, July 1971, p.52). A consequence of the insecurity of employment

is the often temporary occupancy of a supervisory post (e.g. Myers, 1946,
p.3; Dunlop, 1961, p.262; PIB No.91, 1968, p.17; Seidman et al, 1958,
p-49). As a counter to the abové it should be notéd that oné survey in
the building industry found that the amount of up-and-down grading was

no greater than in other industries (Thomas, 1968, p.37).
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Three principal industrial relations consequences have generally been
associated with large industrial construction sites. These are

concerned with earnings, with strikes, and with productivity.

Large industrial sites have been characterised by high levels of
earnings for operatives. This is often aided by overtime working
and by bonus schemes. NEDO has ﬁoted that the levels of weekly
earnings considerably exceed those for skilled engineering workers

elsewhere and for construction generally (1970a, pp.72-3).

On strikes, such statistics as are available suggest that large
industrial construction sites are highly strike prone. The DE, using
conservatively estimated figures, found that in 1968 only three |
industries lost more days per man employed, and that the strike loss

on large sites was over six times greater than the average for
construction gemerally (NEDO, i970a, p-107). Other large sites,
admittedly studied because of the problems on them, showed a very high
strike incidence (e.g. Berry, 1963, pp.68-9; CIR No. 29, 1972, pp-7-10) .
Strikes are only the tip of the iceberg, and the frequent use of
industrial action short of strikes, continuous bargaining pressure,
fréquent breaches of disputes procedures, frequent recourse to dismissal,
aﬁd thé typically rudimentary state of methods used to deal with
industrial relations problems have also been noted (e.g. NEDO, 1970a,
pp-39, 101-4; Wilson Report, 1969, p.23; Berry, 1963, pp.10, 31-3).
Similar behaviours have been observed on an Australian large site (Casey,
1973). Underlying these behaviours is an "endemic mistrust which prevails
on both sides" (NEDO, 1970a, p.33). However, the strike pattern is not
nécéss:rily uniform, and a much 1owér incidént rate of disputes among

civil engineering workers has been reported from several large sites

(e.g. Wilson Report, 1969, p.19; CIR No. 29, 1972, p.4). Overall
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engineering construction performance in the U.K. compares unfavourably

with that in the U.S.A. or Western Europe (NED0,1976).

There has been concern over delays in completion of 1argé construction
projects with all the losses that this entails (e.g. Wilson Report, 1969;
CIR No.29, 1972). Although labour disputes are a contributory factor
they are, in the opinion of many construction managers, only a minor
one. Ihe principal causes of delay are design changes and problems

with delivery of materials. Of those causes which might be attributed
to the workforce, the main one is unexpectedly low labour productivity
(NEDO, 1970a, pp.l12-14; Wilson Report, 1969, p.16). It has been argued
that only 32 per cent of clocked hours on large sites are spent in
effective work, although this figure does include losses due to
inclement weather (Wearne, 1970, p.11). Other surveys on large sites,
in electrical contracting, in civil engineering, and in building, echo
the concern over the small percentage of hours speﬁt in productivg work
(e.g. NEDO, 1970a, pp.14 and 42; P1B No. 120, 1969, p.28; P1B No. 91,

1968, pp.13-14; P1B No. 92, 1968, p.17).

PRINCIPAL CHARACTERISTICS OF THE MERSEYSIDE LARGE INDUSTRIAL
CONSTRUCTION SITE

The fieldwork for this study was carried out on a large petro-chemicals
construction project situated on the edge of an urban conurbation which
will bé referred to here as the Merseyside large site. The study
concentrated on the period mid 1971 to mid 1973. This period was

markéd at a national ievel by the passing and attempted implementation

of the Industrial Relations Act 1971, and by the Conservative Government's
incomés policy béginning in Novémbér 1972. At a local 1évél, unémploy—

ment among all construction trades in the Liverpool travel to work area
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rose from about 6,000 in Spring 1971 to over 8,500 in Spring 1972 and
thén déclinéd somewhat to about 7,500 in Spring 1973 (unpublished DE

statistics).

The Merseyside site has a long history. The pétro—chemicals compléx\
has beén in an almost continuous state of expansion and renéwal since
its éstablishment in 1922. At all times since 1951 some contractors
have been working'within the refinary boﬁndary. However, it is only
since the late 1960s that the construction labour force on site at any
one time has exceeded a few hundred men. A period of intensive
construction activity began in 1971 when a major expansion programme,
involving a capital expenditure of £110 million over three years, was

embarked upon.

During the period of the study, between 25 and 45 contracting firms
were on the site at any ;ne time. The peak total construction labour
forcé was 3,600 and the minimum was 2,000. Although the largest
contractor had a peak labour force on site of about 500, over 807 of
the firms had 75 or less manual employees with the smallest having a

peak labour force of 5 men. Only about 107 of the construction labour

force was living in lodgings.

On the same physical location the client company employed some 4,000
staff involved primarily in the operation and day-to-day maintenance
of the existing plant. Since 1969 all these employees had enjoyed
staff status as a result of a productivity agreement. There was
éxtrémely 1itt1é contact between the two groups of workers or their
stéwards, and comparisons of terms and conditions of émployment wére

viewed by both sides as largely irrelevant.
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The construction labour force was divided into five principal
bccupational groupings; thé méchanical, civil, thermal insulation,
éléctrical and scaffolding tradé groups. All sharéd a common féaturé
of 100 per cent union membership for both manual workérs and first line

SUpervisors.

The mechanical trade group was numerically the largest encompassing,
on average, some 45 per cent of the total construction labour force.
The numbér of firms varied between 9 and 13. The work involved the
site fabrication and eréction of heavy méchanical plant and the
associatéd pipework and supporting structures, and the installation
of mechanical instrumentation. About 83 per cent of the manual
workers in this trade group were skilled men, with pipefitters,

rigger—-erectors and welders as the dominant trades.

The terms and conditions of eﬁployment and associated negotiating and
disputes procedures in the mechanical trade group were defined in a
site agreement negotiated between a contractors' panel and a union
panél. The employers' side was an ad hoc grouping of representatives
from the major meqhanical contractors currently working on site. There
was no linking with any common employers' association. The union side
had five full-time officer members originally representing the five
unions which organised in the trade group, although subsequent union
mérgers meant that in some cases they represented only sections of
larger unions. They continued to be regarded, however, as separate
intérest groups and for this réason will be referred to by their
original abbréviations. The unions involved were the Amalgamated Union
of Enginééring Workérs - Constructional Séction (CEU), thé Amalgamated

Union of Engineering Workers - Engineering Section (AEU), the
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Amalgamated Society of Boilermakers, Shipwrights, Blacksmiths and
Structional Workers (BMS), the Eléctrical, Eléctronic, Telecommunication
and Plumbing Union - Plumbing Section (PTU), and the National Union of

Sheet Metal Workers, Coppersmiths, and Heating and Domestic Engineers

(H & D).

All firms in the mechanical trade group had the same formal rules
governing employment relationships. There was a forty hour, five day
working week, with overtime permitted only in exceptional circumstances
and with the permission of the client company. All craftsmen were paid
a common time rate and all mates a lower common time rate. In addition
theré was a standardized preductivity incentive scheme devised and
monitored by a firm of quantity surveyors who were paid by the client
company. The bonus payable under this scheme was calculated separately
by éach contractor on a company wide basis on site by comparing actual
manhours spent on jobs during each week with target manhours. Bonus
was expressed as an hourly rate. Thus each week the bonus rate was

common between craftsmen in one company, but differed between companies.

Thére was a mechanical site shop stewards' committee, made up of one
steward from each union in each firm in the trade group. This elected
a sub-committee, the "Super Six", with one steward from each of the
five unions plus a steward designated as site convenor. Neither this
sub-committee nor the convenor was formally recognised by the employer,

although the client, in particular, had informal contacts.

The civil engineering trade group was the second largest on site. It
encompassed, on average, about 30 per cent of the construction labour

force. The bulk of these men were employed by four firms, although
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additionally there were some transitory sub-contractors. The work
involved the construction of foundations and access roads, the
installation of cables, and the occasional building of framed structures.

About 85 per cént of the labour force was classifiéd as unskilled.

In the civil trade group, the industry wide provisions of the Civil
Engineering Construction Conciliation Board for Great Britain (CECCB)
defined basic terms and conditions of employment and negotiating and
dispute procedures. The signatory unions with members on site were the
Transport and General Workers' Union (TGWU) and the Union of

Construction, Allied Trades and Technicians (UCATT) . The latter organised
thé majority of craftsmen. The four major firms were all members of the

Federation of Civil Engineering Contractors.

Terms and conditions in the civil group were not entirely uniform between
firms. Three of them regular1§ worked overtime and one did not. One
firm concentrated its overtime working on a weekend, while the ofhers
extended the working day. One firm operated a crude measured
productivity incentive scheme while the other firms paid different
arbitrary spot bonuses. Earnings in the civil trade groups were, on
average, the lowest on site. Unlike in the mechanical trade group, the
stewards in the different civil firms did not meet regularly to

formulate common strategies.

The thermal insulation and the electrical trade groups were both about
the same size, each employing about 7 pér cent of the total construction
labour force. Considering first thermal insulation, there were through-—
out thé study four companies on site éngaged in thé work of lagging

pipes and vessels. Just over half the total number of employees were
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thermal insulation engineers (laggers), while the rémaindér wéré
divided fairly évenly between 1abourérs and sheét metal workers. The
latter workéd mainly indoors in small shops. Laggérs and labourérs
were organised by the National Union of General and Municipal Workers

(GMWU) , and the metal workers by the H & D.

Broadly, the thermal insulation trade group was subject to the Working
Rules of the National Joint Council for the Thermal Insulation Industry.
The union side of this is composed only of GMWU. The employers' side

is the Thermal Insulation Contractors' Association, of which all four
companies were members. However the basic pay rate and certain other
conditions were varied from the national agreement to bring them in line
with the mechanical site agreement. In addition a standardised audited
incentivé bonus scheme, parallel to the one in the mechanical trade
group, was operated on a company wide basis. The level of bonus earnings
in the thermal insulation trade group was generally lower than the

average for the mechanical trade group.

When construction was at its peak in late 1972, the thermal insulation
stewards elected their own senior steward who liaised with the "Super
Six". Like his mechanical counterpart, the laggers' convenor was not

formally recognised by management.

The électrical trade grouﬁ was made uplOf between five and six electrical
contracting firms. Tﬁe smallest of these employed only two men for
séveral months of the research period. The work of the trade group
ranged from the connection of heavy powér cables to the installation of
éléctronic monitoring and control equipment. Their non-supervisory
1abour‘forcés wéré composed almost éxclusivély of skilled electrical

fitters and apprentices, and these were members of the electrical
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section of the Electrical, Electronic, Telecommunication.and Plumbing

Union (ETU).

The group was subject to the National Working Rulés and Industrial
Determinations of the Joint Industry Board for thé Electrical Contracting
Industry (JIB). This is a joint body established by the ETU and the
Electrical Contractors' Association. It sets a standard and not a basic
pay rate. However, from April 1972 a special dispensation was obtained
from the JIB, in the wake of its experiences on the Alcan site, to allow
the électrical firms on the Merseyside large site to operate an audited,
company wide bonus scheme like those in the mechanical and thermal
insulation trade groups. With the introduction of this scheme, the long
overtime hours which had been a characteristic of the electrical trade
group were almost totally eliminated. In late 1972, in a move parallel
to that in the thermal insulation trade group, the electrical stewards
elected a senior steward to help co-ordinate activities between firms

and liaise with other trade groups.

The smallest of the five occupational groupings was the scaffolding
trade group. This accounted for only about 4 per cent of the total
construction 1aboquforcé. There were two specialist scaffolding
contractors on site throughout the study, with a third on site for
part of the time. Scaffo;ding both for new construction and for
maintenancé was érectéd. The labour force was made up in the ratio of

one mate to every two or three scaffolders.

All the scaffolders and mates were members of the TGWU. This contrasts
with a CEU preponderance in organising this occupation on large sites
and in " he North West. The basic terms and conditions and collective

bargaining procedures for the trade group were the National Working Rules
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agreed by the National Joint Council for the Building Industry (NJCBI).
Howévér a spécial sité supplémént was paid above thé basic raté, and
additionally each firm opérated their own forms of gang bonus schémés.
Thése paid a set numbér of hours for éach spécifiéd job regardléss of
the actual time spent in carrying out the work. It was these schemés
which led to earnings in the trade group being generally the highest on
site. As in the civil trade group, there was little contact between

the stewards in the different firms.

The client company on the Merseyside large site had, in addition to
deciding the whole structure of the site and selecting individual
contractors, some direct involvement in the construction process. First,
the client provided and was responsible for many of the basic facilities
on site including toilets, canteens, some mess huts and a medical
service. Facilities were generglly good by the standards of the industry.
Secondly, the client employed technical staff to monitor the speed and
quality of construction and a small number of industrial relations staff
to provide an advisory service to contractors' managers. In dealing with
thé contractors, penalty clauses for late completion - which were seldom
implemented because of the difficulty in legally apportioning the blame

for delay - and the more real sanction of non-selection for future work

were available to the client.

Although at the start of the research no precise data was available, two
partiéular broad patterns of behaviour were especially apparent on the
_Mérseyside large site. One area was that of overt industrial conflict.
Certain firms séemed to have a véry high number of fairly short stoppages
of work, usually in bréach of grievancé procéduré, intermingléd with

other forms of industrial action. This was concentrated particularly
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among some firms in the mechanical and scaffolding tradé groups, while
the civil trade group was noticéably free of such action. A particularly
notorious incident which had taken place in thé méchanical tradé group

in the late 1960s will serve as an éxamplé. In this a 'cat. crackér'
revamp, originally scheduled to last four months, was finally compléted
on the third attempt almost three years after beginning the work. The
main contractor on the project twice sacked its entire labour force,

and was eventually removed by the client and replaced by a number of

small contractors.

The second and related area was that of pressure for, and to varying
extents the achievement of, union influence over recruitment/selection
in particular but alsg over manning levels and other areas of managerial
relations. This was concentrated in the mechanical trade group and in
one firm in the scaffolding trade group. Such arrangements were part

of custom and practice (C & P) and were not incorporated in formal
agreements (cf. Brown, 1972, pp.43, 48; Brown, 1973, pp.84, 102;

Flanders, 1970, pp.202-3; Clegg, 1972, pp.249-50).
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CHAPTER 3

THE FOCUS OF THE CASE STUDY

INTRODUCTION

In this chapter, the general model of workplace industrial relations

is applied to the fieldwork setting of the Merseyside large site. The
two areas to be investigated in the case study - conflict and union
involvement in the making of rules concerning labour recruitment/
selection, utilisation and termination - are identified and the methods
of analysis to be utilised are outlined. There then follows,
separately for each area, a review of the relevant literature and a

-

presentation of hypotheses for testing.

AREAS TO BE INVESTIGATED

On a modified rules approach to industrial relations the overall goal
is to explain the process by which the rules regulating employment
relationships are made and changed, and the content of the rules which
result from this process to the extent that this‘throws light upon the
power relations amongst the actors. In applying this approach to the
fieldwork setting of the Merseyside large industrial conmstruction site,

the opportunities and limitations of a single case study need to be

considered.
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Such a study may most usefully focus on 'internal' job regulation
(Flanders, 1970, p.90) i.e. on rule making and administration taking
place within the workplace. Aspects of job regulation taking place
outside the workplace, such as the negotiation of four of the formal
collective agreements operating on the Merseyside site, can best be
treated as part of the environment influencing internal job regulation.
A single case study provides an opportunity to examine a complex of
interactions within a framework in which a large range of environmental
influences are held constant but cén, nevertheless, be specified. As
the general model of workplace industrial relations (Figure 1 in
Chapter 1) illuctrates, there is an opportunity to investigate the
influences of actors' backgrounds and perceptions of those aspects of
their current workplace environment (including rules) which vary between
sub-groups on site on their attitudes related to job regulation. The
facilitating or constraining influences of this workplace environment
on the translation of attitudes into behaviours and on the rules

resulting can also be examined.

Initial contact with the Merseyside site, coupled with an examination of
the literature on large industrial sites in particular and construction
sites in general, indicated the following two interrelated aspects of

job regulation as being of particular interest and importance.

First, in the making, administering and changing of rules, the frequent
use of strikes — often in breach of procedure - and of other forms of
collective industrial action such as working to maximum safety and
recruitment embargoes has been noted in Chapter 2. Such group behaviour
has been termed organized conflict, and it cannot meaningfully be

examined in isolation from alternative individual behaviours which have
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been termed unorganized conflict (Scott et al, 1963, pp.39-51).
Measures of the latter include voluntary labour turnover, voluntary
absenteeism, accident frequency and productivity (Kornhauser et al,
1954, p.l4; Knowles, 1952, pp.225-6; Fox, 1971, p.81). High levels
of unorganized conflict also characterise large industrial sites.

This study will, therefore, inveétigate the effects of factors which
vary between firms on the Merseyside large site on the amount and form
of conflict exhibited in these firms. For organized conflict the
focus for explanation will, of coufse, be on industrial action
originating in a single firm rather than on site wide action or action

common to a whole trade group.

Secondly, in the content of the rules regulating employment relation-
ships which are made on site, the following areas are of particular
interest. There is, in ;;nstrﬁction, particular emphasis on rules in
the labour recruitment/selection and termination areas because of the
temporary nature of sites and resultant insecurity of employment (e.g-
Dunlop, 1970, pp.201-8; Dunlop, 1961, pp.258-62; Haber and Levinson,
1956, pp.157 £f; Liverpool University, 1954, p-115). 1Indeed in the
construction industry in the USA, recruitment rules have often been
formalised through union hiring halls, although employers have usually
been allowed a high degree of freedom over layoffs (Ross, 1972, pp.
366-79; Myers, 1946, pp.127-8; Haber and Levinson, 1956, p.186). Rules
in these areas characterise parts of the Merseyside large site as do
rules in a further area. These are over aspects of managerial relationms
such as levels of manning and working in inclement weather. The study

will, therefore, examine the content of rules in these areas and

investigate the effects of factors which vary between firms on the
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Merseyside large site on the amount of unien involvement in their
making and administration. It will also examine the link between the
amount of union involvement in these rules, and manifestations of

conflict.

Three methods of analysis will be utilised in investigating these aspects
of job regulation. One is the statistical testing of hypothesised
bivariate relationships. For individuals this will involve an
examination of links between, on the one hand, their biographical
characteristics and perceptions of workplace environment and rules and,
on the other hand, their attitudes. For firms, it will involve an
examination of links between, on the cne hand, their structural and
attitudinal characteristics and rules and, on the other, the amount

and form of conflict; and also between conflict and amount of union

involvement in rule making.

The second method is a typal analysis. For individuals this will
involve the identification, within roles, of those who share a range
of common attitudes, together with the biographical characteristics
and aspects of their current employment situation which distinguish
the types. For firms it will involve the identification, within trade
groups, of types sharing a range of common amounts of conflict and
union involvement in rule making, together with the structural and

attitudinal characteristics distinguishing them.

. The third method, which is a support to the others, is description and
qualitative investigation. This will be of particular value in
interpreting findings from the bivariate and typal analyses, since it
is specific combinations of variables which result in particular

behaviours and outcomes.
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CONFLICT

Review of the literature

The aim in this study is to explain the effect of factors which vary
between firms on the Merseyside large site on the amount and form of
conflict exhibited. Several writers stress the complex causes of
conflict in general and of strikes in particular. Knowles, for
example, identifies three levels of causation of strikes - immediate,
conditioning, underlying (1960, pp.309-12; see also Lockwood, 1955,
p.337; Wellisz, 1953, p.346). Rees notes that some grievances are
at least semi-durable and are only brought to the fore when conditions
are conducive to success (1954, p.220). The situation is further
complicated through the realisation that the parties involved may see
different reasons for a strike and these may vary over time (Gouldner,

1954, pp.53-5, 59-60). It is within such a framework that the review

of the literature must take place.

One factor which distinguishes between firms is the number of employees
which they have on the Merseyside site. In general, smaller firms and
plants have often been shown as associated with less strikes, absenteeism,
accidents and labour turnover (Cleland, 1955, pp.53-63; Blauner, 1964,
p.54; Eisele, 1970; Indik, 1963, pp.371-3; Ingham, 1967, pp.239-41;
Porter et al, 1975, pp.250-2; Silver, 1973, p.78; Liddell, 1954, p.80).
Explanatory intervening variables such as fuactional specialisation,
bureaucratisation, and self-selection by individuals have been put
forward (Talacchi, 1960; Indik, 1963 and 1965; George et al, 1977;
Turner et al, 1977; Ingham, 1967 and 1970). On industrial sites, the
predominantly temporary employment situation is likely to mean that

self-selection of a particular size of firm because it is seen as
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providing a conducive work environment is likely to be of less

importance than the other intervening variables.

A further way in which the size of a firm may be related to levels

of conflict - and particularly organized conflict - is through the

union strategy of "key bargaining'". Concentration of union resources

on a single firm in order to try to win concessions which can then be
carried over into other firms has been observed on large sites (e.g.
Berry, 1963, p.11). It might be expected that the more important firms,
as measured primarily by their size, would be most subject to this
pressure, and that key bargains would lead to more conflict than
satellite bargains (Kerr and Siegal, 1954, pp.201-2; Siedman, 1965, p.5;
Eldridge, 1968, p.51). Nevertheless, the causes of conflict are complex,
and the lack of connection between size of firm and level of labour

disputes has been reported from one large site (Berry, 1963, p.23).

The security of employment which a firm offers may be related to its
number of employees. As a generalization, smaller companies in
construction are likely to experience greater labour stability (NEDO,
1970a, p.77; Phelps Brown Report Research Supplement, 1968, p.35).
However, since the employment policies and product market situations
of firms differ, the security of employment offered or perceived as
being offered by a firm may more usefully be treated as a separate

aspect of the workplace environment relevant to job regulation.

- Insecure employment situations have often been seen as having
detrimental consequences for productivity, safety and quality of work
since '"Casual employment promotes a casual response from employees"

(NEDO, 1970a, p.55; see also Phelps Brown Report, 1968, p.86, NEDO,

1976, p.19). 1In the shipbuilding industry, insecurity of employment
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has been put forward as a factor leading to low commitment by employees
to any particular firm and, therefore, as encouraging a high strike
frequency (Brown and Brannen, 1970, p.205; Camercn, 1964, pp.6-7).
From large sites there is evidence that the greater the proporfion

of "permanent" employees in a contractor's labour force the less the
number of disputes (Berry, 1963, pp.23-4; NEDO, 1970a, p.55). Of
course, this might just reflect generally more sophisticated personnel

policies of firms with fewer casual employees.

Insecurity of employment, through increasing the proportion of issues
which are "perishable", may also be a general factor encouraging the
use of unconstitutional strikes. In the absence of a status quo
agreement such issues are lost by default unless immediate industrial
action is taken (Eldridge, 1968, p.70; Hyman, 1972b, p.18). Once a
tradition of rigorous militancy had been built up in a few firms on a
site, then it tends to spill over and influence behaviour in other
firms on the site (Wearne, 1970, p.17; CIR No. 29, 1972, pp.7-10;

Brown et al, 1972, p.27).

Related to the security of employment which firms offer is the length
of time they are on a site. There is evidence from large sites that
disputes and other manifestations of conflict are most pronounced at

the start of a job and in its closing stages (Wilson Report, 1969, p.26;
Berry, 1963, p.30). This reflects the practice of many firms to hire a
new labour force at the start of a contract, with a resultant learning
period for both managers and workers, while impending redundancy at the

end of the job creates little incentive for co-operative behaviour.

41



Another aspect of the workplace environment which varies between firms
on the Merseyside large site, and which influences the amount and form
of conflict, is the technological characteristics of the work situation.
At a macro level this influences the bargaining power of groups on site
through determining their position in the technical cycle. For example,
civil engineering work comes at the start of projects before vast
capital sums have been expended. At an intra-organizationsl level,
technology influences the skill and occupational mix of the labour
force and organizational structures and social systems. The pattern

of organization, however, really needs to be considered as a separate
variable cince variations are possible within the overall limits on

the division of labour set by technology (Eldridge, 1968, p.45).

There is evidence that tephnological and related organizational
characteristics of firms influence the quality of pressure exerted by
interest groups (e.g. Sayles, 1958, p.11-39, 68-93). In particular

they affect the likelihood of the growth of fractional bargaining, i.e.
informal bargaining between work groups and local management using
sanctions as complementary to the use of procedure (Kuhn, 1961, pp.78-9,
144-8, 167-9; see also McCarthy and Parker, 1968, p.19). Additionally,
payment by results schemes typically create opportunities for fractional
bargaining and contribute to strike propensity (Clegg, 1972, pp-322-6) .
Further factors such as the mix of geographical origins, length of
service distribution and density of unionisation of a lebour force,

also act to unify or divide it and so influence responses to situations
which are perceived as unsatisfactory (Brown and Brannen, 1970, pp.202-5;
Brown <t al, 1972, pp.19-23, 32-3; Poole, 1976; Kerr and Siegal, 1954,

pp.191-5, 203). Less cohesive and lower status groups have been shown
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as generally unable to express any dissatisfaction through effective
organized conflict and thereby to improve their position. Thus Scott
et al identify an inverse relationship between morale and amount of
unorganized conflict but find no firm connection between morale and
amount of organized conflict (1963, pp-187-9). Labour market and
product market factors also influence the bargaining power of groups
and through this the ways in which conflict is manifested. An
important aspect of the labour market which varies between firms on
the Merseyside large site is the amount of union control over labour
recruitment/selection and termination. The link between rules in
these areas and conflict will be discussed in the next section of
this chapter. An important aspect of the product market is the urgency
of the client's need for the completed plant. There is evidence that
a publicized urgent need for cpmpletion may increase the strike
frequency rate and the amount of unconstitutional industrial action

(Berry, 1963, pp.12-14).

Actors' perceptions and interpretations of their workplace environment
provide the basis for understanding their behaviour. Thus in the area
of security of empioyment, survey evidence from large sites and from
the building industry on the importance which workers attribute to

it is inconclusive (NEDC, 1969, p.ll; Thomas, 1968, pp-44-5). The
traditional navvie has been seen as having a dominant value of
indepéndence and therefore as evading situations through individual
mobility rather than staying to fight on issues (Sykes, 196%9a, pp.21-35;
Sykes, 1969b, pp.166-71; Davis, 1948, p.57). The typical absence of
sustained work group pressure and of restrictive labour practices in

building and civil engineering‘has been noted (Marsh and McCarthy,
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1968, pp.68-9; Hilton, 1968, p.182; TUC; 1969, p.48; Phelps Brown
Report, 1968, pp.71, 86; PIB No. 91, 1968, pp.10, 38). On the large
sites, however, the more typical response to insecurity may be an
exaggerated sense of solidarity or loyalty to fellow workers as is

found in other casual employment situations (Fox, 1966; p.28; Mellish,

1972, p.59; Sykes, 1969b, pp.168-71).

In considering the link between the attitudes of the actors and the
amount of organized conflict in firms, the roles of the various actors

needs to be understood.

On the management side, the senior line manager in each firm is likely

to be of dominant importance. It is his decisions in response to
technical and eccnomic problems and to employee actions which can
contribute to the creation*of industrial relations problems and to

their solution. However, first line supervisors, although they generalily
have a limited formal role in employment matters related to the manual
labour force may, through inept behaviour, exacerbate existing problems

or create new ones (e.g. Befry, 1963, p.48).

On the union side, fhe key role is that played by the shop stewards.
Privileged access to management and control over information channels
does allow them to exert a fair amount of influence over the opinions
of the rank and file membegs (cf. Sykes, 1964; Lipset et al, 1956,
p.413). This influenceris likely to be enhanced where there is a
fluctuating labour force (Cameron Report, 1967, p-4). Nevertheless, as
elected officers requiring the support of the rank and file to remain
in post, there is little scope for stewards to impose their will on a

large proportion of unwilling members (McCarthy, 1966, p.72; McCarthy
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and Parker, 1968, pp.29, 57-8; Pedler, 1973, pp.52, 56; Parker, 1974,

"as 'shock absorbers' of the

p.53). The predominant role of stewards
industrial relations machinery" (Clack, 1967, p.91) has been noted.
(See also Parker, 1974, pp.54, 94, A34; Poole, 1974, p.61; McCarthy

and Parker, 1968, p.56.)

The attitudes of both shop stewérds and managers are important in
understanding fractional bargaining and unconstitutional industrial
action. Stewards are more likely to engage in such behaviour when they
believe it is likely to be effective in securing concessions (CIR No.29,
1972, p.27; Mills, 1971; Hyman, 1972a, p.50), or where they consider
management 1s being unfair or view the general industrial relations
system as unfair and its rules as iilegitimate (McCarthy, 1966, pp.24-5;
Goodman and Whittingham, 1969, pp.176, 186; Parker, 1974, pp.68-9; Pedier,
1973, pp.51-2; Fox, 1974, p.23; Hyman, 1972b, p.38; TUC, 1969, p.44).
Distrust on some large sites, including allegations that managements
deliberately provoke strikes in order to serve their own ends, has been
reported (e.g. Cameron Report, 1967, pp.19, 51). Managers are likely to
encourage such behaviours through a preference to deal with stewards
rather than union full-time officials and a willingness to grant ad hoc
concessions (Workplace Industrial Relations, 1968, pp.3, 86; Parker,
1974, pp.14-15, 61, A30; Goodman and Whittingham, 1969, pp.190-1; Marsh

et al, 1971, p.99; Brown, 1972, pp.52, 58-9; Hyman, 1972a, p.63).

There is some evidence in the literature on the influence of biographical
characteristics of actors on attitudes related to conflict and behaviours

in this area.
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One biographical factor is skill level. It has, for example, been said
of apprenticeship that besides trainiﬁg in skills it "also leads to a
cleaf social definition of group membership and a homogeneous group
compogition" (Brown and Brannen, 1970, pp.199-200). There is a general
finding that employees in higher skill level jobs exhibit lower labour
turnover and absenteeism than those in lower skill jobs (Baldamus, 1961,

p.22; Ingham, 1970, p.21).

Another characteristic is age. There is some general connection between
age and attitudes and behaviours (e.g. Beynon and Blackburn,1972, pp.
24-5) ., Older employees tend to exhibit lower voluntary labour turnover
and voluntary absenteeism than younger employees {Scott et al, 1963,
pp-100, 128-9; McCarthy and Parker, 1968, p.26; Parker, 1974, p.100;
Phelps Brown Report, 1968, p.70; Shimmin, 1962, pp.124-5; DE Gazette,

»

April 1972, p.351).

A third biographical characteristic is experience of holding other roles.
The fairly widespread movement, in construction, of men between the roles
of operative, shop steward, supervisor and manager has been noted in
Chapter 2. At a general level it hasbeen claimed that a clear promotion
path from operative to manager leads to greater common understanding
(e.g. Brown and Brannen, 1970, pp.206-7; Liverpool University, 1954,
pp.89-90). TFor the construction industry in the USA, Strauss asserts
that the small social gap between managers, supervisors and operatives
means that "they see problems from the same point of.view" (1958, p.69;
gee also Strand, 1959, p.63). This is an oversimplification. Turnstall,
for example, has described how trawler skippers maintain their working

class life style but tend to cut. ties with deckhands (1962, pp.210-11).
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Three principal sets of explanatory variables may be relevant in
seeking to explain any differences in attitudes and behaviours between
those who have experienced role mobility and»those who have not, and
the link with conflict. One is in the area of communication. For
example, managers who have been promoted from the shop floor might be
expected to be familiar with the dominant speech mode of shop stewards
which is likely to be a restricted as coptrasted with an elaborated
speech code (Poole, 1974, p.76; see also Bernstein, 1962 and 1964).
This may avoid misinterpretation of stewards' remarks "as a hostile

or agzressive (rude) response' (Bernstein, 1958, p.170). In general,
experience of role mobility could lead tc a rcduction in communication

problems.

The second is in the area of understanding and knowledge. Appreciation
of the culture of the shop floor and the importance of custom and
practice might be expected among managers promoted from operative level

(cf. Hagen, 1965, p.346).

However, communication skills and understanding of shop floor culture
are neither the exclusive nor the inevitable preserve of managers
promoted from the manual worker rank. Indeed in considering the third
set of variables - relating to socialization and to self-consistency -
it may well be that those who asbire to or experience role mobility are
not typical of their group of origin. To seek promotion, for example,
is to emphasise individual as opposed to collective means of achieving
desired goals (cf. Goldthorpe and Lockwood, 1963, pp.l46-7; Bain et al,

1973, pp.110-19).
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There is self-selection and only certain types of people are willing

to take supervisory or union posts. Those who aspire towards a certain
role tend to adopt attitudes similar to occupants of that role. This
is anticipatory socialization (Selznick and Vollmer, 1962, p.l105;
Tunstall, 1962, pp.126, 181-3; Seidman et al, 1958, p.258). Once in
the new post, role adaptation takes place. One mechanism is a process
of socialization leading to conformity to.a changed reference group
(cf. Hyman, 1971, p.198; Allen, 1954, pp.192-5; Eldridge, 1968,
pp.73-4). The other mechanism involves a self-consistency principle.
If the role change involves changes in behaviour then, in accordance
with the theory of cognitive dissonance, originally held attitudes which
are inconsistent with the new behaviour are likely to change to conform

to the new situation (Festinger, 1957).

Thus there is evidence that trade union officials who become personnel
officers are more loyal to management's interests than career personnel
specialists (Anthony and Crichton, 1969, p.239). Lieberman (1956), in
describing a "natural experiment', reports that the attitudes of
operatives towards management became markedly more favourable when they
were promoted to foremen, and reverted on demotion. The link between
favourability to the union and obtaining and relinquishing shop stewards'
posts was weaker but still noticeable. However, when a role change does
not involve behaviour which is inconsistent with a previously held
attitude then there is less tendency for that attitude to change. For
example on judgements of the "merited prestige' of various occupations,
Turner concludes that "mobile individuals tend to deviate from the
attitudes typical of their (present) occupational class in the direction

of conformity to attitudes of their class origin" (1958, p.313).
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The attitudes which are particularly important to an understanding of
the amount and form of conflict exhibited are those towards the fairness
of the existing general industrial relations system and related to

this towards the fairness of their current employer. The broad contrast
is between a pluralistic and a radical frame of reference (Fox, 1966,
pp.3-4; Fox, 1973, pp.192-231). On the latter frame the rules of the
industrial relations system are viewed as illegitimate and there is

"an ideological motivation that precludes resolution (of conflict)

short of capitulation" (Barbash, 1964, p.70).

Presentation of hypotheses

The review of the literature coupled with pilot interviews on site
suggests that the following factors which vary between firms on the
Merseyside large site may explain differences in the amount and form

of conflict exhibited in these firms.

Size of Firm and Conflict

Hl.1 Firms with a higher average number of manual employees
are likely to experience proportionally higher levels
of both organized and unorganized conflict than other
firms.

Age of manual employees and Conflict

Hl1.2 Firms with a higher median age of manual employees are
likely to experience lower voluntary labour turnover and
voluntary absenteeism, and a higher accident frequency

than other firms.
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Cohesion of labour force and Conflict

The ability of employees in a firm to react collectively rather

than individually to situations which they regard as unsatisfactory

depends on their degree of cohesion.

H1.3

Firms in which the manual labour force contains a lower
proportion of skilled employees, or is less occcupationally
uniform, or is less homogeﬂeous in terms of geographical
origins, are likely to experience higher levels cof
ﬁnorganized conflict and lower levels of organized

conflict than other firms.

Security of employment and Coniiict

Hl.4

Firms which have been a shorter time on site, or in which
the manager has been a shorter time in post, or whiéh
have a shorter median length of service for manual
employees, or in which the manual employees or
supervisors perceive their security of employment to be
low, are likely to experience higher levels of both

organized and unorganized conflict than other firms.

Fairness and Conflict

On the manual employee side, shop stewards are the key initiators

of industrial action, and it is their perceptions of fairness which

may provide a reason for industrial action.

H1.5

Firms in which the shop stewards have less favourable
opinions on the fairness of their firm to its manual
employees or who view the existing general industrial
relations system as unfair are more likely to

experiencé higher levels of organized conflict than other

firms.
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Flexibility of management and Conflict

.A more flexible attitude by management -to the use of disputes
procedure may encourage fractional bargaining and channel any
discontent which exists into organized rather than unorganized
conflict.

H1.6 TFirms in which the manager feels there are circumstances
in which manual employees are justified in taking direct
industrial action in breach of grievance procedure are
likely to experience lower levels of unorganized conflict

and higher levels of organized conflict than ether firms.

Influences on attitudes to unconstituticnal industrial action

Shop stewards are likely to favour the use of unconstitutional
industrial action when they see it as effective, and managersA
are more likely to condone its uée when they trust the stewards
in their firm.
H1.7 Shop stewards who have taken direct industrial action
in breach of grievance procedure are more likely to
feel that it is justified to break procedure than are

other stewards.

