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Summary
This study examines the internal dynamics of white collar trade
union branches in the public sector. The effects of a number of

internal and external factors on branch patterns of action are
evaluated. For the purposes of the study branch action is taken to
be the approach to issues of job regulation, as expressed along
the five dimensions of dependence on the outside trade union,
focus in issues adopted, initiation of issues, intensity of action
in issue pursuit and representativeness.

The setting chosen for the study is four branches drawn from the
same pgeographical area of the TFational and Local Government
Officers Association. Branches were selected to give a variety in
industry settings while controlling for the potentially
influential variables of branch size, density of trade union
membership and possession of exclusive representational rights in
the employing organisation. Identical methods of data collection
were used for each branch.

The principal findings of the study are that the framework of
national agreements and industry collective bargaining structures
are strongly related ta the industrial relations climate in the
employing organisation and the structures of representation within
the branch. Vhere agreements and collective bargaining structures
formally restrict branch job regulation roles, there is a degree of
devolution of bargaining authority from branch level negotiators to
autonomous shop stewards at workplace level. In these
circumstances industrial relations climate is characterised by a
degree of informality in relationships between management and
trade union activists. In turn, industrial relations climate and
representative structures together with actor attitudes, have
strong effects on all dimensions of approach to issues of job
regulation.
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INTRODUCTION

This thesis “Approaches to Issues of Job Regulation® has 1two
principal aims. The first is to provide information on the role
of the trade union branch in the public sector white collar
situation. The second is to make a substantive contribution to
the understanding of the internal dynamics of workplace trade
unionism in this setting, As such the investigation addresses
itself to the basic research question of

"how can different patterns of action in white collar trade

union branches in the public sector be accounted for in terms

of interactions between environmental influences on branches

and their internal structures, processes and actor
characteristics?"

The approach adopted to answering this question is that of
integrating a variety of prior research evidence into a model of
factors which could shape patterns of action. The model is then

subjected to the rigours of empirical investigation.

This opening chapter commences with a brief statement of why
further research in the area of white collar trade unions is felt
to be necessary. Past themes and concerns in the study of the
character of white collar unions are then examined and the
conclusion drawn that there is a requirement for greater
understanding of their internal dynamics. A distinction is made
between public and private sectors, as two situations where the

role and actions of white collar trade unions could be different.



Following this, the level at which white collar unions have been
studied is examined and an argument developed that a study focussed
at branch level in the public sector would be worthwhile.
Finally, the strengths and weaknesses of some major studies which
have shed light on the internal dynamics of workplace trade unions

are examined and an outline research strategy established.

IHE NEED FOR FURTHER STUDY OF VHITE COLLAR TRADE UNIORS
The need for further research into the collective organisation of

white collar workers arises for two main reasons.

The first of these 1s the increasing prominence of white collar
trade unions. 1In 1948 white collar workers comprised 31% of the
“total U.K. labour force and 26% of the total trade union
membership. By 1979 the white collar labour force had risen to 49%
of the total and trade union density had risen from 33% to 44%, so
that white collar union members comprised 40% of the total U.K.
union membership (Bain and Price 1972b, Price and Bain 1976 and
1983), Clearly the growing number of white collar workers and
their increasing tendency to unionise makes further knowledge of
their collective organisations vital to the body of knowledge of

industrial relations.

Secondly, the claims in mch prior work that collective
organisations of white collar workers are in some way fundamentally
different from those of manual workers needs examination. For the

present, it can be noted that arguments range between two poles.



At one extreme is the assertion that white collar collective
organisations do not possess the necessary characteristics to
enable them to be labelled trade unions (i.e. Blackburn and Prandy
1965, Blackburn 1967). At the other extreme is the argument that
white collar workers will become the new driving force in trade
unioniesm (Mallet 1975, Gallie 1978, Low-Beer 1978). Further
knowledge of white collar trade unions can help inform the debate

on these contrasting theories.

THE STUDY OF THE CHARACTER OF WHITE COLLAR TRADE UNIONS

For two decades theory and empirical research on white collar trade
unions has taken character as one of 1its principal themes.
Character has been used in two separate but nevertheless connected

ways, both of which are problematic if used for descriptive

purposes.

First, character has been used to refer to aspects of visible
action of the part of whole trade unions. The most prominent
example of this is Blackburn's concept of "Unionateness" consisting
of seven behavioural characteristics (Blackburn and Prandy 1965,
Blackburn 1967, Even with later refinements (Prandy Stewart and
Blackburn 1974) the term has been shown to lack conceptual clarity
and is not really usable as a descriptive measure. For eiample it
is  unclear how the seven dimensions relate to each other to

produce distinct trade union types (Bain, Coates and Ellis 1973).



Secondly, character has been used at workgroup and individual level
to denote attitudes and actions of trade union members. In this
sense, whilst it could be applied to any union, it has been used
most often in the white-collar situation (Bain et al 1973). The
reason for this is probably that although union growth and
character can be conceptually and empirically separated, the two
are often linked. Indeed, although there are theories of white
collar union growth which largely ignore personal psychological
characteristics of members (i.e. Bain 1970, Bain and Elsheikh
1976); many more seek to relate growth to attitudes and beliefs
(i.e. Roberts, Laveridge and Gennard 1972; Lockwood 1958;

Crompton 1976, 1979a, 1979b, 1980; Bellaby and Oribabor 1977)

Two strong underlying assumptions in these theories which 1link

character and growth are that:

1. Joining a trade union is a voluntary act for most
white-collar workers.

ii. Certain attitudes and orientations (which will have
subsequent links with action in the trade union)
characterise this group.

Ultimately, and here is where the two uses of the word character
connect, it is assumed that the actions of these workers will
affect the essential nature of the trade union in a way that makes
it acceptable to increasing numbers of white collar workers.

These two assumptions are, however, open to criticism,



The assumption tbat joining is purely voluntary can be criticised
on the grounds that over two-thirds of white collar union members
are employed in the public sector, where closed shop agreements
are commonplace (Price 1983). The assumption that there are
attitudes and orientations unique to white collar workers has led
to the word character being used largely to distinguish between
blue and white collar unionms. Indeed an implicit theme in much
of the literature is that the blue collar situation constitutes a
model of "proper" trade union against which the white collar should
be compared (Price 1983). This may well have hampered rather than

aided the study of these uniomns.

This not to deny that differences  between trade unions do exist;
not the least of which could be the aims, attitudes and actions of
their members. To assume, haowever, that member attitudes and
orientations alone produce differences which distinguish between
blue and white «collar unions may well be a gross
oversimplification. Moreover it can be argued that trade unions
are such complex organisations that their differences arise not
only from member characteristics and aims, but also the structures
and the channels evolved to advance those aims (Undy, Ellis,
McCarthy and Halmos 1981). It is doubtful therefore, whether
differences in the actions of trade unions can be solely linked to

the occupational category of their memberships.

It must be concluded therefore that +the word character is

imprecise when used to describe trade unions and needs to be viewed



with some caution. As an accurate descriptive dimension character
it is lacking in precision. There are huge problems in its use
either independently to catalogue behavioural attributes or
comparatively to draw distinctions between trade unions. The
evidence of Undy et al. suggests that it makes more sense to regard
each trade union as potentially unique in some respects. Each is
an instrument of collective representation, operating in its own
environment, Each has its own particular set of interests to

advance and evolves 1ts own structures and actions to do so.

Adopting this approach frees the study of trade unions from the
blue vs white collar distinction with its attendant problems of
identifying which (if any) are suitable dimensions of comparison.

It makes any trade union a potentially interesting object of study

in its own right.

Vhite collar unions, because of their growing numerical strength
will continue to be of interest. Conceptually the distinctions
between different white collar unions become just as important as
those between blue collar and white collar unions. Moreover, the
internal dynamics which could produce similarities and/or

differences become a vital object of investigationm.

RUBLIC Vs PRIVATE SECTOR TRADE UNIONS
The white vs blue collar distinction referred to above is only one
way to distinguish between trade unions. Traditionally the craft,

general and industrial distinction was commonly used; a somewhat



arbitary system into which it would be hard to fit many white
collar unions. An alterntive typology (Turner 1962) distinguishes
between open and closed unions and a later elaboration of this
(Hughes 1968) adds categories of sectoral and sectoral-general.
Sectoral unions are those organising specific groups of workers in
several industries across a given economic sector e,g. The
National and Local Government Officers Association, which is open
only to non-manual workers in certain public services. Sectoral-
general are open to all workers within a given sector e.g. The
National Union of Public Employees which is open to all workers in

public sector employment.

Hughes's elaboration is useful in focusing attention on the
division between public and private sectors of an economy. In the
U.K., this distinction has traditionally received little emphasis.
In the U.S.A. however, where the legal right to organise and engage
in collective bargaining in the public sector is of a comparatively
recent origin, the difference is regarded as important and a volume
of literature and empirical work has been generated in the area
(Carlson and Robinson 1969, Vellington and Vinter 1071, Annable
1974, Kochan 1974, Kochan 1975, Kochan and Wheeler 1975, Methe and

Perry 1980, Martin 1980, Herrick 1980, Anderson 1979b).

More recently this has been taken up in regard to the U.K. It has
been argued for example, that as a whole, public sector unions can
be distinguished from their private sector counterparts in having

relatively more bargaining power and willingness to engage in



overtly political ©behaviour (Thomson and Beaumont 1978).
Moreover, it is prodbable that it is with respect to white collar
unions that the great differences between unions in the public and

private sectors exist. Six reasons can be advanced for this.

1. The Range of Issues of Concern to Trade Unions
There are several large white collar trade unions exclusive to
the public sector. Some such as the Civil and Public Services
Association and Society of Civil and Public Servants, are
confined to single employer. Arguably this gives a more
restricted range of issues with which the union concerns
itself. Private sector trade unions typically organise across

a more diverse range of industrial situations.

2. Numbers and Trade Union Depsities
Over two-thirds of white collar trade unionists are located in
the public sector, In many situations Joining is not
voluntary. Closed shop agreements exist which has given
very high density levels; an average of 79.1% in gas,
electricity and local government against 43.7% in private
manufacturing (Bain and Price 1980, Price and Bain 1083).
It 1s from these density levels that the higher bargaining
strength of these unions is said to be derived (Thompson and
Beaumont 1978). However this can be a double edged sword for
high density levels are also argued to lead to a far greater
diversity of membership attitudes and expectations

(Rallings 1983).
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5.

Maturity of Trade Union Organisation

Historical developments in the two sectors are somewhat
different. In the private sector a fairly recent increase in
numbers has resulted in an enhanced but still comparatively low
density of union membership. In the public sector, a much
larger increase in absolute numbers has only marginally
increased density in what bhad for many years been highly
unionised environments. Arguably public sector unions possess a
greater maturity and experience of the problems of collective

organisation.

. Multi Unionism

Multi-unionism is far less frequent in the public sector. By
and large white collar workers in a particular employing
organisation are represented exclusively (or at least
overwhelmingly) by a single union. This too can contribute to

the potential bargaining strength of the union.

Levels of Bargaining

The prevalence of centralised national bargaining in the public
sector makes certain aspects of job regulation (e.g. pay)

remote from rank and file influence. This bas been argued to
create large discrepaﬁcies between leaders and rank and file in
terms of orientations and attitudes (Rallings 1983). 1In the
private sector bargaining over these highly visible and

important matters more commonly occurs at plant or establishment



level (Boraston, Clegg and Rimmer 1975, Daniel and Millward

1983).

6. Structure and Organisation of Domestic Trade Unions

In most cases in the public sector, the trade union branch is
employer based i.e. one branch per employer or large workplace
(Clegg 1979, p 38). In British trade unionism, the branch has
an undeniable sovereignty (within limits laid down by the
constitution of the parent union) to make and ratify its own
agreements and has the important right to discipline its

members (Boraston et al. 1983). The branch can to some extent
develop its own approach and policies to job regulation, which
gives workplace industrial relations in the public sector an
important element of autonomy. In the private sector, smaller
numbers and densities mean that the branch is less frequently
employer based. Fegotiation is either by outside trade union
officials on major issues, or by steward committees on other
matters, in which custom and practice arrangements play a larger

part (Clegg 1979, Brown 1972).

Notwithstanding these points, it is important to note that the
public sector is not a homogeneous whole. A useful distinction can
be made between Market (nationalised industries and public
corporations) and non-Market (local/central government and National
Health Service) segments. Here it has been powerfully argued that
different management decision-making structures and economic

considerations, produce different issues of concern for trade
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unions together with different industrial relations systems to deal

with them (Thomson and Beaumont 1978).

In summary the characteristics distinguishing public and private
sector white collar trade union situations are such that the basic
nature of trade unionism in the two sectors could be quite
different; particularly with respect to issues and methods of job
regulation. Public sector white collar unions probabdbly need to be
regarded as a special situation which, because of the numbers of
members 1involved, is an important area of study in its own right.
Since differences exist between segments of the public sector,
another dimension of interest is added; comparisons of trade union

activity in different public sector situationms.

LEVEL OF STUDY OF WHITE COLLAR UNIQNS

In addition to largely ignoring potential differences between
public and private sectors, there is another way in which prior
work is limited in terms of providing knowledge of white coliar
trade unions. A great deal of this work has been conducted in
terms of macro-level studies and its results generalised tao all

white collar workers.