H1.8 Managers who have a favourable opinion of the shop
stewards in their firm are more likely to feel there
are circumstances in which manual employees are justified

in taking direct industrial action in breach of procedure.

Influences on attitudes to current firm

H1.9 Manual employees and supervisors who have shorter lengths
of service with their current employer or who perceive

their security of employment to be low are likely to have
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less favourable opinions on the fairness of their
current firm to its manual employees than are other

manual employees and supervisors.

H1.10 Older manual employees are likely to have more
favourable opinions on the fairness of their current

firm than are other manual employees.

H1.11 Manual employees who view the existing general
industrial relations system as unfair are likely to
have less favourable opinions on the fairness of their

current firm than are other manual employees.

Influences on attitudes to general industrial relations system

Current and past experience of security of employment is one factor
likely to influence attitudes in this area. A second relevant
factor is ambitions for or experience of other roles. This is
likely both to be influenced by and to influence attitudes to the
fairness of the general industrial relations system. Manual
workers with promotion ambitions are likely to differ in attitudes
from those without such ambitions. There is self-selection and
those who aspire to or achieve role change are likely to hold
attitudes intermediate between those typically held by non-mobile
members of their original role and of the role aspired to or
achieved. Demotion is usually involuntary and experience of it

is likely to influence attitudes to the fairness of the general

industrial relations system.

52



H1.12

H1.13

H1.14

H1.15

Manual employees and supervisors who percéive their
current security of employment to be low, or who have
experienced a greater amount of unemployment, are more
likely to view the existing general industrial
relations system as unfair than are other manual

employees and supervisors.

Operatives and shop stewards with ambitions to
become supervisors are more likely to view the
existing general industrial relations system as fair

than are other operatives or shop stewards.

Supervisors and managers who have been shop stewards
are less likely to view the existing industrial
relations system as fair than are other supervisors

and managers.

Operatives and shop stewards who have been supervisors
are more likely to view the existing industrial
relations system as unfair than are current super-—

visors.

Influences on attitudes to supervision

H1.16

Supervisors who have shorter lengths of service, or

who perceive their security of employment to be low, or
who have less favourable opinions on the work
performance of the manual employees, are likely to be
less satisfied with their management's handling of its

manual employees than are other supervisors.
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Hl1.17 Supervisors who perceive their security of employment
to be low are likely to place more emphasis on their
popularity with the manual employees than are other

supervisors.

H1.18 Managers who are more satisfied with the productivity
of their manual émployees, or who are in firms in
which the majority of supervisors are transferred
onto site, or in which supervisors perceive their
security of employment to be high, are likely to bé
more satisfied with the loyalty and effectiveness of

their supervisors than are other managers.

UNION INVOLVEMENT IN RULE MAKING

Review of the literature

The aim is to explain the effects of factors which vary between firms

on the Merseyside large site on the amount of union involvement in the
making and administering of rules in the labour recruitment/selection,

. utilisation and termination areas; and the link with conflict. The
actual amount of union involvement in any firm is likely to depend on

two main interrelated factors. These are the amount of union involvement
favoured by the various pérties.and their relative abilities to achieve
their goals (cf. Poole, 1975, p.37). Thus Derber et al have identified
four clusters of variables relating the extent of union influence to

the satisfaction of the parties (1957, p.68; see also 1960, pp-25-9;

1965, p.29).
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There is the following evidence, relevant to the aims of this study,

on the favoured amount of union involvement. Demands for participation
in decision making are usually greater among skilled than among
unskilled workers, and greater among shop stewards than rank and file

members (Clarke et al, 1972, p.18; McCarthy and Parker, 1968, p.83;

Goodmsn and Whittingham, 1969, p.194; Parker, 1974, pp.27-8; Goldthorpe

et al, 1968, p.109). An important explanatory factor here is the link

between an extension of union involvement and an increase in strategic

bargaining power, and it is on these grounds that managements may resist

it (Marsh and McCarthy, 1968, p.4; Flanders, 1970, pp.112, 203; Haber

and Levinson, 1956, p.156).

Perceptions of fairness influence the favoured amount of union
involvement. On the fairness of their current firm, employees may
favour increased union involvement in order to ensure their fair
treatment, while managements may argue that this is unnecessary and
resist it on grounds of efficiency (Lupton, 1963, p.39; Beynon, 1973,
p-129; Flanders, 1970, p.233; Eldridge, 1968, pp.207-11). On the
fairness of the general industriél relations system, management may
claim legitimacy_fof the exercise of what theycall their prerogative
on the grounds that only they can represent and co-ordinate the
interests of the total enterprise (Chamberlain, 1963, p.189; Perline,
1971, p.46; Prasow and Peters, 1967, pp.5, 12; Bergen, 1940, p.275).
This legitimacy is challenged by those who argue that the interest of

. the present ruling group are themselves merely a partial interest

(Dahrendorf, 1959, pp.252-3; Fox, 1973, pp.206-11; Fox, 1974, p.l1l43).
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There may be a link between ambitions for or experience of other roles
énd favoured amount of union involvement. As discussed in the review
of the literature on conflict, self-selection and role adaptation will
play a part. Those who aspire to or have experienced role change are
likely to differ from other members of their current role. However,
since role change between a steward's post and a supervisory or
managerial post is likely to call for different behaviours in the area
of union involvement, the current roie wili dominate attitudes in

comparison with members of those roles aspired to or previously occupied.

There may be limits to the amount of involvement in rule making and
administration favoured by unions and work groups. While an extension
may be viewed as the best way of protecting members' interests (TUC,
1973; Chandler, 1964, pp.278-9; McCarthy and Ellis, 1973, p.4;
Chamberlain, 1948, pp.89-9§), if'may involve a loss of independence
and an involvement in decisions which are against the interests of. ;
some of their members (Flanders, 1964, p.235; Clegg, 1960; Strauss,

1956, pp.533-4; Chalmers et al, 1954b, p.137).

The favoured amount of union involvement is likely to be influenced by

R

erceptions of the actual extent of union involvement existing in an
P g ¥

situation since this will affect expectations (cf. Poole, 1975, pp.90-2).

L T

Management in particular tend to adapt to greater union involvement, so
that the mutual satisfaction of the parties is often higher in

situations of greater union involvement than in ones of lower involvement
kChalmers et al, 1954b, pp.197-203, 319-25; Derber et al, 1961, pp.

89-92, 100).
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The second main factor influencing the actual amount of union involve-
ment in any firm is the relative abilities of the parties to achieve
their goals in this area. Relevant factors have been discusséd in the
review of the literature on conflict. They include the cohesion of

the labour force and the technological and organizational character-—
istics of the work situation. Industrial action is often used as a
means for establishing and consolidating union involvement (e.g. Goodman
and Whittingham, 1969, pp.171, 210). As Hyman has remarked of the
engineering industry, "it is the readiness of union members to take
action (in breach of procedure) in each situation which sets the

practical limits of managerial prerogatives'" (1972a, p.84).

Once a higher degree of union involvement has been established, it
might in some circumstances be conducive to a decrease in both
organized and unorganized'confiict (e.g. McCarthy and Ellis, 1973,
Chap. 6). Dubin (1973) has put forward a theory that the greater the
number of sources of attachment to work, i.e. the greater union
involvement, the less will be union militancy. However this may just

be a reflection of certain union or management ideologies rather than

an indication of a causal relationship.

Presentation of Hypotheses

The review of the literature coupled with pilot interviews on site
suggests that the following factors which vary between firms on the
Merseyside large site may be of help in understanding differences in
the amount of union involvement in the making and administering of
rules in the labour recruitment/selection, utilisation and termination

areas.
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Security of Employment and Favoured Amount of Union Involvement

H2.1 Manual employees who perceive their security of
femployment to be low, or who have shorter lengths of
~service, or who have experienced a greater amount of

unemployment are likely to favour a greater amount of

union involvement than other manual employees.

Fairness and Favoured Amount of Union Involvement

H2.2 Manual employees who have less favourable opinions on
the fairness of their firm or who view the existing
general industrial relations system as unfair are
likely to favour a greater amount of union involvement

than other manual employees.

Role Change and Favoured Amount of Union Involvement

The first three hypotheseé below are based on self-selection and

the last two on role adaption.

H2.3 Operatives with ambitions to become shop stewards or
who have been shop stewards are likely to favour a
greater amount of union involvement than other

‘operatives.

H2.4 Shop stewards with ambitions to become supervisors or
who have been supervisors are likely to favour a
lesser amount of union involvement than other shop

stewards.

H2.5 Supervisors and managers who have been shop stewards
are likely to favour a greater amount of union

- involvement than other supervisors and managers.
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H2.6 Supervisors and managers who have been shop stewards
are likely to favour a lesser amount of union

involvement than current shop stewards.

H2.7 Shop stewards who have been supervisors or with
ambitions to become supervisors are likely to favour
a greater amount of union involvement than current

supervisors.

Existing Amount of Union Involvement and Favoured Amount of
Union Involvement

H2.8 Operatives, shop stewards, supervisors and managers
in firms where the existing amount of union invoive-
ment is high are likely to favour a greater amount

of union involvement than employees in other firms.

Favoured Amount of Union Involvement, Conflict, and Achieved
Amount of Union Involvement

A wide gap in favoured amount of union involvement between manager
and shop steward in any firm is likely to be an additional cause
of conflict.

On the link between the actual amount of union involvement and
amount of conflict, the predominantly short term nature of employ-
ment in construction means that the emphasis is likely to be on
the establishment of union involvement through organized conflict.
Any feedback from a higher involvement situation to perceptions of

fairness and levels of conflict is unlikely to have becen reached.

H2.9 Firms in which the disparity between the amount of
union involvement favoured by the manager and the shop
steward is great are likely to experience higher levels

of organized or unorganized conflict than other firms.
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H2.10 Firms which experience higher levels of organized

conflict are likely to have a greater amount of union

jnvolvement than other firms.
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CHAPTER 4

METHODOLOGY

INTRODUCTION

This chapter begins by outlining the overall conduct of the study with
particular emphasis on the problems associated with trying at the

same time to solve a client's practical problems and make an academic
contribution to knowledge. The two main methods of data ccllection
are then described. For interviewing, there is a discussion on the
style adopted and the design of the sample. For records, the sources
of data and the definition and operationalization of measures are

discussed. .

The chapter concludes with a section on data preparation - including
the design of a coding frame - and data analysis using non-parametric

statistical tests and a simple scanning technique for typal analysis.

OVERALL CONDUCT OF THE STUDY

This thesis has its origins in a project initiated and finauncially
supported by the client company on the Merseyside large site. The
problem théy presented was not clearly defined, but’hinged around a
~wish for a better understanding of industrial relations among

contractors on their refinery site - and as part of this a better

understanding of the attitudes and behaviours of construction employees.

The hope was that such understanding would pfovide a basis for formul-

ating policies and procedures to "improve" contractors' industrial
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relations. At the same time the researcher wished to use the field-
work opportunity presented to make an academic contribution to
knowledge. Several writers have clearly discussed the difficulties

of this dual role (e.g. Rapoport, 1970; Foster, 1971; Gill, 1975).

Three main pressures arising out of this dual role were anticipatéd

in this study. One was the question of independence and confidentiality.
Meaningful data ccllection could only be achieved with the consent and
support of contractors' managements, their employees, and the trade
unions. This would require the giving and the acceptance of certain
guarantees of anonymity and in some cases confidentiality of data.
Furthermore there was the key question of the feedback of findings

and the use to which these would be put. It was felt to be necessary

that an agreement be made with the client and a guarantee offered to

. .

all other parties that the same.written reports of findings would be
given to all parties. Each would be free to make what use they wanted
of the data. In addition the client company, as sponsor of the research,
would receive recommendations intended to help it in pursuit of its

objectives.

A second and related area concerned the practicability of acting as a
change agent in this situation. Collaboration between researcher and
practitioner in defining the goals of a piece of research and in the
diagnosis and evaluation of the data is a help to action being taken on
the basis of the project (e.é. Havelock, 1969). 1In this study such
collaboration with the client-alone would be at the cost of loss of
neutrality, while collaboration also with contractors and unions, even

if permitted by the client, would seem to be impracticable in this high
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conflict and low trust situation. Furtherﬁore, the temporary nature

of construction, with the client thevonly permanent element on site,
adds gréatly to the problem of using a study like this as a méans fof
bringing about change. Additionally it'must be noted that practitioner
involvement in the research would‘appear to diminish the opportunity

for pursuing theoretical goals.

The third pressure was that of time. The client company was eager
that empirical findings be presented quickly. Additional preSsure was
in practice brought about by the client's curtailment of its eﬁpansion
programme resulting in an earlier than expected run-down in the
construction programme. This accentuated the practical problem of

" theoretical unde;standing developing during the course of empirical
investigation bqt it not being possible to alter research design in

mid-stream. .

At the start of the study, a problem was to gain £he trust of the
client sufficiently to permit independent access to the other parties
on site in order to establish contacts and get a feel of the situation.
Certainly a number of middle and senior managers in the clieﬁt company
doubted the wisdom of embarking on the project at all and feared that
it would in itself cause industrial relations problems. After several
weeks of fruitless discussion, it was deci&ed to precipitate the
situation by directly contacting contractors' senior managers on site

~and discussing the proposed project with them. Fortunately they were

Treasonably supportive. The positive feedback helped improve researcher—

 client relations, and after a further few weeks permission to contact
union officers and shop stewards was won. Also it was at this stage

that client agreement in principle on the feedback of findings to all
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parties, and an undertaking to 'encourage' contractors to release
men for interview during working hours and on full-pay and average

bonus, were secured.

In contacting the unions, the first step was to visit each local full-
time officer with members on site. An agreement in principle to
co-operate with the research was won. The next step was to win the
support of the site convenor and the 'super six'. Once this was
achieved, contact was made with the senior steward in each firm on
site, and the project discussed in detail. This completed the

successful negotiation of access.

As a preliminary to the design of the parallel academic and practical
studies, initial data on industrial relations on the site was
collected from three sources. One was a series of pilot interviews

with contractors' operatives, shop stewards, supervisors and managers.

A second was a series of interviews with client engineers and industrial

relations specialists. The third was a preliminary scan of client

records. This work on site was complemented by a literature search.

The freedom of action gained over this initial period of the project
served to establish the independence of the researcher in the eyes of
all parties. However, another result was that the client ascribed an
"expert'" role to the researcher, with a consequent withdrawal from any
close involvement in the conduct of the study other than to pressure

on its time scale.

Throughout the fieldwork period, which extended over eighteen months,
care was taken to maintain informal contacts with all parties. 1In

addition brief stage papers were prepared and distributed at regular
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intervals. Nevertheless the research was characterised by a lack

.of close involvement by any party on site in its direction and design.
As will be discussed in Chapter 9, this may be a factor iufluéncing
the extent of action resulting from the final report presented to zll

parties some two and a quarter years after the start of the project.

DATA COLLECTION

Interviews

Interviewing was chosen in preference to written questionnaires as the
method of collecting information on contractors' employees biographical
characteristics and attitudes to aspects of their work situation. There
are several reasons for this. Interviewing permits the use of follow-—
up points for clarification. It allows more 'sensitive' topics to be
broached. Through the use.of some open questions it can lead the
researcher into relevant areas which might otherwise be missed. It
ensures a higher response rate. It is more appropriate for a population
in which a minority are likely to experience difficulty in expressing
their views in writing. Above ‘all an interviewing programme allows

the researcher out onto jobs and into the mess huts and offices. Here
informal contacts and observation can add greatly to the richmess of

the data collected and allow -some check on possible disparities between

verbalized and actual behaviours.

The interviewing style adopted was an informal one Qith a willingness
to discuss the‘project and to give feedback, and this helped to build
a trusting atmosphere (cf. Burns and Stalker, 1966, pp.13-14). In
practicé this approach was found to be compatible with a stance of

independence and objectivity (contrast with Jaques, 1951, pp.13-16).
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However, care had to be taken to avoid being treated by interviewees
"as an emissary who would communicate their misgivings and problems

to the 'higher-ups'" (Beynon and Blackburn, 1972, p.56).

Interviews were conducted in private, with between half an hour and
one hour being spent with each individual. Interview schedules for
operatives, shop stewards, supervisors and managers are presented in
Appendix 1. The mére sensitive areas were raised later in the

interview by which time some rapport had usually been established.

In designing the interview sample, the first need was to define the
population from which the sample was to be drawn. The study was
restricted to those twenty six contracting companies which were on

the Mgrseyside large site at the commencement of the fieldwork period
and had a reasonable expectation of remaining on site for at least the
next six months. There w;re tén companies in the mechanical trade
group, four in the thermal insulation trade group, five in the
electrical trade group, four in the civil trade group and three in

the scaffolding trade group. The total population was defined as the
employees of these companies on site who were engaged in the carrying
out, supervision or direction of construction work. Thus clerical and

technical office staff, storemen, tea-boys, and full-time drivers were

excluded.

An upper limit to overall éample size of around 300 was set by the
time constraints on the project and the willingness of the contractors
to release men for interviewing. The aim in designing the sample was
to distribute the total number of interviews possible so as to best

satisfy two criteria. One was that the measures from the sample should
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be generalizable to the population within acceptable limits of
accuracy. The other was that there should be a sufficient number
of cases in each category of interest to permit the testing of
hypothesised relationships between variables. The solution arrived

at was necessarily something of a compromise.

The basic sub—groupings of the population are by role, i.e. operative,
shop steward, supervisor, manager; by firm, and by trade group. For
managers, the necessity to interview the senior manager in each firm
means in effect that the population is seen. In addition it seemed
desirable that the industrial relations officer be interviewed in

those two firms which employed one on site (cf. NEDO, 1970a, p.85). For
the tgsting of hypotheses 1.4, 1.6, and 2.9, management attitudes in

these two firms are taken as those of the senior manager.

®

For the other roles, the principle was adopted of choosing the sample
size so as to keep a constant standard error when generalising to the
population. (The formula used for standard error is that for a simple
random sample from a finite population presented in Appendix 3.) The
overall limitations on sample size meant that the smallest sub-groupings
of the total population which could be sampled were roles within trade
groups. A consequence of this is that insufficient operatives and
supervisors are sampled to allow meaningful generalisation of data to
the level of the firm. However, the relatively small population of

shop stewards necessitates a higher sampling ratid and permits meaningful
generalisation to the level of the firm. For testing hypotheses 1.5 and

2.9 the viewpoint of the senior steward in each firm is taken.
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In applying this sample design there were two practical difficulties.
One was that the sampling ratio derived for thermal insulaticn and
scaffolding operatives proved unacceptably high and had to be reduced
slightly. The other arose out of fluctuations in the size .of the
labour force. In originally designing the sample a rough working
figure of the projected population at the middle of the proposed
interviewing programme was used. The sample size calculated for each
sub-group was divided proportionally between firms on the basis of
projected population. In those firms where large fluctuations in the
labour force were projected, the drawing of the sample was delayed by

a month or two.

When drawing the sample in each firm, names of individuals were
selected using random number tables and the true population in each
sub—group at that date was also taken. The population to which the
findings are generalised is the sum of these separate populations of
each firm. As a practical point, a few extra names were chosen at the
same time to act as substitutes for possible refusals, absentees or

1

leavers.

The distribution of the sample actually interviewed, and the population

from which it was drawn, is shown in Table 4.1.

The interviewing programme‘spanned some five months. Interviews in
each firm were, as far as possible, spaced out over’this time period
in an attempt to even out short term fluctuations in opinions due to
specific incidents. During the whole interviewing programme there

were only two refusals.
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Table 4.1

Distribution of the Population and of the Interview Sample

A) Population

‘ oo . Role e
. Trade Group All
Operative |Shop Steward |Supervisor Manager |
Mechanical 858 31 97 12 998
Thermal Insulation 59 5 5 4 73
Electrical 100 4 “11 5 120
Civil 458 9 33 4 504
Scaffolding "~ 55 6. . 8 3 72
All 1530 55 154 28 1767
B) Sample
. . Role
Trade Group ' All
Operative |Shop Steward |Supervisor |Manager
Mechanical 50 22 35 12 119
Thermal Insulation 14 4 4 4 26
Electrical 28 4 9 5 46
Civil 43 9 17 4 73
Scaffolding 15 5 7 3 30
A1l 1 150 4t 72 28 294
Records

Contractors' records were used fér the collection ofbdata on the
structural characterisfics‘of firms - time on site, number of employees
‘.on site, age and length of service distribution of labour force, skill
composition of labour force and its occupational uniformity, geographical

origins of labour force - and on their behaviours on the measures of
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strikes, voluntary absenteeism and voluntary labour turnover. These
records were often not as comprehensive as might have been wished,
and in most cases information had to be laboriously extracted from

time books (cf. Phelps Brown Report, 1968, p.97).

Client records were a source for general historical information on the
site, for the various collective agreements operating on site, and for
measures of accidents. The records of the firm of quantity surveyors
employed by the client to administer the audited bonus schemes

provided useful data on the scheme themselves and on levels of bonus
earnings in each contracting firm. The regional office of the
Department of Employment were a source for data on the extent and
duration of unemployment among construction employees in the Merseyside
area. Further relevant background information on the organisation and
operation of trade unions with members on site was obtained from their

headquarters.

In operationalising measures of the structural characteristics of firms
and their manifestations of organized and unorganized conflict, the
question of time period has to be decided. The hypotheses presented

in Chapter 3 link these measures with data collected by interviewing
on attitudes and biographical characteristics of the various actors

and on the extent of union involvement existing in each firm. There
is, therefore, a need for the time periods to which data from the

various sources refers to be compatible.

The practical compromise adopted was to plan to take an average value
of structural characteristics of firms and measures of conflict for a

two year period ending three months after the termination of the
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interviewing programme. This was felt to be long enough to even out
minor fluctuations in the measures but short enough to be relevant to
attitudes reflecting the circumstances at the time of collection and

of the recent past.

The only structural characteristic of firms requiring any explanation
is occupational uniformity. The measure used was the proportion of
manual employees in the largest single skilled or semi-skilled

occupation in a firm.

Strikes are used as the measure of organized conflict, since they are
the most common form of ccllective industricl action and the most

easily quantified. A distinction was made between strikes originating
in a single firm and those that are trade group or site wide. Theée
were termed, respectively, domestic aﬁd non—-domestic strikes. Both
types were measured in terms of working days lost per thousand employees
annually and the number of separate (i.e. discontinuous) stoppages per

thousand employees annually.

The base labour force used in calculating strike duration and frequency
was the average number of manual employees engaged in site construction
work in each firm. In recording strikes no minimum cut off size in terms
of’number of employees involved, the length of the strike, or the number
of working days lost, was used. Token stoppages in protest at the
Industrial Relations Act 1971 were included in the measures of non-
domestic strikes. These criteria may be contrasted with those used

by the Department of Employment on large sites. By including all
employees, using the peak labour force, having minimum cut off points,
and considering only disputes concerned with terms and conditions of

employment, the Department underestimates strike activity.
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In the Merseyside study firms elec.l and scaff.l were only on site
for the last ten months of the research period. The calculated
annual strike measures for these firms therefore give greater
emphasis to their early experiences than is the case for other

contractors.

Four measures of unorganized conflict were adopted in the case study.
These were voluntary absenteeism, voluntary labour turnover,

productivity and accidents.

Voluntary absenteeism was defined as absence from work without a
'valid' reason such as sickness, accident, uoliday, strike, or any
situation in which the employer grants leave to the employee. The
distinction from involuntary absenteeism is theoretically important
but difficult to make in practice (cf; Ingham, 1970, p.20; Jones, 1971).
Problems such as psychosomatic illness and absence which even though
supported by doctors' certificates is not medically justified cloud
the picture. Rather than trying to distinguish between voluntary

and involuntary absenteeism some researchers have favoured the use of
an absence frequeﬁcy rate as a measure of unorganized conflict (e.g.
Scott et al, 1963, pp.46-9). However, this is less satisfactory and

in this study an attempt was made to identify voluntary absenteeism.

Voluntary absenteeism was expressed as an annual percentage of the

total potential number of working days by manual employees in each

firm. The minimum absence counted was half a day. The manual labour
force at the middle of each month was used as the basis for calculating
the potential number of working days. Weaknesses in contractors' records

meant that in eleven firms it was not possible to collect data covering
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the planned two year period. For five firms the period had to be
reduced to one year, for a further five it was restricted to the
five month span of the interviewing programme, and for firm elec.l it

was not possible to collect any absence data.

Voluntary labour turnover was defined as the situation when an employee
resigns from his employer. This excludes dismissal or redundancy.

The distinction between voluntary and involuntary labour turnover is
‘not always clear in practice and the two are related. Nevertheless

an attempt was made in the study to identify voluntary labour turnover
and express it as a percentage of the average ﬁanual labour force
leaving annually. Again shortcomings in contractors' records meant
that it was not possible in all cases to obtain measures ovér the
planned two year period. In five firms data was only available over

one year, and in one mechanical firm, one electrical firm and the

three scaffolding firms no figures at all were available.

Productivity and accidents are most meaningfully used as measures of
unorganized conflict in making comparisoné between firms engaged ih
similar kinds of work. Cross trade group comparisons are restricted
to the relative performance of firms compared to others witﬁin their
own ﬁrade group. In using productivity and accidents as measures of
conflict, it needs to be remembered that the technical characteristics
of particular jobs and managerial behaviours in aspects such as
production planning and safety precautions also influence the

performance of firms in these areas.
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'The best available measures of the relative productivity of firms
within each of the mechanical, thermal insulation and electrical
trade groups were the common trade group wide audited bonus séhemes.
No- suitable measures of the relapive productivities of firms within
the civil and scaffolding trade groups were available. Within each
of the first three trade groups, firms were ranked by their bonus
level at each of ten dates. These dates were spread over a two year
period for the first two traae groups, and over a fifteen month
period for the electrical trade group since its bonus scheme was only
introduced theﬁ. The median ranking of each firm wés then found and
used to place it in a high, medium or 16w productivity rating within

its trade group.

Records on the accident frequency rate in each firm, i.e. the number
of lost time accidents ﬁér million man hours worked, were available
from the client's safety officer. Firms were ranked within trade
groups and dichotomised into those coming above the.median and those

at or below the median.

DATA PREPARATION AND ANALYSIS

The first task in preparing the data for analysis was to standardise
measures of individuals' current lengths of service and ages and of
firms' lengths of time on site to a common date. This was chosen as

the mid point of the interviewing programme.

The next stage was the designing of a coding frame in order that the
mass of information collected by the semi-structured interviews might

be converted into a more readily usable form. Categories were devised
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to cover the main responses offered to each item on the interview
schedules with the aim of reflecting the richness of the raw data
while avoiding treating each individual's responses as unique. The
coding frame devised is presented in Appendix 2. It was used to

code each of the 294 completed interview records.

The coded data was then edited. Options which represented the view
of too few individuals within a role to be generalizable with
sufficient accuracy to the trade group population were, where it was
meaningful to do so, merged with other options on that item for that
role. The editing criteria used and method of application are
described in Appendix 3. Application of this resulted in the
removal of about one quarter of the options from the original coding

frame.

"

As a preliminary to testing the hypotheses presented in Chapter 3,
some items of the coded and edited interview data were grouped for
the coﬁstruction of indices. The selection of items for each of the
six indices, the scoring of options, and the choice of cut-off points

to dichotomise the measure on each index are detailed in Appendix 4.

The final data preparation task, also a necessary preliminary to
hypothesis testing, was the operationalisation of a measure of the
existing amount of union involvement in each firm. This is described

in Appendix 5.

Fairly simple methods of data analysis were adopted in testing
differences between samples on measures, in testing the hypothesised
bivariate relationships, and in identifying types of individuals

within roles and of firms within trade groups. This was because of
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of the wish to avoid the use of any analytical tool more powerful
than the data justified. The level of measurement was seldom above
an ordinal scale, the sample size was fairly small, and the study was
cross—sectional rather than longitudinal. These factors militated
against the use of sophisticated causal models (e.g. Hilgendorf et al,
1970; Mapes, 1970; Blalock, 1972) or clustering techniques (e.g.

Everitt, 1974).

* The non-parametric statistical tests detailed in Appendix 6 were used
for testing differences and relationships. Throughout the text the
use of the word 'significant' when discussing relationships between
variables or differences between sémples is confined to situations
where these are statistically significant at at least the 957 level
of significance. Of course, for relationships, all that this shows
is an association betwae; variables. It cannot, by itself, indicate
causation. In testing intra trade group relationships at the level
of the firm, where the number of cases available is small, findings
below the 957 level of significance but at or above the 907

level of significance are referred to as an 'indication' of a

relationship.

The likelihood of a relationship being identified as a statistically
significant finding is influenced by the total number of cases
available in the relationship being tested. Thus, for example,
significant relationships are more likely to be identified over all
trade groups than within a single trade group where there are fewer
cases. In interpreting findings the factors which are constant
within trade groups but vary between trade groups need to be borne

in mind. TFinally, as a point of detail, in testing H1.6 firms in
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which there had been a recent change of manager prior to the

interviewing programme were excluded from the sample.

For the typal analysis, a simple scanning technique was developed.
The method used is detailed in Appendix 7. The aim is to i&entify
individuals within roles sharing a range of common attitudes, and
firms within trade groups sharing a range of common amouﬁts of
conflict and union involvement in rule making. The distinguishing
_characteristics of types in terms of the biographical characﬁeristics
of individuals and aspects of thei£ current work situation, and in
terms of structural and attitudinal characteristics of firms can

then be identified. The method is a modification of McQuitty's
pattern analysis (Chalmers et al, 1953b, Chapter 14; McQuitty, 1960;
Derber et al, 1960, pp.58-68). As a preliminary to applying the
procedure to firms, the findings on the measures of strikes,

voluntary absenteeism and voluntary labour turnover were trichotomised.

- 77



CHAPTER 5

DESCRTIPTIVE FINDINGS: BIOGRAPHICAL CHARACTERISTICS OF

CONTRACTORS' EMPLOYEES ON THE MERSEYSIDE LARGE SITE

INTRODUCTION

This chapter presents descriptive findings from the case study on the
Merseyside large site on the employment experience, promotion
experience and trade union activity experience of contractors'
operatives, shop stewards, supervisors and managers. Differences
between roles and trade groups on the various characteristics are
examined, and comparative findings from other studies are introduced

where appropriate.

For three further biographical characteristics - age, geographical
origins, skill level - population measures are available and will be
presented, aggregated by firm, in Chapter 7. Nevertheless, any
significant differences by role or trade group on these characteristics
within the intervie& sample are of interest, and these are discussed in

a brief final section of this chapter.

EMPLOYMENT EXPERIENCE

The lengths of service of operatives, shop stewards and supervisors
with their current company (standardised to the mid-point of the
interviewing programme), with the two companies preceding this, and

their lcngest period of continuous employment with any one company,
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are presented in Table 5.1. Managers continuous lengths of service
with their current company, and the amount of time spent on the
Merseyside large site as a manager and in total are presented in

Table 5.2.

The labour stability of manual employees in mechanical and electrical
contracting companigs is similar to that reported for other large sites.
For these groups, the NEDO survey found that 487 of craftsmen had under
one years service and only 187 had over five years service (1970a,

pp. 55, 78-80). On the Alcan site, the respective figures were 577 and
14% (CIR No. 29, 1972, p.55). The labour stability of the civil
operatives is much greater than generally found in building and civil
engineering (cf. Phelps Brown Report, 1968, pp.54-8; Thomas, 1968, p.6;
Samuel, 1969, pp.7-8; Shenfield, 1968, pp.6-7). Indeed 70% of civil
operatives on the Merseyside site stated that their longest period of

continuous employment was with their current employer.

In making inter-trade group comparisons, the most noticeable features
are the relatively high stability of employment in the civil trade group,
the low stability in the mechanical group and the bimodal distributions
for electrical operatives and scaffolding shop stewards. The length of
service distribution of civil operatives is significantly different

from that of mechanical, electrical and scaffolding operatives. For

shop stewards, the civil group differs significantly from both the
mechanical and thermal groups, and for supervisors from the mechanical,

electrical and scaffolding groups. In addition, thermal insulation

supervisors show significantly longer service than mechanical supervisors,

of whor 377 have under one years service with their current company.

For managers, the mechanical trade group is the least stable. One half
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Table 5.2

Managers - Length of time with current employer
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of its managers have been with their current employer for less than
three years. All scaffolding managers are new to the Merseyside site,

but not to their companies.

Similar patterns of differences between trade groups are noticeable

when comparisons are made on employees' expected duration of employment
with their current company. This is significantly shorter for mechanical
operatives than for those in any other trade group, and significantly
shorter for thermal insulation and scaffolding operatives than for
electrical or civil operatives. Mechanical shop stewards have
significantly shorter expectations than civil shop stewards, and
mechanical supervisors than electrical or civil supervisors. These
figures, of course, reflect the typical pattern of mechanical

contractors of employing most manual workers and many first 1eve1

supervisors for one contract only with little opportunity for transfer.

When comparisons are made between roles on lengths of service with their
current employer, managers and supervisors overall are found to have
significantly longer service than either operatives or shop stewards.
Within trade grou;s, there are significant differences between the
lengths of service of operatives on the one hand and supervisors and
managers on the other in the mechanical group; between operatives and
supervisors in the electrical, civil and scaffolding groups; and

between civil shop stewards and supervisors.

Experience of stability of employment is affected by the transfer
policies of companies. Table 5.3 shows the numbers of operatives,
shop stewards and supervisors in each trade group who were transferred
onto the Merseyside large site by their current employer. The figures

for the civil trade group are similar to the average for the building
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industry (Phelps Brown Report, 1968, p.6l). Overall on the Merseyside
site, supervisors are significantly more likely than either operatives
or shop stewards to have been transferred. Within roles civil
operatives are significantly more likely than mechanical operatives

to have been transferred.

Table 5.3
Operatives, Shop Stewards, Supervisors - Transfer
by current employer onto Merseyside site
No. of Transferred
Role St B Respondents onto Site

Z

Operative Mechanical (50) A
Thermal Insulation (14) 36

Electrical (27) 21

Civil (43) 40

Scaffolding (15) 20
All (149) 237

Shop Steward Mechanical (22) 14
Thermal Insulation (4) 25

Electrical (4) 25

Civil 9 33

Scaffolding (5) . 60
A1l (44) 217

Supervisor Mechanical " (35) " 37
Thermal Insulation (4) 75

Electrical (9) 44

Civil (17) 59

Scaffolding (7) 71
All (72) 497

-+ See Appendix 3

Transfer policies of companies and the overall stability of employment
offered are reflected in the amount of unemployment experienced by

contractors' employees. Very few supervisors experienced a period of
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unemployment immediately prior to taking up their current post, and
over three quarters of them had not been out of work for a continuous
period of more than a month at any time during the past ten years.
None of the remainder had experienced a period of unemployment of over
three months. However, for operafives and shop stewards experience of

unemployment is somewhat greater. Findings are presented in Table 5.4.

There are no significant differences in the unemployment experiences of
operatives and shop stewards. Within each role, however, unemployment
has been greater in the mechanical trade group. Mechanical operatives
have experienced significantly longer unemployment than either thermal
insulation, electrical or civil operatives. Mechanical shop stewards
have experienced significantly longer unemployment than civil shop
stewards. Many men stated that they had no 'foreigners' or 'lumpers'

during recent periods of unemployment (cf. Berry, 1963, pp.29-30).

These unemployment figures can be set in context using findings from
other surveys. NEDO estimated that the average large site worker
experienced six weeks unemployment in 1966 (1970a, p.55). In building
and civil engineering, Shenfield found that of skilled men who were
unemployed in 1965, 56% were out of work for less than six weeks and

15Z for more than six months (1968, p.8).

The experiences of employees at all levels in taking a job involving
living away from home are relevant to an examination of both unemploy-

ment and continuity of work with one company. (Table 5.5).

Overall, supervisors and managers are significantly more likely to have
worked away than either operatives or shop stewards. Within roles,

mechanical operatives are significantly more likely than operatives in
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Table 5.5

Operatives, Shop Stewards,’Supérvisors,

Managers - Experience of working away from

home for more than one month during last ten years

No. of Worked away
Role Trade Group Respondents N
Operative Mechanical (50) 74
Thermal Insulation (14) 36
Electrical (28) 43
Civil (43) 9
Scaffolding (15) Fo
All (150) 39%
Shop Steward | Mechanical (22) 50
: Thermal Insulation (4) 50
Electrical (4) 50
Civil . (9) -
Scaffolding (5) -
All (44) 34%
-Supervisor Mechanical . (35) 74
Thermal Insulation (4) 100
Electrical (9) 89
Civil (17) 12
Scaffolding (7) 14
All (72) 57%
Manager Mechanical (12) 100
Thermal Insulation (4) 50
Electrical (5) 40
Civil (4) -
Scaffolding (3) -
All (28) 57%

# See Appendix 3
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any other trade group to have worked away, while electrical operatives
differ significantly from civil and scaffolding operatives on this
measure. Tﬁe figures for the last two trade groups are similar to those
reported elsewhere for the building industry (Thomas, 1968, p.38).
Mechanical shop stewards are significantly more likely to have worked
away than are civil stewards. For supervisors, those in the civil and
scaffolding trade groups are each significantly less likely to have

worked away than are supervisors in the other three trade groups.