It has, for example, been noted that these trade unions have: shawn
an increasingly undifferentiated identity with the wider union
movement and a greater willingness to espouse militant action
(Thomson and Beaumont 1978 , Undy et al. 1981, Kelly 1981, Fryer,

Manson and Fairclough 1978, Schatt 1982). Unfortunately,

11



explanations of this are couched in extremely general terms.
Members of a particular trade union or even white collar workers as

a whole are treated as a homogeneous mass.

One explanation given is that a move to higher demsity levels is
inevitably accompanied by more militant behaviour (Blackburn and
Prandy 1965). Another explanation has been that both the act of
joining white collar unioms and changes in behaviour of these
unions are linked to changed class perceptions of white collar
workers (Lockwood 1958; Lucas 1971, Crompton 1976, iQ?Qa. 19790,
1980; Bellaby and Oribabor 1977, Kelly 1984). Still other
commentators have explained joining and subsequent behaviour as
defensive reactions to lowered income and status differentials
(Allen 1964, Routh 1966, Banks 1978, Jenkins and Sherman 1979,
Stewart, Prandy and Blackburn 1980, Childs 1985). Finally, both
Joining and behaviour have been explained in terms of protective
steps to counter perceived threats of insecurity of employment

(Greenwald 1978, Jones 1981).

Although very useful for theory building which could then be
subjected to empirical test these macro level explanations are

problematic.

For example the inference that behavioural changes of national
trade unions occur because the motivations of their whole
memberships have changed is clearly appealing on democratic grounds

but may fly in the face of the reality of decision making. Union

12



policy and action are determined by comparatively small numbers of
activists whose motivations may be quite different from rank and
file members (Moran 1974, Carter 1979). Moreover these trade
unions are not monolithic entities but are made up of smaller sub-
units of members whose perceptions, motivations and aspirations
can vary widely. Here it can be noted that the type of grievance
generated, has been shown to vary considerably with the attributes
and aspirations of workers concerned <(Ronan 1963). In the public
sector, different situational variables generate different job
regulation issues and industirial relations systems for their
resolution (Thomson and Beaumont 1978). Thus within a national
trade union which organises workers in different segments of the
public sector, pronounced variations could well occur in its sub-
units. To quote

“the very wide variations that occur within the white

. collar category in terms of work, market and class

sltuations makes 1t imperative to consider the attitudes

and structures of each group in the context of its
particular circumstances . evevevsvrnsernnvnnns

no easy equation can be made between union membership
and adoption of collective philosophies. It will be
important to assesss issues on whick a collective
strategy is held to be appropriate.*

(Price 1983, p 173)
From the above it follows that a wider understanding of white
collar unions, can only occur if knowledge of action and objectives
at national level is supplemented with a knowledge of their
internal dynamics at the workplace. At this level the particular
sets o0of contextural variables, member characteristics and the
internal structures and processes which can affect patterns of

action are important considerations. Of particular interest is the
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way in which these variables could result in different patterns of
action in different circumstances. For reasons outlined
previously, the trade union branch in different parts of the public
sector is a highly appropriate vehicle for this later type of
study. It remains to consider what evidence is available from
prior empirical work which sheds 1light on these matters. This is

the subject of the next section,

PRIOR STUDIES AT BRANCH OR YORKPLACE LEVEL

Although there is a considerable volume of general evidence on
attitudes, motivations and orientations of white collar warkers,
few detailed studies have been undertaken which explore the
internal dynamics of their unions at workplace level. There are
four noteworthy studies which consider certain aspects of internal

dynamics and therefore have great value for theory building.

The first of these is an empirical study of blue and white collar
shop stewards in the same private manufacturing company (Batstone,
Boraston and Frenkel 1977). The results contrast the two activist
groups and give extremely useful pointers as to how internal
dynamics can shape approaches to job regulation. In addition,
since actions of the two groups are compared within the same
contextual environment, the results give vital clues regarding the
way 1in which other blue collar studies may be used for theory
building in the white collar situation. The study however, focuses
almost exclusively on shop steward groups, It gives 1little

detailed information on a potentially important aspect of internal
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dynamics; the influence of non-activists and activists on each

other.

A second empirical study which contains more precise information on
non-activists, is another comparison of blue and white collar
workers in the same nationalised industry - Steel (Bowen 1976).
Here, very useful information is given about potential issues of
Job regulation in a particular context and how these arise through
the attitudes and motivations of rank and file members. Although
a clear picture of non-activist aspirations is given, there is
little evidence on how their attitudes and motivations get
translated into action. Additionally, it can be argued that too
heavy an emphasis on attitudes and motivations diverts attention
away from structural and contextual variables which can also

affect approaches to issues of job regulation.

A third investigation which remedies this lack of structural
emphasis is one comparing twenty three workplace trade union
organisations through individual case studies (Boraston, Clegg and
Rimmer 1975). The focus here was on collective bargaining in the
workplace and how it is influenced by two main groups of factors;
the external trade union with its full-time officers and external

agreenents at industry or company level.
Despite some extremely interesting and pertinent clues as to the
effects of structure, there are problems in generalising from the

results. The study once again deals exclusively with the activist
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group in workplace organisations. Vhilst external union and prior
agreements clearly do constrain the job regulation activity of this
group, probably the most significant source of issues for
bargaining is the rest of the workplace trade union, There is
little information in the study to show how issues themselves are
generated, shaped and defined. Since a wide variety of ,situations
were covered in the study (white and blue collar in public and
private sectors) this is extremely important. The issues that
arose could have varied widely; a factor that could have affected

the way they were handled.

Another criticism (accepted by the authors themselves) is that
the actual workplace organisations studied were nominated by
outside trade unions. As such the authors may well have only

encountered the ones perceived by the trade union as the most

effective.

A final limitation is that although in some cases the study was
pitched at branch level, this only occurred by coincidence when the
workplace organisation was an employer based branch. In many other
cases the work place organisation was a shop steward negotiating
committee. This is highly problematic when using, as the authors
did, "dependence on outside trade union" as a major dimension of
comparison. As has been previously mentioned, in almost all
British trade unions the branch has a degree of constitutional
sovereignty not accorded to any group of shop stewards. Dependence

can be an extremely crucial dimension and probably affects not
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only collective bargaining itself, but the general approach to job

regulation in terms of who shapes and defines issues.

In summary whilst the study is valuable in drawing attention to the
effects of structural influences on workplace bargaining, other

potentially influential factors are not covered. Its results,

therefore, must be interpreted with some caution.

A fourth and extremely comprehensive investigation of the internal
dynamics of white collar unionism at workplace level, is that of
Nicholson, Ursell and Blyton 1981. This took place at branch level
in the public sector and had a major focus on the way in which
attitudes of activists and non-activists together with interactions
between the two groups can shape action. Again there are problems
in generalising from the study. In two important respects (size
and structures of representation) the branch studied was atypical

of white collar trade unionism in the public sector.

In terms of size (8000 members) the branch studied was one of the
largest in the National and Local Government Officers Association
(FALGO). In NALGO mean branch size is approximately €600 and 79% of
branches have less than 2500 members (NALGO 1680). A similar but
more dramatic case could be made for it being atypical in respect
to other unions; for example the Society of Public and Civil
Servants where 97% of branches contain less than 1000 members
(Drake, Fairbrother, Fryer and Murphy 1980). It can be noted that

size of branch has been demonstrated to have very significant
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effects on action patterns (Brown, Ebsworth and Terry 1978;

Boraston, Clegg and Rimmer 1975; Poole 1976, Anderson 1977).

In terms of 1its represéntative structures the branch was also
atypical. It was one of the very few branches in NALGO to have
implemented the recommendations of the national trade union by
introducing a shop steward system of workplace representation based
on the manual trade union model (NALGO 1976). Again evidence

suggests that type of representative system has a strong effect on

branch bebaviour (Anderson 1977, Poole 1976, Allen 1971).

Another problem which limits generalisations from the findings of
this study is one which applies to all single situation case
studies; 1t could only investigate the effects of variables found
in that specific situation. As such it is impossible to do more
than speculate on the relative effects of the many other

potentially influential variables that have affected branch action.

QUILINE RESEARCH STRATEGY

To overcome the above problems is no easy matter. There are a
whole host of structural and situational variables, as well as
menber characteristics that can affect action. Theoretically, to
tease-out the relative effect of the many variables affecting job
regulation at branch level, an experimental approach would be the
most useful i.e. only by manipulating variables can causality be
established. However, even in the highly unlikely event of such an

approach being permissable, it could be so divorced from the
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everyday reality of trade unionism as to add little to the body of

knowledge.

An alternative approach is that of comparing naturally occuring
systems which are carefully selected to contain the variables of
interest. Even here there are obvious limitationms. It would
take a study of considerable magnitude to encompass every possible
variable; a task well beyond the resource capabilities of a
doctoral investigation. Nevertheless, even though a small scale
investigation cannot provide definitive answers to all aspects of
branch dynamics, it can make some positive contribution to the body
of - knowledge. For example, by carefully selecting branches, it
can control some variables and investigate others to highlight

their relative effects on action.

This, in general terms is the outline strategy adopted for this
investigation. A large number of prior studies are used for
theory bulding to construct a tentative model of branch action. The
model is then tested in four carefully selected situations to
compare the relative effects of influencing factors on approaches

to issues of job regulation adopted by the branches investigated.
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INTRODUCTION

This chapter begins by discussing job regulation as an important
activity of trade unions. A definition of approaches to issues of
job regulation is developed and criteria 1laid down for the
selection of suitable sub-dimensions of action along which

approaches of trade union branches can be compared.

The five sub-dimensions selected for use in this investigation are
described in detail, together with their definitions and the
empirical rationale for their use. Finally, a short note is given
on the possible integration of the dimensions into dominant styles

of action for branches.

JOB REGULATION AND APPROACHES TQ ISSUES
The centrality of job regulation as a trade union activity is
probably most strongly reflected in the statement that:

"the basic social purpose of trade unions is job
regulation and control”,

(Flanders 1970, p 46)
Flanders' statement with regard to the basic social pbrpose of
trade unions reflects a particular (pluralist) school of thought
which has been hotly contested by Marxist and Radical theorists
alike nyman 1975, Vood and Elliot 1977, Fox 1974). Nevertheless,

whilst this difference of opinion exists on social purpose, there
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is 1ittle if any dispute that within the workplace, job regulation
is a primary activity of trade unions and thus provides a

fundamental measure in which their activities can be compared.

Although a well used phrase, job regulation is seldom explicitely
defined; the most comprehensive attempt perhaps being
*...the making and administration of rules which regulate
employment relationships; regardless of whether these
are seen as formal or informal, structured or unstructured.”
(Bain and Clegg 1974, p 95)
Viewed this way, the study of job regulation is essentially the

study of rules; an argument also advanced by other authors

(Flanders 1965; Goodman, Armstrong, Wagner, Davis and Vood 1979).

A different emphasis ie to look behind the rules of Jjob
regulation, to the purposes that rule making has for the actors
involved, Indeed it has been powerfully nrgued.that to concentrate
on rules alone without taking full cognizance of these factors, is
to obscure the most pertinant aspect of job regulation (Hyman 1975,
Margerison 1969, Shimmin and Singh 1973), In the case of trade
unions, suggested purposes have been control over work activity
(Mann 1977) or limitation of power and authority of employers and
to lessen dependence of employees on market fluctuations and the

arbitary will of management (Flanders 1970).

A crucial step in looking behind the rules of job regulation is to

recognise that approaches adopted by actors are dependent on their
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motives and goals together with the resources they are able to

deploy in attaining them.

As a way of comparing workplace trade unions, this somewhat wider
concept of approaches to issues of job regulation is potentially a
richer way of explaining action. Using the Bain and Clegg
definition as a basis "approaches to issues of job regulation" may

be described as

"The objectives, pdlicies and actions of the workplace
trade union towards those issues which concern the
making and administration of rules that govern
employment relationships; regardless of whether these

are formal or informal, structured or unstructured."

For empirical purposes this definition must be refined. An initial
step is to recognise that job regulation takes place within a
context. The issues of job regulation and the objectives, policies
and actions evolved towards them are all likely to vary somewhat in
time and location (Clegg 1979, Sykes 1967), A host of historic,
social and economic forces including complex customs of who has
the right to regulate and the limits to which they can regulate,
all combine to make job regulation an activity which in different
contexts bas different meanings to those involved., Indeed, the
whole history of industrial relations includes constantly changing
definitions of what are issues of Jjob regulation (Clegg 1979, pp

163 - 186). Thus the approaches actors adopt to issues of job
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regulation are 1likely to have some wmeasure of contextual

dependency.

A second important refinement is the difficult task of specifying
suitable common dimensions along which approaches to issues of job
regulation can be described in different contexts. Because
meanings and interpretations of actors are important, dimensions
which have been used to compare whole trade unions (i.e. Undy et
al. 1981) are likely to be of limited applicability to the trade
unionism of the workplace. The most appropriate way forwards is
to refer to prior empirical studies to see what dimensions have
been used and compare these with criteria which must be satisfied
for a dimension to be acceptable. For this study three criteria
of acceptability were chosen:-
1. Conceptually it should be possible to treat the dimension as
discrete from other dimensions of action.
2. The dimension should be able to distinguish between branches
and be capable of being operationalised in a way that
highlighted differences. There should in addition, be some
empirical rationale for suggesting that identifiable
differences exist between workplace trade unions in terms
of the dimension.
3. There should be a rationale, preferably supported by empirical
evidence, for expecting specifiable antecedant conditions
to affect positionings along the dimension.
The next section gives an account of the five sub-dimensions

selected. For each one, the rationale for its selection is given,
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together with the conceptual definition adopted for the dimension.