In order to examine whether there is any rclationship between experience
of unemployment and having worked away from home, these factors were
cross tabulated for operatives and shop stewards. For both roles, those
who have not worked away have experienced significantly less unemploy-
ment. However, for mechanical operatives alome, the finding - although
not significant - is in the opposite direction. All that can be
tentatively concluded at this stage is that there are probably two
trends present. The dominant one is that experience of unemployment
leadsnmen to seek work outside their home area. There is inertia to

be overcome in most cases before this happens. This was aptly expressed
by an electricianiﬁho had experienced eight months unemployment,

", .. time slips by ... you always think a local job will turn up soon
...". The other trend, which is hinted at in the mechanical trade
group, is that some men are reluctant to move away to work and so

remain unemployed for extended periods.

There is evidence that the vast majority of employees at all levels
are committed to employment in the construction industry. Thus, as
Table 5.6 illustrates, 83% of all operatives, 91% of all shop stewards

and 977 of all supervisors had their immediate previous job in
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contracting. These findings have a parallel in shipbuilding which is
also characterised by a large degree of industrial stability (Brown et
al, 1972, p.20). Although there are no significant differences
between trade groups, the impression from'tﬁe interviews was that
welders were more mobile between iﬂdustries than were other craftsmen
and that it was the labourers in the various trade groups who showed
the most varied job patterns. For men who were mobile within the
construction industry, almost a quarter of the operatives and shop
stewards and a fifth of the supervisors had their immediate previous

job with a contractor currently or recently on the Merseyside site.

The final aspect of employment experience to be examined is whether
employees left their former firms voluntarily or involuntarily. There
are no significant differences between the responses given for the
immediate previous job and two jobs back. Thus in Table 5.7, which
shows the proportion made redundant, only data for the immediate

previous employer is presented.

‘Overall, there are no significant differences between the three roles

in the proportions made redundant. Within roles, mechanical operatives
are significantly more likely to have been made redundant by their

last employer than are either thermal or electrical operatives, mechanical
shop stewards differ significantly on this measure from civils, and
mechanical supervisors from both thermal and civil supervisors. The
redundancy figures for operatives and shop stewards presented in Table

5.7 are of the same order as the proportions of involuntary leavers
reported by other surveys on large sites (NEDO, 1970a, pp.81-2; CIR

No. 29, 1972, p.56). These survey figures include men who were dismissed.

In the Merseyside study no-one admitted to falling into this category,
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but it seems likely that some men who claimed to have been made

redundant were in fact dismissed.

Table 5.7

Operatives, Shop Stewards, Supervisors - Experience of being
made redundant by immediate previous employer

No. of Made
Role it la Respondents Redundant

A

Operative Mechanical ) (50) 82
Thermal Insulation (14) 43

Electrical : (28) 32

Civil (43) 35

Scaffolding (15) 53

All (150) 53%

Shop Steward Mechanical (21) 76
Thermal Insulation (4) 75

Electrical (4) 25

Civil (9 33

Scaffolding (5 40

All (43) 587

Supervisor Mechanical (35) 57
Thermal Insulation (&) -

Electrical (9) 44

Civil (17) 15

Scaffolding (7) 29

"All (72) 39%

PROMOTION EXPERIENCE

Information was collected on the experience of contractors' operatives,
shop stewards, supervisors and managers of holding posts at different

levels in the managerial hierarchy.
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Qverall, 127 of all operatives and 18% of all shop stewards have held

a supervisory post in the industry at some time in the past. Mechanical
operatives, 247 of whom have done so, are significantly more likely to
have been supervisors than are civil operatives. There are no significant
differences between the Supervisor§ experiences of shop stewards in the

different trade groups, nor between them and operatives.

All first level supervisors on site started in the industry as operatives
but some of them have experienced fluctuations in status following their
initial promotion. 15% of all current first level supervisors have at
some stage experienced downward mobility from supervisor to operative,
while 37 have experienced a fluctuation up the managerial hierarchy.
There are no significant differences between trade groups on this

measure.

“

The career backgrounds of managers are shown in Table 5.8. This
illustrates that although the majority joined their current empléyer

as a manager, most of them did start in the industry as an operative.

The main exceptions to this are the civil engineering managers who are
significantly less likely than thermal insulation or electrical managers
to have ever been operatives. Typically site agents in civil engineering
are qualified engineers, and the highest post that a craftsman can

reach is that of general foreman.

TRADE UNION ACTIVITY EXPERIENCE

The first aspect to be examined is the experience of operatives, shop
stewards, supervisors and managers of holding the office of shop steward

at some time in the past.
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Overall, as Table 5.9 shows, 14% of operatives who are not currently
stewards have been so at some stage. This can be compared with a survey
finding over all industries that 5%-10% of union members become shop
stewards sometime during their working_liveé. (Workplace Industrial
Relations, 1968, p.121). On the Mérseyside site, mechanical operatives
are significantly more likely than tﬁose in tﬁe thermal insulation,

electrical or civil trade groups, to have held this office.

Table 5.9

Operatives — Experience of Shop Steward's Office

Trade Grou No. of Held office
P Respondents in past
A
Mechanical (50) 28
Thermal Insulation (14) ; -
Electrical (28) #
Civil ‘ (43) 3
Scaffolding (15) 27
All (150) 147

# See Appendix 3

Combination of the findings of Table 5.9 and data from the previous
section on promotion experience shows that 67 of all operatives and
127 of mechanical operatives, have been both a shop steward and a

supervisor on separate occasions in the past.

Of current shop stewards, 507 have been continuously in office for
under one year, and 907 for under three years. There are no significant
differences between trade groups on this measure. Most stewards have

held the office on previous occasions and, as Table 5.10 illustrates,
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overall 347 are now in post for the fourth or more time. Mechanical

stewards have held such a post on a significantly greater number of

separate occasions than civil stewards. Of course, the latter have

significantly longer service with their current employer.

Table 5.10

Shop Stewards — Experience of holding steward's

‘'office on previous occasions

Trade GLoup No, of None Held He%d Held thrge
Respondents Once | twice | or more times
YA yA YA pA
Mechanical (22) 14 18 9 59
Thermal Insulation (4) 50 25 25 -
Electrical (4) 75 25 = -
Civil (9 78 = - 22
Scaffolding (5) 80 = 20 ~
All (44) 437 | 147 97 347

The experience of current supervisors of holding a shop steward's post

during their last five years as an operative is presented in Table 5.11.

Mechanical supervisors are significantly more likely to have done so

than supervisors in the other trade groups combined.

A graphic

example of role mobility in the mechanical trade group is the

situation in one firm where such movements had resulted in an exchange

~of roles between a shop steward and a foreman.
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‘“Table 5.11

"Supervisors“fExperienceiofJShoplSteward’Sipost
"dUringflastffiVe’years'as'an“operative‘

Trade Group e e | T

7%

Mechanical ‘ (35) 43
Thermal Insulation (4) -
Electrical (9 11
Civil an 12
Scaffolding (N 14
. All (72) 267

Of'those managers who have been operatives in the industry, 47% were
shop stewards at some st;ge. Thus‘29z of all managers currently on
si£e have held steward's office. The figures are higher for the
vmechgpical trade group. Here 427 of all managers, and 717 of those
managers who have been operatives, have been shop stewards in the

past.

When comparisons are made between the four roles on experience of shop
steward's office, two significant relationships are found for the site
as a whole. Current shop stewards are significantly more likely to have
been stewards in the past than are current operatiﬁes, supervisors or
managers. Current supervisors are significantly more likely than

current operatives to have been shop stewards.
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A second aspect of union activity which will be briefly examined is
experience of holding voluntary union office off site, either at branch
or higﬁer level. Currently 3% of all operatives and 237 of all shop
stewards hold such office. The latter figure is similar to that found
in other surveys (Workplace Industfial Relations, 1968, p.ll; Parker,
1974, p.1l; Clegg et al, 1961, pp.167-71). 67 of all operatives and
397 of all shop stewards have held such office in the past. Stewards
are significantly more likely than operatives to currently hold union
office off site and to have done so in the past. (cf. McCarthy and
Parker, 1968, pp.57-9). Mechanical shop stewards, 64% of whom have
held union office off site at some time, are significantly more likely

to have done so than stewards in other trade groups.

The final aspect of union activity to be examined is attendance at
branch meetings. These meetings vary greatly in their relevance to
the site and to the industry with, for example, the AEU meetings
dominated by the problems of a large motor manufacturing plant in the
vicinity. Location and timing of branch meetings also influence
attendance. In the civil trade group, for example, many Welsh
operatives are meﬁﬁers of UCATT branches in the Wirral meeting on

Sunday mornings.

Table 5.12

Operatives and Shop Stewards - Number of Union
branch meetings attended in previous year

Role oA All Most A few One None
Respondents
yA A yA 4 yA
Operatives (145) 8 4 13 11 63
Shop Stewards (44) | 37 19 30 2 11




Figures on branch meeting attendance are presented in Table 5.12.

Sﬁop stewards are significantly mﬁre frequent attenders than are
operatives. There are no significant differences between trade groups.
The figures'for the Merseyside large site are of the same order as
those reported in.many-other Surveyé (e.g. Workplace Industrial
Relations, 196é, pp.25, 121; Roberts, 1956, p.95; COtgréve and |
Vamplew, 1972, p.175; Goldthorpe et al, 1968, pp.99—100). Higher
average atteﬁdance figures are, however, reported in a few sfudies
(e.g. Bfown and Brannen,.19f0, p.77; Pedler, 1973, p.53; Goodman and

Whittingham, 1969, p.104).

AGE, GEOGRAPHICAL ORIGINS AND SKILL LEVEL

Measures for the population are available for each of these three
factors and will bevprese;ted, aggregated by firm, in Chapter 7. Even
so, it is of interest to test for significant differences by role and
trade group for the interview.sample as an aid to interpreting

findings from the hypothesis testing.

There are, overall,“no significant differences in the age distribution
of members of the four roles. Within roles, electrical operatives are
significantly more likely to be less than 35 yeérs old than are
mechanical or civil operaﬁives, and thermal insulation shop stewards
are significantly likely to be younger than civil shop stewards. The
.finding for electrical operatives is in line with the industry-wide

estimate that 707 of them are under the age of 35 (PIB No. 120, 1969,

p.-4).
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On geographical origins, both supervisors and managers are significantly
more likely than either operatives or shop stewards to have their
present permanent address beyond daily travelling distance of the site.
This is the case both within the mechanical trade group.and,overall.
Civil operatives are significantly ‘less likely than operatives in each
of the other trade groups to be drawn from the local Merseyside area.
‘Just under one third of civil operatives in the interview sample are
from North Wales and one fifth from Ireland. There is an indication
that mechanical managers are more likely to be drawn from outside the

local area than is the case for other trade groups.

The final measure to be considered is the skill level of operativés and
shop stewards. For both roles, the skill composition of both the civil
and the scaffolding trade groups differ significantly from that of each
of the remaining three groups. The civil trade group is dominated by
labourers and the scaffolding group by semi-skilled scaffolders, whereas
the other groups are composed mainly of men classifiéd and paid as

skilled.
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CHAPTER 6

DESCRIPTIVE FINDINGS: ATTITUDES OF CONTRACT0R81

'EMPLOYEES ON THE MERSEYSIDE LARGE SITE

INTRODUCTION

In this chapter, detailed findings from the caée.study of operatives',
shop stewards', superﬁisors'-and maﬁagers' attitudes to work, to their
current employer, to the supervisory role, to activity in the union, to
union involvement in aspects of rule making, to conflict, and to client
influence, are bresented. Differencés.between roles and trade groups
on the various items are examined, as are a limited number of inter-
relationships of interest in interpreting the data. Comparative

findings from other studies are introduced where appropriate.

ATTITUDES TO WORK

Liked and disliked features of jobs

People's attitudes towards jobs often differ between the time they are
actually working in a job and the time when they are considering a job

change (Daniel, 1970). Both these situations are, therefore, considered.

Operatives, shop stewards, Superviéors and managers were asked their
reasons for liking their most preferred job, and what they liked best

about their current job and what they liked least.
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Table 6.1 shows that for operatives and shop stewards, 1evei of
earnings is the single most important factor distinguishing their

best liked job. Scaffolding operatives are significantly more likely
to mention this than operatives in any other trade group, and mechanical
operatives are significantly more iikely to mention it than civils.

The next most frequently expressed reason is what is described as fair
behaviour by management and supervision, and this usually involves a
lack of close direction and a flexible attitude to timekeeping and the
l1ike. The third most frequently mentioned factor by operatives and
shop stewards is the interest of the work itself, and particularly the
variety it provides. Other studies have found that general enjoyment
of the job is fairly widespread in construction (Shenfield, 1968, p.24;
Thomas, 1968, p.19; Davis, 1948, p.5%). 1In gemeral, the findings are
similar to those obtained in a survey of shipbuilding workers (Brown et

al, 1972, p.28).

A very similar range and distribution of factors are given by operatives
and shop stewards as the best features of their current job. Here 397
of operatives mention the level of earnings and 237 aspects of the work
itself, but only 152 mention the behaviour of management and supervision.
227 of operatives and 207 of shop stewards are unable to name anything

they like about their current job.

The feature of their current job which both operatives and shop stewards
dislike most is the general physical environment, especially the mud,
smells, and 'dangerous' chemicals. This is mentioned by about one fifth
of men in both roles. A complaint about levels of earnings, made by 137
of ope:atives, is the only other factor mentioned by more than 107 of
respondents. 31% of operatives and almost one half of the shop stewards

are unable to name anything that they dislike.
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For supervisors and managers, the favourable factors mentioned for

their most preferred job and their current job are so similar that

only data for the latter will be presented. Tﬁe most commonly mentioned
factor is the interest of the work itself. This is given by 297 of
supervisors and 507 of managers. The independence afforded by their
position is particularly enjoyed by managers. The only other factor
mentioned by more than 10% of respondents in either role is good personal
relationships. 15% of supervisors and 217 of managers raise this. 287%
of supervisors and 147 of managers are unable to mention any feature

of their current job which they particularly like.

On the question of the least liked feature of their current job, the
only aspect raised with any frequency is the behaviour of operatives
and shop stewards. 247 of supervisors and 297 of managers see their
subordinates as lazy and strike prone. Howeﬁer, 47% of supervisors and
297 of managers are unable to name anything that they particularly

dislike.

In order to investigate attitudes towards work at the time of job
change, operatives, shop stewards and supervisors were asked their
reasons for joining their current employer. (Table 6.2) The most
noticeable feature is that the majority in all roles have no positive
reasons (cf. NEDO, 1969, p.12). In many cases they have taken the only
job they knew was going at the time. Mechanical operatives are
significantly less likely to have made a positive choice than either
electrical or scaffolding operatives, and thermal insulation and civil
operatives are both significantly less likely to have done so than
scaffolding operatives. Certainly in the scaffolding trade group,

the reputation of the Merseyside large site as being one of the highest
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paying jobs in the area was passed between friends. For all roles and
trade groups reasons given stress factors extrinsic to the job, whereas
more intrinsic factors are mentioned when men are actually working on a

job.

It is noticeable, considering the instability of employment noted in

the previous chapter, that on all the questions so far very little
mention has been made of security of employment. OCnly 7% of operatives
mention its presence as a good feature of their current job, and only 3%
mention its absence as something they dislike. The significance of a
situation depends on the expectations of the individuals involved. In
many cases, redundancy and periods of unemployment are treated as a

normal part of the industry and not as a cause for special comment.

Nevertheless, an insecure employment situation might be expected to
influence behaviour on the job. The sizeable minority of operatives,
shop stewards and supervisors who have no real preference between jobs
or likes in their current job, often made comments such as, "Here today,

gone tomorrow, so I don't bother".

In order to investigate this area a little more systematically, operatives
and shop stewards were asked their attitudes to spinning a job out.

Only 137 of operatives and 57 of stewards think this is a policy which
should be pursued. The objections most commonly raised are its effects
on bonus earnings (23%) and on the future.employment prospects of the
individuals involved (37%). 177 of operatives think such action 1is
impracticable. In response to a query about the quality of work, three
quarters of‘all operatives and shop stewards feel that at least one half

of the men in their current company take a pride in their workmanship.

109



There are no significant differences between the two roles or the

five trade groups on these factors.

To put these findiﬁgs in perspective, supervisors and managers were
asked to comment”on the quantity and quality of work done b& manual
employees in.their current company. 297 of all managers and 227 of
supervisors feel that the operatives in their firm do restrict output
to make jobs last longer. 587 of supervisors rate the productivity of
the average operative in their current company as fairly high, 29% rate
it as fair, and 137 rate it as low; Managers' ratings do not differ
significantly from those of supervisors. When comparisons are made
between trade groups, electrical supervisors aré significantly more
likely to rate the productivity of their opérativesvas fairly high

than are civil supervisors.

On the question of the conscientiousness of their average operative,

677 of supervisors and 547 of managers rate it as fairly high, 227 and
217 respectively as fair, and 117 and 257 respectively as low. These
differences are not significant. Only civil supervisors differ
significantly between the ratings they give on conscientiousness and
productivity. 767 of them rate the former as fairly high but only 297
give_this rating on the latter measure. Finally, on the measure of
quality of workmanship, 82% of supervisors and a similar p;oportion of
managers think that at least a half of their manual employees take a
pride in their workmanship. There are no significant differences between

"trade groups.
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Meeting socially outside work

Another element of use in describing attitudes to work is the extent to
which men integrate their work and non-work lives. As one indication
of this, Table 6.3 shows the extent to whicﬁ work colleagues are met
socially outside of work. It needs to be remembered that thié depends

on opportunity as well as inclination.

Table 6.3

Operatives, Shop Stewards, Supervisors and Managers -
Social contacts with work colleagues out of working hours

Role RezgénSZnts Frequent Occasional Rare

» % 2 Z

Operative (150) 13 45 43
Shop Steward (44) 30 50 20
Supervisor (72) 10 40 '49
Manager (28) 7 68 25

Shop stewards are significantly more likely than either operatives or
supervisors to frequently or occasionally meet work colleagues socially.
Indeed it was observed in one large mechanical contracting company that
the stewards were a fairly tightly integrated social group whereas the
foremen frequently did not know each other's names. There is also an
indication that managers differ from supervisors on this measure. Within
roles, scaffolding operatives are significantly more likely to meet
socially than are other operatives, and this ties in with the earlier
finding of more scaffolders having knowledge of their current job before
taking it. Electrical supervisors are significantly less likely than

other supervisors to meet socially. The extent of social contact among
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operatives is only about ore half of that reported for shipyard
workers on Tyneside (Brown et al, 1972, p.24). Differences in
geographical dispersion of the labour force and length of service

distribution are probably important in explaining this.

Working away from home

The expressed willingness of operatives, shop stewards and supervisors
to take a job at some time in the future involving them living away
from home is presented in Table 6.4. About 407 of operatives and
supervisors, and 60% of shop stewards, are unwilling to work away in
any circumstances. Overall the differences between the roles are not
significant. For each of the three roles, men in the mechanical trade
group are significantly likely to be more willing to work away\than.men
in either the civil or scaffolding trade groups. Additionally, both
thermal insulation and electrical supervisors are significantly more
likely than civil supervisors to be willing to work away. A typical
response in the civil trade group is that of a joine; who said that

he would rather work as a labourer than move.

The findings for mechanical and electrical operatives are similar to
thosé in a national survey in which 757 of these workers declared
themselves willing to work away (NEDO, 1970a, p.56). The low
proportion of men in the civil énd scaffolding trade groups who are
willing to work away also compares with findings from other sﬁrveys

(e.g. Phelps Brown Report, 1968, pp.29-30, 70; Shenfield, 1968, p.23).

There is evidence from the Merseyside large site that it is mainly those
same people who have worked away in the past who are willing to work

away in the future. Significant relationships between past experiences
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and future intentions on this measure are found over the whole site for
operatives; shop stewards and .supervisors, and within trade groups for

mechanical and civil operatives and for mechanical supervisors.

Evidence of a relationship between experience of unemployment and having
worked away from home has been presented in the previous chapter. Wﬁen
future‘intentions are considered, operatives - both overall and within
the scaffolding trade group - who have experienced more uremployment

are more likely to express a willingness to work away from home. This
gives an indication that many men view working away from home as the
last alternative to unemployment. They do not positively seek to move

away to jobs which may be seen as more attractive than local jobs.

ATTITUDES TO CURRENT EMPLOYER

“

General Satisfaction :

Operatives-and shop stewards were asked how satisfied they were with
their current employer compared both with previous jobs.they had held

" and with other firms or groups on the Merseyside large site.

On the first point, 57% of all operatives and 437 of all shop stewards
prefer their current job to any previous one. The difference betwegn
the two roles is ﬁot significant.. There are, however, significant
differences between the preferences of operatives in the various trade
groﬁps. Mechanical operatives, only 317 of whom prefer their current
‘employer, are less likely to do so than either thermal insulation (57%),

electrical (592), civil (74%) or scaffolding (87%) operatives.
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On the second point, 667 of all operatives and 527% of all stewards

either make no comparisons with other firms or groups on the site or,
if they do, consider no other group better off. When comparisons are
made they are generally on pay, and dissatisfaction is significantly
higher in the electrical trade grgup. Here 64% of operatives and 757

of the shop stewards feel that other groups are better off.

It is noticeable that extremely limited spheres of comparison are
adopted (cf. Hyman and Brough, 1975, pp.42-4; Bain et al, 1973, p.111;
CIR No. 29, 1972, p.25). Thus civil craftsmen, who objectively are one
of the lower paid groups on site, do not make comparisons with craftsmen
in other trade groups or with semi-skilled scaffolders. Physical and
administrative isolation are probably contributory factors here.
Satisfaction depends on expectations, and civil labourers who compare
their situation on the ﬁérseyside site with previous jobs in agriculture

or with small local builders are satisfied.

Fairness to Manual Employees

Data on operatives', shop stewards', supervisors' and managers' percep-—
tions of the fairmess of their current company towards its manual

employees in four areas was collected.

Timekeeping is the first area to be examined. Since arrival and
departure times are fixed by shared site transport, it is in the rigour
of restricting breaks to the formally agreed length that there is most
opportunity for variation between firms. Over 90% of operatives, shop
stewards and supervisors, and all the managers think their company
behaves reasonably over timekeeping at breaks. Among these are included

the 18% of operatives, 167 of stewards, 26% of supervisors, and 297 of
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managers who see their company as strict but fair. There are no

significant differences either between roles or trade groups.

The impression, both from interviews and from observation, is that this
general acceptance of fairnmess is achieved in many companies through not
being very strict over timekeeping at breaks. In some mechanical firms,
a 10 minute official break can result in up to 40 minutes off the job.
There is, of course, ﬁo necessary relationship between time spent

actually on the job and the amount of work domne.

The second area to be investigated is whether respondénts regard their
current company as a ruthless employer. The vast majority do not. This
is the case for 837 of both operatives and supervisors, 867 of shop
stewards, and, not surprisingly, 1007 of managers. Overzall the
differences between the four roles are not significant, although it is
of interest to note that within‘the mechanical trade group operatives
are significantly more likely than stewards to regard their empléyer as
ruthless. Within roles, mechanical operatives, 29% of whom think their
company is ruthless, are significantly more likely than civil operatives
to think this. However, mechanical shop stewards are significantly less
likely than either electrical or scaffolding stewards to see their

company as ruthless.

The third area is whether respondents regard management in their company
as open and honest in its dealings with the manual employees. Not
surprisingly, managers, 907 of whom think it is, differ significantly
from each of operatives (54%), shop stewards (487) and supervisors (567) .
Men in the civil trade group are more likely than those in other trade

groups to see management as open and honest. Civil operatives, 847 of
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whom think this, differ significantly from operatives in each of the
other trade groups. Civil stewards, 897 of whom think this, differ
significantly from mechanical, thermal insulation and scaffolding
stewards. Civil supervisors (82%) differ significantly from mechanical

and electrical supervisors.

The bonus scheme is the issue most frequently mentioned by operatives
and shop stewards in the mechanical, thermal insulation and electrical
groups as evidence of management dishonesty. Perceived disparities
between effort and éarnings indifferentweeks are attributed to manage-
ment trickery. Other issues raised as evidence of management dishonesty
include the claim that management provoke disputes to save paying wages
when the job is held up for some reason, that they give false
information on the profitability of contracts, and that they give false

promises of security of employment.

The last of the four areas on the perceived fairness of the curren
employer is the extent to which respondents feel their company takes
an interest in the welfare of its manual workers. (Table 6.5) Both
overall and for the mechanical trade group alone, managers are
significantly more likely than either operatives or shop stewards to
describe their company as taking such an interest. 797 of civil
operatives take this view, a significantly higher proportion than in

other trade groups.

Factors raised in support of the current employer include good facilities
and sympathetic treatment over personal problems. Respondents who take
an opposite viewpoint are divided between those with some specific

complaint, such as poor cabins, and those with a general bitterness
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and distrust towards tﬁis employer and indeed all employers. For each
role thefe is no connection between the 'objective' welfare situation
in a firm, as measured by the standard of facilities and the existence
of sick pay and pension schemes, and respondents evaluations of their
firm's interest in the welfare of its manual workers. It therefore
appears that, as in other areas, it is expectations which govern

evaluations.

Table 6.5

Operatives, Shop Stewards, Supervisors and Managers -
Comments on ''This company takes a real interest in the
welfare of their employees"

Role - ReggénSZnts Agree Disagree
7% 7
Operative (146) 53 47
Shop Steward (43) 49 51
Supervisor (68) 62 38
Manager (28) 82 18

An index of operatives', shop stewards', supervisors', and managers'
perceptions of the fairness of their current company towards its manual
employees was constructed from these four measures. (See Appendix &

for details). There are no significant differences between the four.
roles in the findings. Within roles, with the exception of managers
where there are no significant differences, men in the civil trade group
‘have the most favourable opinions of their current employer. Civil
operatives differ significantly on this index from operatives in each
other trade group. Civil shop stewards differ significantly from
mechanical, thermal insulation and scaffolding stewards, and civil

supervisors from mechanical and electrical supervisors.
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ATTITUDES TO THE SUPERVISORY ROLE

Promotion Ambitions

Table 6.6 shows the willingness of operatives, shop stewards, supervisors
and managers to accept further promotion up the managerial hierarchy. In
comparison with a nationwide survey of union members over all industries,
the proportion of Merseyside site operatives and supervisors willing to
take promotion is somewhat lower and the proportion of stewards is about

the same (Workplace Industrial Relations, 1968, pp.12, 98, 134).

On the Merseyside large site, supervisors and managers are both
significantly more likely to be willing to take further promotion than
are either operatives or shop stewards. Thus ambition for further
promotion is greatér at successively higher levels in the manageria
hierarchy. Among operatives, those in the electrical, civil and
scaffolding trade groups are eaéh significantly more likely to be
willing to accept promotion than those in the mechanical or thermél
insulation trade groups. Electrical shop stewards are significantly
more likely than mechanical shop stewards to be willing to accept
promotion. Mechanical and electrical supervisors are both significantly
more willing than thermal insulation supervisors to accept further

promotion.

The reasons for operatives and shop stewards favouring or not favouring
the acceptance of a first line supervisory post were investigated.
 Those who would accept such a post were asked their reasons, and those
who would not accept were asked what they though were the reasons making

others willing to do so. (Table 6.7)
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Table 6.7

Operatives and'Sho§ Stewards - Reasons favouring the acceptance of a Supervisory post

Table 6.7
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As might be expected, there is a significant difference in the
distribution of reasons given by acceptors and non-acceptors, and this
is so for both operatives and shop stewards. Whereas acceptors stress
the good pay and tﬁe broader scope and interest of a supervisor's job,
non-acceptors give a greater weight'to more negative factors. The latter
frequently see those willing to become supervisors either as ambitious
men who will enjoy wielding what power they cén, or as rather naive
characters holding no strong views who are duped into taking the job by
promises of further promotion which will never materialise. A sizeable
“minority of non-acceptors, particularly in the thermal insulation and
civil trade groups, stress personal ability as an important factor

making others willing to take promotion.

Table 6.8 presents the reasons which operatives and shop stewards give
for their own unwillingneés to accept a supervisory post, and the
reasons attributed to non-acceptors by those who would take such a post.
Here again there are significant differences in the distribution of

reasons given by the two groups in both roles.

Non-acceptors stress what they regard as the undesirable features of a
supervisor's job. These include poor pay with staff foremen often
earning less than craftsmen, poor treatment by management, lack of
respect from operatives, and distasteful duties expressed by one
mechanical operative as "... they are policemen, not tradesmen:.". Non-
accepting stewards often give their union activity as a major reason,
an& this is particularly so in the mechanical trade group where 477 of
stewards mentioned it. Sentiments expressed here involved such notions

as 'crossing to the other side' and so being viewed "as a traitor to

his class and to his fellow workers" (Sykes, 1965a, p.302). The
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Table 6.8

Operatives. and Shop Stewards - - :
Reasons not favouring the acceptance of ‘a Supervisory post
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majority of those operatives and shop stewards who would accept a
supervisory post attributed the unwillingness of others to do so in
terms of personal failings such as lack of ability or fear of taking

responsibility.

In general, the reasons given for the willingness or unwillingness of
manual employees to accept promotion reflect those reported in the
literature (e.g. Bain et al, 1973, pp.116-7; Beynon and Blackburn, 1972,

pp.88-91; Goldthorpe et al, 1968, pp.120-4; Beynon, 1973, pp.123-5).

There are no significant differences between those operatives and shop
stewards who are willing to take a supervisory post and those whe are
not on any of the following biographical characteristics or aspects of
their current employment situation: security of employment, supervisory
experience, age, location of permanent home, length of service,

experience of unemployment, size of firm, time of firm on site.

Supervisors' relations with manual employees
P

In the vast majority of cases, the role of the supervisor is restricted
t;‘the technical organization of the work and the day-to-day supervision
of the manual employees. With one exception, no supervisors have 'hire/
fire' responsibilities (cf. Workplace Industrial Relations, 1968, p.99;
NEDO, 1970a, p.83). Indeed the majority have no involvement at all in
the selection of labour. Their role in the handling of grievances is
also very limited and, in the mechanical trade group in particular,

most supervisors have no dealings at all with shop stewards.

When asked how satisfied they were with their amount of responsibility

in the employment field, overall 58% of supervisors replied affirmatively.

Mechanical supervisors, 57% of whom would like more responsibility, are
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significantly less satisfied than supervisors in any other trade group.
fhese findings may .be compared with a nationwide.survey over many
industries wﬁicﬁ'found thét only 207 of forémen Wﬁovdealt with shép
stewards wanted more freedom in being able to settle issues themselves

(Workplace Industrial Relations, 1968, p.110).

Table 6.9
Supervisors - Reasons given by those not wanting
- more responsibility in the employment field
No. of Respondents = 42
Too much worry 247 Would show favouritism
‘to some men 107
Don't want to offend
men 217 Good decisions taken
now 367
Lack of knowledge of .
broader implications 14% Have enough
responsibility already 297

Lack training 177

Reasons given by supervisors for not wanting more responsibility in the
employment field are presented in Table 6.9. There are no significant

differences between trade groups in the reasons given.

Of those supervisors wﬁo would like more responsibility, 72% claim that
their knowledge of the manual employees would enable them to make good
decisions, 277 think that poor decisions are made now, and 207 feel
that increased responsibility would give them more control over the men
they supervise. The reasons given do not differ significantly between

trade groups.
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On the question of the conduct of their current role, supervisors were
asked how popular they thought they were with the operatives and, at a
different stage in the interview, wﬁat importance they attributed to
popularity. Overall, 657 of supervisors feel they are pdpular, 327 feel

they occupy a neutral position, and the remainder feel themselves to be

very unpopular. There are no significant differences between trade groups.

Not surprisingly those who feel they are popular are significantly more
likely than other supervisors to say that popularity is helpful to
getting the job done. This relationship holds both overall and for the
mechanical trade group alone. The less popular supervisors typically
- expressed sentiments such as "If you're soft with these men, they take

advantage of you".

Supervisors' Satisfaction with Management's Handling of the
Manual Employees ’

Supervisors were asked five questions related to their evaluations of
management 's handling of the manual labour force. The majority of

replies were favourable.

Overall, 72% of supervisors feel that management in their company
understand the manual employees very or fairly well, and only 137% feel
management 's understanding is poor. There are no significant

differences in opinion between trade groups.

On the question of the response of management to the demands of manual
employees, 567 of supervisors feel management strike the right balance,
317 feel they give in too easily, and the reméining 137 feel that they
do not give in easily enough. Civil superviéors, 947 of whom think

management strike the correct balance, are significantly more likely
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to think so than supervisors in any other trade group. 447 of
eiectrical supervisors feel that management is too tough, a
significantly higher proportion than in otﬁer trade groups. Overall
the findings reflect the tendency among foremen in general, and
construction foremen in particular, to see higher management as more
willing to agrece to union demands than they themselves would be
(Workplace Industrial Relations, 1968, p.109; Parker, 1974, p.59).
Indeed the proportion of supervisors on the Merseyside site rating
their management as too lenient is higher-than that reported in a
survey over a wide range of industries (Workplace Industrial Relations,

1968, p.145).

Supervisors were asked two questions on the amount of support they feel
they receive from higher management. Considering first a general
question, 817 of supervisors feel that management always or usually backs
them up over decisions they have made regarding the manual employees.
There are no significant differences between trade groups. A survey
over a wide range of industries reports a similar finding (Parker, 1974,
p.16). However, on the specific issue of timekeeping, supervisors on
the Merseyside site are split fairly evenly in all trade groups between
those who feel management give them adequate support (48%) and those

who do not (52%). Many of the latter expressed anger at the humiliation
they had suffered when, following protests from the stewards, management

agreed to restore pay to men who the supervisor had 'quartered'.

‘The final item in this area is whether supervisors feel that management
pay too much attention to the shop stewards. Overall only 247 feel that
too much attention is paid, and there are no significant differences

between trade groups. The minority of supervisors who feel that
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management does not back them up in general are significantly more
likely than other supervisors to feel that too much attention is paid

to the stewards.

The five measures were combined into a single index of supervisors'
satisfaction with management's handling of the manual employees.
" (See Appendix 4 for details). On this index, civil supervisors are

significantly more likely than mechanical supervisors to be satisfied.

There are twe significant relationships between measures for supervisors
on this index and on attitudes already presented. First, over the whole
site, supervisors who perceive their current company to be fair towards
its manual employées are more likely than other supervisors to be :
saﬁiéfied with management's handling of the labour .force. Secondl&,

for all supervisors and for mechanical supervisors alone, those who are
catisfied with the productivity of operatives in their current company
are significantly more likely than other supgrvisors to be satisfied

with management's handling of the labour force.

Managers' Evaluations of Supervisors

Managers' opinions on the loyalty and effectiveness of the supervisors
in their current firm are presented in Table 6.10. On both counts,
managers in the mechanical tra&e group have a lower opinion of their
supervisors than do managers in other trade groups. The differences

are not, however, significant.
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Table 6.10

Managers - Rating of the Loyalty and Effectiveness of

Supervisors in their Firm

No. of Loyalty low | Loyalty high |Loyalty high
Trade Group : effectiveness | effectiveness | effectiveness
Respondents v .
low low _high
4 Z _ A 7
Mechanical (12) 50 8 42
All (28) 32 14 54

In the ci§11 trade groﬁp, managers typically expect high 16yalty from
their supervisors and specifically try to cultivate it. This contrasts
wiph the typical situation in the mechanical and scaffolding trade groups,
vhere supervisors are viewed as casual employees and loyalty is not

expected.

Managers were asked if they would like their supervisors to have more
reséonsibility in the employment field. Only one manager said he would.
The main reasons given for not wanting to extend the supervisor's role
are that good decisions are made already (25%) and that supervisors
lack knowledge of the broader implicatiqns of decisions (25%). One

quarter of the managers in the mechanical trade group feel their

supervisors would show favouritism to some men.

Using items discussed above. an indéx of managers' evaluations of the
loyalty and effectiveness of their supervisors was constructed. (See
Appendix 4 for details). There are no significant differences between
trade groups on this index. -However, managers who give a high rating

to the loyalty and effectiveness of their supervisors are significantly

more likely than other managers to be satisfied with the productivity
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of the manual -employees in their company. Relating this evidence to
that presented at the end of the previous section builds a picture
that in firms where the manual employees are perceived as working well, ,

managers are satisfied with the performance of their supervisors and

supervisors are happy with the way management are handling things.