Details of operationalised measures are deferred to chapters 5 and

6.

THE EIVE DIMENSIONS OF APPROACHES TO ISSUES OF JOB REGULATION

The five dimensions selected to compare branches in terms of their
approaches to issues of job regulation were:-

1. The Dependence of the branch on the Outside Trade Union.

2. The Issue Focus of the Branch.

3. The extent to which the branch was an Initiator of Issues.

4. The Intensity of Action of the branch in issue pursuit.

5. The extent to which the branch was perceived as Representative

of its Members Interests.

Dependence an Qutside Trade Union

This fundamental and important sub-dimension concerns the extent
to which the branch shapes, defines and pursues its own issues of
Job regulation, or is dependent on others to do so in its stead,
Its importance 1lies in the fact that in most British trade
unions, the branch has some constitutional autonomy in these
matters. In NALGO (the trade union studied here) very strong
soveraign rights are constitutionally guaranteed (FALGO 1083a),
together with a specific obligation on branches to undertake job

regulation activities on behalf of their members (NALGO 1983b).

The most obvious focus of any dependence is the parent trade unionm;

in particular tke full-time officer who services the branch., Here,
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almost all accounts of workplace trade unionism show that
dependence can, and does, exist but can vary widely (Batstone et
al. 1977, Brown et al, 1978, Brown and Sisson 1975, Terry 1982).
However, some care is needed in evaluating dependence. Its sources
and visible signs can vary considerably. In particular three

factors need to be considered.

First, whilst the confidence, ability and experience of lay
activists could clearly have an effect, these persaons also have
work roles within the ampleiné organisation. Unless they have
unlimited time off for union activities some degree of dependence
may be inevitable in that the role of the full-time officer may be
very necessary to pursue certain member interests (Terry 1982,
Fryer, Fairclough and Manson 1975). Additionally, full-time
officers may well be the most readily available link with the wider
labour movement. This could also create a degree of dependence and
also give full-time officers a potentially powerful role as

definers of issues (Volker 19866, Brown and Sisson 1975).

Secondly, industry negotiating structures bhave an influence. These
might in certain cases, specify full-time officer involvement.
Moreover the extent to which negotiation of highly salient issues
ls removed from the workplace trade union can crucially affect
dependence, It has, for example, been demonstrated that local
negotiations on highly visible issues (such as pay) brings rank
and file support for lay activists which in turn loosens dependence

(Brown et al, 1978, Boraston et al. 1875).
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Third, the rise in workplace bargaining in the 1960's and 1970's is
said to have resulted in a decline in importance of full time
officers. This is usually associated with heightened confidence
of lay activists and increasing numbers of managers who prefer to
deal with them.  However, the effect may not be universal. A
degree of accommodation between trade union and personnel
professionals is a widely acknowledge phenomenon and some ‘collusion
could well heighten dependence (Valton and McKersie 1965, Boraston

et al. 1975).

In view of these factors allowances need to be made for structural
and behavioural antecedants of any dependence, together with
different ways in which it can manifest itself. It is, therefore,
unlikely that it can be expressed in any absolute way. For the
purposes of comparing branches a conceptual definition of
dependence is adopted as follows:-

"The extent to which the branch either exceeds its
entitlement to shape, define and pursue issues of job
regulation as laid down by trade union constitution,
industry negotiating structures and the framework of

existing agreements or alternatively adopts patterns of
action less than its entitlement.®

Faocus in Issues

Although essentially concerned with issues in its own workplace,
the branch is to some extent part of a wider trade union movement,
from which other issues can emenate. The extent to which it

incorporates these into its own policy and action is a dimension on
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which  there is some evidence to suggest that workplace trade

unions can vary (Miller, Zeller and Miller 1965, Storey 1976).

Clearly the parent trade union is potentially the most influential
source of issues concerning matters beyond the immediate work
environment (Scase 1974). Moreover the parent union may well have
sound strategic reasons for attempting to focus the attention of
branches on such issues i.e. to mobilise support for itself (Brown
and Sisson 1978) or as a means of trying to obtain cohesion where
it represents very diverse industrial groups (Undy et al. 1981).
However, the evidence suggests that trade unions are frequently
unsuccessful in their attempts to induce rank and file members to
focus on issues beyond the immediate work context (Gartrell 1982).
Indeed, considered as a whole, British workplace trade unionism has
been noted to be almost exclusively orientated towards domestic
wage-work bargaining issues (Hyman and Brough 1975, Mann 1977,

Scase 1974, Childs 1985).

In the public sector it is possible that matters may be somewhat
different. It is an area of heavy government intervention. Its
trade unions are acutely aware of the identity of the real
paymaster and often complain that decisions affecting the ultimate
outcomes of collective bargaining are made outside neguiiating
councils (Thomson and Beaumont 1978, Chester 1954). Thus they
sometimes have an interest in government policy and action beyond
their ownr immediate spheres of negotiation (Volker 1966, Jones

1078, Kelly 1081, Undy et al. 1881). At branch level there is some
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evidence which suggests that activists see the necessity for this
and try to incorporate such issues into their own policies

(Richolson, Ursell and Blyton 1980),

For this investigation, the conceptual definition adopted for Focus

in Issues is:

"The extent to which the branch adopts into its approach
to job regulation, issues concerned with matters beyond the
employing organisation”.

Ipitiation of Issues

One of the most pronounced changes in national trade unions across
the last two decades has been the way in which they have sought to
‘assart their influence in job regulation (Undy et al., 1981), Here
there have been some parallels at workplce level including the
readiness of trade unions to take the initiative in promoting an
issue as one in which they should have some involvement in setting

the rules of job regulation (Storey 1976).