~ ATTITUDES TO ACTIVITY IN THE UNION

Taking Union Office

Operatives and shop stewards were asked if they would be willing to take ‘;
union office at some time in the future. As Table 6.11 shows, 247 of

all operatives express a willingness to become shop Stéwards. Tﬁis is
two to three times greater than the proportions reported in some othér

surveys (Pedler, 1973, p.49; Workplace Industrial Relations, 1968,

p.58). It is also greater than the proportion of operatives who have

been stewards in the past. Civil operatives are significantly less

likely than operatives in each trade group except thermal insulation to

be willing to become shop stewards in the future.

Table 6.11

Operatives — Expressed willingness to hold
shop steward's office in the future

Trade Group No. of Wil%ing.to hold
Respondents office in future

%

Mechanical (50) 38

Thermal Insulation - (14) 21

Electrical (28) ' 29

Civil . (43) +

‘Scaffolding ' - (15) oo 330

All (150) 247

+ See Appendix 3
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The opportunities for labourers and mates to become stewards are
-extremely limited in firms where the vast ﬁajority of the labour force
is skilled. This is the situation in the mechanical, thermal insulation
and electrical trade groups. Here, if only éraftsmen are considered,
the proportion of operatives williﬂg to become stewards rises to 467,

27% and 33% respectively.

Of current shop stewards, 93Z are willing to take the office again in
‘the future. There are no significant differences between trade groups.
Additionally, 14% of stewards would like to becomé union full-time
officials and 7% to hold voluntary union office above branch level. For
the mechanical trade group alone these figures are 237 and 147
respectively, although the differencesbetween trade groups are not
sigﬁificant. Other surveys have reported between 297 to 507 of stéwards
being willing to hold higher union office (Goodman and Whittingham, 1969,
p.93; Beynon, 1973, p.228; Clegg et al, 1961, pp.167-71; Workplace

Industrial Relations, 1968, p.39).

From the above discussion, and from Table 5.10, there is a strong
indication that it .is the same active minority of manual workers who
take éhop stewards' posts again and again. This is supported by the
finding that operatives who have been a steward in the past are
significantly more likely than other operatives to be williﬁg to take
shop steward's office in the future. Overall, 717 of oﬁeratives with
experience of the post said they would be willing to take it again,

" while 847 of those who have not held the post said they would never be

willing to take it.
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In order to investiga£e whether any biographical characteristics or

. aspects of their current employment situation distinguish operatives
willing to become sﬁdp stewards from those who are not, eight possible
relatioﬁships were examined. Operatives whé perceive tﬁeir current
security of employment td be low, or who have been a Supervisdr at
some time in the past, or whose permanent home is in the Meréeyside
area, are significantly more likely than other operatives to be willing
to become stewards. The first relationship holds for the scaffolding
trade group alone and for the sum of all trade groups, while the other
two relationships hold only over the site as a whole. There is no
significant relationship betweeﬁ willingness to become a steward and

an operative's age, length of service, experience of unemployment, or

(a3

the size and length of time on site cf his current firm.

The willingness of operatives to become shop stewards in the future may
be considered alongside their expressed willingness to become
supervisors. ‘SZ of all operatives with a possibility of promotion

claim to be willing to accept'eifher post while 427 are willing to

accept neither. There is no significant relationship between willingness
to accept one post“and Willingness to accept the other. This finding,
along with that presented earlier in this chapter showing no'significant
difference between operatives and shop stewards in willingness to accept
a supervisory post, conflicts with evidence from the 1iteratﬁre that
"ambition in employment seems to be associated with ambition in the
union" (Workplace Industrial Relations, 1968, pp.12-13; see also Poole,
1974, p.63; Sayles and'Strauss, 1967, pp.62-4). All that can be
summised at this stage, using the evidence already presented on promotion

ambitions, is that in construction a supervisory post is often less
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attractive than is the case for most industries. In construction
such a post will often either be temporary or will involve moving

from place to place.

Operatives were asked the reasons for their willingness or unwillingness
to become stewards in the future. The minority of operatives willing

to accept the post stress their genmeral agreement with the aims of trade
unionism and the importance of the steward's role in affording

protection tco the men.

407 of the reasons given by operatives who are unwilling to accept the
post refer to the difficult and sometimes risky nature of the job.

Among these are the 167 of all operatives who see the job as a thankless
one and who would be upwilling‘to defend men with whom they disagree, ‘
and the 9% of all operatives who fear management discrimination against
them (cf. McCarthy, 1966, p.37; Workplace Industrial Relations, 1968,
p.121; Roberts, 1956, p.66). Electrical operatives, 217 of whom raise
this latter point, are significantly more likely than operatives in
other trade groups to meﬁtion the risky nature of the shop steward's job.
The other major reasons given for non-—acceptance are lack of interest

in union affairs (30%), and personal reasons such as lack of ability or

~ confidence (307).

The reasons given by current shop stewards for taking office, and the

reasons attributed to them by operatives, supervisors and managers, are

- presented in Table 6.12. The range of reasons given reflect those

reported elsewhere (e.g. Goodman and Whittingham, 1969, p.93; McCarthy

and Parker, 1968, p.15; Parker, 1974, p.12; Pedler, 1973, pp-49, 58).
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Current stewards, whose feasons do not differ between trade groups,
stress on the one hand their desire to .help the men and the interest of
the office, and on the other hand the lack éf willingness of anyone else
to take the job. On this latter point, 867 of current stewards were
unopposed at election and in the réméining cases only one other person
stood. Other surveys report between 507 to 787 of sfewards unopposed

at election (Workplace Industrial Relations, 1968, p.l4; Parker, 1974,
p.12; Clegg et al, 1961, p.163; Pedier, 1973, p.49). Almost one half
of the stewards on the Merseyside‘site are the first in their firm and
union on this job. However, in 27% of cases the current steward replaces
a previous steward who has left that employer,‘and in 297 of cases he
has displaced a steward who no longer wanted the job or who had lost the

confidence of the men.

Operatives, supervisors and managers give a greater emphasis than the
stewards themselves to ability and experience. Some evidence that
stewards are indeed likely to be some of the more able manual employees
is given by the finding in Chapter 5 that many supervisors and managers
have at one stage been stewards. Similarly it has been argued in the
literature that ability is a common factor underlying both union ambition
and promotion ambition (Tannenbaum and Kahn, 1958, pp.138-42;. Clegg

et al, 1961, p.200; McCarthy and Ellis, 1973, pp.90-1).

A:minority of operatives, supervisors and managers feel that stewards
have less altruistic motives for taking the job. One reason mentioned

is financial gain through commission paid on union dues collected or
handouts from the stewards' fund raised from a weekly levy in the
mechanical trade group. Another is the increased job security they feel
stewards enjoy (cf. Beynon and Blackburn, 1972, pp.132-5; Roberts, 1956,

p.64).




There is no significant differences in the reasons given by the three
roles. Within roles, mechanical supervisors are significantly more
likely than those in any other trade group to mention the stewards'

desire to help men.

Role of Shop Stewards

The amount of time a steward spends on union duties varies with, among
other things, the number of members.he represents, the range of duties
in which he is involved, and the level of conflict which exists. At
the time of the interviews, the meaian time spent by stewards on their
duties across the whole site was half a day per week. This is similar
‘to the average time reported in many surveys (Workplace Industrial
Relations, 1968, p.16; Clegg et al, 1961, pp.154f5; Marsh et al,
1971, p.172; Parker, 1974, p.12; Goodman and Whittingham, 1969, p.93;
Pedler, 1973, p.50). Mechanical shop stewards, for whom the median time
is two days per week, spend significantly 1oﬁgef than stewards in other
trade groups. In addition, 167 of all stewards spend time outside

~ working hours on union work connected with this office. There is no
significant relationship between time spent on stewards' duties on site

and ambition to hold union office off-site in the future.

One characteristic of the Merseyside large site is, as described in
Chapter 2, co-operation Betwwen stewards across firms and trade groups
on parts of the site but not on others. 73% éf all stewards are
satisfied with the existing extent of contact and co-operation. Only
among the mechanical stewards' sub-committee is there a strongly felt
need for increased contact. Reasons advanced by those favouring

increased contact stress the increase in bargaining strength it would
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bring about. Those against feel increased contact would involve them

too much in other people's disputes.

One important relationship of the steward is that wiﬁh his members. A
key aspect of this is whether he sees his role as to be purély a spokes-
man or to act predominantly as a leader (cf. CIR No. 17, 1971, p.1l4;
Pedler, 1973, p.56). 237 of a11Astewards take the former view, feeling
that they must take up with management every issue which is raised by
their members. An extreme example is a civil steward ‘who claiﬁed that
there‘were issues which he personaily would like to raise with @aﬁagemenL,
but as none of his members raised them wifh him, he felt that it was

none of his business to do so.

The majority of stewards feel there are some issues raiséd by their
members which the stewards should not raise with management. Overall,
557% of stewards mention issues which they régard as silly or petty, 23%
mention situations where they feel the men are in the wrong, and 14%

mention issues which they feel cannot be won.

A second important relationship for the steward is with the local full-
time official of his union. Unlike the operatives,'only 537 of whom
know the name of their official and are able to comment on his
performaﬁce, all stewards are able to do so. Stewards are divided
equally between those rega?ding the performance of their official as
good, moderate or poor. Criticisms centre around the difficulty of
~getting hold of officials and their lack of knowledge of the site and

its problems.
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The third main relationship of the steward is with management. A'
particular aspec? of this which was enquired into is how straight

tﬁe vafiousvparties'feel'the stewards in tﬁeir company are in their
dealings With management. Table 6.13 shows that the great majority

in each role feel their stewards age open and honest. Supervisors are
significantly less likely to see the stewards in this light than are

the stewards themselves. Scaffolding supervisors are significantly less
likely to view the stewards in their company as open and honest than are

civil supervisors.

Table 6.13

Operatives, Shop Stewards, Supervisors and Managers -
Comments on '"Stewards in this company are open and
honest in their dealings with the management"

Role Reggénggnts Agree | Disagree Don't Know
Z 3 Z
Operative (149) - 75 7 19
Shop Steward (44) 89 11 -
_Supervisor (71) 68 20 13
Manager ) (28) 75 25 -

The final aspect of the role of the shop steward to be investigated is
the question of what stewérds and managers feel to be the most difficult
parts of a steward's job. Both parties give particular emphasis to
problems of relationships. 327 of stewards mention the need to be
diplomatic with men's problems and 307 the need to be diplomatic with
management, while 217 stress the difficulty for the steward in
convinéing the rank and file that he is not 'bent'. As one mechanical

steward expressed it, "You have to satisfy the men 807 and the management
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20%, if you swing too far one way you're classed as militant and if you
swing too far the other you're classed as 'bent'" (cf. Beynon, 1973,
p-223; Liverpool Univeisity; 1954; p.141). Electrical shop stewards
are sigﬁificantly more likely than those in other trade groups to

mention the problem of bargaining with a clever management.

Managerslsee the main problem of stewards as relationships with their

members. 547 raise the difficulty of dealing with "hot heads" and 327

the need for the steward to convince the men he is not 'bent'. Electrical

managers give significantly greater emphasis than other managers on the

need for stewards to be diplomatic in dealing with them.

Evaluation of Shop Stewards

To provide an insight into supervisors' and managers' opinions on the
types of men who become shop stewards, they were asked to evaluate the
stewards in their company as workmen. Table 6.14 shows that well over
80% of both supervisors and managers rate their stewards as average or
above dverage workmen. There are no significant differences between
‘roles and trade groups. The uniformity of responses on the three

performance measures is evidence on the 'halo effect' operating in the

rating.
Table 6.14
. Supervisors and Managers - Comparison of Shop
Stewards, as Workmen, with average operative
Standard of Performance
Role No. of Measure of Above Below
Respondents Performance . Average
Average Average
% A Z
Supervisor 37 Conscientiousness 35 49 16
Quality 1 27 54 19
Productivity - 25 56 19
Manager (26) Conscientiousness 35 54 12
Quality , 35 54 12
Productivity 27 62 12
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Tbe second aspect in the evaluation of shop stewards is the question of
how well they are perceiﬁed as carrying out their union duties. Table
6.15 shows that the great majority of operatives, supervisors and
managers are at least moderately satisfied with the way the stewards in
their company are serving the interésts of the operatives. This is

_ despite the fact that few, if any, stewards have received any formal
training and that the facilities available to assist them to carry out

their duties are, in most companies, negligible.

Table 6.15

Operatives, Supervisors and Manaoers - Evaluatlon of
performance of shop stewards from the operatives' viewpolint

Role Rezggn32nts Good Moderate Poor Don't Know
A % Z 7
Operative (150) 41 37 9 12
Supervisor (72) 35 26 6 33
Manager (28) 75 18 7 -

Managers are significantly more likely than either supervisors or
operatives to rate the stewards' performance as good. However, it must
be noted that what one manager cited as evidence of good perfbrmance,
namely the fact that men have not lost a lot of time through meetings,
would not necessarily be rated as a favourable feature by all

operatives.

Within trade groups, scaffolding operatives are significantly more likely
to be satisfied with the performance of their stewards than are electrical
operatives. The main complaints raised against stewards are their lack

of willingness to take up issues and the allegation that they are "bent'
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An index of operatives', supervisors', and managers' favourability
téwards shop stewards in their current company was constructed from
several of the items discussed in this section on attitudes to

activity in the union. (See Appendix 4 for details). There are no
significant differehces between the three roles on tﬁis index. Within
roles, the only significant difference is that electrical managers have

a less favourable opinion of their stewards than do mechanical managers.

ATTITUDES TO UNION INVOLVEMENT IN ASPECTS OF RULE MAKING

Recruitment and Selection

The opinions of operatives, shop stewards, supervisors and managers

on the extent to which trade unions should be involved in influencing

“the sources of recruitment and method of selection of manual employees

were collected. Findings on methods of selection are presented in

Table 6.16.

Overall, shop stewards afe significantly more likely than either
operatives, supervisors or managers to want union involvement in
employee selection. Within the mechanical trade group, shop stewards
differ significantly on this measure from supervisors and managers,
while mechanical operatives are significantly more likely than their
supervisors to want union involvement. There are also significant

differences within roles. Mechanical operatives are more likely to

want union involvement than are electrical or civil operatives, and

thermal insulation operatives are more likely to want this than are
civil operatives. Mechanical shop stewards differ significantly on

this measure from civil stewards.
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On the sources of recruitment, the majority of operatives in the
ﬁechanical trade group and shop stewards in each trade group want to
restrict this to local unemployed men. 237 of ﬁecﬁanical stewards wish
to further restrict recruitment to the out-of-ﬁotk lists produced by
local union branches. With the exéeption of a few managers in the
mechanical trade group, the vast majority of managers and supervisors,
and 607 of all operatives feel that management should not be restricted

in their sources of recruitment.

Reasons advanced by those operatives and suop stewards wanting influence
over sources of recruitment and methods of selection hinge around ideas
of fairness. 617 of shop stewards and 35% of operatives spontaneously
offered the information that some vetting of names and exclusion of
certain men took place in their company. In the mechanical trade group,
the respective figures are 86% and 56%. Allegations of blacklisting
are common in construction (e.g. Adamscn, 1972; Cameron Report, 1967,
p.29). Many manual employees feel the need for union involvement as a
counter against what they regard as management discrimination. Linked
‘with this is a feeling that preference in employment should be given to
unemployed men, an&‘among some stewards that length of unemployment

should be the sole criterion governing selection.

Managers and supervisors argue against union influence in this area on
the grounds thai it would result in them getting a less satisfactory
labour force. They stress the importance of taking up references from
" previous employers. Beneath the 'rational' arguments there is, in
many cases, a strong undercurfent of emotional gssertion of managerial

prerogative.
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Three questions were asked in order to further explore attitudes to

selection of manual employees for employment.

Table 6.17 presents opinions on whom, if anyone, should be excluded from
employment on the Merseyside large.site. Over the wﬁole site, stewards
are significantly more likely than operatives, supervisors or managers

to feel that ho—one should be excluded, and operatives are significantly
more likely than either supervisors or managers to think this."Within
each trade group except electrical, operatives and shop stewards differ
significantlyifrom supervisors and managers in the pattern of their
responses. Within roles, thermal insulation operatives are significantly
more likely than those in each other trade group to wish to exclude

no-one.

A problem in interpretingAthese findings is that all respondents are not
attributing the same meanings to'common words. Perhaps the greatest
difficulty is with the word 'troublemaker®. It is common in the industry
for employers to express a concern to eliminate what they term as
troublemakers in the selection process (e.g. Berry, 1963, P.26; Cameron
Report, 1967, p.69). In this they include 'militants' and 'agitators'
and often make an implicit assumption that such men are poor tradesmen.
They frequently justify their decisions as being in the inéerests of

the vast majority‘of their labour force who do not want ;heir working

lives disrupted and their earnings cut by the actions of these men.

The majority of operatives and shop stewards, on the other hand, distin-
guish between militants and troublemakers. The former are men to be
admired. They are willing to stand up to management for improved terms

and conditions, and often they are seen as the most capable craftsmen.
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The latter are a small minority, and include poor workmen who hide
behind trade union organization. Several stewards said they would not

push for the employment of such men.

The belief or otherwise in the existence of men who can disrupt a site
without there being a genuine grievance is the second area to be
explored. Managers in the construction industry in general are
particularly prone to attributing a high strike incidence to the work
of political extremists (Wearne, 1972, p:3; Cameron Report, 1967,
especially pp.8-10, 58). Table 6.18 shows thét, for the Merseyside
site, managers are significantly more likely than either operatives,
shop stewards or supervisors to’believe in the existence of such
agitators, and that supervisors are more likely than stewards to

believe in them.

Table 6.18

i

Operatives, Shop Stewards, Supervisors and Managers -
Comments on "Agitators do exist and can swing a site
without a genuine grievance'

No. of .

Role Respondents Agreeing
Operative - (150) 437
Shop Steward (44) 257
Supervisor : (69) 517
Manager (28) 797

For operatives and supervisors, there is a significant relationship
between the perceived existence of agitators and a wish to exclude
Veroublemakers' from employment. The absence of significant relation-
ships for shop stewards and managers are probably due to tﬁe ﬁomogeneity

of views within each role.
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The third and final aspect of union involvemgnt in recruitmeﬁt and
.selec;ion to be examined concerns attitudes to recruiting unemployed
men. As Table 6.19 shows, supervisors and managers are both
significantly more likely than either operatives or‘shop stewards to
think that a good worker is hardly ever out of a job. This may be the
underlying rationale for the typical resistance of managements to the

recruitment of unemployed men.

Within trade groups, mechanical operatives differ significantly from
their supervisors and managers on this measure and electrical and civil
operatives from their supervisors. Within roles, scaffolding operatives
are significantly more likely than mechanical operatives to think that

a good worker is hardly ever out of a jbb.

Redundancy )
Operatives', shop stewards', supervisors' and managers' preferences on
the method of selecting individuals to be made redundant should this
prove necessary, are presented in Table 6.20. Overall, shop stewards
_are signifiéantly more likely than members of any of the other three
roles to prefer a seniority based system, while operatives are
significantly more likely than either supervisors or managers to

prefer such a system. Within trade gfoups,-there are significant
differences on this factor between both mechanical and thermal
insulation operatives and shop stewards and their respective super-
visors and managers, between electrical stewards and their supervisors
' aﬁd managers, and between scaffolding operatives and stewards'and their

supervisors. Within roles, civil operatives are significantly less

likely than operatives in any other trade group to favour a seniority
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system, and electrical operatives are less likely than mechanical
operatives to do so. Civil shop stewards are significantly less likely

than either mechanical or scaffolding stewards to favour seniority.

Reasons advancéd by thosé in favoﬁr'of séniority aré that it is fair,
that it lets men know where théy stand, that it éliminatés victimisation
of individuals by mhnagémént, and that it affords sécurity to oldér mén.
Some opérativés and stewards refine these arguments and add that
séniority over redundancy is really only satisfactory where recruitment
and selection follows seniority on an out-of-work list, where any so-
called 'éxceptional' cases are dealt with before redundancy, and where
théré aré saféguards against false redundancies to prévent management

cutting deep to get rid of an individual.

Reasons advanced in favour of letting management decidé who should be
made redundant are that management knows who aré the good workers and
who are thé lazy and the troublemakers. Retention of men in the first
catégory is argued as being both in the commercial intérests of the

firm and fairest to the good workers. 217 of operatives and 187 of
stewards admit to ;ome of the shortcomings of seniority, but nevertheless

feel it necessary as a protection against management discrimination.

Préférénces of members of each of thé four rolés on selection system
and redundancy systém wéré cross tabulatéd. Opérativés who prefer union
involvémént in selection are significantly more 1iké1y than other
opérativés to favour a séniority rédundancy systém. Thé abséncé of
significant relationships for stéwards, supervisors and managers is
probably due to the much greater homogénéity of opinions within each

role on the two measures.
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Satisfaction with Existing Amount of Union Involvement

In ordér to invésfigaéé.tﬁéir‘satisfacﬁion wifﬁ the éxisting amount of
union»involvéméntAin tﬁéir firm and théir futurévgoals, opératives and
shop stewards were asked if there apé any issues over which théy would
like to be able to influence managémént but currently do not do so.

767 of operatives raised no additional issues. Condition money and bonus
is the only issue r;ised by a sizeable proportion of operatives (11%).

They favour short—term flexibility at local level.

Table 6.21

Shop Stewards — Opinion on issues they should be able to
influence management over, but are unable to do so

No. of Respondents = 44
No Issues 327 Organisation of work 237%
Contractual arrangements 117 Condition money/
bonus payments 147
Recruitment 117 : '
Travel payments 117
“Security of employment 117

687 of shop stewards have additional issues they wish to infiuence
managémént over, as Table 6.21 shows. There are no significant
différénces between trade groups. Many stewards argue that they do not
want to tell management how to run its business, but that more openness
over financial and contractual details could lead to a more co—opérativé
relationship if the men could really be shown to be getting their fair

share.
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Table 6.22

Supervisors and Managers .- Opinion on issues shop stewards

raise which are none of their business

Rolé No. of Noné Selection | Organisation | Financial
Respondents of labour of work Arrangements
% Z yA Z
Supervisor (72) 68 13 24 7
Manager (28) 68 11 25 4

Table 6.22 shows that the majority of supervisors and managers have no
objéctions to the range of issues which their stewards raise. This
illustratés thé typically passive role of managements over union involve-'
ment. In both the selection of labour and redundancy areas, they tend>

- to accept the current system even where this is not their preferred

system.

Although there are no differences between trade groups for supervisors,
mechanical managers are significantly more likely than those in all the
‘other trade groups to object to some issues raised by the stewards.

Objections are at two levels. At a fundamental level there are questions
of managerial prerogative and of bargaining power. At a practical level,
a minority of managers are working under considerable pressure an§ object

to the time taken up by what they regard as trivial points raised by the

stewards.

Index of Attitudes to Union Involvement

. . : - . - oy

Measures of operatives', shop stewards', supervisors', and managers

attitudes to recruitment and selection, redundancy, and existing amount
4

of union involvement were combined into a single index. (See Appendix

4 for details.)
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Summed.over all trade groups, and for the mechanical trade group alone,
shop stewards are significantly more 1ike1y,t0‘favour a ﬁighér degree
of union involvement than are operatives, supervisors or managers.
Tﬁermal insulation stewards favour'more union involvement—tﬁan do
thermal operatives, electrical stewards morejthan their supervisors

and managers, and scaffolding stewards more than their operatives or

supervisors.

Within roles, civil operatives are significantly likely to favour less
union involvement than mechanical or electrical operatives, and civil
stewards less than those in the mechanical, electrical or scaffolding

trade groups.

ATTITUDES TO CONFLICT

Fairness of the Existing General Industrial Relations System

As a first measure of the perceived fairnmess of the existing industrial
relations system, operatives, shop stewards, supervisors and managers

" were asked to comment on the starement, "All negotiations are biased in
management's favour". TFindings are presented in Table 6.23. Those
seeing an equal balance are taken as ascribing fairness to the existing

system.

Summéd over all trade groups, shop stewards are significantly less
11ke1y than members of any other role to percelve an equal balance,
and 0perat1ves are significantly 1ess 11ke1y to do so than e1ther

supervisors or managers. Within trade groups, each of mechanical,
thermal insulation and,elecfrical operatives:and sﬁop stewards are

significantly less likely to see an equal balance than the supervisors
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or managers in their respective trade groups. Civil stéwards aré less
likély to do so than civil opérativés,vsupérvisors or managérs. Within
roles, mécﬁanical opéfativés are significantiy 1éss 1iké1y tﬁan civil
.opérativés to séé a fair balance in négotiations. For thosé in éach role
who pércéive some bias, 0pératives énd shop stéwards are significantly
more likély‘than supervisors or managers to see the bias as being in

management's favour.

This measure was combined with responses to the statement, "A good
worker is hardly ever out of a job", presented in the previous section,
to form an index of perceived fairnmess of the existing industrial

relations system. (See Appendix 4 for details of index.)

. On this index; over the whole site, both operatives and shop stewards
aré significantly more likely than either supervisors or managers to
see the existing system asunfair. Within trade groups, mechanical
operatives differ significantly from their supervisors and managers on
this index, mechanical and scaffolding stewards differ from their
respective supervisors, and thermal and electrical operatives from
their supervisors. Within roles, civil operatives are significantly
more likely to see the system as fair than are mechanical, thermal

insulation or electrical operatives.

Unconstitutional Industrial Action

As a préliminary to invéstigating théir attitudés to unconstitutional
industrial action, the extent to which opérativés, shop stewards and
managérs aré.acquaintéd with thé formal disputés procéduré in théir
company as tested. Over 907 of managérs and 867 of stewards have a

reasonable knowledge of procédure, but 617 of operatives have no
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knowlédge of it at all. The difference betwéén opérativés and the
othér roles is significant both across the wholé site and for the
méchanical group.aloné. ‘Théré aré no significant différéncés bétweén
tradé groups. Thé lack of knowlédgé of opérativés of disputés proceduré
is of a similar magnitudé to that réported in other survéys on large

sites (é.g. Berry, 1963, p.47; NEDO, 1970a, p.100).

In investigating attitudes to manual employees taking immediate direct
industrial action in breach of disputes procedure, the question was
phrased according to the respondent's knowledge of procedure. However,

in all cases the same sentiment was being tested.

Qualitatively, one impression is the general normality attributed to
strikes as a means of settling differences. Another is the feeling
among many operatives and shop stewards, including men intellectually
aware of the formal procedure, that there is a natural and fair sequence
to be followed when a grievance occurs. This is for the steward to
raise the matter with management, and then failing a quick settlement
aﬁd assuming the matter is felt to be important enqugh, for the employee

to take some form of industrial action.

Quantitative evidence on attitudes to immediate industrial action is
presénted in Table 6.24. Surprisingly perhaps, 437 of managers feel there
"~ are circumstances whére manual employeés are justifiéd in taking such
action. However, if thé don't knows aré ignoféd, shop stéwards aré
-significantly more likely than managers to condoné unconstitutional
industrial action. Within rolés, a significantly smaller proportion of
civil opératives (6%) feel it is sometimes justifiéd to break procéduré

than is the case for operatives in each other trade group. The findings
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présented in Table 6.24 are of a similar magnitude.to thosé.reported in
other survéys.(é.g..Workplace‘Industrial‘Relations, 1968, pp.35, 66, 130;

Parker, 1974, pp.69-70, A37).

Managers’who condone bréaches of procedure most oftén argué on thé grounds
that outcomes and ﬁorking relationships are moré important than a
1egalistic_interpretation of agreements. Many managers in the mechanical
trade group, for example, feel that rather than restricting meetings to
the last hour of the day, or iﬁsisting they be held off site, as provided
for under the site agreement, a quick meeting on site will have less
detrimental effects on productivity and will give the best chance for an

issue to be. resolved. .

Stewards similarly often argue that the delays inherent in procedure
inflame situations and lead to frustration. To this they add that
procedure, since it contains no status quo provisionm, is biased in
management's favour because it acts to keep men at work. The 167% of
stewards who mention management breaches of agreement as a justification
for direct action are often thinking not only of written agreements but

also of custom and practice.

ATTITUDES TO CLIENT INFLUENCE

ihere are two main difficulties for réspondénts in évaluating the extent
~of the client's influence over the day-to-day conduct of industrial

relations by contractors on the site. Several opérativés, shop stewafds
and supérvisors areAunsuré whéther thé information their managémént givé

them on the client's role is fact or is exaggerated in order to give

the company an excuse for behaving in a certain way. They suspect that
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firms try to shift\the:blame for unpopular .actions onto the.cliént.

A parallél caseexisfedwith the DocksELabour,Scﬁémé (Livérpool Univérsity,
1954, pp.92-3). The second difficulty, and this applies mainly to
managérs, is the intérprétation of advise frém the client. There séems
little doubt that some contracfors treat advice as instruction. Thé
préssurés to do this are the "strongest in companies whose prosperity is

most dependent on a-'continuing good relationship with the client.

With these limitations in mind, there is a feeling among all roles on

site that the client does exert influeﬁce. 347 of all operétives, 667

of all shop stewards, 257 of all supervisors, and 397 of all managers

feel the client exerts a lot of influence. Shop stewards differ
significantly from each of the other roles on this, and operatives differ
significantly from supervisors. Summed over all roles by trade group,
about one half of the respondents in each of the mechanical, thermal
insulation, electrical and scaffolding groups feel that the client exerts
a lot of influence, while in the civil trade group a significantly smaller

proportion (only 7Z) feel this.

Areas in which the client is mentioned as having a lot of influence
include recruitment and selection, where there is a feeling that the
client vets names before individuals can be employed on site, the level

of bonus payménts, and tactics to-be adopted during disputes.

Approximately 857 of operatives, ;;pérvisors and managérs think it is
1égitimaté for the client to exert the amount-of influence which it is
pércéivéd as doing. A significantly smaller proportion of stewards (67%)
think this. Opérativés who'percéivé the cliént as having a lot of
influéncé in their éompany are signifigantly moré 1ikély than other

operatives to think this is illegitimate.
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The général argumént for the legitimacy of client influéncé is that as
hé pays for thé projéct, it is,accéptab1é4and normal. that ﬁé sﬁould

- 'eall tﬁé tuné'. Somé méchanical stéwaﬁds-favour cliént influéncé for
instrumental reasons and try to usé the client to alter the behaviour
of théir individual manageménts. Arguments against cliént influénéé
céntré around what is seen as interference in the internal affairs of

contractors.

Managers and supervisors were asked how hélpful to good industrial
relations théy found client’influence. . The responses do not differ
significantly by role or trade group. Overall, 427 of managers feel
the client is always helpful, 337 feel the client is generally too weak
and advises giving in to the men too easily, and 257 feel the client

is too rigid. Supervisors and managers who feel that client influence
is legitimate are signifiéantly more 1ikely to feel that client

interventions are helpful.
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CHAPTER 7

DESCRIPTIVE FINDINGS: CHARACTERISTICS OF FIRMS ON THE

MERSEYSIDE LARGE SITE

INTRODUCTION

in this chapter the main characteristics of the twenty six firms of
contractofs in the five trade groups on the Merseyside large site

are described. Their structural characteristics are presented first.
Then the amount and form of conflict exhibited in these firms is
described using the measures of strikes, voiuntary absenteeism,
voluntary labour turnover, productivity and accidents. Comparative
findings from other studies on these conflict measures are introduced
and links between the‘five measures are examined. Finally, the
amount of union involvement in recruitment and selection, redundancy

and organisation of work is described.

STRUCTURAL CHARACTERISTICS

The principal structural characteristics of the twenty six contracting
companies in the study are presented in Table 7.1. Tﬁe figures
summarising the overall position in each trade group are derived as
follows. For number of employees, time of firm on site and manager's
time in post, the arithmetic mean of the figures for individual firms
is presented. For age of operatives and their length of service, the
figures presented are weighted means based on the average size of each
firm's labour force. Occupational mix and permanent home distributions

are derived from population figures.
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(2) Average over two year period ending three months after

termination of interviewing.programme
(3) Perceived opportunity for 2 or more years work with employer

classed as secure (S);

Perceived opportunity for less than 2 years work with employer

classed as insecure (I)

(4) st = Staff status;

HP = Hourly paid.
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The table illustrates the great differences betwéén firms. Their

time on site ranges between a few months and thirty years and their
size between five and almost four hundred manual employees. The median
length of service of manual employges ranges bgtween a few months and
the remarkable figure of twelve years, while the longest serving

manager has been twenty five years in post on site.

The highest stability of employment is found in firms .mech.7 and
civil 2. In contrast the two largest firms in the mechanical trade
group recruit their manual workers and supervisors for a single short

contract on site.

Firms which are shown as drawing much of their labour forces from

areas other than Merseyside or North Wales, and yet as paying no lodging
allowance, often recruit from the firm's area of origin. This may be
up to two hours travelling time from the site. For example, firm
mech.9 draws its labour force from Preston and firm civil 3 draws its

from Manchester.

For the figures of occupational mix, the tradition of the site is
followed and rigger—erectors in the mechanical trade group are classed
as craftsmen whereas scaffolders are classed as semi-skilled. ihe
dominant occupations in the mechanical trade group are rigger-érectors
iﬁ five firms, pipefitters in four firms, and welders in’firm mech.7.
Laggers dominate the thermal insulation trade group. In the electrical
trade group apprentices, although entered as craftsmen in the occup-—.
ational breakdown, are not included with skilled electricians when
computing the largest single skilled occupation. The numerically

dominant tradesmen in the civil trade group are joiners.
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AMOUNT AND FORM OF CONFLICT

Strikes

The distinction between domestic and non-domestic strikes has been
made in Chapter 4. Statistics of domestic strikes occurring'in each
firm on the Merseyside large site are presented in Table 7.2, and non-

domestic strike statistics are presented in Table 7.3.

Table 7.3
Non-Domestic Strike Figures
Man-days lost Number of separate

Trade Group per 1000 employees oppages per

(annually) employees

(annually)
Mechanical 5,000 4
Thermal Insulation ) 6,200 41
Electrical : 1,900 8
Civil 14,200 3

Scaffolding 17,300 60 -

In comparing strike figures between firms, it needs to be borne in mind
that the significance of stoppages varies according to circumstances.

A series of éhort séfikes is often more damaging to a firm than one
longer stoppage. A strike that is announced ahead allows management

to plan to minimise the consequences. A strike which, even if it
involves only a few men, results in a picket of the refinery gates can
cause a lot of &isruption to other contractors and to the client. A
_strike at a critical point in the production cycle can delay contracts
and result in lay-offs at other contractors. A strike in a service
trade such as welding can have consequences for other operatives

"

within that company. Finally, a small firm with most of its employees
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on the Merseyside site and in an insecure financial position is hit

nuch harder by a strike than a larger company.

The strike figures for the mechanical, thermal insulation and :
eléctrical trade groups are much higher than the Department'of
Employment estimates — calculated on the basis described in Chapter 4 -
for these trades on large sites iﬁ general. These latter figures show,
for the period 1964-8, an average annual loss of 911 man days per 1000
employees, and an average strike frequency of 1.3 stoppages per 1000

employees. Nevertheless, individual projects in this survey exhibited

losses as high as 15,000 man-days per 1000 employees annually (NEDO,

1970a, pp.103~7; see also NEDO, 1976, p.20).

- Man-days lost per 1000 employees due to domestié strikes on the
Merseyside large site may be compared with the average annual figures
for the Llanwern site for the period 1961-2. The Llanwern loss for
mechanical trades, 3,800, is slightly lower than the Merseyside figure,
but the loss of man-days among electrical contractors on Llanwern,
about 14,500, is much higher than the comparable Merseyside figure
(Berry, 1963, pp.68-9). Comparisons may also be made with the Alcan
smelter site at Lynemouth. Here the annual strike loss for the
mechanical and electrical contractors due to both domestic and non-
domestic disputes was approximately 23,800 man-days per 1000 employees
(CIR No.29, 1972, pp.8-9). This is considerakly greater than the loss
on the Merseyside site. Strike losses for the ICI Wilton site in the
mid 1960s were about one half of those on the Merseyside site (Wearne,

1970, p.31).

Some indication of the relative low proneness of the civil trade group
to domestic strikes, and the high proneness of the scaffolding trade

group to such stoppages, is given by comparison with strike figures for
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the construction industry as a whole. The industry is numerically
dominated by the building trades. In the early 1970's, domestic
strike losses were in the range 125-200 working days per 1000
employees annually (D E Gazette, August, 19?4, p.710). The high
non-domeétic strike losses in thesé trade groups on the Merseyside

site is due to the national building strike in 1972.

The stated causes of disputes and their characteristic forms give the
flavour of the Merseyside site. Domestic strikes are predominantly

of } day to 3 days duration and are predominantly unconstitutional.

This latter fact is confirmed by the stewards, 737% of whom over the
whole site, and 827 in the mechanical trade group alone, admit having
taken immediate direct action in breach of grievance procedure. Further—
mor e, although all disputes procedures on site formally require matters |
to be raised with the fo;emén as the first stage, this is by-passed -

almost without exception (cf. McCarthy and Parker, 1968, p.24; Parker,

1974, p.38; Pedler, 1973, p.51).

The most frequent stated cause of domestic strikes in the mechanical,
thermal insulation and electrical trade groups is bonus. Low bonus
often leads to protest meetings and to stoppages, and this may
escalate with further strikes taking place over the question of pay
jost during these protests. Bonus has been reported as a frequent
cause of strikes on other large sites (e.g. Berry, 1963, p.69; CIR
No. 29, 1972, p.10; NEDO, 1970a, p.42). Of course it may well be
that a bonus scheme just provides a convenient handle on which to
hang discontent which.exists anyway. Indeed, the firms which have
most stoppages over low bonus also have most domestic strikes for

other stated reasons.
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The second major cause of domestic strikes in all trade groups except
the civil group concerns challenges to managerial authority. A

frequent problem is that of working during inclement weather. Typically
management consider conditions suitable for working to take place, the
men refuse, and arguments arise over payment for time lost. Other
examples include disputes over refusal of operatives to acceptv

instruction from foremen who are not considered to be in the correct

Cern

union, disputes over mobility of labour, and disputes over sanctions
imposed for clocking offences, timekeeping, alleged theft, and
drunkenness. 1In firms elec 1, thermal 4, and scaff 2 and 3, there
were major disputcs over whether certain working conditions were safe,

and over who should be the judge of this.

Related to such challenges are strikes over union involvement in’aspects
of rule méking. Firm mecﬂ 2 experienced a major dispute over recruit-
ment. The issues involved were the numbers to be employed on the
contract, the source of recruitment and the employment of certain named
'individuals. Firms mech 1 and mech 5 both experienced strikes over
alleged victimisatipn in redundancy. In the first firm, the matter was
complicated by an argument over the ratio of craftsmen to mates to be

retained in the labour force. Firm mech 6 had a short strike against

the fabrication of parts off-site.

Other reasons for domestic strikes include thc following. In each trade
~ group, a few domestic strikes were protests against poor amentities or
interruptions of facilities such as water supplies. There were a few
demarcation disputes inlthe mechanical trade group, often as a result

of the CEU claiming work done by other unions. Firm elec 1 experienced
a number of stoppages over differences in terms and conditions of
employment between it and its main contractor firm mech 2. Fof example,

the former had six minutes less daily standard lost time.
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fTurning now to non-domestic strikes, the major loss of man days arises
from the national building strike of 1972, when the civil engineering
‘and scaffolding trade groups were out some six weeks. TFor other trade
groups, most of the losses are attributable to day or half day foken
and sympathy stoppages, mainly over unemployment and the Industrial
Relations Act, 1971. Theée were concentrated in the mechanical,
thermal insulation and scaffolding trade groups. In addition these
trade groups each have a tradition of leaving the site for a day if a
‘member of their trade employed on the site dies (cf. Dunlop, 1970,

pp. 148-9).

Among other reasons for non-domestic strikes are the following. The
thermal insulation trade group had a series of one day stoppages for
a revision of bonus norms to bring their average earnings up to those
in the mechanical trade group. The electrical trade group lost a
1ittle time over a claim for parity of rates with the Alcan site at
Lynemouth.‘ Finally, scaffolders on site struck for a week in protest
‘at the use of "Easifix' scaffolding for simple jobs, and for a couple
of days against a client attempt to introduce onto the site a firm

employing TGWU scaffolders.

Voluntary Absenteeism

Voluntary absenteeism by site operatives on the Merseyside site, as a

percentage of the potential number of working days, is presented in

. Table 7.4. Time lost due to men absenting themselves without a reason

considered valid by their employer is higher than the estimate for all
large sites in the U.K. in 1966 of 2.5% (Wearne, 1970, p.10). It is

however, much lower than the 157 lost hours figure reported for

some British large sites (NEDO, 1976, p.20). The Merseyside figures
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are, overall, similar to the average figure of voluntary absenteeism
in coal mining which has been given as 5.7% (Samuel, 1969, p.12; but

see also Fryer, 1974, p.53, for a much higher figure for mining).

Voluntary absenteeism on the Merseyside site is highest on Mondays and
Fridays, and in some trades there is something of a tradition of "early
days" here (cf. Baldamus, 1961, p.23). Firm thermal 2, for example,
averaged 127 absence on Mondays, with a peak voluntary absenteeism

of 257 on this day. This may Ee compared with coal mining, where as
many as 407 of faceworkers in certain pits may be missing on eérly

Monday and late Friday shifts (Fryer, 1974, p.53).

Absenteeism levels may also vary with the progress of contracts. In
firm mech 2, for example, average levels of absentccism rose towards

~the end of the contract.

Overall, voluntary absenteeism on the Merseyside large site resulted in

the loss of more man-days than did domestic strikes.

Voluntary Labour Turnover

Table 7.5 shows the percentage of site operatives in each firm on the
Merseyside site leaving their employer without being dismissed or made
redundant. These low figures can be contrasted with the experience of
one large contractor on the ICI Wilton site where voluntary labour

turnover was 77 per week (Wearne, 1970, p.31).

The overall low level of the Merseyside figures can be accounted for by
restrictions in the internal labour market on site, and by the limited
alternative employment opportunities in the area. In the former

category fairly standard terms and conditions of employment within
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trade groups; coupled with rulings imposed by unions, and in some
cases employers, that there should be a gap of several weeks between
leaving one firm on site and joining another, severely limit inter-

firm mobility.

The level of labour turnover is highest in the civil group. This offers
the greatest security of employment. In the more insecure trade groups

the predominantly short service men tend to wait to be made redundant.

There are fairly wide fluctuations in voluntary labour turnover over
time. Ih firm mech 2, for example, turnover fell from over 207 p.a. to
137 p.a. as the contract approached completion and as the number of
disputes decreased. In firm civil 1, voluntary labour turnover averaged
367 in 1970, 197 in 1971 and 107 in 1972. During this period the
‘company's labour force on qite was successively reduced by a series

of redundancies.

Productivity and Accidents

Both these measures of unorganized conflict are, as noted in Chapter 4,
most meaningfully used in making comparisons between firms engaged in
similar kinds of work and are more strongly influenced by the behaviour

of management than is the case for the three measures already discussed.

ﬁith these notes of caution, findings are presented in Table 7.6.
Although there is no absolute measure of productivity, many managers
éstimated that their employees spend at the most five hours on the job
Qorking in an eight hour day. Activity sampling on a number of large
sites in the U.K. indicates that between 147 to 407 of the total working
day is actually spent on construction work (NEDO, 1976, pp.24-9). On
accidents, the lost time frequency rate over the whole site was 10.12, a

lower figure than that for the construction industry as a whole.
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‘Table 7.6

Rating of Firms, within Trade Groups, on Productivity

""and on Frequency of Accidents

Firm

Productivity

Accident Frequency

Mech.
Mech.
~ Mech.
Mech.
Mech.
Mech.
Mech.
Mech.

Mech.

Elec.
Elec.
Elec.
Elec.
Elec.

Civil
Civil
Civil
Civil

Scaff.

Scaff.

1
2
3
4
5
6
7
8
9

Mech.1l0

Thermal
Thermal
Thermal

Thermal

(S -V R S

S won e

Scaff. 2

B W

2 R R 2 @D 0 B =2

=2 o

S o < < ¢

2 02 -t

P ow o ow oW ow o ow p oy

w > W » W w W W

w w o

[vs)

NOTES :

H
A

1l

Il

High M = Medium L = Low

Above Median
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Links between the Measures of Conflict

Each of thé five measures was CTrOSS tabulated against each other.
measure by trade group and, where appropriate, over all trade groups.
There are four significant findings. In the mechanical trade group,
high productivity is associated with low labour turnover. Over all
trade groups, a lower level of absenteeism is associated with lower
labour turnover, fewer domestic strikes, and a below average incidence
of accidents. Thus there is some initial evidence that all five
measures are acting as indicators of the level of conflict in'firms,

and that they tend to be absent or present together.

AMOUNT OF UNION INVOLVEMENT

Recruitment and Selection

The amount of union involvement in the actual systems of recruitment
and selection operatihg in their firms was accurately perceived b§
all shop stewards, almost 807 of operatives, and almost 907 of
‘supervisors. The main variations in recruitment and selection
procedures lie between trade groups. The methods adopted in firms

may vary depending on the numbers being recruited at any one time.

In the mechanical trade group, shop stewardé and local full-time union
officers have greater influence over recruitment and sélection than is
the case in other trade groups. The five unions each have their lists
- of local unemployed members and push for preference to be given to the
employment of thése men. Additionally the mechanical shop stewards'
committee have a series of rulings which they try to enforce. Examples

of these rulings are that only men who are unemployed should be started
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on site, that firms cannot transfer in non-staff employees from other
sites, that preference in employment be given to men made redundant
from the Merseyside large site, and that men should not be allowed to
move from one employer to another on site without a gap of two weeks

in the event of a redundancy and six weeks if a man left voluntarily.

These pressures have been most felt in the larger firms in the trade
group and among firms which have recruited in bulk towards the end of
the survey period. The outcomes may be iilustrated by four examples.
Firm mech 2 has recruited all its rigger—erectors and most of its

other craftsmen from the union lists, but has selected those individuals
it wanted from the lists rather than accepting men in order of length

of unemployment. Firm mech 3 has restricted recruitment to local

" unemployed men but not just to those on the union lists. Firm mech 6
haslrefrained from trying to traﬁsfer in operatives from another site
and has recruited locally. Firm mech 8 has tranéferred men in from
other sites. This firm, unlike most in the trade group, employs through

its head office rather than locally on site.

In the thermal insulation trade group there have been préSSures from

the union branch and from stewards that preference be given to local
unemployed men, and objections have been raised to the traunsfer in by
firms of 'out-of-town' men. Despite this, firms in the group recruit
from whatever sources they like and transfer men in from other sites.
Selection remains a managerial prerogative. The typical practice in the

group is of employing through head offices off-site rather than locally.
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The electrical and civil engineering contractors retain managerial
prerogative over sources of recruitment and methods of selection, and
there are no real union pressures acting against this. Typically
employment is through the company hgad office, and there is a free
transfer of men on and off site. 1In the electrical trade group, the
employment pool system operated by the JIB is little used. Firm civii
3 is notable for a recruitment system which rests on informal contacts

within the Irish éommunity in Manchester (cf. Myers, 1946, p.2).

The scaffolding trade group contains two contrasting recruitment and
selection systems. In firm scaff 3 the stewards have had some success
in enforcing a number of informal rulings similar to those in the
mechanical trade group. The other scaffolding companies employ

- through their head offices, and recruitment and selection remains a

managerial prerogative.

Redundancy

With the exception of the civil trade group, where almost 40% of
6peratives were unsure of the actual system of redundancy or transfer
operating in their c;mpany and the amount of union involvement in this
process, the vast majority of opefatives, shop stewards and supervisors
accurately perceived the actual system. Even counting in the civil

trade group, the figures are 757 of all operatives, 937 of all stewards

and 857 of supervisors.

Systems operating are fairly uniform within trade groups, and reflect
the differing dominant employment patterns in the groups. Thus, for
example, the civil group is characterised by contractors on site for

long -periods on a series of contracts and on maintenance, and offering
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fairly stable and fixed employment. This contrasts with the situation
iﬁ some of the larger mechanical contractors which hire for one short
vcontract only. Many of the thermal insulation, electrical and
scaffolding firms offer transfer opportunities to other sites to at

least some of their manual employees;

There is a seniority system for redundancy in all firms in the mechanical
trade group. In firms mech 1 and 2, first in - last out is operated
without exceptions for rank and file operatives, but in the other

firms bad timekeepers or men falling into other special categories

are the first to be dismissed. Shop stewards are in all cases the

. last men to go. There is no seniority protection for first line

supervisors.

“In the thermal insulation Erade group every firm operates a seniority
system, with provisions for speciél cases, for operatives and stewards
made redundant from site. However, each company except thermal 1 éffer
the chance to transfer to other sites to at least some of their
employees,and management alone decides to whom it will offer this

opportunity.

There is even less union involvement on this quéstion in the electrical
and civil trade groups. In the former trade group only firm elec 1
operates a seniority systém on redundancy, and in all firms management
‘alone decides to whom it will offer transfer opportunities. In the
latter trade group management retains all decision making over redundancy

and transfer.
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As ‘was the case over recruitment, the scaffolding trade group exhibits

a split over redundancy practices. In firm scaff 1 management retains

T WA A A 1 #E

its prerogative. In firm scaff 2 no men are made redundant from site

and an informal seniority system operates on transfer. In firm scaff
3 there is a seniority with exceptions scheme for redundancy but no

union involvement over transfer.

Organization of Work

As with the two areas already discussed, -the amount of union involvement
over organization of work varies mainly between trade groups. Overall,

union involvement is greatest in the mechanical trade group. Here the

S

shop stewards' committee has established rulings based on general union
directives and on custom and practice in the area, and these aréA'
implemented to var&ing degrees iq mechanical firms. Thus in most
mechanical firms welding is confined to members of the BMS, ‘supervisors
are not allowed to work with the tools, and craftsmen will only take
instruction from a supervisor who is trained in their craft and is 2
member of an 'appropriate' union. In a few of the larger mechanical
firms there are rulings on levels of manning on specific types of cranes,
restrictions in the mobility of men between gangs and jobs, and require-
_ments for the employment of specific trade mates. Inclement weatﬁer is
a particular problem on construction sites, and throughout the mechanical
trade group the stewards enforce their interpretation of when conditions
are unsuitable for working. In the latter stage of the recearch an
attempt by one company led to a ruling restriéting the bringing of

prefabricated parts onto site.
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Union involvement in the organisation of work in the thermal insulation
trade group is largely confined to the issue of working in inclement
weather. The stewards in effect decide whether or not a job has

adequate cover.

Tn the electrical and civil engineering trade groups, union involvement
is small and confined to seeing that adequate protective clothing is
provided and to fringe activities such as invelvement in the planning
of routes for the works' buses.. Firms in the scaffolding trade group
each operate group bonus schemes which enable operatives to "earn their
own money". This leads to fairly autonomous work groups governing to

a large extent their own pace and hours of work.

Measure of Amount of Union Involvement

As noted in Chapter 4 and éetailed in Appendix 6, each firm was scored
on the amount of union involvement in the two key areas of recruitment/
selection and redundancy. On this measure, firms mech 1, 2, 3, 5 are
graded as experiencing high union involvement, firms mech 6, 7, 9, 10
and scaff 3 as having medium union involvement and all other firms as

having 1low union involvement. .
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CHAPTER 8

FACTORS AFFECTING CONFLICT AND UNION INVOLVEMENT IN

RULE MAKING ON THE MERSEYSIDE LARGE SITE

INTRODUCTION

In this chapter the statistically significant findings from the testing
of hypotheses derived in Chapter 3 are first presented. The brackets
after each hypothesis indicate whether it is sigﬁificant within trade

groups or over the whole site.

The next section of the chapter presents the fin&ings from the typal
analyses. This extends the bivariate analyses by identifying within
roles individuals who sha;e a range of common attitudes, and by
identifying within trade groups firms which share a range of common
amounts of conflict and of union involvement in rule making. The
biographical characteristics and aspects of their current work situation
which distinguish types of individuals, and structural and attitudinal

characteristics which distinguish types of firms, are then identified.

The final section is a discussion of the findings on factors affecting
conflict and union involvement in the making and administering of rules

governing labour recruitment/selection, utilisation and termination.
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TESTING OF HYPOTHESES

Conflict

The following significanf relationships are found.

Size of Firm and Conflict

Hl.1

Firms with a higher average number of manual

employees experience a hiéher 1osé of working days

per employee due to domestic strikes (mechanical

trade group - indication qnly); a higher percentage
voluntary absenteeism (mechanical trade group), a
higher percentage veluntary labour turnover (mechanical
trade group - indication only), lower levels of
productivity (mechanical trade group), and an accidént
frequency above the median (mechanical trade group -

indication only).

Age of Manual Employees and Conflict

H1.2

Cohesion of

Firms with a higher median age of manual employees
experience an accident frequency above the median

(overall, mechanical trade group).

Labour Force and Conflict

H1.3

Firms in which the manual labour force contains a
lower proportion of skilled employees experience

lower levels of productivity (mechanical trade group -
indication only). Firms in which the labour force is
less occupationally uniform experience higher

voluntary absenteeism (overall, mechanical trade
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Security of

group — indication only), and an accident

frequency above the median (mechanical trade group) .

Employment and Conflict

H1.4

Firms which have been a shorter time on site
experience a higher loss of working days per employee
due to domestic strikes (mechanical and electrical
trade groups — indication only). Firms in which ihe
manager has been a shorter time in post experience a
higher loss of working days per employee due to
domestic strikes (overall, mechanical and electrical
trade groups - indications only). Firms which have a
shorter median length of service for manual employees
experience a higher loss of working days per employee
due to éoméstic strikes (overall, mechanical trade
group), and lower levels of productivity (overall,
mechanical trade group - indication only). Firms in
which the manual employees perceive their security of
employment to be low experience a higher level of

voluntary labour turnover (mechanical trade group).

Fairness and Conflict

H1.5

Firms in which the shop stewards have less favourable
opinions on the fairmess of their firm to its manual
employees c¢xperience a higher loss of working days

per employee due to domestic strikes (overall).
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Flexibility of Management and Conflict

H1.6 Firms in which the manager feels there are
circumstances in which manual employees are justified
in taking direct industrial'action in breach of
grievance proceduré experience lower levels of
voluntary labour turnover, higher levels of
productivity, and an accident frequency below the

median (mechanical trade group - indications only).

Influences on Attitudes to Unconstitutional Industrial Action
H1.7 Shop stewards who have taken direct industrial action
in breach of grievance procedurc feel it is more

justified to break procedure (overall).

H1.8 Managers who have a favourable opinion of the shop
stewards in their firm feel there are circumstances in
which manual employees are justified in taking direct

jndustrial action in breach of procedure (overall).

Influences on Attitudes to Current Firm

H1.9 Operatives and supervisors who have shorter lengths
of service with their current employer or who perceive
their security of employment to be low, have less
favourable opinions on the fairness of their current

firm to its manual employees (overall).

H1.10 Older operatives have more favourable opinions on the

fairness of their current firm (overall).

H1.11 Operatives who view the existing general industrial
relations system as unfair have less favourable
opinions on the fairness of their current firm (overall).
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Influences on Attitudes to General Industrial Relations System

H1.12

Hl. 13

H1.14

H1.15

Operatives who perceive their security of employment
to be low, or who have experienced a greater amount
of unemployment, view the existing general industrial

relations system as unfair (overall).

Operatives with ambitions to become supervisors view
the existing general industrial relations system as

more fair than do other operatives (overall).

Supervisors who have been shop stewards view the
existing industrial relations system as less fair

than do othef supervisors (overall, mechanical trade
group) .

Operativgs who have been supervisoré view the existing
industrial rélations system as less fair than do

current supervisors (overall).

Influences on Attitudes to Supervision

H1.16

H1.17

Supervisors who have shorter lengths of service are
less satisfied with their management's handling of

its manual employees (overall). Supervisors who have.
less favourable opinions on the work performance of

the manual empléyees are less satisfied with their
management's handling of its manual employees (overall,

mechanical irade group).

No significant relationships.
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" H1.18

Managers who are more satisfied with the productivity

of their manual employees, or who are in firms in

. which the majority of supervisors are transferred

onto site, or in which supervisors perceive their
security of employment to be high, are more satisfied
with the loyalty and effectiveness of their supervisors

(overall).

Union Involvement in Rule Making

The following significant relationships are found.

Security of Employment and Favoured Amcunt of Union Involvement

H2.1

Operatives who perceive their security of employment
to be low, or who have shorter lengths of service, or
who have experienced a greater amount of unemployment

favour a greater amount of union involvement than other

operatives (overall).

Fairness and Favoured Amount of Union Involvement

H2.2

Operatives who have less favourable opinions on the
fairness of their firm favour a greater amount of
union involvement than other operatives (overall).
Operatives (overall, electrical trade group) and shop
stewards (overall) who view the existing general
industrial relations system as unfair favour a
greater amount of union involvement than other

operatives and shop stewards.
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Role Change and Favoured Amount of Union Involvement

H2.3 Operatives with ambitions to become shop stewards
or who have been shop stewards favour a greater
amount of union involvement than other operatives

(overall).

H2.4 Shop stewards who have been supervisors favour a
lesser amount of union involvement than other shop

stewards (mechanical trade group).

H2.5 Supervisors who have been shop stewards favour a
greater amount of union involvement than other

supervisors (overall).

H2.6 Supervisors who have been shop stewards favour a
lesser amount of union involvement than current

shop stewards (overall, mechanical trade group) .

H2.7 Shop stewards with ambitions to become supervisors
favour a greater amount of union involvement than

current supervisors (overall).

Existing Amount of Union Involvement and Favoured Amount of
Union Involvement

H2.8 Operatives in firms where the existing amount of
union involvement is high favour a greater amount of
union involvement than other operatives (overall).
Operatives and supervisors in firms where there is
currently union involvement in the system of recruitment
and selection favour such involvement more than other
operatives and supervisors (overall). Operatives and

shop stewards in firms where there is currently a
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seniority system for redundancy favour such a
system more than other operatives and stewards
(overall). Managers in firms where the existing
amount of union involvement is high think that shop
stewards raise issues which are none of their

business more than do other managers (overall).

Favoured Amount of Union Involvement, Conflict and Achieved
Amount of Union Involvement

H2.9 ©No significant relationships

H2.10 Firms with a higher loss of working days per employee

due to domestic strikes have 2 greater amount of union

involvement than other firms (overall, mechanical

trade group).

PRESENTATION OF TYPAL ANALYSES

Individuals: Identification of Types within Roles

s

Qgeratives

The attitudes of operatives in six areas were noted, and the array
scanned for iﬁdividuals sharing common views on at least any five of
these areas: A primarybtype (Op 1) containing 43 per cent df all
operatives and a secondary type (Op 2) containing eleven per cent of
all operatives are identified. The remaining operatives are spread
over a further eighteen types. The analysis is terminated at this
stage because scanning the array for individuals sharing common views
on four out of six areas results in 91 per cent of all operatives

falling into one category with the same characteristics as Type Op 1.
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© Table 8.1

Operatives

" 'Types of"

Length of service
Experience of unemployment
Skill level

Experience as shop steward

Over 3 years
Low
Craftsman

No

Type Op.1l ' Op.2' :
Attitude to existing
industrial relations system Unfair Fair
Attitude to current employer Fair ~ Fair
Favoured union involvemént Low Low
Opinion of shop stewards Favourable Favourable
Willingness to become |
supervisor No Yes
Willingness to become shop
steward No No
‘Security of employment, Secure Secure
Supervisory experience No No
Age Over 35 Over 35
Géographical origins Local Local

Under 3 years
Low
Non-Craftsman

No
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Table 8.1 presents the modal attitudinal characteristics of the two

types, and their biographical characteristics and aspects of their current
work situation. Type Op 2 differs from Type Op 1 in being more likely

to see the existing industrial relaFions system as fair and to be

willing to become a supervisor. Type Op 2 is more likely to have been

a supefvisor, to have his presenﬁ permanent address in an area other

than Merseyside or North Wales, to héve less than three years' service,

to be semi-skilled or a labourer, and to have been a shop steward.

Type Op 2 is found more in the scaffoldiﬁg trade group and less in

the thermal insulation trade group than Type Op 1.

Type Op 2 may be summarised as an independent, ambitious, mobile
operative, whereas Type Op 1 sees less opportﬁnity for individual i

advancement and does not seek it.

Shop Stewards

The attitudes of shop stewards in seven areas were noted. The array

was scanned for individuals sharing common views in at least any six

of these areas and two types emerged. Type SS1 accounts for 34 per cent
of all stewards and Type SS2 for 27 per cent of all stewards. The
remaining stewards are spread over seven further types. The analysis .
is terminated at this stage because grouping stewards with coﬁmon views
in five out of seven areés results in 75 per cent of the stewards coming
into one category. This has the éame modal characteristics as Type ss1

except that the opinion of the employer is favourable.

Table 8.2 bresents the modal attitudinal characteristics of the two
types, and their biographical characteristics and aspects of their

current work situation. Type SS1 emerges as a fairly parochial steward
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' Tableb8.2

" Typesof Shop ‘Stewards

Geographiéal origins
Length of service
Experience of unemployment

Skill level

Local
Under 3 years
Low

Non-Crafisman

Type Ss1 ss2.. .
Attitude to existing
industrial relations system Unfair Unfair
Attitude to current employer Fair Fair
Favoured union involvement High High
Opinion of operatives Favourable Unfavourable
Willingness to become
supervisor No No
Willingness to take union -
office off site No Yes
Attitude to unconstitutional
industrial action Justified Justified
Security of employment Secure Insecure
Supervisory experience No No
Age Over 35 Over 35

Local

Under 3 years
High

Craftsman -
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whereas Type SS2 is more active in union affairs. Type SS2 is
generally critical of the passivity of the majority of operatives,

and attributes the reasonableness of management to his own efforts.

On experiences and current work situation, Type SS2 differs from Type
SS1 in being less secure in his current job, less likely to have been
a supervisor, less likely to have more than three years service,

more likely to have expe#ienced unemployment and more likely to be a
craftsman. Type SS2 is restricted.toAthe mechanical trade group,
whereas Type SS1 is less likely to be found in this trade group and
more likely to be found in the electrical, civil and scaffolding

groups.

Sugervisors

Supervisors' attitudes were noted in six areas and the array scanned
for individuals sharing common views on any four of these. Type Sup 1
accounts for 64 per cent of all supervisors and Type Sup 2 for 29 per
cent of all supervisors. The modal attitudinal characteristicé of the
" two types and their biographical characteristics and aspects of their

current work situation are presented in Table 8.3.

Type Sup 2 is less satisfied with both management and the operatives
than Type Sup 1, and is more willing to work away from home. Type Sup 2
feels less secure in his current job, is more likely to have experienced
movement back to operative status, is more likely to have less than
five years service, and is more likely to have his present permanent
home in an area other than Merseyside or North Wales. Type Sup 2 is
found more in the mechanicai trade group and less in the civil trade

group than Type Sup 1.
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‘Table- 8.3

" 'Types of Supervisors

Type Sup.1l Sup.2
Attitude to existing
industrial relations system Fair Fair
Attitﬁde to current employer Fair Unfair
Favoured union involvement Low Low
Opinion of operatives Favourable Unfavourable
Opinion of management's
handling of labour force Satisfied Disssatisfied
Willingncss to work -
away from home No Yes
Security of employment - Secure Secure
Fluctuation in status No No
Age Over 35 Over 35
Geographical origins Local Distant
Length of service Over 5 years Under 5 years
Experience as shop steward No No
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Managers

The attitudes of managers in eight areas were noted. When the array
was scanned, two main types, with the members of each sharing éommon
views in at least fiye of the areas, were identified. Typé Man 1
accounts for 68 per cent of all managers and Type Man 2 for 25 per

cent of 211 managers (Table 8.4).

Type Man 2 has a less favourable opinion of cther parties on site
than Type Man 1, and a more figidAattitude to grievance procedure.
Type Man 2 differs from Type Man 1 in being less likely to have his
present permanent home in Merseyside or North Wales and less likely to
have been an opera;ive. Type Man 2 is more likely to be found in the
mechanical trade group and less likely to be found in the thermal

insulation or scaffolding trade groups than Type Man 1.

Firms: Identification of Types within Trade Groups

Mechanical Trade Group

. The mechanical trade group was scanned for firms sharing common
behaviours on any three out of five measures of organized and unorganized
conflict. The modal characteristics of the three types identified by
this process, together with their modal rating on amount of union
involvement, are presented in Table 8.5. Firms mech 1, 5, and 6, fall
{nto Type mech A, firms mech 4, 7, 8, 9 and 10, fall in Type mech B, and

firms mech 2 and 3 fall in Type mech C.
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Table 8.4

" "Types ‘'of Managers

Length of service

Time as manager on this site
Role

Experience as operative

Experience as shop steward

Over 5 years
Under 3 years
Line

Yes

No

Type Man.l

Attitude to existing

industrial.relations system Fair Fair
Attitude to current employer Fair Unfair
Favoured union involvement A Low Low
Opinion of shop stewards Favourable Favourable
Opinion of operatives Favourable Unfavourable
. Opinion of supervisors Favourable Unfavourable
'Wiilingness to work

away from home Yes Yes
Attitude to unconstitutiohal

industrial action Justified Not justified
Age Over 35 Over 35
Geographical origins Local

Distant
Over 5 years
Under 3 years

Line
Yes

No
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Table 8.5

Types of Mechanical Contracting Firms

Type Mech A | Mech B Mech C
Domestic strikes High Low High
Absenteeism . Low * Low Medium-high
Labour turnover Low Low High
Productivity Medium. Medium ‘Low
Accidents Below Below Above

Median Median Median
Union involvement High Medium High

Basically, Type mech A is characterised by high organized conflict, low
unqrggnized conflict, and high union involvement, Type mech B by low
organized and low unorganized conflict and medium union involvement,

and Type mech C by high o;gahized and high unorganized conflict and high -

union involvement.

The structural and attitudinal characteristics distinguishing the types

" of firms are as follows. Type mech C firms differ from firms in the
other two types.in'being larger (over 200 site operatives), having a
labour force with a shorter median length of service (six months)
offering their employees less security of employment, and having managers
who are less likely to feel that unconstitutional industrial action is
justified. Type mech B firms differ from other firms in having been
longer on site (about five years), having managers who have been longer
in post (about five years), operatives with a higher median length of
service (just over four years), and supervisors who are more satisfied

with their managements' handling of their labour forces. Type mech A
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firms differ from other firms in having managers who are more likely
to view the existing industrial relations system as fair and supervisors

with less favourable opinions of the shop stewards in their firms.

Thermal Insulation Trade Group

A similar procedure to that described above for the mechanical trade
group was carried out for the thermal insulation contracting firms.

The findings are presented in Table 8.6. Type thermal A consists of
firms thermal 1 and 2, and Type thermal B of the remaining two firms

in the trade group.

Table 8.6
Types of Thermal Insulation Contracting Firms
Type "~ Thermal A Thermal B
Domestic strikes Medium High
Absenteeism High High
Labour turnover Medium-high Low-medium
Productivity High Low
Accidents’ Median Below median
Union involvement Low Low

Type thermal A is characterised by firms experiencing less organized
conflict, higher productivity, and more absenteeism, labour turnover
and accidents than firms in Type thermal B. The two types are
distinguished by Type thermal A firms having managers who have been
longer in post (over five years as compared with under three years),
supervisors who have more favoufable opinions of the shop stewards in
their firms, and shop stewards who are less likely to view their

employing company as fair.
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Electrical Trade Group

Flectrical firms do not fall as easily into types as firms in the -
two trade groups alreadyvdiscussed. Table 8.7 presents two types
which emerge when electrical firms are scanned for those sharing
common behaviours on two of the five measures of conflict. Type
elec A consists of firms elec 2, 3 and 4, and Type elec B contains

firms elec 1 and 5.

Table 8.7
Types of Electrical Contracting Firms
Type - Elec A Elec B
Domestic strikes Low Medium-high
Absenteeism . Low Low-medium
Labour turnover Medium Medium
Productivity Medium-high, Low-medium
Accidents Above median Below median

Union Involvement Low Low

Type elec A may be roughly characterised as experiéncing lower
organized and unorganized conflict than Type elec B. Structurally,
Type elec A differs from Type elec B in consisting of firms which
have been longer on site (median figures are respectively eiéht years
and two years), which have managers who have been longer in post .
(median figure three years and less than one year), and which have
operatives with longer service (median figures two and a half years
and one year). Attitudinally, Type elec A differs from Type elec B

in consisting of firms in which shop stewards are more likely to view
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their current company and the existing industrial relations system
as fair, and in which managers-are more likely to feel it justified
in some circumstances for employees to take unconstitutional
industrial actionnand to have a favourable opinion of the shop
stewards in their company. Supervisors in Type elec B firms have a
predominantly favourable opinion of shop stewards in their company,

while opinions in Type elec A firms are more mixed.

Civil Trade Group

The civil trade group was scanned for firms sharing common behaviours
on any two of the four available measures of organized and unorganized
conflict. The modal characteristics of the two typesvidentified by
this process,‘together with their modal rating on amount of union -
involvement, are presented in Table 8.8. Type civil’B contains only

firm civil 1.

Table 8.8
Types of Civil Engineering Contracting Firms
Type Civil A Civil B
Domestic strikes Low Low
Absenteeism Medium Low
Labour turnover High Low
Accidents Above median Below median
Union Involvement Low Low

Type civil B clearly differs from Type civil A in experiencing a lower
level of unorganized conflict. Structurally, Type civil B firms differ

from firms in Type civil A by being smaller (average of 75 site
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operatives compared with 240), a shorter time on site (median time of
three and a half years compared with twenty years), and in having 92
per cent of their labour forces drawn from North Wales and a much
higher proportion (45%) of craftsmen. Managers and supervisors in
Type civil B firms are more likely to have a favourable opinion of
the stewards in their company than are those in Type civil A firms,
and managers in the forﬁer firms are more likely tovview the existing

industrial relations system as unfair.

Seaffolding Trade Group

The availability of only three conflict measures and the restriction

of the sample to only three firms makes a formal type analysis not

very meaningful. It may just be noted that the level of domestic strikes
and absenteeism is lowest in the smallest and newest firm on site,

a

firm scaff 1.

DISCUSSION OF FINDINGS ON CONFLICT AND UNION INVOLVEMENT
IN RULE MAKING

Introduction

The study aims to examine relationships in two main areas. One is

the effect of factors which vary between firms on the Merseyside large
site on the amount and'form of conflict exhibited in these firms. The
éecond and related area is\the effe¢t of ali theée factors on the

amount of union involvement in the making and administering of rules
governing labour recruitment/selection, utilisation and termination.
Combination of findings from the hypothesis testing and typal analyses,
.and duscriptive data from Chapters 5-7, is helpful in the interpretation

and discussion of relationships.
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As the general model &Figure 1 in Chapter 1) illustrates, it is
employees' perceptions and interpretations of their workplace environ-—
ment, as influenced by their experiences, which provide motives for

the expression of conflict by manual employées and their desire for a
greater amount of union involvement in rule making, and for the
responses of supervisors and méﬁagers.- Thisrworkplace environment also
faciliﬁates or constrains ﬁhe translation of such attitudes into
behaviours and the achievement of outcomes in terms of rules concerning
job regulation. In so doing the model underlines that it is in

combination that factors assume importance.

Influence on attitudes related to conflict and to union involvement

Manual employees' security of employment, and related to this thelir
perceptions of the fairness of their current employer and of the

general industrial relations system, are an important motive for

conflict and for union involvement.

For fhe majority of operatives, shorter lengths of service with their

. current employer, insecurity in current employment and experience of

a greater amount of unemployment are associated with a view of both
their current employer and the existing industrial relations system

as unfair and a desire for a greater amount of union involvement.
Experiences of low security of employment are significantly less likely
for civil operatives and are probably most pronounced for mechanical
operatives. Further, there is evidence that operatives' perceptions of
their current situation are dominant in influencing attitudes. Operatives
who currently perceive fheir security of employment to be low are
.significantly more likely to favour a greater amount of union involve-
ment in both the recruitment/selection and redundancy areas than those
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who are currently secure, regardless of either group's experience

of unemployment.

However, there are a small minority of operatives who have shorter
service with their current employer as a consequence of théir greater
mobility, both geographically and betwéen roles, than other operatives.
Such men are likely to view the existing industrial relations system
as fair. They are least common in the méchanical and thermal

insulation trade groups.

Within the mechanical trade group and over all trade groups there
is evidence that older operatives have more favourable opiﬁions on
the fairness of their current firm. Since mechanical and civil
operatives do not differ significantly in age but do differ on

attitudes in this area, it may be concluded that age is an underlying

factor influencing such attitudes.

Shop stewards are significantly more likely than operatives both to
view the existing general industrial relations system as unfair and

to favour a greater amount of union involvement. Stewards who view
the industrial relations system as unfair are significantly more likely
than other stewards to favour a greater amount of union involvemént.
About 70%Z of stewards feel that unconstitutional industrial action is
sometimes justified and such st;wards are more likely to have engaged
in such action. Civil stewards are significantly less likely than

those in other trade groups to hold either of these views.
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There is a concentration in the mechanical trade group of stewards

who have short service with their current employer, who perceive their
security of employment as low and who have experienced much unemployment.
Such stewards are the most active in union affairs both on and off site.
Those among them who view their cugrent employer as fair attribute

this to their own efforts. However, the stewards who are most likely
to view their current employer as fair are.those who have longer
service with their current employer, higher security of employment, and
who have experienced little unemployment. They are found particularly
in the civil trade group but also in the electrical and scaffolding
groups. Such stewards are likely to spend less time on union business,
and to be well satisfied with the support they receive from the rank

and file.