Inevitably this has been bound up to some extent with definitioms
of both trade unionists and managements as to what are bargainable
issues, Here a useful distinction can be made between two types of
issue; Job Territory and Job Control (Storey 1976, Perlman 1949).
The former is normally taken to mean defence of Jjabs and
preservation of employment opportunities, whilst the latter
concerns regulation of conditions wunder which jobs are carried

out.
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This distinction has some value in focusing attention on the
difference between negotiable and reserved issues. Here evidence
suggests that many trade unionists draw a line (albeit a subjective
one) and regard certain aspects of Job Control as an area largely
reserved for management discretion (Derber, Chalmers and Stanger
1958, Perline 1971). 1In addition, procedural agreements which can
limit the scope of bargaining are often framed to reinforce this
line (Boraston et al. 1975). VNevertheless despite perceptual and
procedural limitations, the demarcation line between negotiable and
reserved issues is somewhat moveable aover time. With the rise of
workplace bargaining 1t has been noted that there has been an
increase in the range of issues that trade unionists feel should be
bargainable (Parker 1973, Fairhurst and Bean 1976, Marchington and
Armstrong 1981a). The expansionary tendency however, is neither
inevitable nor universal. Significant differences have been noted
in the extent to which workplace trade unions attempt either to
increase the range of bargainable issues or even mildly challenge
management prerogatives (Boraston et al. 1975, Brown and Sisson

1975).

Vith white collar unions there is some limited evidence to suggest
a concern to extend bargaining beyond reward - effort issues, into
areas of power distribution between employers and employees (Valker
and Lawler 1979, Robinson 1976). The tactics of this can be quite
varied and subtle. For example, existing agreements can be used to
open up new areas (Valsh 1974) and non-bargaining forums such as

joint consultation can be used to get hitherto reserved issues onto
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the bargaining table (Dyer, Lipsky and Kochan 1977). This latter
tactic i1s of some relevance to this study since in the public
sector, joint consultation often exists in parallel with collective

bargaining and is available for expansionist purposes.

For the purposes of this investigation Initiation is conceptually

defined as a continuum; the extremes of which are:-

Reactive - a branch which defends the status quo within the limits
of historic definitions of job territory and control
and only engages in job regulation after
some proposed or imposed management change.

Proactive - a branch whosé workload consists entirely of issues
initiated in an attempt to expand its job territory

and control into areas hitherto considered as those of
management discretion.

Intensity of Action

A dipension of strong practical significance is the militancy with
which the workplace trade union pursues its job regulation issues,
This 1s an aspect of action along which workplace trade unionism
has been shown to vary considerably; even in response to very
similar issues (Thompson and Borglum 1973, Britt and Galle 1972
and 1974, Brown and Sisson 1975, Poole 1976, Shirom 1977), The
dimension is therefore, a valuable one along which to express

differences between branches.

Traditionally, white collar trade unions have been characterised in
the literature as totally unwilling to adopt militant tactics.
This view is perhaps most most amply expressed in the statement

that they are:
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Moviinnn an army which shows up well on the parade ground,
but about whose willingness or ability to shoot there is
much doubt.”
(Routh 1966, p 201)
However since evidence exists to the contrary (Roy 1964, Adams

1975, Schatt 1982) the statement is almost certainly an

oversimplification.

The causes and correlates of militancy are extremely difficult to
pin down. One explanation given 1s in the existence of
occupational communities which are seen to have a social
predisposition towards militant action (Kerr and Seigal 1954, Gurr
1970). This explanation is however problematic. Even where
apparently militant occupational communities do exist, evidence
suggests that any militancy arises in the workplace not the
community (Nelson and Grams 1978). Vith white collar workers
where residential and occupational heterogenity is high the
explanation is even more improbable. Thus it is in the warkplace
that more cx:edible explanations of militant behaviour must be

sought.,

Here a number of explanations have been given. For example a past
history of the successful use of militant tactics has been shown to
have some relationship to their continued use (Fairhurst and Bean
1976, MNcLean 1979). Additionally, styles of activist leadership
have been demonstrated to be crucial in mobilising support for
militant a—ctiun (Pack 1963), More interestingly however, evidence

suggests that leadership is not a one way activity, Rank and file
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militancy has been shown to have a huge influence on the stance
that activists adopt (Shirom 1977, Bowen, Elsy and Shaw 1974, Undy

et al. 1981).

Another factor affecting militancy is the issue itself. Any issue
prompting militant action must be both highly visible and salient
(Brown and Sisson 1975, Schatt 1982, WValker and Lawler 1979),
Additionally, there is some suggestion that the fewer the number
of bargainable 1issues, the more salient is each one; giving a

higher probability of its militant pursuit (Dubin 1973),

Yet another factor of which some account needs to be taken, is the
necessity for militant actionm. Clearly in some cases militancy
will be a power resource which needs to be mobilised to pursue an
issue. It is, however, necessary to draw a distinction between
latent and manifest power (Marchington- 1975), 0Of particular
importance here is the recognition that some groups of workers
occupy such strategic organisational positions that they do not
need overt displays of militancy to achieve success (Cohen 1971,

Purcell et al. 1977, Schwab and Thompson 1974).

Overall the question of militant action, particularly in terms of
its antecedant conditions, 1is clearly a complex one. Matters are
made more complex when it comes to defining the manifest signs of

militancy.
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Traditionally, a conceptual distinction has been drawn between type
of action (political processes, collective bargaining, unilateral
action) and how aggressively the type of action is pursued (Turner
1962). This distinction was originally derived in regard to
national trade unions and at branch level it is probably more
apparent than real. A movement from political processes to
unilaterial action at this level would almost certainly coincide

with an increase in aggressiveness.

Yevertheless Turner's distinction is a useful one and directs

attention to the notion that any evaluation of action needs to be

more sophisticated than simply classifying it as militant or non-

militant. Conceptually this can be particularly important with

respect to the public sector situation for two primary reasons.

1. Militancy is likely to be issue specific. Seldom if ever are
groups of workers militant about everything (Shirom 1977,

Terry 1982, Britt and Galle 1974).

In the public sector where many of the most salient issues are
removed to national level for bargaining, it is possible that
militant pursuit of workplace issues could be comparatively
rare.

2. The notion of strategic importance of workers can be
particularly relevant in certain public sector situations
(Bell 1975, Kochan 1974). It has been argued that in these
situations unions have a far greater range of disruptive

tactics at their disposal than in private industry. Some of
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these tactics, although quite mild by most standards can be far
more unpalatable to managements than all-out strikes
(Thompson and Beaumont 1078).

For these reasons Intensity of Action which expresses both depth

(militancy) and breadth (numbers involved) 1is used to compare

branch action in issue pursuit. Conceptually, it can be regarded

as a continuum, the extremes of which are:

Intense in Issue Pursuit ~ use of militant tactics on all
issues and involving all members of
the workplace trade union.

Non-intense in Issue Pursuit -~ eschews anything but the most non-
militant methods of pursuit on all
matters ranging from individual

issues to those affecting the whole
workplace trade union.

Representativeness

A final dimension is representation of members interests, the
importance of which is cogently expressed in the statement

"....their principal task is one of representation.

If it fails in this the trade union no longer serves

i1ts purpose.”