Security of employment and related attitudes to fairness are also
important in understanding the attitudes of supervisors and managers
relevant to conflict and to union involvement. Overall, supervisors
and managers are significantly more likely than operatives or shop
stewards to view the existing industrial relations system as fair, and
are significantly less likely than stewards to favour a greater amount

of union involvement.

It is the minority of supervisors who have short service with their
current employer and who perceive their security of employment as low
who are most likely to view their current firm as unfair to its manual
employees, to be dissatisfied with management's handling of its manual
labour force, and to be dissatisfied with the productivity of the
manuals. These dissatisfied supervisors are concentrated in the

mechanical trade group and are more likely than other supervisors to
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have their permanent home outside the local area and to have

experienced fluctuations back to operative status.

Associated with these supervisors are a minority of managers -
concentrated in the mechanical trade group and making up about half

of all mechanical managers - who are dissatisfied with both the loyalty
and effectiveness of their supervisors and the productivity of their
operatives. These managers are less likely than other managers.to

be local to the area or to have started in the industry as operatives.

Over all trade groups a minority of managers hold unfavourable
opinions of the stewards in their firms. Such managers are
significantly more likely than other managers to take a rigid
approach to industrial relations and to feel that there are no
circumstances in which manual employees are justified in taking
direct industrial action in breach of disputes procedure. This
coupling of views is particularly predominant in the electrical trade
.groupi Tt must be remembered, however, that a small majority of all
" managers on site feel there are mo circumstances which justify

unconstitutional industrial action.

There is evidence for all roles that the actual amount of union
involvement existing in their firm influences the favoured amount of
union involvement. Confirmation that the direction of the relationship
is as described comes from the findings of links between factors
providing manual employees Qith a felt need for union involvement -
such as short service, insecure emﬁloyment, perceived unfairness

of their current firm and the general industrial relations system -~

and favoured amount of union involvement; together with the absence of
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any significant relationships between these factors providing a

need for union involvement and the actual amount of union involvement.

Operatives and supervisors have the most fluid views on union involve-
ment. Those in firms experiencing.union involvement in the recruitment/
selectioq system are more likely to favour such involvement. Operatives
additionally follow the existing situation in their firm over their
preferred redundancy syétem. Shop stewards are more fixed in their
views. There is evidence, however, that stewards in fi;ms which
currently operate a seniority system on redundancy are more likely

than other stewards to favour such a system. Managers remain.constant
in deprecating union involvement, and those who are most subject to

stewards raising issues are more likely to feel that the stewards are

interfering in matters which are none of their business.

Within this broad framework of factors influencing attitudes related

to conflict and to union involvement, individuals' views are shaded by
theif experiences of holding other roles or their ambitions to do so.

. On the Merseyside site, 147 of all current operatives, 26% of all
current supervisors and 297 of all current managers have been shop
stewards at some time in the past. The percentage figures are higher
for the mechanical trade grbdp. 127 of all current operatives and 187
of all'curfent stewards have been superviéors, with significantly
higher pfoportions in the mechanical group. 157 of current supervisors
have experienced a downward fluctuation to operative status and 37 an
upward fluctuation to manager. On ambitions, 41% of operatives and

30% of stewards expfesé a willingness to become supervisors at some
time in the future, and 24% of operatives express willingness to become

stewards.

206




An examination of the attitudes of those with ambitions for or
actual experience of mobility between roles gives rise to two
principal findings. The first concerns role adaptation and the

second concerns.self-selection.

On role adaptation, the evidence is that when occupancy of one role
requires different behaviours in-a certain area from those required

in another role, the individual's current role dominates in shaping
his attitudes in that area in comparison with current members of the
role aspired to or experienced. Union posts and supervisory posts
call for different behaviours over union involvement; and so role
change leads to changes in attitudes. Thus supervisors who have béen
shop stewards favour a lesser amount of union involvement than current
stewards, and stewards with ambitions to become supervisors favour a

a

greater amount of union involvement than current supervisors.

On self-selection, there is evidence that those individuals with
ambi£ions for or experience of role change are not typical of either
their group of origin or the group aspired to or achieved. They tend
to hold intermediate attitudes differing from the typical attitudes

of more static members of both roles.

Thus operativgs with ambitions to become supervisors are more likely to
view the existing general industrial relations system as fair than are
other operatives. Operatives with ambitions to become shop stewards, or
who in the past have achieved such a post, favour a greater amount of
union involvement than other operatives. However, although mobility
between operative and steward roles is significantly greater in the

mechanical trade group than in other groups, the findings on favoured
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amount of union inv91vement are not significant for’this trade group
alone. This hints that the low current security of employment and

higher experience 6f unemployment which'cﬁaracterises the mechanical
trade group may dominate over role mobility in influencing ‘attitudes

to union involvement. _

The fairly uniform views of stewards - with over 70% favouring a

greater amount of union involvement and perceiving the existing
industrial relations system as unfair - may well explain the absence

of significant differences in attitudes being identified between stewaras
with supervisory ambitions and other stewards. Nevertheless the finding,
for the mechanical trade group, that shop stewards who have been
supervisors favour a lesser amount of union involvement than other i
stewards does give some evidence of self-selection. It is the less
radical stewards who are‘willing to take supervisory posts. Indeed the
typically intermediate attitudes of the men mobile between steward and
‘supervisory posts is illustrated by the findings that supervisors who
have been stewards are significantly more likely than other supervisors

to favour a greater amount of union involvement and to view the existing

industrial relations system as unfair.

Downward mobility from a supervisory post to manual status is usually
involuntary. This expefience colours attitudes to the fairmess of the
general industrial relations system, with tnese ex—supervisors viewing

the system as less fair than do current supervisors.
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Influences on form and amount of cqnflict

The‘workplace environment, in addition to  providing motives for conflict,
facilitates or constrains its expression. As a preliminary to discussing
influences on the form and amount of conflicf exhibite& in firms, a

brief examination is necessary of the links between the five measures

of conflict adopted in the study.

Overall, higher voluntary absenteeism, higher voluntary labour turnover,
lower productivity and a higher accident frequency are all associated.
Each is acting as an indicator of a higher level of undrganized conflict.
This association is particularly clear in the mechanical trade group

an& among the three measures available for the civil trade group.
Accident frequency relative to other firms engaged in similar work is
perhaps the least satisfactory measure of unorganized conflict. It is
the most prone to variations due to other characteristics of firms,
as.the significant relationship between a higher média; age of manual
employees and an acciden; frequency above the median illustrates. The
fact that this relationship is significant both within the mechanical
trade group and over the whole site, coupled with the finding that only
electrical operatives are significantly younger than mechanical or civil
operatives, leads to the conclusion that age is an underlying factor

influencing accidents but not the other measures of unorganized conflict.

on the links between the measures of organized and unorganized conflict,
there is some evidence, within the mechanical trade group and over the
whole site, that it is the same firms which expérience higher or lower
levels of both. Howevér, although this may be the dominant pattern it
is not the sole one. Higher organized conflict may be associated with

lower unorganized conflict and vice versa.
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There is most evidence on factors affecting the form and amount of
conflict in firms in the mechanical trade group. Here higher levels

of botﬁ organized and unorganized conflict are found in firms which
have larger numbers of manual emplgyees on site, which have been a
shorter time on site, have a fairly reéently recruited and insecure
manual labour force, a manager who has 1i§t1e experience of the site,
and often dissatisfied supervisors. Firms mech 2 and mech 3 share all
these characteristics. Higher levels of uporganized conflict, compared
with other firms in the mechanical trade group, are found in firms with
less cohesive labour forces — as measured by occupational diversity and
a lowervproportion of skilled employees — and in firms in which the
mahager takes a less flexible approach to industrial relations as
evidenced by a condemnation of all breaches of grievance procedure.. It
is the very small specialist contractors, such as firms mech 4 and mech
8, which have the most cohesive labour forces and lowest 1e§els of

unorganized conflict.

One reason why larger firms experience higher levels of conflict is
because such firms tend to be more formal in their administration.

They are characterised by more rigid interpretation of the procedural
and substantive rules in the site agreement, and more bureaucratic
administration over matters ranging from the issue of materials from the
stores to the use of teléphones. Frustration and ill will was felt

in the larger firms as their employees observed smaller firms like

mech 4, 8, and 9 using practices such as 'job and finish' and releasing

‘men early during inclement weather.
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A second reason for the link between the size of a firm and levels of
conflict is because of key bargaining. Tﬁe attempt of the CEU to
increase its control over recruitment and .selection was concentrated

on tﬁe largest firm in the trade group, mecﬁ 2, which was attempting to

rapidly build up its labour force.

The time that.a firm has been on site links with conflict through
several factors related to the learning period in the early stages of
a contract. Among the manual workers there is usually higher labour
turnover as men leave a job which does not meet their expectations,
while there might also be organized industrial action to test out a

new management, as was the case over manning levels in firm mech 2.

For managers new to the site, time is needed to learn its customs and
practices, to learn not to over react to situations, and to try to
build up an element of trust and understanding Vith the stewards.

These problems are particularly acute for managers who are not local

to the area, as was the case in firms mech 2 and 3. Thus inexperience
on the part of the manager in firm mech 2 led to a lack of appreciation
of the probably consequences of delaying to mend a water pipe to a
cabin. This was interpreted by the men as confirmation that management
did not care about their welfare and acted as a stimulus for a walk-out.
Similarly the posting, without prior consultétion with the stewards, of
a ﬁrinted sheet on travel allowances in firm mech 3 promoted much
suspicion. Evidence of learning taking place by managers is given by
the experiences of firm mech 3. This company had three consecutive
contracts on the Merseyside large site, and the time lost due to

domestic disputes fell over successive contracts.
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Insecurity of employment influences the behaviour of both manual
workers an& supervisors. For the former, in addition to fuelling
‘distrust, insecurity encourages higﬁer voluntary labour turnover as

men anticipating redundancy in the near future leave as alternative
employment opportunitieé occur, ané leads to falls in productivity
towards the ends of contracts. ForAthe latter, low loyalty to the

firm and a lack of supervisory training associated with recruitment

for a single contract tends to lead to behaviours which are inappropriate
from management's viewpoint. Two contrasting mechanisms are of help

in explaining the behaviour of supervisors in such a situation, and the
evidence is that neither is dominant. Some supervisors, anticipating
the day when they again may be a manual worker alongside some of the
men they are currently supervising, are lax in supervision and give
concessions to win co-operation, such as generous booking of the

time spent working under conditions attracting extra payment. This
may, as in firms mech 2 and 3, encourage fractional bargaining. .Other
supervisors, because of the marginality of their status and frustration
at their lack of protection by the unions, act in an extremely

antagonistic way towards the manuals.

In contrast, firms which do offer security of employment to their
supervisors and manual employees are not only offering an environment
which may be cénducive to more trust and better industrial relations.
For supervisors in particular these firms are also more selective over
the calibre of men chosen for such longer term appointments and give

them training, as was the case in firm mech 10.

In looking beyond the mechanical trade group to the site as a whole,

there is evidence at this level of similar factors affecting the form
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and amount of conflict. Higher levels of organized conflict are found
in firms in which the operatives have a shorter median length of service,
the manager has been a shorter time in post, and the shop stewards

have less favourable opinions on the fairness of their firm. Additionally,
for the electrical trade group, firms which have been a shorter time on
site experience higher organized conflict. Higher levels of unorganized
conflict are, ovér the site as a whole, found in firms in which the
operatives ha&e shorter service and lower occupational uniformity.

There is not, therefore, over the whole site any relationship between
either size of firm or the flexibility of the manager and levels of
conflict. For the civil trade group, however, there is an indication
that the firms with a larger number of manual employees experience

higher unorganized conflict. It is these larger firms which are less

occupationally uniform.

The characteristics noted above as distinguishing firms which, over
the whole site, exhibit higher levels of organized conflict, are less
likely to occur in the civil trade group. Here, in comparison with
other trade groups, the operatives have significantly longer service
with their current employer and shop stewards are significantly more
likely to have favourable opinions on the fairmess of their firm. A
higher proportion of civil managers have longer service with their
current company, although not necessarily on the Merseyside site,A
than is the case for managers in each trade group except thermal

insulation.

However, the civil trade group, in comparison with other trade groups,
also has larger firms and firms which have been longer on site. These

variables are significantly related to levels of conflict for the
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mechanical trade group but not for the whole site. This lends support
to the view that it is a shorteruseryicé, lower trust, inexperienced
manager situation which, over allvtrade groups, characterises higher
organized conflict. The picture is not being distorted by any broader
characteristics of the civil trade group. Confirmatory evidence is
given by the findings that the civil trade group, which has the lowest
domestic strike figures, also has operatives who are significantly
more likely to view their current firm and general industrial .relations
system as fair, supervisors who are significantly more satisfied With
management's handling of the labour force, and firms which all offer

high security of employment.

The experiences of firm elec 1 illustrate clearly how a low security,
low trust, inexperienced manager situation leads to higher levels of
organized conflict. For examplé, the manager asked an employee about
five months after the start of the eighteen month contract if he knew
any good electricians who were looking for work. This led to rumours
_ that the firm was planning either to dismiss the existing labour force
or to engage in a large further recruitment of labour to speed

completion. A ten day strike resulted.

At a more general level, the importance of workplace environment as
contrasted to any specific characteristics of individual employees in
influencing the expression of conflict is emphasised by the levels of
inter-firm mobility. Almost one quarter of all operatives and shop
stewards, and one fifth of supervisors had their immediate previous

job with a contractor currently or recently on the Merseyside site.
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The absence of any significant relationships between any of the

measures of cohesion of a labour force and levels of organized conflict
may be interpreted - in the 1igﬁt of the significant relationsﬁips
between lower cohesion and higher unorganized conflict - as showing

that all firms on site, with the probable exception of firms civil 1;

2, and 3, have a sufficient core of men in a single craft or identifiable
semi-skilled occupation to act as an organizing force for collective
action given the felt need. The predominant expression of conflict in
the less cohesive labour forces remains, nevertheless, individual

withdrawal.

The role of supervisors varies between trade groups, and with it any
influence they may have on the form and amount of conflict expressed

in firms. Flexibility over the allocation of condition money is

largely restricted to the‘mechanical trade group, with a little
discretion allowed to supervisors in some thermai insulation firms.

The resultant fractional bargaining, with its conflict implications,

is therefore restricted to these parts of the site. In the scaffolding
trade group, the foreman shares in the gang bonﬁs and this provides the
basis for a co-operative relationship with the manual employees. Any
conflict is channelled against management. In the electrical and civil Ny
trade groups, the low disgretion allowed to supervisors over industrial
relations matters coupled with théir predominantly high security of
employment and loyalty to management, means that they are, in themselves,

- unlikely to proVoke any industrial relations problems.
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Influences on amount of union involvement

Whereas only civil shop stewards favour significantly less union
involvement than those in the mechanical, electrical and scaffolding
trade groups - and the situation is similar for operatives-— greater
actual amounts of union involvement are restricted to eight firms in
the méchanical trade group and éne scaffolding firm. Tﬁe ability of
manual workers to establish union involvement, particularly in the face

of management opposition, is influenced by the workplace environment .

There is evidence, both within the mechanical trade group and over
the whole site, that whereas a wide disparity in favoured amount of
union involvement between shop stewards and managers is not a cause
of conflict, the actual amount of union invoivement is greater in
firms which experience h%gher levels of organized conflict. These
firms combine a felt need for union involvement by manual employees,

with the ability to achieve it.

Firm mech 2, the largest firm in its trade group, provides a clear
example of the operation of factors to bring about a larger amount of
union involvement; Its manual employees are predominantly short service,
insecure, and distrustful of the fairness of their current employer

and of the general industrial relations system. Its stewards favour
unconstitutional action.. Its supervisors are predominantly insecure

and dissatisfied. Its manager is inexperienced on the site, takes

a rigid approach to industrial relations and has low opinions of both

the supervisors and the manuals.

As the largest firm in the trade group, mech 2 was subject to key
bargaining, particularly as it sought to build up its labour force

quickly at the start of its contract. The CEU, which was the most
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active of the on-site unions in this field, imposed an employment
embafgo'wﬁich succeeded in eétablishing union involvement in recruitment
and selection. Tﬁe establishmeﬁt of sucﬁ influence acted as a factor
leading to raised expectations of union invoivement. Pressure from

the CEU and the craft unions on supérvisors and managers led to the
establishment of union control over aspects of supervision, levels of
manning, mobility between jobs and other aépects of managerial
relations. The insecure employment situation provided the stimulus

agd the need for the protection of members by their unions against

discrimination by management in selecting men for redundancy. -

Firms mech 1, 3, and 5, experienced similar, but less intensive,
pressures for union involvement. These large and medium sized firms
shafe ﬁany characteristics of firm mech 2. In particular they attempted
to recruit a large proportion of their labour forces in the same time
period and offered none or very limited opportunities for transfer to

other sites at the end of contracts.

There was a carry-over effect of union involvement to other firms in
the mechanical trade group so that, for example, seniority provisions
over redundancy became the normal practice. The joint shop stewards'

committee and the site convenor were forces for the dissemination

of information and standardisation of practice between firms in the

trade groups.

Firm scaff 3, which was the only firm outside the mechanical trade
group to experience higher union involvement, shared many of the T

characteristics of those mechanical firms which had a larger amount

of union involvement. It is the largest and most strike prone firm
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invitS'trade group, recruits men locally for a single contract and has
a manual labour force with a short median length of service. Its
employées predominantly see the company as agting unfairly towards them.
There is no carry-over of union involvement to other scaffolding firms
because of the limited contacts between stewards in the trade group,

and because the other firms do not recruvit on site and do offef the
opportunity for transfer at the end of contracts on the Merseyside

large site.

The low amount of union involvement in other trade groups is largely

a consequence of the more stable employment environment which the firms
in them typically offer their manual employees. Most of these firms

have either been a long period continuously on site or offer
opportunities for transfer to other sites at the endé of contracts.

The coﬁsequent absence of iarge scale recruitment/selection or redundancy

situations on site means that both the primary motives and opportunities

for unions to try to establish involvement are absent.
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CHAPTER 9

CONCLUSIONS: THE CONTRIBUTIONS OF THE STUDY

INTRODUCTION

In this final chapter, the contributions of the study in three areas
are examined. First, the general theoretical contribution to an under-
standing of a modified rules approach to workplace industrial relations
is reviewed. Secondly, the specific substantive contribution to an
understanding of industrial relations in the fieldwork setting of a
large industrial construction site, and wider application of these
findings, is discussed. Thirdly - remembering the origins of the

study in a project sponsored by a company to help solve practical
industrial relations problems —'the utility of the study to the client
is reviewed and conclusions are drawn on the practicability of
simultaneously satisfying the needs of the academic community and the
client company. These contributions are drawn together in a final

short section.

CONTRIBUTION TO AN UNDERSTANDING OF A MODIFIED RULES APPROACH
TO WORKPLACE INDUSTRIAL RELATIONS

A modified rules approach to industrial relations was adopted in this
study. It took as its starting point a definition of the subject as
"the study of all aspects of job regulation - the making and

"

administering of the rules which regulate employment relationships ...

(Bain and Clegg, 1974, p.95) but incorporated the interpretations and
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restrictions argued in Chapter 1. This approach will now be examined
in the light of the case study of industrial relations on the Merseyside

large industrial construction site.

A major requirement is to define the range of rules and aspects of

these rules with which the study of industrial relations is concerned.
As a preliminary }imitation it can be noted that a workplace level study
confined to a single workplace should seek only to explain job
regulation taking place within that workplace or taking place outside

it but relating specifically and particularly to it rather than to a
more general constituency. This latter category would include, for

the Merseyside site, the negotiation of the mechanical site agreement

by union full-time officials and a contractors' panel, and the making

of 5 policy at a local CEU branch that only members on their out of work
list should be employed’on'this site. Other aspects of job regulation, .
for example, the negotiation of the industry-wide collective agreements
in building and civil engineering, or the making by multi-site
contractors of corporate policies on security of employment, are
external to the workplace and apply generally to a number of workplaces.
They should be tréated as a given, as part of the environment influencing

job regulation in the workplace being studied.

Within this framework, the rules with which a study of workplace
industrial relations is concerned are, broadly, the procedural and
substantive rules regularing market and managerial relations (Flanders,
1970, pp.86-89). They may be concerned with both task centred and power
centred decisions (Clarke et al, 1972, p.7). However, following Cox
(1971, pp.l41-142), Goodman et al (1975) and Wood et al (1975),

industrial relations is concerned with explaining the content of
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substantive and non-creative procedural rules only in so far as they
illuminate power relations among the actors. To power should be added,
on evidence from the case study, illumination of the goals and values
of the actors. For example, the Substantive rules governing the
sources of recruitment in a company are influenced by the amount of
union involvement in rule making-in this area. This depends both on
the extent to which workgroups or unions desire involvement - as shaped
by, among other things, their trust of the employer — and on their

ability to achieve it through industrial action. The content of

substantive and non-creative procedural rules is, nevertheless, important

as forming part of the environment influencing job regulation. For
example, rules on technical standards and inspection provisions for
welding led, on the Merseyside site, to claims for extra pay by
welders and demands that they should only be supervised by members of

the BMS.

The case study suggests that consideration should be giéén\tbxthe
authorship of the rules regulating employment relationships in defining

the scope of the subject of industrial relations. The concern with the

process of rule making and interpretation should be restricted to areas:

where there is actual or attempted union or work group involvement, or
where such involvement is.desired by the employees. In the absence of
any organized countervailing force operating outside an employing
organisation's managerial hierarchy to provide a check on unilateral
management decision making over employment relationships, the study of
the process of rule making and interpretation is one of administrative
proced;ires and managerial decision making processes. This is a

traditional area of study for organizational behaviour. To include it
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in the'study of industrial relations, as is implied by the Bain and
Clegg (1974) definition, is to overlap with other established social
science fields of study and to disperse tﬁe distinct focus of

industrial relations. Illustrations from ﬁhe Merseyside large site

of the various classes of authorship of rules will be presented.

The operation of qisciplinary procedure, .as in the case of a welder
suspended and eventually dismissed for stealing some wire from site, is
an example of joint management-union involvement in rule making and
interpretation. Here industrial relations is concerned to describe

and explain factors such as the extent to which the formal procedure

is followed, the threat or use of sanctions, the perceived legitimacy
of the final outcome and any changes made to the formal procedure. In
tﬁisvexample, the procedure was used right through to the final stage -
arbitration, but with much informal lobbying throughout by full-time
union officers and stewards on both client and contractor. The
arbitrator's decision to uphold the dismissal of the man led to a token

walk—out in the mechanical trade group and to much acrimony.

Decisions on the organization of work are formally ones of managerial
prerogative. Nevertheless, 23 per cent of stewards expressed a wish

to be involved in this area, but in most firms management was unwilling
to concede this. Questions of levels of manning and mobility of labour
led to organized and unorganized conflict, particularly in the mechanical
trade group. Industrial relations is concerned to discover such areas

of latent discontent and explore their consequences. However, when
there is unilateral management rule making with no evidence of a wish
for union or work group involvement as, for example, over promotion to

supervisory or managerial positions, then the study of process lies



outside the scope of industrial relations. The subject is not
specifically interested in explaining the choice and operation of

the selection procedure adopted by management.

The final form of rule making to be considered is that originating
from unilateral union or work group action. This includes both evolved
custom and practice, as over seniority provisions for redundancy, and
that imposed by union power, as over recruitment from union out of
work lists in firm mech 2. The establishment and maintenance of such
rules within an employing organizagion implies some reaction from
management ranging from passive acquiescence to active resistance, and
with this a merging into joint rule making. Industrial relations is
concerned to explain the processes by which such rules are established
and maintained, and their content in so far as this illuminates the

goals, values and powers of the actors.

In>order to study those areas of the process of rule making and
interpretation with which industrial relations is concerned, the case
study highlights the need to consider intra-organizational bargaining
within both the union and management sides as a preliminary and parallel
process to inter—organizational bargaining. Studies of intra-
organizational bargaining within trade unions are an established part

of industrial relations literature (e.g. Allen, 1954; Boraston et al,
1975). Within management, however, there is a paucity of work in this

area (e.g. Winkler, 1974).

On the Merseyside large site there was, for example, a diversity of

opinions within each party on the ideal method of recruitment and

selection. In the mechanical trade group, both overall and within firms,

the majority of shop stewards were divided fairly evenly between
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favouring joint consultation on the issue and favouring joint decision
ﬁaking, with a sizeable minority favouring unilateral decision making.
Operatives exhibited an even wider distribution of views, with about
one-third favouring unilateral management decision making. On the
management éide in this trade group, two-thirds of managers favoured
managerial unilateral decision making and one-third favoured joint
consultation, whereas a sizeable minority of supervisors favoured joint
decision making. Differences were also observed in the attitudes of
personnel managers and line managers Witﬁin firms, although no systematic

data was collected on this.

Faced with such a situation, industrial reiations should be able to
describe the process by which each party sets its policies and tactics,
and to explain why particular outcomes result. This will give insights
into, for example, the degree of commitment within parties to the
achievement of stated objectives in inter-organizational bargaining.
Indeed, as will be discussed later, a weakness of the research design
for the Merseyside site case study was insufficient emphasis on intra-

organizational bargaining.

In studying rule making and interpretation, it is necessary to clarify
the extent to which industrial relations should be concerned to explain
the reasons for the behaviours and underlying attitudes related to this
process. For industrial relations to seek comprehensively to explain why
particular individuals hold particular attitudes to asprcts of their
current work situation and why they behave, individually and collectively,
in certain ways is to cast the net incredibly widely and span much of
several social science disciplines. Selection is necessary. Using

evidence from the case study the range of behaviours and attitudes with
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'which industrial relations should be concerned is first discussed and

the depth of concern is then indicated.

Théré aré; as notéd in Cﬁaptér 1, two broad catégoriés of béhaviour
related to rule making and intérprétation. Using the distinction made
by Goodman et al (1975) and Wood et al (1975), there is that confined

to the industrial relations system and that originating in the
producpion system. Behaviour in the former category is directly and
consciously related to rule making. An example is the use of
unconstitutional industrial action in firm elec 1 which fesulted in a
change in the substantive rule governing walking time allowance.
Industrial relations is concerned with such behaviour. The latter
category covers both custom and practice, for example leaving jobs

early at breaks and at the end of the day as was common in the mechanical
trade group, and manifestations of unorganized conflict such as
absenteeism. Here industrial relations is less concerned with the
origins of behaviour to the extent that this was not consciously
directed towards industrial relations rule making. For C & P, the
concern is to explain how this behaviour is institutionalised into a

de facto rule regulating employment relationships, and how it is
maintained. For unorganized conflict, industrial relations is concerned
with the process through which such behaviour influénces rule making.
For example, high labour turnovér may lead management to unilaterally

change rules to remove a source of discontent.

The range of attitudes with which industrial relations is concerned are,
basically, the goals, values and expectations of the actors - both

individuals and collectivities - related to job regulation in their
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currént work situation. On the action framé of référéncé, this includes
knowlédgé of actors' percéptions of theirvworkplacé environment. For
examplé, thé casé study illustrated thé importancé manual workérs
attributed to fairnéss, and thé extént to which théy viéwéd their

current employer and the existing industrial relations system as fair.

In examining reasons why actors hold particular attitudés and behave

in particular ways, workplace industrial relations is restricted to an
examination of the influence of the current workplace environment, to a
consideration of biographical factors arising out of the specific
characteristics of the workplace environment, and to the use of basic
biographical data such as age and sex as control variables when making
comparisons between sub-groups. In the case study, the formality of
administration existing in firms was considered as an aspect of the
current environment likely to influence attitudes and their translation
into behaviours. Experience of unemployment and experience of holding
a supervisory post are examples of biographical factors arising out of
the insecure employment environment, and their influences on attitudes
and behaviours were examined. Age was used as a control variable, since
older employees may be more likely to have favourable opinions towards

their current employer and exhibit lower voluntary labour turnover.

Thﬁs the case study on thé Merseyside large sité has contributed to an
understanding of a modified rules approach to workplace industrial
relations, and so to thé debate on the scope of the subject. The
approach, as clarified by the fieldwork, gives a distinct focus o the
study of industrial relations and a basis for méaningful explanation

of job regulation phenomena while avoiding that academic imperialism
which claims for the subjéct the explanation of all aspécts of émployment

relationships.
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CONTRIBUTION TO AN UNDERSTANDING OF INDUSTRIAL RELATIONS ON
- A LARGE INDUSTRIAL CONSTRUCTION SITE, AND WIDER APPLICATIONS

Findings from the case study on the Merseyside large site

An industrial relations study in a single workplace permits the
collection of data on, and examination of relationships between, a
wide range of variables within an environment which can be described
and which is constant for sub-groups or for the whole workplace. Such
a study can consider the influence of fgctdrs which vary between sub-

groups in the workplace on internal job regulation.

The fieldwork setting for this thesis — a large industrial construction
site — is an area where there has been very little systematic research.
Thus descriptive data is of interest in itself as well as a necessary
preliminary to the explanation of job regulation. Pilot studies on the
Mersyside site, coupled‘with a survey of the relevant literature, led
to the focus of the case study on the explanation of conflict and union
involvement in rule making in the areas of labour recruitment/selection,

utilisation and termination.

A most noticeable finding from the case study is the great diversity
within the Merseyside large site. There are many significant differences
by role and trade group in the biographical characteristics of

- contractors' operatives, shop stewards, supervisors and managers, and

in their attitudes related to job regulation. There is great variety

in the structural characteristics of firms, and in the form and amount

of conflict and of union involvement in rule making found in them. It

is this variety which provides thé basis for explanation of job

regulation phenomena.
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The two sets of biographical characteristics which were identified as
being of particular importance in the research setting of a large
industrial construction site are those related to security of employment

and to experience of holding other roles.

On the Merseyside site, stability of employment is highest in the civil
trade group and lowest in the mechanical trade group, and greater among
supervisors and managers than among manual workers. It is manual
employees in the mechanical'trade.group who have experienced least
stability of employment. They have the shortest length of service

with their current employer (over a half have less than one year's
service) and shortest expectations on duration of their current employ-—
ment. They are least likely to have been transferred onto the
Merseyside site by their current employer and most likely to have been
made redundant by their érevioué employer (827). They are most likely
to have experienced unemployment, with about half of them having
exper?enced a continuous period of over three months out of work, and

are most likely to have worked away from home at some time.

On the final aspect of stability of employment noted above, 407 of all
operatives and supervisors, and 607 of all shop stewards on the
Merseyside site expressed unwillingness to work away from home in any
circumstances. Those men who are ﬁilling to work away generally see
this as the last alternative to unemployment. There is little evidence

of 'chasers' moving from job to job in search of highe. carnings.

Role mobility is the second biographical characteristic to be considered.
Almost one quarter of mechanical operatives have held a supervisory post

at some time, twice as many as the average for all trade groups. When



future intentions are considered, 417 of all operatives express
willingness to take a supervisory post. 157 of all current supervisors
on site have experienced a fluctuation down to operativé status. These
figures emphasise the often temporary and insecure nature of a
supervisory post on large sites. The majority of managers on site
started 'in the industry as operatives, although this was not the case
for any of the civil engineering managers. They are typically charﬁéred

engineers.

The other aspect of role mobility concerns trade union posts. On the
Merseyside site, 14% of operatives, 267 of supervisors and 297 of
managers have been a shop steward at some time. The figures for the
mechanical trade group are almost double these, illustrating that in
many cases the post is a stepping stone to promotion in the firm. A
quarter of all operatives expréss willingness to become shop stewards
in the future. The evidence is that it is the same active minority

of manual workers who take shop steward's posts again and again.

The case study collected data on a wide range of attitudes related to
job regulation. The most important as influences on conflict and union
involvement in rule making are those centred on perceptions of fairness
and trust. Indeed, for manual employees, the perceived- fairness of
management was given as second only to pay as a feature distinguishing

their best 1liked job.

Manual workers - and shop stewards in particular - have a considerable
distrust of management and, linked with this, favour a greater amount of
union involvement in rule making. Manuals in the civil trade group and

older operatives are less likely to be distrustful.
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Over the Merseyside site, about a half of the manuals do not think
that management in their company is open and honest in its dealings
with them. Almost one half of all operatives and two thirds of all
stewards think all negotiations are biased in management's favour.

In the area of recruitment and seléction, nearly two thirds of all
stewards (867 in the mechanical trade group) and one third of all
operatives (567 in the mechanical trade gfoup) spontaneously mention
that certain men are unfairly excluded from employment in their company.
Eighty per cent of all stewards and 40 per cent of operatives want
union involvement in recruitment and selection, while the figures for
the mechanical trade group are significantly higher. 90% of stewards
and 65% of operatives favour a seniority system in the event of
redundancy. 68% of stewards have issues which they wish to influence
management over but are unable to do so. Linked with this distrust
is the finding that 867 of stewards feel there are circumstances in
which direct industrial action in breach of grievance procedure is

justified.

In céntrast, managers and supervisors overall express reasonable
satisfaction with their manual employees and a belief in the fairness

of the employment situation. The great majority of them rate the
productivity and conscientiousness of their average operative as fairly
high or fair, and are catisfied with the way the stewards in their
company carry out their union duties. Supervisors and managers are
significantly more likely than operatives or shop stewards to see the
existing industrial relations system as fair. A surprisingly large
number of managers (437) think there are circumstances where unconstitu-

tional industrial action by the manuals is justified.
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Nevertheless, 807 of managers and a half of the supervisors believe

in the existence of agitators who can disrupt a site without there
being a genuine grievance. They are significantly more likely than
manual workers to feel that there are certain people who should be
excluded from employment on the siﬁe. Thus three quarters of managers
and supervisors do not want any union involvement in recruitment and
selection, and an even higher percentage favour management discretion

over the selection of men for redundancy.

Within management, there is evidence of some friction and distrust
between supervisors and managers, and this is concentrated in the
mechanical trade group. 57% of mechanical SQpervisors (and 427 of all
supervisors) would like more responsibility in the employment field.
Although, overall, the majority of supervisors are Satisfied with
management's treatment of them and its handling of the manual labour
force, this is so for a significantly smaller proportion of mechanical
supervisors. Only about one half of the managers on site are satisfied
with the loyalty and effectiveness of their supervisors. It is in firms
where the manuals are perceived as working well that manager —supervisor

relations are better.

Just as there is diversity in the biographical characteristics and
attitudes of individuals on the Merseyside large site, so are there
differences in the structural characteristics of firms. Their time on

. site ranges between a few months and thirty years, and their size between

five and almost four hundred manual employees.
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There are also differences between firms and trade groups in the form
and amount of conflict exhibited. Firms in the scaffolding trade group
have the worst strike record, with the average manual worker losing
annually 8.3 days due to domestic strikes aﬁd 17.3 days due to non-—
domestic strikes.. The latter figure reflects the national building
strike in 1972. The second highest average domestic strike figure

is found among firms in the mechanical trade group. Here the largest
firm lost 11.3 days per manual worker annually. Domestic strike losses
in the civil engineering firms are negligible. Across the site, domestic
strikes are predominantly uncenstitutional and their most common stated

causes concern bonus earnings and challenges to managerial authority.

Four measures of unorganized conflict were used in the study. Voluntary
abéenﬁeeism results in the loss of more man-days than domestic strikes.
However, the former is generally more predictable and therefore less
damaging to production. Absenteeism is highest in firms in the thermal
insulation trade group. Here the average figure is approximately 7%,
and the loss of man-days is double that for domestic and non-domestic
strikes. Voluntary absenteeism in the electrical trade group is

negligible.

Voluntary labour turnover is low over the whole site. Firms in the
civil trade group, with an average annual figure of only 18.5%, are

highest on this measure.

Only relative measures within trade groups are relevant for the
examination of productivity and accidents. There is evidence that
accident frequency in a firm is the least satisfactory of the measures
of unorganized conflict as it alone varies with the median age of the

labour force.
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The case study throws light on the complex interrelationships between
variables at different levels, and so contributes to an understanding
of conflict and of union involvement in the making and administering
of rules concerning labour recruitment/selection, utilisation and

termination on the Merseyside large site.

Insecurity of employment is important in providing manual émployees
with a motive for conflict and for union involvement, and in influencing
the attitudes and behaviours of supervisors and managers relevant to an
understanding in these areas. Manual workers who currently have low
security of employment, or who have experienced it, are more likely
than other manual workers to view both their current employer and the
existing industrial relations system as unfair and to desire a greater
amount of union involvement in rule making. Supervisors who have short
service with their current employer and who perceive their security of
employment as low are more likely to be dissatisfied with the behaviour
of both management and the manual labour force in their firm. This
minority of supervisors is concentrated in the mechanical trade group,
often in the same firms which have managers who are dissatisfied with
both their supervisors and their manual employees. It is managers who
have unfavourable opinions of the shop stewards in their firm who are
most likely to take a rigid approach to industrial relations and to

condemn all breaches of grievance procedure by the manuals.

A further influence on the amount of union involvement in rule making
favoured in a firm is the actual amount currently found. Operatives and
supervisors in particular are likely to draw their standards from the
current situation, so that more involvement is favoured in firms where

there is already some union involvement than in firms where the existing
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amount of involvement is very low. Shop stewards and managers are

more fixed in their views and less swayed by the current situation.

Within this broad framework, individuals' attitudes are shaded by their
experiences of holding other roles or their ambitions to do so. Where
occupancy of one role requires different behaviours in a certain area
from those required in another role, then there is role adaptation and
the current role dominates in shaping attitudes in comparison with
current members of the role aspired to or-experienced. Role change
leads to attitude change. To give an e%ample, supervisors who have
been shop stewards favour a lesser amount of union involvement than
current shop stewards, and shop stewards with ambitions to become
supervisors favour a greater amount of union involvement than current
supervisors. There is also evidence of self selection. Those with
ambition for or experience of role change tend to hold intermediate
attitudes which differ from the typical attitudes of more static
members of both roles. It is, for example, the less radigal shqp

stewards who are willing to take a supervisory post.

The workplace environment facilitates or constrains the'éiprggsibﬁ>b
conflict and the achievement of union involvement in rule making.
Over the whole site higher levels of organized conflict are found in
firms in which the operatives have short service, the manager has only
been a short time in post, and the shop stewards view their firm as
unfair to its manual employees. Higher levels of unorganized conflict
are found in firms with short service operatives and an occupationally
heterogeneous labour force. In such situations the new manager is less
aware of the site culture, has not learnt the most effective way to

behave, and is less likely to have been able to build up trust and
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understanding with the stewards. There is also a learning period for

a new labour force as they test out the management with industrial

action, or individually withdraw from a job which they find unsatisfactory.
In the less cohesive labour forces, individﬁal withdrawal is the

predominant means of expressing conflict.

There is additional evidence on factors influencing the form and amount

of conflict in firms in the mechanical trade group. Larger firms
experience proportionally higher levels of both organized and unorganized
conflict. One explanatory mechanism is that tﬁe typically more formal

and bureaucratic organization of the larger firms causes frustration

and ill-will. Alongside this is often an unflexible attitude towards
indugtrial relations by the manager. This is associated with highgr
levels of unorganized conflict as fractional bargaining is seen as less
effective and discontent'is'manifested by individual withdrawal.

» Aﬁdther explanatory mechanism is key bargaining, with unions concentrating

their efforts to win concessions on these larger firms.

Supervisors in the mechanical trade group have an influence on the
levels of conflict. More organized and unorganized conflict is found

in firms in which the supervisors are dissatisfied. Lack of loyalty and
lack of training results in inappropriate behaviour towards the manual
employees. Extreme laxness in supervision fuels fractional bargaining
while, at the other extreme, excessive antagonism towards the manuals

as a consequence of the supervisors' marginal status, increase’

discontent.

The actual amount of union involvement in rule making is greater in firms

which experience higher levels of organized conflict. These firms
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combing a felt need by the manual employee for union involvement with
the ability to achieve it in the face of management opposition. The
concentration of union involvement in the mechanical trade group can
be explained by the presence of two large firms having short service,
insecure, distrustful labour forcés together with dissatisfied
supervisors and distrustful and inexperienced managers taking a rigid
approach to industrial relations. The atﬁempt to recruit large numbers
of employees in a short period provided an opportunity for trade unions
to éeek to achieve their goal of involvement in the recruitment/
selection process. Close co-operation between shop stewards in the
mechanical trade group meant that precedents established were carried

over into other firms in the group.

Generalization of findings

The case study was confined to a single large site at a certain point
in time. Strictly, then, all findings need to be qualified with the
cautionary note that they apply within the specific economic, social,
political, legal and technological enviromments of the research setting.

There is evidence, however, that they do have wider applicability.

For the descriptive data on biographical characteristics and attitudes
of contractors' employees, and structural characteristics and behaviours
of contracting firms, the overail conclusion can be drawn that these
are fairly typical of large industrial construction sites in the U.K.
There 'is a large amount of inter-site and inter—firm mobility by
construction employees, as illustrated particularly in Tables 5.1, 5.2,
5.6. Contracting firms are also mobile between sites. ‘Comparative

data from other large sites and to a more limited extent from the
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wider construction industry, as presented in Chapters 5, 6, and 7,
shows that, in very general terms, the Merseyside large site is not
atypical of highly unionised sites. Informal qﬁestions to contractors'
employees at all levels on the typicality of the Merseyside large site
uéually brought forth examples of sites which were "better" and "worse"
on some criteria and the conclusion that this site was fairly average
in comparison with other large sites.. Data presented in Chapter 2
gives further evidence that the organization of the Merseyside site is

not atypical of large petro-chemical sites. Bearing in mind the

specific characteristics of each trade group, descriptive findings may

On the question of the general applicability of interrelationships
among variables identified in the case study, the stress given through-
out to multiple determining conditions needs to be re-emphasised. The
strength of the case study lies in the breadth of its approach and in the
fact that a wide environment can be fairly specifically described.
Explanatory mechanisms underlying relationships are put forward, and it
is not unreasonable to expect that they would apply in other similar
enviromments. Nevertheless the testing of relationships - on conflict,
on union involvement, on attitudes associated with role mobility, and
on areas only touched on in the study such as unemployment and working
away from home - is of interest and importance regardless of outcome.
This will be discussed in the next section as an area for further

research.
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‘Areas for Further Research

Needs for further research arise from two sources: the detailed design
of the case study itself, and the intrinsic limitations of any single

case investigation.

In the former category, limited resources inevitably necessitate
selection of aspects of job regulation for consideration, and selection
of possible explanatory variables in the various categories in the
model. TFor example, the case study on the Merseyside large site does
not specifically examine the operation of disciplinary procedure, nor
does it include pilferage in the behaviour category, nor does it make
any detailed study of the influence of the technological environment,
nor does it examine in detail the opinions and role of union full-time
officials. Gaps such as these need to be filled to build up a

comprehensive understanding of industrial relations on a large site.

A more fundamental weakness of the research design is insufficienc
emphasis on intra-organizational bargaining. The processes by which
union policies and tactics are set by interactions between stewards
and their members, between stewards intra- and inter-firm, and between
stewards and union full-time officials; and by which line and staff
managers decide management approaches, were no£ examined. These
processes are of interest in themselves as a further dimension of
workplace industrial relations, while the cutcomes of such
deliberations provide a basis for understanding behaviour in individual
firms. In the case study, as noted in Chapter 4, rule of thumb
empiricism rather than systematic investigation of the intra-
orgarizational dynamics was used to ascertain the union and management

attitudes of firms in relating these to behaviours in these firms. This
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rough approximation is acceptable in an exploratory study aiming to
cover a wide area. Subsequent studies with a narrower focus might

usefully refine this approach.

A related weakness of the case study arises from the design of the
sample. As noted in Chapter 4, the practicalities of data collection
prohibited meaningful generalization of some of the attitudes of
operatives and supervisors to the level of firms. Generalization could
only be made to trade group level. This prevented the setting up and
testing of hypotheses linking, for example, operatives' perceptions

of the fairness of their company and levels of unorganized conflict in

that firm.

A final consequence of the design of the case study pointing to areas
for further research arises from it being basically cross-sectional as
opposed to longitudinal in approach. The latter type of focus ig better
suited to an examination of process, and particularly of developments
which-take place over a considerable time scale such as the growth of
customs and practice. A longitudinal study would be able to examine
the influences of greater amounts of union involvement on levels of
conflict. It would also be valuable for examining the characteristics
of the different phases of the construction cycle — start-up, peak
labour force, run—down. Invthe Merseyside study, firms were at
different stages in the cycle and records data spanning the various

phases were aggregated.

Several further areas for research arise out of the intrinsic limitations
of a single case study. Needs for a greater understanding of industrial
relations on large industrial construction sites in general will be

considered first.

239



As noted in Chapter 3, the Merseyside study can only investigate the
influence of factors which vary between firms on the site. Thus the
study cannot, for example, examine the influence of site facilities

on levels of conflict since these facilities.are provided by the client
and are standardised across the site. There is the further practical
restriction that the Merseyside study cannot really investigate the
influence of factors which vary only betwéen trade groups and are
common to firms within a group. The presence of only five trade groups,
and the large number of variables including agreements, technology,
trade unions, payment systems, which vary between.them means that it is

not really possible to isolate the effects of single variables.

Comparative studies on other large sites are needed to broaden the
understanding of industrial relations in this type of work. Imporgant
questions on which such studies could throw light include the following:
£he effects of site agreements covering wider or marrower groups of
firms; the influence of different types of payment systems; the
influence of overall site size, number of contractors and speed of
Build—uﬁ of the total labour force; the influence of different degrees
of client involvemént in site industrial relatioms; the existence OT
otherwise of specific regional cultures on large sites. Of course, in
such comparative studies the problems of isolating the effects of

specified groups of factors will have to be dealt with.

Fieldwork on other large sites can serve an additional purpose in
providing an opportunity to test the relationships found in the
Merseyside study. Indeed this could usefully be extended to other
employment situations sharing many or a few of th; characteristics of

large sites. Whether or mnot the relationships found on the Merseyside
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site were confirmed, important insights into the mechanisms acting
would be gained. A greater underétanding of behaviour on the Merseyside
large site and in the other areas studied would result, making a more
general contribution to an understanding of.workplace industrial

relations.

The findings from the case study on factors affecting the form and amount
of conflict in firms, and the extent of union involvement could be tested
in a variety of research settings. For example, shipbuilding provides

an employment environment sharing many of the characteristics of large
sites, but with less geographical mobility of labour and a long tradition
of inter—craft differences. Hotels provide a typically insecure employ-—
ment environment, but have low levels of unionization compared with large

sites.

“

The theories of self-selection and role adaptation in explaining the
attitudes of the role mobile could be tested by studies in a range of
indﬁstries. This investigation could be extended into the practically
important area of the relationship between role mobility and other
behaviours related to job regulation. It could focus on questions such
as "Do managers who have been shop stewards typically behave differently
from other managers, and why?". Such research could provide a useful

balance to speculation and assertion in this area.

CONTRIBUTION TO SOLVING CLIENT PROBLEMS

In funding the research project, the client company hoped that it would
help them to "improve" the management of industrial relations among

contractors on their refinery site. Their goals were that construction
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projects be completed on time, at the lowest possible cost and with
the minimum disruption to the ongoing petroleum and chemicals
production and distribution activity. The research was restricted to
the consideration of industrial relations aspects of the managementv
of the Merseyside large site, and it was acknowledged that any
recommendations might have to be revised in the light of technical

and financial considerations.

The evidence from-the study on the Merseyside site - as presented in
Chapters 5 to 8 of this thesis and summarised earlier in this chapter =
led to recommendations at both a long range planning level and an
operational level. Some were implementable directly by the client,
but other rested on the influence the client could bring to bear on
the other parties on site. It was repeatedly stessed to the client
that these recommendationé were not exhaustive. Indeed, a major
utility of the research was seen as the provision of a pool of
information to be of help in diagnosing situations which might arise
and in predicting the likely industrial relations consequence of
possible courses of action which might be proposed. Finally, a
cautionary note was sounded on generalizing findings temporally or

spacially.

The long term planning recommendations concerned the overall structure
of the site and the scope and content of agreements. It was
recommended that the client schedule the progress of work so as to
allow contractors to build up their labour forces on site slowly, and
where possible release work to allow continuity on site to contractors
who are performing reasonably adequately. 1In awarding contracts, the

generally "better" industrial relations performance of firms offering
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reasonable security of employment to manual workers and supervisors,

and with managers having a sensitive and flexible approach to

industrial relations, should be borne in mind. It was stressed to

the client that larger firms were not intrinsically more conflict prone.
Indeed, depending on the type and‘scope of agreements used, a
proliferation in the number of contracting firms could in itself

cause problems (cf. NEDO, 1970a, especially pp.19-21). It was
recommended that wherever possible physical or temporal separation
should be used to reduce the potential frictions between firms working

under different terms and conditions of employment.

On the content of agreements, the need for procedures to be seen to be
fair and to reflect the realities of the power situation on site was
stressed. In order to increase the chances of disputes procedure being
used, it was recommended that a status quo provision be included, so
that management decisions to which there is strong union objection
would not be implemented until procedure had been invoked and if
necessary exhausted. Existing custom and practice should be included
in this provision. Senior shop stewards and the client should be
directly involved in the higher levels of disputes procedure. In the
recruitment and selection area it was recommended that formal joint
management-union decision making be implemented to remove a source of
friction and lead to firﬁs obtaining bétter labour forces. The
employment of an independent safety officer on site was recommended

as a means of introducing some greater objectivity into conflicts which
were genuinely ones of safety, and of reducing the claim of safety
considerations as a legitimation for behaviour motivated by other
causcé. This recommendation has, of course, been somewhat overtaken

by provisions in the Health and Safety at Work Act.
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The recommendations at an operational level stressed a wider role for
the client in site industrial relations. Client industrial relations
specialists should train new contractors' managers on site procedures,
policies and customs and practices so as to shorten their ‘learning
period in this particular environment, and should act as advisers on
day to day industrial relations problems. A particular part of this
role would be trying to ensure that separate firms working under

common agreements apply rules consistently. An example is the question

of releasing men early due to inclement weather.

To aid client effectivemess in this wider role,. two related recommend-
ations were made. One was that training be introduced for client
industrial relations specialists to increase their understanding of
industrial relations on large sites and to improve their consultancy
skills‘in interacting with contractors' employees at all levels. The
other was that client specialists set up measures to monitor the
performance of contracting firms, and over time relate these to
structural characteristics and — to the extent that they could be
measured - attitudinal characteristics of firms. This would serve to
identify problem ;reas and increase understanding of the operation of
this industrial relations system, and so lead to refinements in client

conduct at policy and at operational levels.

Additionally at an operation level it was recommended that the client
introduce training to raise the awareness of his engineers to the
possible industrial relations consequences of their activities, and
initiate an induction course for all contractors' manual workers and
super isors. The latter should give particular emphasis to an

explanation of the audited bonus scheme, since this is an area where
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many misunderstandings occur. An important .related element would be
additional training for bonus stewards to develop their role as
trusted experts on the bonus scheme to whom operatives would turn for

explanation.

In reviewing the extent to which these recommendations were accepted
and implemented, the problems of the time scale of the construction
activity.and of the research project need to be considered. By the
time the report was presented the site was beginning to run down and
the implementation of many of the fecommendations would have to await
the commencement of a major new construction phase. Nevertheless, the
degree of acceptance in principle of the recommendations was

disappointing.

In two areas in particular the client was reluctant to accept the
proposals made. Status quo in disputes procedure and union involvement
in recruitment and selection were rejected. Beliefs in the dire

n

consequences of publicly accepting any erosion of managerial "rights”
and on the disruptive effect of troublemakers on site were too
ingrained to be swayed by any evidence in the report. Greater overt
involvement of client in site industrial relations and of senior
stewards in procedure was seen to have disadvantages. There was a
strong preference for informal contacts permitting the client to remain

aloof from any decisions of contractors, and an unwillingness to increase

the formal role of stewards.

These principled objections, coupled with the run-down of the site,
the retirement of the refinery manager and the dispersion of many of

the key client industrial relations and construction personnel to other
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locations, effectively eliminated any chances of meaningful discussion
with the other parties on site. In particular a meeting proposed by
the researchers to bring together client, contractors and unions did
not take place. It had been hoped that such a meeting would provide
a'férum to test out reactions to ideas in the report and act as a
catalyst for the parties to start planning about lines of change they
would like to see. The fact that the parties would by that time be
removed from direct interaction in an ongoing construction situation

was felt to increase the chances of a useful exchange.

Offers from the researchers to discuss the report separately with
contractors and with unions were not taken up. The client's position,
coupled with the removal of immediate pressure for problem solving as
the construction phase came to a close and labour forces and contracting

firms dispersed, all acted to lessen interest in the research.

The reluctance of the parties on site to consider the implications of
the résearch findings emphasises the difficulty in simultaneously
trying to make an academic contribution to knowledge and help a client

to solve practical problems.

As noted in Chapter 4, the basic problem from the academic standpoint
in being financed by the client company is that of establishing and
maintaining independence. It is necessary to win the trust of the
other parties on site so that meaningful data can be collected, and

to obtain control over the direction and pace of the research. However,
too little client involvement in the design of the research and in

data collection, analysis and interpretation can lead to a lack of

commitment to the project and its conclusions.

246

RE T i

—

P T SR

o—



The study on the Merseyside large site succeeded to a large measure
in obtaining independence from the client. The co-operation of all
parties was won for the collection of sensitive data relevant not
only to client needs but also to the theoretical focus of the study.
The definition of relevance was, however, the researchers and not

the clients. On the pace of the research, and particularly over the
commencement of the major data collection fieldwork, client pressures
coupled with the natural life cycle of the site led to restrictions
on the time available to design the research. One implication of
this was that there was no opportunity for redesign of the fieldwork

to give a greater emphasis to intra-organizational bargaining.

This degree of independence was established at the cost of the client
ascribing an 'expert' role to the researcher and withdrawing from any
close involvement in thé conduct of the study. This explains the absence
of any real change in client attitudes as a result of the analysis and
recommendations contained in the study. Efforts to keep the client -

and indeed contractors and trade unions - informed and interested in

the progress of the research were insufficient to build commitment

in the absence of involvement in the formulation of detailed research

questions and interpretation of findings.

There seems no easy middle course. Cloéer involvement of any one
party on site could well introduce a particular bias into the study
and increase problems of the confidentiality and ancuyinity of data
provided by the other parties. This has negative consequences for the
co-operation and commitment of the other parties. Some joint involve-
ment of all parties presents problems if only omne is the paymaster,

and anyway seems impracticable given the lack of trust existing in
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this particular employment environment. This problem remains in the

general case.

However, in tﬁe«particula:'case, the confidence, knowledge and
credibility with practitioners gained in this study could, in a
future research project in the industry permit closér liaison with
the client over research objectives, design and interpretaﬁioﬁ of
findings with less fear of detrimental consequences for the academic
goals. This present study could serve as evidence to all parties of
the integrity of the researchers and the potential contfibution they
have to make. Such liaison could have benefits in both the academic
and practical spheres. In the practical area, if the client accepted
recommendationskfor change he has a great deal of latent authority
and influence which could be brought to bear on the other parties on

site to achieve their implimentation.

CONCLUSIONS

Through the medium of a case study on & large industrial construction

site, this thesis has made contributions in three areas.

In the first area, a contribution has been made to defining the scope

of workplace industrial relations. Application of a modified rules
approach to industrial relations to the fieldwork setting has led to
interpretations and clarifications which give the subject a distinct
focus and a basis for meaﬂingful explanation of job regulation phenomena,
while avoiding excessive overlap with other social science fields of

study.
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Four principal points may be noted. One is that industrial relations
should be concerned with explaining the content of sgbstantive and
non-creative procedural ruleéfregulating 5ob§ only to the extent that it
illuminateé the goais, values and powers of the actors. A second is

that the concerﬁ of industrial relations with-the process of rule

making and interﬁretation should be restricted to areas where there is
actual, attempted ér desired - involvement by unions or workgroups. A
third is that workplace industrial relations should give primary emphasis
to a consideration of the current workpléce environment and biographical
factors arising out of the specific characteristics of this environment
as influences on the attitudes of actors related to job regulaticn in
their current workplace. The final point is that industrial relations
should be concerned with explaining behaviour only where this is coﬁsciously

directed towards rule making.

~

In the ‘second area, a contribution has been made to an understanding of
industrial relations on a large industrial construction site, and to

wider workplace industrial relations.v The consideration of the back-
grounds,‘attitudes“and behaviours of individuals, the behaviours ofcclleéﬁ-
ivities, the workplace environment and the rules - possible in an
intensive case study - has iiluminated the great diversity on site

and the complex interrelationships among variables.

Findings on three aspects will be briefiy noted. One is that higher
levels of industrial conflict are associated with an insecure employment
situation where there is,distrust among the parties and inexperience

on fhelpart of managersvand supervisors, with a rigid apprdach to
industrial relations by management and with external union pressure.

Less cohesive labour forces are likely to express conflict in the form

-
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of individual withdrawal rather than through collective action. A

second is that higher levels of union involvement in rule making are
found in firms in which a wish by manual employees for such involvement -
as influenced by distrust, low security, and a perception of involvement
as normal - is combined with a stimulus for such involvement and an
ability to achieve it through ofganized conflict. A third is that
individuals with ambitions for or experience of role change tend to

hold intermediate attitudes differing from those of the static members

of roles, and that their attitudes adapt to be consistent with

behaviours required in specific roles.

The third and final area in which the thesis has made a contribution
is that of client-researcher relationships. The independence from

the client felt necessary for the conduct of the academic study was
established at the cost of low commitment by the client to the project
and its conclusions. This is a problem which can only be overcome by

the gradual building of trust, respect and credibility between client

and researcher.
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APPENDIX 1

INTERVIEW SCHEDULES

The full interview schedule is presentéd for operatives. For shop
stewards, supervisors and managers only those sheets from the
interview schedule which include questions additional to those asked

of the operatives are presented.

The options noted under qualitative questions are either prompts or
a few anticipated responses. They do not restrict the range of

responses recorded.
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(v)

(vi)

(vii)

(viii)
(ix)
(x)

OPERATIVES

IDENTIFICATION DATA

Complete pre— and post— interview

Identification Number of Interviewee
Identification Number of Firm (FRAME A)
Identification Number of Trade Group (FRAME B)
Size of firm on site

Under 10 men 51 - 100

11 - 20 101 - 200
21 - 30 201 - 500
31 - 50 Over 500

Continmous length of time of firm on site

Under 3 mths >3 yr L5 yrs

4 mths - 1 yr S5 yr<£10 yrs

>lyr <3 yrs Over 10 yrs

Classification of interviewee

Senior Steward Labourer
Steward Apprentice
Bonus Steward Supervisor
Craftsman Manager
Semi-skilled I.R.O.

Situation of interviewee

Paid lodging allowance
Not paid lodging allowance

Date of interview
Place of interview

Remarks on conduct of interview
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(A) BASIC (IMPERSONAL) DATA

A.1 Title of job on site? (FRAME C)

A.2 Member of a trade union?
Refused H&D UCATT
Not member ETU TGWU
AUEW (CEU) PTU GMWU
AUEW (AEU)  ASOB Other

A.3 Currently (or within last 3 months on this job)
a steward?

Refused Yes No

A.4. Currently paid lodging allowance?

Refused Yes No

A.5 Location of present permanent home?

> Wirral North Scotland
Liverpool N.E. Wales
Greater Midlands Ulster
Merseyside East Anglia Eire
Cheshire South East UeSede
Lancashire South West Other
Yorkshire

—

A.6 Original geographical origins?
A.7 Travel to work daily:
In company transport

Make own arrangements
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(B) PRESENT JOB
B.1 Regularly on one contract during last 3 months?
None CD IV
Aromatics Other (pl.specify)
B.2 How is work organized?
Working group size?
Constant/floating-group membership?

Closeness of supervision?

Others

B.3 Best things about ﬁorking'on this site?

Pay Type of work
Amenities 5—-day week
Security Pace of work

B.4 Worst things about working on this site?

Pay Type of work
Amenities 5—-day week
Insecurity Pace of work

B.5 (a) Any groups (e.g. trades/firms) in a more
favourable position than yourselves?

Firm (s) (FRAME A)
Trade(s) (FRAME B)

(b) In what way?

Pay Hours
Amenities Pace of work
Security
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B.5 (c) Why in this position?
Strong Union Intelligence of men

Good Employer Solidarity of men
Skill of work  Bargaining position

B.6 (a) Any groups (e.g. trades/firms) in a less
fdavourable position than yourselves?

Firm (s) (FRAME A)
Trade(s) (FRAME B)

(b) In what way?

Pay Hours
Amenities Pace of work
Security

(¢) Vhy in this position?
Weak Union Intelligence of men

Bad Employer Solidarity of men
Skill of work  Bargaining position
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(¢)

C.1l

0'2

Co3

CAREER HISTORY (AND FUTURE)

(a) Length of time currently employed by this
company on Stanlow?

Under 3 months = >3 yrs &5 yrs
4 mths - 1 yr 25 yrs £10 yrs
2l yr L3 yrs Over 10 years

(b) Continuously on site?

A11 time Z50h 725
>75% of time Under 25% of time
L 15%7250%

Job before joining this company on Stanlow?
(a) Employer?
Same contractor Shell
Another contractor Other (pl.specify)

" (b) Your job?

Apprentice Supervisor

Same as now Other (pl.specify)
(¢) Location?

Stanlow Greater Merseyside

Burmah Other (pl.specify)
(a) Type of work?

Small site Shipyard

Large site Maintenance

Other (pl.specify)

Paid lodging allowance?

Refused Yes No

C.4 Length of time employed?

Under 3 moaths >3 yrs <5 yrs.
4 mths - 1 yr >5 yrs L10 yrs
>l yr &£3 yrs Over 10 years

C.5 Reason for leaving?

(a) Involuntary
Redundant Other (pl.specify)
Sacked

(b) Voluntary

Amenities Disputes.
Hours Supervision ‘
Pay Other (pl.specify)
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Cc.6 Why came to Stanlow?

(a) Other jobs available?
Yes No Don't Know

(b) If yes, factors in favour of Stanlow

Pay Type of work
Amenities 5 day week
Security Pace of work
C.7 Job before C.27
(a) Employer? -
Same contractor Shell

Another contractor Other (pl.specify)
(b) Your job?

Apprentice Supervisor

Same as now Other (pl.specify)
(c) Location?

Stanlow Greater Merseyside
Burmah Other (pl.specify)

(a) Type of work?

Small site Maintenance
Large site Other (pl.specify)
Shipyard

¢.8 Paid lodging allowance?
Refused Yes No
C.9 Length.of time employed?
Under 3 months D3 yrs <5 yr

4 mths - 1 yr >5 yrs <10 yrs
>lyr g 3 yrs . Over 10 years

O]
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C.10 Reason for leaving?
(a) Involuntary
Redundant Other (pl.specify)
Sacked

(b) Voluntary

Amenities Disputes
Hours , Supervision
Pay Other (pl.specify)

C.11 Longest time you have ever had a job with
one company?

Under 3 months >3 yrs £5 yrs
4 mths - 1 yr >5 yrs 10 yrs
>1 yr 513 yrs Over 10 years

C.12 Longest period involuntarily out of work in last
10 years?

Under 1 month \ 6 montns<1 yr
1 month — 3 months Over 1 yr
>3 months £6 months

C.13 BEver, within last 10 years, had job involving you
living away from home for more than 1 month?

Yes No

.14 (a) Which job have you preferred best?

Present job Other job
(b) Why?

Amenities Disputes

Hours Supervision

Pay Type of work

Employer Security

C.15 How long do you think you will have leave to
continue to work on Stanlow?

Under 3 months > 3 yrs<5 yrs

4 mths - 1 yr > 5 yreslO yrs
>l yr €3 yrs Over 10 years
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C.16

c.17

c.18

€19

Able to transfer with company to another site?

Yes No :
Probably Don't Know
Perhaps o

Preference for next job?
Lodgings Home

Prepared to live in lodgings fo obtain large
sites work?

Yes - No -

Other openings available to you?

Town work Factory Mocintenance
Local authorities Other (pl.specify)
Shipyards
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(D) SUPERVISION

D.1 Ever held a full-time supervisory position?
Yes No. |

D.2 Ever held a working supervisory position?
Yes ) No

D.3 Ever been offered job as fﬁll—time supervisor?‘

Yes No

D.4 If offered chance in future to become full-time
supervisor, would you accept? '

(a) Yes
Pay Power
Job interest Status
Security- Other

(b) Mo
Pay Type of workmen
Nature of job Lose friends
Security Present job
Union activity Mobility

Other

D.5 Either/If yes, .
Why do some people not not take job?

Pay Type of workmen
Nature of job Lose friends
Security Present job
Union activity Mobility
Other
Or/If no,
Why did your supervisors take job?
’ ' Pay Embarrassed on tools

Security Power
Status Other
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(E)

“E.l

E.2

E.3

Eo4

’

E.S

TRADE UNION ACTIVITY

Currently (or within last 3 months) hold urion
office off site? ’

No office District Office
Branch Secretary .Executive Committee
Branch Chairman Other (pl.specify)

Branch Committee

Any other union office on or off site in last
5 years?

No office Branch Committee
Steward District Cffice
Branch Secretary Executive Commit*ee
Branch Chairman Other (pl.specify)

Would you become steward (again) in future?

(a) Yes.
Ideology Ability
Interest of Satisfaction
stewards job Other (pl.specify)
Boredom of own job
Easy time
(b) No.
Too young Difficult members
Lack confidence Too much time
Too risky ~ Other (pl.specify)
If No,

Why did your steward take job?

Ideology Ability

Interest of Satisfaction
stewards job Other (pl.specify)

Boredom of own job

Easy time

Performance of your present steward?
(a) With Management?
Too forceful 0.K. Not forceful enough
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E.5 (b) With men?

Takes up too 0.X. Doesn't consult
many points enough

E.6 Where is your union branch located?

(a) Within & hr. of site

(b) Within % hr. of home

(c) Greater Merseyside, andmore than %+ hr. journey
(d) Elsewhere (pl.specify)

E.7 Have you, within last 12 months attended any
. branch mcetings?

None Most
One ’ All
A few

E.8 Name of F.T.0. for this site?
Correct name .
Incorrect name
No name
E.9 Extent to which F.T.0. understands site?
Very well Fairly well A little Not at all
E.10 Extent to which you should follow F.T.O.'s advice?
Always
When steward advises

When majority of men advise
When I agree
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(¥)

F.1

BEHAVIOUR ON SITE

Describe an incident(s) (personal or second hand)
within last 6 months that you felt particularly
strongly about e.g. dispute, action of manager
supervisor/steward.

(Probes: Values in self, values admired/
criticised in others, perceptions of situations

and parties)

F.2 (a) Wnat is attitude of your company to timekeeping?

Always dock pay —————— Never dock pay
Dismissal matter —————— Don't mind
Very strict on hours— Very lax

(b).. What is your attitude to timekeeping? Why?

Fair days work, then away
Do minimvm possible, company doesn't care about me
Company gives me employment, therefore loyalty to them
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* F.3 Are there any custom and pfactices in your trade
that management don't fully accept?

F.4 First in - Last out
(a) Does your company operate this?
Yes

With certain provisos (pl.specify)
No

(v) In what circumétances'would you sway the

principle?

Never Keep local man

Keep o0ld men Keep good timekeeper
Keep young men Keep good workmen

e

LN
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F.5 Employment

(a) Are there men who you, personally, would prefer
not to see employed on Stanlow?
Exclude no-one

Militants Poor workmen
Lazy men Men in 'wrong' unions
Out—of-town men Active unionists

(b) Is there such a thing as a militant who can
swing a site?
No _
Yes, with genuine grievance
Yes, without genuine grievance

(c) Do you accept the right of management, and
management alone, to decide who they will employ?
Yes
Yes, but first consult with stewards
No, joint decision with stewards
No, stewards should decide

(d) Should recruitment be restricted to men on
Union unemployed lists?
Yes '
No, because lists only cover local area
No, because unions favour their 'friends'

F.6 Are there any issues which you want to discuss with
management, but which they regard as their
prerogative to decide?

None Dismissal
Organization of work Tender prices
: Pre-fabricated parts Recruitment
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() INDUSTRIAL RELATIONS

G.l

G.2

Go3

G.4

On management side, who has real influence on
industrial relations? :

Company Site Management Shell
Company Head Office Other (pl.specify)

Influence of Shell over your management on

industrial relations?

A lot _ None
Some _ Don't know
A little : ’

Do you think influence of Shell is a good or a

bad thing? ‘
' Good Bad

Fair Don't know
Procedure

(a) Any circumstances in which you would feel
justified in breaking grievance procedure?
None
When management breaks it
When management inactive

(b). Have you ever broken the agreement? (e.g. sudden
walk out) — why?
Never
Anger at management
Management provocation

(¢c) Have your management ever broken procedure?
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(f) ATTITUDE SCALE

Instructions: Managers — Self + Sen.Steward

L.1

L.2

L.3

L.4

L.5

L.6

L.7

L.8

L.9

L.10

Lo 1k

Steward - Self + Manager
Others - Self only

A good tradesman is hardly ever out
of work

Membership of a trade union for
operatives is a licence %o work, and
noting more

It is impossible for management and
men to work together as a team, because
they are really on opposite sides

Most men in this company take a pride
in their workmanship

(Name of Company)...... Ceereceseacans
are ruthless employers

Instead of having a l-day token strike
in support of U.C.S, it would have
been better to work that day and
donate the earnings

The best way for a man on the tools
to ensure continuity of employment
for himself is to try to spin out a
job as long as possible

A1l negotiations are biased in
Management's favour

Management in (Name of Company) «.....
veessasessssess are open and honest in
their dealings with their workers

(Name of COMPATY) sesassnscanosoneanses
take a real interest in the welfare of
their employees -

Stewards in (Name of Company)........ .
teeseseasesssss are open and honest in
their dealings with management

Strongly Agree

Agree

Know

Don't

Disagree

trongly Disagree

~
»

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other

Self
Other




(%) PERSONAL DETAILS

X.1 Age?
Under 20 364— 50
20 - 25 Over 50
26 - 35

X.2 Dependents?
Wife
Children 1, 2, 3, 4, 5, 6+

X.3 Do you meet socially with:

(a) Peorle who work on this site?
Frequently
Occasionally
Time-to-time
Never

(b) People in your trade from other s

Frequently
Occasionally
Time-to-time
Never

sd o
luve

s?

(Y suppLEMENTARY POINTS

Y.l Payment System?
Y.2 Hours of work?
Y.3 Overtime?
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(B)

B.1

B.2

B.3

Bc4

B.5

ADDITIONAL QUESTIONS FOR SHOP STEWARDS

PRESENT JOB ( INCLUDING SHOP STEWARDS DUTIES)

How much time spent on steward's duties

(a) at work? A1l time

757+
Other

(b) In out-of-work hours?

Who pays for your time when on steward's duties?

Contractor
Shell
Workmates

Why did you take stcward's job?

Ideological reasons
Pressure from workmates
Interest of steward's job
Boredom of site job

For easier time

To bring calm to site
Other

(a) How long have you currently been in office?

Under 3 months >3 yrs &£ 5 yrs
4 months — 1 year More than 5 years
2lyr £3yrs

(v) Was there competition for post?
None ' 2 otlLers
1 other person 3 or more
Have you held steward's job in past?
No, this is first time
Once
Twice

Three times
‘More than three times
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B.6 Most difficult part of steward's job?

BT

B.8

None — an easy job
Negotiations with management
Obtaining access to management
Dealing with men

Mastering facts of situation

Do you take up with managecment every issue your members
raise?

A1l - Few
Majority Hardly any
Half ' None

Examples of issues you don't take up:i-

Compare average member with yourself on concern about:

Average member is

More About |Less
Concerned |same Concerned

(a) Domestic issues within -
firm

(b) Site- wide Issues

(c) Extra-site issues

Examples?
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B.9 (i) Contacts with other stewards on site?

Regular|Frequent|Occasional None

(a) Stewards in other
- firms working
under your
: agreement

|

(b) Mechanical

) Lagging
)} Electrical

Civil

)
) Scaffolding
) Shell

(ii) Is there any group you would like more contact with?

Mechanical
Lagging
Electrical

Civil
Scaffolding
Shell

B.10 (a) Any groups (e.s. trades/firms) in a more
favourable position than yourselves?

Firm(s) (FRAME A)
Prade(s) (FRAME B)

(v) In what way?
Pay -
Amenities
Security

(c) Why in this position?
Strong union

Good employer
Skill of work
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(X) TRADE UNIOWS

K.1 Do you currently (or within last 3 months) hold trade
union off site? :

-~

No office " District office
Branch Sec BExecutive Committee
Branch Chairman Other (pl. specify)

Branch Committee

K.2 Within last 5 years hold union office off site
(other than K.1)?

No office District office
Branch Sec. Executive Committee
Branch Chairman Other (pl. specify)

Branch Committee

K.3 Ambitions in union?

Branch Office
District Office
Executive Committee
F.T.0.

K.4 Where is your union branch located?

(a) Within $hr of site

(b) Within Zhr of home

(c) Greater Merseyside and more than thr journey
(a) Elsewhere (pl. specify)

X.5 Branch meetings attended in last 12 months?

None Most
One » All
A few ’

XK.6 Name of F.T.0. for this site?