(Flanders 1970, p 48)

An additional importance of this dimension stems from the tendency
of representativeness (or lack of) to affect other dimensions. For
example, perceived unrepresentativeness can lead the rank and file
to become dissident and alienated. This, 4n turn, can lead

activists to fail to pursue issues for fear of lack of support

(Nicholson et al. 1980, Glick, Mirvis and Harder 1977).
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Representativeness, although strongly connected with the democratic
function of trade unions is a more useful concept for this study
than democracy itself. Trade union democracy is plagued with
definitional problems and tends to be described in terms of an
outcome or property of +the whole trade union, which either does
or does not exist according to the presence of certain processes.
It bhas, for example, variously been described in terms of
responsiveness to rank and file opinion (Allen 1964); survival of
a faction (Martin 1068); competition for top union office and
closeness of elections (Edelstein 1967, Edelstein and Varner 1975,
Edelstein, Varner and Cook 1970) and the extent to which members
have the opportunity to influence decisions which affect thenm

(Nicholson 1978).

A definition of representativeness on the other hand may be
somewhat more simply derived from the transitive verb to represent.
Namely "to serve as a specimen or to exemplify" (Oxford Dictionary
1975). In this context, representativeness may be taken to mean
the extent to which +trade union action exemplifies the interests
of its membership. As will be seen later, +this has its own
definitional problems. However, it has the value of reflecting
dynamic bebaviocural processes, rather than implying some static
property, and is conceptually applicable to all levels of a trade

union.

It is no%. however, totally divorced from the democratic concept.

Most theorists would agree that representativeness is the very
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essence of democracy. Martin, for example, agrees that survival
of a faction cannot exist without it. Similarly, Edelstein and
Varner consider that competition for top office and close elections
can only flourish if the trade union has structures and processes
permitting representation of member interests (Edelstein and Varner
1971 and 1977)., To put matters more succinctly

"democracy 1s not simply about who is 1n power

but a whkole range of trade union policies and

arguments, amongst which is the active consent

of the membership to those policles."”
(Fryer et al, 1975).

Vithin this broad conceptualisation, there is substantial evidence
to suggest that representativeness varies widely (Nicholson 1976,

Nicholson et al. 1980, Volker 1966, Blyton and Ursell 1982).

Problematically it <can ©be argued that some degree of
unrepresentativeness is inevitable. There is almost certainly some
degree of psychological differentiation between activists and non-
activists in terms of motivations and perceptions (Anderson 1977,
Valton and McKersie 1965, Hemingway 1978, Kicholson et al. 1981),
Moreover collective bargaining creates a decision making situation
where leaders and led are physically separated (Child, Loveridge

and Varner 1976, Cuthbert and Vhitaker 1977).

Far from counteracting these tendencies, it has been postulated
that workplace bargaining might merely have created a new level of
trade union bureaucracy equally as removed from the rank and file

as are national officials (Hyman 1979). Even were this not so,
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activists are often poor at communicating with those they represent
(Schuller and Robertson 1983) and can have very unrealistic
perceptions of their members' wants (Howells and Woodfield 1970,
Brosnan 1973). In some cases it is not unknown for them tao be
seduced into taking a management perspective on issues (Parker and

Bynner 1870).

f
In addition to attitudinal factors, situational variables have
also been shown to be associated with wvariations in
representativenéss. Uncertainty or conflict with the employer
tends to act as a centralising influence in decision making, as
does the existence of factions with different goale (Andersan 1977,
Valton and McKersie 1965). Clearly both could tend to make members

feel that the trade union did not exemplify their interests.

Notwithstanding its conceptual simplicity, representativeness can
therefore, be a complex dimension. Two wvitally {important

considerations are necessary for any definitionm.

First, it is essentially perceptual. Regardless of whether or not

a trade union branch really 1s representative, it is their

perceptions of its representativeness which can have the major

effect on its members' actions. As has been cogently arguéd
“.....action arises out of meanings which define social
reality. It follows that explanations of human actions
must take account of the meanings which those concerned

assign to thelr actions.”

(Silverman 1970, p 127)
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Secondly, a conceptual distinction 1is necessary Dbetween
representativeness  itself and methods of achieving 1it;
particularly active participation of the rank and file in decision
making (Perline and Lorenz 1970, Spinrad 1960)>. In the main, it is
activists who most frequently desire to be involved in decision
making (Anderson 197%a, Glick et al. 1977). The rank and file may
not want to participate in anything other than (to them) the most
vital issues (Ursell, Nicholson and Blyton 1981, Tannenbaum 1965).
Moreover they could well lack the knowledge to do so even where
they have a desire (Anderson 1977, Schuller and Robertson 1983).
Thus although opportunity to participate must obviously figure in
any definition of democracy or representativeness (Ramswarmy 1977),
the 1level of participation alone is itself a poor indicator.
Indeed, it has been noted that increased participation can arise
because the rank and file perceive their 1leaders to be
unrepresentative of their interests, rather than the reverse (Glick
et al. 1977, Anderson 1979%9a, Ursell et al. 1981, Tannenbaum 1965,

Neill 1979).

Vith these considerations in mind, the conceptual definition of

representativeness adopted for this investigation is:

"The extent to which rank and file members perceive
that they have the opportunity to influence the .
policy and actions of their branch so that it reflects
their interests in its approaches to issues of job
regulation.”
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INTERRELATION OF DIMENSIORNS

A word of caution s necessary with respect to the way these
dimensions are interpreted. As presented above, they are described
discretely. In practice 1t 1s unlikely that any of these
dimensions would exist in isolation Indeed there is a small
amount of evidence to suggest that some combinations of
positionings on dimensions could well hang together to give
distinct patterns of branch action (Poole 1969, 1976). Exploration

of this possibility is one of the major aims of the study.

39



INTRODUCTION

This chapter is concerned with examining factors which can
influence a bdranch's approach to issues of job regulation. It
commences by establishing criteria for the inclusion of faetars Qé
part of the subject material of the investigation. Those factors
selected are discussed in detail, together with thenreticdl’and
empirical rationales for their inclusion. Finally, an initial model
is developed which outlines the expected interrelationships between
dimensions developed in the previous chapter and the factors

described in this chapter,

GENERAL

The factors which could influence a branch's approach to issues of
job regulation are potentially endless, but practical evaluative
and analytical considerations in an empirical study dictate that
only the most influential are dealt with. To identify these,
recourse can be made to the literature in the subject area ta
identify those to be included. The criteria used for inclusion
of a factor in this study were:
i. There should be a sound rationale, preferably supported by
empirical evidence, to suggest that the factor has effects
on the job regulation activity of workplace trade

unions.
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11, Its existence as an affecting factor should be acknowledged
by the actors involved; even though they might not
specifically recognise it as an influence on their actioms.

i1i. It should be capable of being operationalised in a way that
distinguishes between workplace trade unions and highlights
the effects of any differgnces in its strength.