Current name
Incorrect name
No name :

- XK.7 How many times have you contacted your F,T.0. about
this site in last 12 months?

None 3
. 1 4
2 5+
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K.8 Would you like to see more of your F».T.07

Yes No. D.X.

Why? His advice
His influence with management

His knowledge

K.9 Extent to which F.T.O. understands site?

Very well Fairly well A little Not at all
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ADDITIONAL QUESTIONS FOR SUPERVISORS

(A) BASIC ( IMPERSONAL) DATA

A.1 Job title?
Foreman Superintendent
Supervisor Other (pl.specify)
A.2 Status?

Monthly paid staff

Weekly staff

Hourly paid

A.3 Classification?

Working foreman .

Full-time 1lst level supervisor

ond level supervisor

A.4 Numbers supervised?

(a) Currently (b) In past on this job
1st level supervisors
Working chargehands
Operatives

A.5. Currently paid lodging allowance?

Refused Yes No

A.6 Location of present permanent home?

Wirral North Scotland
Liverpool N.E. Wales
Greater Merseyside Midlands Ulster
Cheshire East Anglia Eire
Lancashire South Eazt U.S.A.

' ;ﬁ Yorkshire South West Other

A.7 Original geographical origins?
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(B) PRESENT JOB

B.1 - Present duties and responsibilities?
- Progressing wo?k |
- Obtaining materials

- Liason with client

Allocating labour

Technical advice

l

~ Supervision

Close/Open
Same group/Different groups

—~ Personnel/I.R.

Recruitment Stop Money
Dismissal Pay condition money
Reprimand

~ Other

B.2 On which single activity do you spend most time?

Technical Personnel/I.R.
Organization Supervision

B.3 Best things about your job on this site?

Pay Job itself
Amenities. Relationships
Security Power
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B.4 Worst things about your job on this site?

B.5 (a)

(o)

B.6 (a)

(v)

Pay Job itself
Amenities Relationships
Security . Power

Would you like more responsibility in dealing
with your men?

No more © Stop Money

Recruitment Pay condition money
Dismissal Reprimand

Why?

Knowledge of job Repercussions
Knowledge of men Poor decisions now

Are you popular with your men?

V.popular V.unpopular
Q.popular Q.unpopular
Fair Don't Know

Do you think it is important to be popular?

V.important V.unimportant
- Q.important Q.unimportant
Fair Don't know

TWhy?

Get job done
Make working life tolerable
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(c) OTHER GROUPS

- Operatives

C.l Rate your 'average' operative on:

V.High| F.High| Hedium| F.Low| V.Low

(a) Conscienciousness

(b) Quality of Workmanship

(¢) Productivity

C.2 Proportion of your operatives locally recruited?

A1l Ma jority Few None

— Shop Steward

C.3 Do you, directly, supervise a shop steward?

Yes No

C.4 Compare steward, as a workman, with 'average' operative on:

Shop Steward is
Above About | Below
average | same average

(a) Conscientiousness
(b) Quality of workmanship
(c) Productivity

C.5 Why do you think steward took job as workplace representative?

Ideology Boredom with own job
Easy time Interest of steward's job
To cause trouble Ability

¢.6 How satisfied are your men with steward's performance?

D.X. V.Satisfied 0.K. Dissatisfied
Why? - Representative Reasonable
Forceful Active

e e A e TR 3 AT 4T B
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- Manager

C.7 How well does your manager understand labour force?

Very well Quite well -Fair Poorly Not at all

¢.8 Does management back up your decisions in problems
concerning labour force?

Always Usually  50-50 Seldom Never

C.9 How much attention does management pay to what steward says?

Too much About right Too little
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ADDITIONAL QUESTIONS FOR MANAGERS

(A) BASIC (IMPERSONAL) DATA

A.1 Job title?

-Site Agent I.R.O.

Engineer Other (pl.specify)
A.2 Status?

Monthly paid staff

Weekly staff

Hourly paid

A.3 Length of time continuously employed by this company?

Under 3 nonths >3 yrs <5 yrs
4 mths - 1 yr >5 yrs <10 yrs
2Ll yr L3 yrs Over 10 years

A.4 Title of first job with this company?

Office? (pl.specify)

Technical? (" U

Supervisory? ( " ")
. Manual? (FRAME C)

A.5 Length of time continuously employed by this company
on Stanlow? ~

Under 3 months >3 yrs £5 yrs
4 mths - 1 yr >5 yrs <10 yrs
>1 yr &3 yrs Over 10 years

A.6 Title of first job with this company on Stanlow?

Office? (pl.specify)

Technical? (" "t

Supervisory? ( " " o)

Manual? (FRAME C)
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(B)

B.1

B.2

B.3

B.4

PRESENT JOB
Present duties ahdvresponsibilities?

(a) Technical

(b) Financial

(¢) Marketing

(a) Persomnel/I.R.
Recruitment Promotion
Dismissal Money (pl.specify)

(e) Other

On which single activity do you spend most time?

Technical Personnel
Financial Other
Marketing

Proportion of time on industrial relations?

&5% >30% L1705
7 5% <15% >10%
-15% <30% A1l time

To whom are you responsible?

on site?
off site?

Functional Manager General Manager
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B.5 Frequency of contact with Superior?

Daily Quarterly
Weekly Annually
Monthly Never

B.6 Best things about your job on this site?

Extrinsic Rewards Power
Relationships Achievement
Technical Activity

B.7 Worst things about your job on this site?

Extrinsic Rewards Power
Relationships Achievement
Technical Activity

nNo
o
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(c) OTHER GROUPS

Foremen/Supervisors

C.1 What responsibility have your first line supervisors
(foremen) in I.R. matters?

Reprimand

Stop money

Decide condition money
Recommend disciplinary action

C.2 Should they have more?

Yes
Know job Loyal/Responsible
Know men Other (pl.specify)
No
Ability Repercussions

Loyalty . Other (pl.specify)

C.3 Rate your 'average' foreman on:

V.High|F.High|Medium |F.Low |V.Low

(a) Loyalty to company

(b) Getting optimum amount
of work from men

(¢) Firmness with men

C.4 Proportion of foremen locally recruited?
A1l Majority Few None

C.5 Rate your 'average' operative on:

V.High| F.High |Medium F,Low V.Low

(a) Conscientiousness

(b) Quality of
Workmanship

(¢) Productivity _ i
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Shop Stewards

c.6

C.7

Compare your 'average' shop steward, as a workman,
with your 'average' operative on:-—

Shop Steward 1is

Above About Below
Average | Same Average

(a) Conscientiousness

(b) Quality of
Workmnanship

(¢) Productivity

Why do you think steward(s) in your firm took the job?

Ideology To cause trouble
Interest of Ability
steward's job Satisfaction of steward's job
Boredom of own job Other (pl.specify)
Easy Time

C.8 Most difficult part of steward's job?

.9

Dealing with management
Dealing with members
Mastering facts of situation
None—- an easy Jjob

Eow satisfied are your men with their steward's
performance?

Don't Know/V.Satisfied/0.K./V.dissatisfied

Favourable Consults with men
Forceful
Reasonable
, Unfavourable Too militant

Doesn't consult with men
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APPENDIX 2

CODING FRAME

The frame indicates the opfion choic&;codéd for each item on the
interview schedules. The full coding frame consists of 153 columns,
but in this appendix only part is presented és an illustration.

The sheets selected from the full frame are those containing codiﬁg
columns referred to in Appendix 4 for the ceonctruction of indices or

in Appendix 5 for the construction of the measure of union involvement.
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Coding Items i

Factors which you think were favourable to steward in your firm in acceptine :
steward's post f

l. D.K. 10. To bring calm/sense to the site

2. Ambition to get on in union e.g. 11. Dissatisfaction with performance
become F.T.O. of steward currently.in post |

3. A lot of experience ~ 12, "Job has to be done" i

4. Personal ability/confidence/ 13. One of first men on the job §
knowledge 14. Desire to help men ?

5. Interest of steward's job - like 15. "Think union is a good thing" -
to be involved (includes 16. Poor working conditions, pay, etc.
feeling of power) 17. Personal gain — financial R

6. Boredom of job on tools overtime; commission on collecting

7. Need of men for protection dues _ i

8. Low ability/interest of other men — 18. Personal gain — job security e.g. ;
"no-one else would have it" old, poor worker, etc.

9. Good support from fellow workmen 19. For an easy time - too lazy or too

little ability for manual work

Factors which you think were unfavourable to steyard in your firm in accepting
steward's post

l. D.K. 10. A risky job - firms discriminate
2. None mentioned against stewards
3. Lack of experience 11. Lose money through being a steward "
4. Lack ability/confidence/knowledge/ 12, It is a very difficult job I

right temperament 13. A thankless job/Too much friction/ .
5. No interest in union affairs Can't please both sides at once

e.g. "itc only a work ticket" 14. No need for union e.g. "firm treats
6. Too interested in job on tools us well" i
7. Take up a lot of time 15. Too old i
8. Poor support from men here 16. Lack of support from union officials '
9. Other men better able to do job 17. No opportunity to take job e.zg. :

"always travelling","always a
foreman"
i

Comments on performance of present steward from overatives viewpoint 5%
1. A good perrormance d. He lacks knowledge i
2. A moderate performance 9. Insists too much on procedure - i
3. A poor performance ""rule bound" 4
4. He is militant " 10.  'Poor' attitude towards men — )
5. He is reasonable/fair/moderate "doesn't care about them"
6. He is weak 11. D.X./not interested/not for me
T. Ile is 'bent! to comment

Branch Location Lo
l. It is fairly conveniently accessible for attending meetings

2. It is only very inconveniently accessible for attending mecetings
« It is not accessible for attendine meetines e.g. travelling man whose
o - o
branch is at home)

4. Don't know where my branch is located
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ol. Coding Items
60. Types of incidents on interviewee's mind
* 11, No incident at all 17. Contested payment for some hours
2. Incident only after prompting 18. Behaviour of client
3. Demarcation ' 19. Behaviour of F.T.O.
4. Hours of work/overtime 20, Behaviour of operatives
5. Bonus A , . 21, Sympathy strike for another
6. Level of manning "~ group on site
7. 'Unfair' dismissal - 22. Blacklisting in recruitment
8. Intrinsic factor in own job . 23. Condition payments
9. Behaviour of supervisor 24. Redundancy/Insecurity of
10. Behaviour of shop steward employment
11, Inclement weather working 25. Industrial action by some other
12, Industrial action by his group -+ group
13. Token strikes . 26. Timekeeping/absenteeism
14. Behaviour of management : 27. Organization of the work
15 Safety &/or Accidents 28. Amenities/Facilities
16, Basic rate of pay 29. Transport
61. Attitude on Commany's behaviour over timekeenine for operatives
1. Co. reasonzble to operatives - glve and tdk°/1edveb operatives on truSu
2. Co. reaconablc to operatives — fairly 1unLcnu/avcra5e
3. Co. reasonable to operatives - though strict
4. Co. reasonable to operatives - give fair warnings
5. Co. unreasonable to operatives '— childish checking up (counter productive)
6. Co. unreasonable to operatives — very strict
7. Co.'s attitude doesn't concern me e.g. "I'm a good timekeeper",  "Like to
get in early for a cup of tea”
62 Actual and perceived vosition on 'first in — last out' in his company
. 1. Co. actually operate first in - last out on site without exceptions
2. Co. actually operate first in - last cut on site as a general principle, but
with exceptions
3. Co. don't operate first in - last out on site when reducing labour force
4. Co. generally try to transfer the bulk of their men to other sites
5. Interviewee says company operate first in - last out without exceptions
6. Interviewee says company operate first in — last out with exceptions
7. Interviewee says company don't operate first in - last out
8. Interviewee isn't sure of company position on first in - last out
63. Preferred system in the event of a redundancy

10.

l]-.

Use first in -~ last out without exception

First dismiss bad timekeepers, then use first in - last out

First dismiss out—of-town men, then use first in - last out

First dismiss poor workmen/lazy men, then use first in - last out

Let management decide entirely who is to be redundant

Use first in - first out

Use chance

First in - last out has dlsadvantages, it protects 1azy/poor workmen,
and lets good worknen go

Go along with first in — last out{but re°orvatlons/no strong feelings)
Any 'exceptional! cases e.g.-bad timekeeping, should be dealt with
before redundancy '

(Cont.)
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g Coding Items

Preferred system in the event of a redundanqy (cont.)

OV B W R

6%' 11, The danger of management discrimination specifically mentioned

12, First ask for volunteers, then use first in — last out

13. Lay off those individuals whose own job has run down, and leave the

others

14, First in - last out is unfair to the longest unemployed
64.| Actual and perceived source of recruitment and selection in his company

1. The Co. actually recruits some of its labour centrally (at H.Q. or local

office) and transfers men to site
2. Management actuwally restrict recruitment 4o sources suggested by stewards
(e.g. local unemployed, men formerly employed here)
3. Management actually partly restricts source of recruitment to sources
suggested by stewards
4. Management actually recruits from whatever sources it likes
5. Management actually take the advice of stewards over the employment of
individuals
6. Management actually accepts.men in some arbitrary order, and doesn't
select among them : .

T. Management actually has no formal recruitment/selection system .

8. Interviewee says management recruiis exclusively from restricted source

9. Interviewee says management recruits partly from restricted source

10, Interviewee says management recruits from whatever source it likes

11. Interviewee says management take the advice of stewards over the employment

-of individuals
12. Interviewee says management accepis men in some arbitrary order, and
doesn't select among them
13. Interviewee doesn't know the source of recruitment :
14. Interviewee says the company transfers some men on to site from other
Co. locations

65. Opinion on exclusion of veovle from employment on Stanlow
: 1. Exclude no-one with card for job — "everyone has to earn a living"

2. Exclude troublemakers

3. Exclude "scallys", "snides", "creeps"

4. Exclude poor workmen/lazy men/bad timekeepers

5. Exclude out—-of-town men

6. Exclude ex-stewards

7. Men are often wrongly classed as troublemakers

8. Allow 'doubtful' men a probationary period

9. D.K.

" 66. Do agitators exist?

. They do exist, but can’only swing a site with a genuine grievance
. They do exist, but can be contained by steward
. They do exist, and can swing a site without a genuine grievance
. Heard of them, but never personally come across one
Don't know if they exist
- They don't exist
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Coding Items

Information volunteered on behaviour of Co. over blacklisting/vetting

1. There are certain men who the Co. will not employ here i.e. there is a
blacklist

Shall vet names of prospective starters

Co. H.Q./local office vet names of prospective starters

Sometimes Co. goes against Shell advice

Blacklisting does not take place here

S wn

68.

Opinion on ideal source and method of recruitment/selection

. Let management decide (i.e. solely munagerial prerogative)

. Lel management have final decision, after consultation with stewards

. Let management have decision on part of labour force, and stewards/union

on rest.

Or Joint Decision

Let stewards/union decide

Have no selection, but take men in an arbitrary order e.g. longest out
f work first '

Need to avoid wrongful discrimination specifically mentioned

Give preference in recruitment to any local'uncmployed men

CGive preference in recruitment to men who have worked here before

and been made redundant

Give preference in recruitment to men on union out—of-work lists

. Give preference in recruitment to men who have been longest out of work

w -

O O\ Ut I

o \o

69.

-

Any issues operatives should be able to discuss with manasement and influence
management over, but can't

1. None ~ but zaid with no real thought of possible issues e.g. 'nothing
comes to mind', 'not interested', 'nothing to do with me!

None — management here will discuss anything here e.g. recruitment

No specific issues, but there should be more exchange of information
Some e.g. contractual arrangements (costs)

Some e.g. recruitment

Some e.g. security of employment/ redundancy (names and pay)

Some e.g. organization of work, supervision (includes pre-fabrication
off site)

Some e.g. condition money, bonus payments

Some interpretation of Agreement e.g. on 'lodge', travel

Don't know what management discuss with operatives (foremen aren't
told what goes on in office)

. .

O\ ~N oW

70.

Opinion on where real influence in I.R. lies on management side
With Co. management on, or very local to, site

With Co. management off, and not in daily contact with, site
With main contractors management

With Shell

D.K.

U1 WO+
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76.

Actual and perceived breakes of agrcement by managements during interviewee's

employment periocd with the Co.

1
2.
3.
4.
5.
6

Interviewee says management has broken agreement frequently
Interviewee says management has broken agreement occasionally
Interviewee says management has never broken agreement

Interviewee doesn't know

ilanagement actually have broken the agreement on several occasions
during interviewee's employment period

lManagement nave actually made no major breakes of the agreement during
interviewee's employment period

77, "A good worker is hardly ever out of a job"
1. Agree (with no rider)
2. Agree, if he's willing to trawvel, or take facltory work
3. Disagree, because of bldcklng/dlscrﬂmlnaulon/favourltlsm
4. Disagree, because of unemployment
5. Disagree, because management doesn't know who is any good
6. Disagree (with no rider)
T. Disagree, because of first in - last out
8. Disagree, because men are started in order from unemployed lists
9. D.X.
78. |"It i impossible for manacement and men o work together as a team because the:
are really on onposite sideg!
1. Agree, it is impossible
2. Agree it is impossible in the long term, but they can co-operate in the
short term and on some issues
3. Disagree, they can work together and do have
4. Disagree, it is possible for them to work together (in the general case)
5. D.K.
79, "Most men in this Co. take a pride in their workmanship"
1. Well over nalf of men take pride 7. This area is a poor one for
2. Its about 50/50 craftsmanship
3. Well under half of men take pride 8. Big Cos. don't recognize or rewari
4. Bonus particularly mentioned as a individuals who work well — n
cause of poor workmanship incentive for men to try
e Olaer/lonbcr service employees 9. Men have to take a pride -
take more pride than younger men otherwise they would be sacked
6. This area is a good one for 10. Quality of workmanship is up to
craftsmanship management
11. Pre-fabrication is taking away
pride from the job
80. "Thig company are ruthless ewplovees"
1. Agree (no reason stated) 6. Disagree — although a few
2. Agree e.g. treatment of men by fore- enginecers ruthless in their
men treatment of men ‘
3. Agree e.g. treatment of foremen by 7. Disagree (no reason stated)
Co. 8. The stewards/men won't allow the
4. Agree e.g. treatment of stewards by Co. to be ruthless
Co. 9. D.X.

Loree e.g. Co. attempted to sack men
on strike
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Coding Items

Opinion on token strilkes

. 1. My Co. was not involved in token strikes
2. Support cause, and think method effective
3. Support cause, but think method ineffective - stronger action needed
e.g. longer strikes, more people involved ‘
4. Support cause, but think method ineffective, instead of direct action
perhaps donate money, etc. but don't strike
5. Think tokens rubbish/a waste of time; not interested in extra-site issues
6. No real opinion — follow the majority
82. Opinion on effectiveness of trying to spin the job out
1. It is done here, and it works
2. It's impossible for a large group of men to spin out a job
- (even if one individual does, it has little effect)
3. Men don't want to spin job out, because of bonus
4. Men don't want to spin job out - rather get the job finished, take
redundancy money, and go
5. HMen don't want to do it, gets them a bad name (and therefore makes lu
harder to get another job)
6. Men don't want to do it - its against théir own interests because tne
- more cfficient a company is, the more work the Co. gets
7. Management won't allow men here to spin out a job (even though some
men try it)
8. D.K.
83. "All negotiations are biased in management's favour"
1. Agree - they always are
2. Agree - because management better educated/informed
3. Agree - because of circumstances existing now
. 4. Agree generally, but not now; because job is behind and men have
upper hand
5. Its 50/50
6. Disagree - unions/men have upper hand
7. Can't generalize — depends on labour market, stage of job
8. D.X.
84. "Management in this Co. are reasonably open and honest in their dealings with

their workiorcet

l.

O~ NP

Agree »

Agree to stewards, but rol to rank and file

Disagree

Disagree — no firms are/I'm suspicious of them all

Issue mentioned - bonus

Issue mentioned - security of employment

Issue mentioned — condition money

Issue mentioned — other e.g. profitability, walking time,
finishing early .

D.X.

290



[ S——
UG ¥ TRSSE

e e S o ——— 5 T T

ol. Coding Items

85. "his Co. take a real jnterest in the welfare of their employees"
1. Agree 8. e.g. Sick-pay
2. Disagree 9. e.g. Treatment of individual's
3. Disagree — no firms do . problems
4. e.g. Facilities - cabin . 10. e.g. Security of employment,
5. e.g. Clothing, boots, masks transfer
6. e.g. Safety 11. e.g. Social facilities
7. Pension scheme ) 12, This Co. take an interest only

' when pushed
13. D.X.
86 The objective 'welfare! situation in the Co.
‘ 1. There is a pension scheme for wages grades

2, Therc is no pension scheme for wages grades
3. There is a sick-pay scheme for wages grades
4. There is no sick-pay scheme for wages grades
5. The facilities €.g. cabins, are reasonable
6. The facilities e.g. cabins, are poor

87. | "Stewarde in this Co. are reasonably oven snd honest in their dealings with
managemens ™
1. Agree
2. Disagree
3. D.K.

88. Aze of Interviewee

. 1. Under 20 4. 36 - 50
2. 20 - 25 5.. 51 - 64
3. 26 - 35 6. 65 and over

89. Denendents/Finanoial Resvonsibilities of Interviewee
1. Specifically mentions responsibilities
2. Specifically mentions lack of responsibilities
3, Nomnal, average commitments

90. Social contacts with work colleagues out of working hours

1. leet up with people recvlariy/frequently
o, Hardly ever meet up with people here — make a point of getting right
away/avoiding them

3. Intermediate - meet up with people from time to time/amongst other friends
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Coding Items

l.

2.

Perception of attitude of 'average! operative to union membership
They think union is a good thing e.g. sp

caks for them, wins good
facilities

They think union is unnecessary because firm treat them so well

3, They join the union only because they‘ve got 1o

4.

They support the union for the welfare benefits it provides

Supervisors perception of senior managements understanding of the

labour force

1.
2.
3.
4.
5.

Understand it very well

Understand it fairly well

A fair understanding of it
A poor understanding of it
They initially had a very poor understanding of it

Fackings senior management gives to supervisors

Always back you up

Usually back you up

They quite often don't back you up
They never back you up

Don't back you up over issues €.g. timekeeping

Don't back you up if they think you've made wrong decision
Never arisen/Foremen don't take such decisions

I never make decisions before consulting with management

Supervisor's oninion on attention manasement pay to shop stewards

l.

Too much — they pander too much to stewards
About right - they keep stewards in their place i.e. don't let them
have too much influence

Management pay a lot of attention to the stewards, and this is necessary

for the good of the job =
About right (with no extra comment )

Too 1little — they should talk more to their stewards, e.g. have
more meetings

Management should pay.more attention to their foremen than they do;
and tell us what is going on

(&N

Interviewee's career ambitions

1.
2.

o\ B W

Rise up managerial hierarchy

Join staff (if not already a member)
Stay at same level as now

(o back down hierarchy

No real preferences; ecasy what he does

No- opportunities for promotion e.g. too old; mo craft training, etc.

L e Wb e i
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Coding Items

[
=

ember of supervisorv section of union?

. Union has no supervisory section

I'm a member of supervisory section

I'm not a member of supervisory section on principle

changing
I'm not a member of supervisory section, even if union has one
N/A - I'm not a union member

NN oo
.

I'm not a member of supervisory section because I've never bothered

137.

Reasons for union membershin/non~membership

hold my present job on this site
2. It is a personal decision whether or not I choose to be a union
member on this site
I keep my union membership for if I g0 back down onto the tools
I keep my union membership for the welfare benefits

S

on any site .

keep my union membership to avoid trouble on this site

“eep my union membership because I really believe in unions
resigned my unicn membership when I became a supervisor
resigned my union membership when I joined the staff

.

O\ o~ O
HH == M

1., It is reglly more or less ‘compulsory’ for me to be a union member to

I keep my union membership so that I am able to work as a supervisor

o
resigned my union membership because I found union to be ineffective

138.

upervisors evaluation of comvany attitude to timekeevning
. Agree with co. treat men well and they'll repay
. Agree with Co. - you've got to be toush with these men

on job, dock pay, give warnings
« Just go along with the co.

U S W

. Disagree with co. - if they were laxer with men, then men would repay
. Disagree with Co. - they should be tougher with men e.g. keep them

139.

(@) S oo

0
691
o
¢
0]
=
I‘J .
0
St
n
&t

evards raise which are "none of their btusiness"

i
.

'Z

]

s

5]

.

'I do consider some issues none of their business?')

. Some issues e.g. selection of labour
Some issues e.g. dicmissal

manning/and releasing work)
. Some issues e.g. financial arrangements on contract, and progress
contract in financial terms

T. Some issues €.g. behaviour of supervisors

8. lMen are not sufficiently interested to raise any 'broader! issues
9. Don't kiow what issues they raise with management, we aren't told
0.

They do not raise any points at all with F/m

They do not raise any issues which 1 consider illegitimate (implied

- None. I consider that they should be allowed to raise anything at all

. Some issues e.g. organisation of work (includes 'demarcation', levels of

of

anyway

o o S

. -

SRR
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Coding>Items

140'. Consequences of Shell's influence over company's I.R.

.

N =

.

AN U1 bW

N/A - Shell has no influence/little influence ,

Shell influence helpful - they are smart operators; advise us well,
know C and P for site '

Shell influence helpful - they are tough, will back us up

Shell influence is unhelpful - they are too weak, pay up too easily,
and therefore we lose control of our labour

Shell influence unhelpful - they are too rigid; if we could bend
we could keep better I.R.
No consequences stated

Opinion of supervisor on management's treatment of the operatives
141. 12 =

) _Ln-bwr\)\—'

Management of this company give in too easily

Management of this company strike right balance over concessions
Management of this company do not make concessions easily enough
Management make concessions only after pressure from men ,
Management lenient over men breaking disciplinary rules e.g. drinking
in pub ’

Management flexible to placate operatives eig. "fiddle" bonus, short
cut on "safety" )

2%4

T T
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Col. Coding Items
149. Manager's reasons why suvervisors should NOT have more responsibility
. in the employment field

1. N/A - wants/should have more responsibility

2. The worry of having to take decisions

3. Don't want to offend men. It causes antagonism with the men working
here ~ they take it wrong ’

4. Lack of knowledge of broader implications

5. Lack of expertise/knowledge/training

6. Show favouritism to some men

7. Good decisions are taken now

8. No reasons stated

9. Lack of ability

10. Has a considerable amount of responsibility already
11. Lack a general loyalty to the company
150 Manager's rating of loyalty and effectiveness of supervisors
‘ 1. Loyalty to company fairly low (because up and down from tools/
no security)

2. Loyalty to company fairly high

3. Supervisors fairly effective in getting men to work well

4. Supervisors fairly ineffective in getting men to work well
(e.g. won't carry through unpopular decisions; either too lax or
too harsh in approach to men)

151. Source and treatment of firsﬁ line supervisor in company

l. Most recruited on this site as craftsmen, and promoted to superviscr

2. Most recruited on this site directly as supervisors

3. Most transferred in from other sites of this company, as supervisors

4. Most given 'permanent' staff status

. 5. Most are hourly paid -

6. Most given chance to transfer to 'permanent' staff status, but have
turned it down

T. Most have a fair expectation of many years employment with this company
as supervisor (e.g. transfer, or term contractor)

8. Most have not a fair expectation of other than short term employment
as a supervisor with this company/e.g. no transfer with short item
companies

152. Manager's attitudes towards stewards in his company

1. Listen to them a lot - this is necessary for good I.R.

2., Keep them in their place e.g. don't let them come running in every
5 minutes

3. Steward is irresponsible

4. Steward is responsible

5. ©Steward is immature '

6. Steward is mature

153, Manager's first job in this industiy

1. Crafteman 6. First level supervisor

2. Scmi-skilled 7. 2nd level Supervisor/technical/office

3. Labourer 8. Line Manager (i.e. site boss)

4. Apprentice 9. Personnel Specialist

5. Chargehand
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APPENDIX 3

" 'EDITING. THE CODED INTERVIEW DATA

1. By Role within Trade Group

The sample within each sub-group (comprising respondents in one role
and trade group) was treated as a simple random sample from a finite
population. The standard error of the proportion for each option on

every item was calculated using the formula:

- l-n p(1l-p)
s.e.(psRs) = V/Y ﬁ) v

Standard error of the proportion (simple random

Where: s.e.(psRs)

sample)
n = Sample size
N = Population size
p = Proportion of the sample giving the option.

For a 95% level of significance, the maximum permissible value of

the coefficient of variation was taken as:

-s’—’g-r';-gg)—xloo=50%

Thus where p< 2s.e.(p), and responses were not merged with other options
to give 552;2s.e.(pl), the proportion of the sample giving the option

is presented in the tables in this thesis as #. This sign may be
interpreted as showing that a small proportioh of respondents fall

into this category, but the number is too small to permit presentation
of an actual figure which can, within the linits of accuracy set, be

generalized to the population.

2. By Role Overall

The sample within each role was treated as a stratified random sample

from a finite population, the strata being the trade groups. The
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standard error of the proportion was calculating using the formula:

/. 2
s.e.(pst) =‘/l'-2- iNi s.e.(pi sRs)
N

Standard error of the proportion (stratified
' sample)

2

Where: s.e.(pst)

N = Population size of role

R I o o
Ni = Population size of role within i trade group
p, = Proportion of the sample in the ith trade group

giving the option

The editing cut-off point and the meaning of # are as described for

editing by role within trade group
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APPENDIX 4

" 'CONSTRUCTION OF 'INDICES

Index of Operatives', ‘Shop Stewards', Supervisors' and Managers'

Perceptions of the Fairness of their Current Company towards its

Manual Employees

. . (1)
Coding column number Option numbers scoring
3 points 2 points 1 point

61 5,6 3,7(2) 1,2,4
80 1,2,3,4,5 8(2),9 6,7

84 3,4 2,9 1

< (2) ‘

35 2,3 12 13 1

Dichotomy: Fair employer - index score < 8

Unfair employer - index score 7 8

Index of Operatives', Shop Stewards', Supervisors'

and Managers'

Perceptions of the Fairness of the Existing General Industrial

Relations System

Coding column number

(1)

Option numbers scoring

3 points 2 points 1 point
77 3,4,5,6 2,9 1,7(2),8(2)
83 1,2 3,4,5,7,8 6

Dichotomy: Fair generalﬂindustrial relations system - index score £ 5
Unfair general industrial relations system - index score 2 5
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Index of Operatives', Supervisors' and Managers' Attitudes

Towards the Shop Stewards in their Current Company

. .

Coding column number Option numbers scoring
3 points 2 points 1 point
51 All others 1,6,8,13 17,18,19

53 1 2,11 3

87 1 3 2

Dichotomy:

Favourable Opinions - index score:;-7

Unfavourable Opinions - index score £ 7

Index of Supervisors' Satisfaction with Management's Handling of

the Manual Employees

Dissatisfied - index score £ 4
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Option numbers scoring (1)
Coding column number
3 points 2 points 1 point
132 1,2 3 4
133 1,2(2) 6(2),7,8 3,4,5
134 2,3,4 - 1,5,6
138 1,2 5 3,4
141 2 42 1,3
Dichotomy: Satiéfied - index score‘;;ll
Dissatisfied - index score £ 11
Index of Managers' Evaluations of their Supervisors
Option numbers scoring(l)
Coding column number
3 points 2 points 1 point
2
149 1 2( ),4(2),7,10 3,5,6,9,11
150(3) Both 2 & 3 Either 2 or 3 Neither 2
, nor 3
-
Dichotomy: Satisfied - index score 72 4




Index of Operatives', Shop Stewards', Supervisors' and Managers'
* Favoured  Amount of Union Involvement

: . . (1)
Coding column numbers Option numbers scoring
..3 points 2 points 1 point
63 1,6,12 2,3,4,7,9,13 5
68 3,4,5 2 1
69 4,5,6,7,8,9. 2,3 . ... 1,10

Dichotomy: High union involvement - index scorxe 7, 7

Low union involvement - index score £ 7

General Notes:

(1) No extra points are scored for the selection of more than
one option in any column

(2) This option is scored only if it occurs alone

(3) 1Ignore options 1 and 4 in this column
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APPENDIX 5

" "MEASURE 'OF THE EXISTING AMOUNT OF UNION INVOLVEMENT

"IN EACH FIRM

A measure was designed to reflect the two dimensions of union involve-
ment - scope and depth (cf. Chalmers et al, 1954b,-pp.139-97; Derber
et al, 1961). The scope considered the two key areas of recruitment/
selection and redundancy. The dgpth considered the author;hip of the

rules in these areas.

. . (1)
Coding column number Option numbers scoring o
3 points = 2 points .1 point.
62 1 2
64 2,6 3,5 4,7
Trichotomy: High union involvement - score 3> 4

Medium union involvement score = 4

Low union involvement - score< 4

Notes: (1) No extra points are scored for the selection of more
than one option in any column
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APPENDIX 6

‘NONPARAMETRIC STATISTICAL TESTS USED

The three nonparametric statistical tests outlined below were used for
tesfing differences between samples on measures and in testing the

hypothesised bivariafe relationships. Thevselectién of the appropriate
test for each case was influenced by sample size,.expected freguencies,

and whether it was wished to examine order effects.

1. 'Chi-Squared Test for k independent samples

(Reference: Siegel, 1956, pp.1l04-11, 175-9)

r k 2
2 _ E z (0ij - Eij) .. _ _
X = . Fi3 ;0 df = (r-1) (k-1)
3=1 -

i=l

. ' . . .th
Where: 0ij = observed number of cases categorized in i row of

jth column

Eij = number of cases expected under null hypothesis to be

th
categorized in i row of jth column

df = degrees of freedom
y = number of rows
k = number of columns

The test was used:

- for Af>1, when fewer than 20% of cells have expected frequency
of less than 5 and no cell has an expected frequency of less than
one. NB for df> 1, X2 is insensitive to order effects.

- for df = 1, when N (total number of cases)’> 40, or when 204 N<40

if all expected frequencies are 5 or more.
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2.

Fisher Exact Probability Test for 2 independent samples

(Reference: Siegel, 1956, pp. 96-100)

(A+B) ! (C+D) ! (A+C) { (B+D) !
N'A!BIC!D

Where: - A,B,C,D are frequencies in 2x2 contingency table
‘N = A+B+C+D
The test was used where N< 20, or when 20K N<40 and the smallest

expected frequency is less than 5.

Kolmogorov-Smirnov Test for 2 independent samples

(Reference: Kraft and van Eeden, 1968, pp.172-3, 315-22;
Siegel, 1956, pp.127-36)

For a 2~tailed test, D = max] Snl(x) - Snz(X)f

Where: D = maximum deviation

S 1(X) = observed cumulative step function of one of the
n samples

observed cumulative step function of the other

SnZ(X)
sample

When: n, = n2<:40, used Table N in Kraft and van Eeden

n, # n,, and either< 40, used Table O in Kraft and van Eeden

n, # ) and both>>40, used Table M in Siegel

The test is sensitive to order effects.
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APPENDIX 7

" 'TYPAL ANALYSIS TECHNIQUE

The aim is to group together individuals within roles shafing a range
of common attitudes, and firms within trade groups sharing a range of
common kehaviours and amount of union involvement in rule making. The
distinguishing characteristics of types in terms of the biographical
characteristics of individuals and aspects of their current work
situation, and in terms of the structural and attitudinal character-
istics of firms can then be identified.

Arrays were made up of the profiles of individuals within roles on
each of ny dichotomised attitudes. Thus, for each role, 2nl different
profiles were theoretically possible. The profiles actually occurring
were identified. Similarly arrays of firms within trade groups on each
of n, trichotomised behaviour measures were made up, and the profiles

actually occurring were identified.

For each sub-group of individuals within roles and firms within trade
groups, the most'commonly occurring profile was selected as a starting
point. All other profiles within the sub-group sharing any (n-1)
characteristics in common with this profile were identified. These
profiles were grouped, £he modal characteristics noted, the number of
cases occurring counted, and were removed from the array. The most
common remaining profile from the original array was then selected and
the exercise repeated. This process was continued until all the

original profiles had been grouped, counted and removed.
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Using the set of profiles derived from the above procedure, the most
commoniy occurring profile was identified and all the others scanned
for those sharing any (n-2) characteristics in common with it. These
were grouped, the modal characteristics noted, the number of cases
occurring counted, and were removed from the array. The exercise was
repeatéd, taking in each case the mést common remaining profile as the

starting point.

The whole method was continued up to the level of profiles sharing
(n-m) charactéristics in common,‘where m is the number where the great
majbrity of profiles were clustered in a single category. The stage
preceding this was the one chosen for the‘identification of the modal

characteristics of each remaining profile as a type.

The modal biographical characteristics of the typesof individuals, and
the modal attitudinal aﬁd structural characteristics and amount of

union involvement of the types of firms were then found. An arbitrary
figure of 15% difference in the distribution of any of these variables

was defined as the minimum to distinguish any differences between types.
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