For ease of discussion the factors selected can be cansideré& in

four major groups.

GROUP 1 - FACTORS EXTERNAL TO THE TRADE UNION BRANCH
The Employer: Policies and Actions.
There are a number of ways in which the employer can shape trade

union approaches to job regulationm.

At a general level, mention has been made earlier of the political
sensitivity of public sector managements which, if recognised by
the trade union, can become a source of bargaining strength. Thus
employer action (albeit unwitting action) can shape trade union
approaches to job regulation (Kochan and Vheeler 1975, Kessler

1986),

The effectiveness of the trade union is also partly influenced by
employer policies. For example the extent to which its activities
are considered by management to be legitimate and facilities given
for its operation (Hesmondhalgh 1978). In the public sector, there
is a long tradition of legitimisation of white collar trade unions

but even here, managerial prerogatives are jealously guarded (Poole
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et al. 1982). In the recent past, external financial pressures on
the public sector have been noted to lead to an increased degree of
managerialiem which has, in turn, hastened the development of
effective shop steward systems as a means of countering pressures

on the membership (Terry 1982, Fryer et al, 1978).

The most pronounced employer effect is, perhaps, the contributjon
to the relationship which exists between trade - union and
management. This is a highly important set of circumstances
which can probably best be encapsulated in the term *Industrial

Relations Climate* (Parker and Scott 1971).

Problematically whilst real enough to those who have to live with
it, climate is probably more an experienced phenomenon than a set
of hard, quantifiable attributes. Evidence suggests that it arises
in the perceptions that union and management have of each other
(Rim and Marnheim 1964) and once formed these perceptions can

become self-fulfilling prophecies (Bizsatti and Martin 1979).

Despite this high perceptual element, attempts have been made to.
identify a practical typology of industrial relations climates.
For the purposes of empirical work, the most useful of these is a
system using two orthogonal factors of Trust and Formalism to give

four ideal types. Namely:

Adaptive Co-operation - high trust between parties with
low formalism,

Co-operative Constitutionalism - high trust and high formalism

Antagonistic Constitutionalism - low trust and high formaliem.
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Uninhibited Antagonism - low trust and low formalism.
(Purcell 1979)

Despite the usefulness of this typology, there must be some doubt
as to whether the twu‘dimensicns of trust and formalism, are truly
independent. For example, some degree of formality in terms of
procedural agreements which allow issues to surface and be
resolved, has been shown to promote trust (Marsh and Pedler 1979,
Nicholson 1979). Conversely excessive formalism throughout  the
whole employing organisation, has been shown to be associated with
work alienation and low trust (Aiken and Hage 1966). Indeed Purcell
hints at a non-orthogonal relationship in that lack of trust can

bring a desire for increased formalism (Purcell 1979),

A further problem with the use of the concept of climate is that
its antecedants may well be lost in some past circular process.
Issues could bhave affected relationships and relationships in turn
have affected outcomes with the outcomes themselves having

reinforced climates or in turn thrown-up more issues(Nicholson

1979, Martin 1976 and 1980),

Nevertheless «climate 1is a wuseful notion to encapsulate
relationships between trade union and management. Moreover
Purcell's scheme for classifying climates has several potential
uses in empirical work, not the least of which is to categorise
different climate and their effects on approaches to job regulation
issues. In addition other work provides esome evidence on the

effects of climate e.g. whether or not a trade union is likely to
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adopt a co-operative or oppositional stance on most issues has been
shown to be climate related (Dyer et al. 1977, Beaumont 1981).
Thus intensity of action and to some extent initiation of issues

can be expected to be two of the dimensions affected.

In this investigation management policy and action is taken as
reflected in the industrial relations climate in which each branch
perceives it operates. Climate itself is classified according to
Purcell's typology.

Industry Collective Bargaining Structures

Collective bargaining structures, by limiting issues bargainable at
local level can have a pronounced effect on job regulation by

workplace trade unions (Boraston et al, 1975, Brown et al. 1978,

Storey 1976).

In the public sector situations with which this investigation is
concerned, Whitley type structures are normal, Vhitleyism has
been argued to have the great advantage of giving a stable
bargaining forum which virtually forces the employer to treat the
union as an equal, To the trade union however, Vhitleyiem can be
a double-edged sward. One disadvantage is that it discourages
local managements from negotiating about virtually anything, and
removes from rank and file view negotiations about wmany of the
most salient issues (Farnham 1978, Jones 1978),  Therefore, branch
job regulation can be expected to be shaped in some degree, by
the extent to which industry bargaining structures allow

important (to branch memberships) issues to be negotiated locally.
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It is important to note that restriction of bargainable issues can
bave other pronounced effects. Evidence suggests that trade
unions have a low tolerance to restriction of their bargaining
scope and may attempt to widen it by using non~bargaining forums
such as joint consultation to get issues onto the table (Beaumont
1980, Cuthbert and WVhitaker 1977, Marchington and Armstrong 1981b
and 1983). Vhere restrictiveness still persists, it ‘has ‘been
argued that it raises the salience of those issues that remain and
leads to their militant pursuit (Dubin 1973), Here it is worth
noting that in the industries studied in this 1nvestiga£ioﬁ. the
restrictive effects of Vhitleyism vary considerably (NALGO 1978).
Moreover, Jjoint consultation is legally enshrined in the charters
of British HNationalised Industries (Chester 1954) and is also

common in other parts of the public sectar (Terry 1982).

Another feature of public sector Vhitleyism is that it has Dbeen
noted to spawn extremely comprekensive and complex procedural
agreements. These are difficult for line managers to interpret and
thus bargaining is removed into the hands of personnel specialists
(Burton 1972), As a corollary, it is possible that there could be
a similar swing on the trade union side, making issue pursuit the
prerogative of full-time officers and thus creating a tendency

for dependence of the branch on their services.

For the purposes of this investigation the characteristic of

interest with respect to industry collective bargaining structures
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is the extent to which they curtail branch roles and the effects
which this has on approaches to issues of job regulation.

Qther Vorkplace Trade Unions

The sharing of negotiating rights for a particular group of
workers with another workplace union has patentially strong effects
on approaches to job regulation. If, for example, trade unions
have different national policies towards an issue, these “can
pervade downwards and affect action at workplace level (Fairhurst
and Bean 1976). Conversely vhere negotiating rights are shared
there is probably a need for the unions to act in conce}t.- This
has been argued to lead to higher levels of formality in their
workplace organisations and more developed representational systems

(Brown et al. 1978, Terry 1982, Clegg 1979, p 48).

In this investigation, the presence of other trade unions is
controlled for in the sample. Branches selected for study have
either exclusive or overwhelming representational rights in their
employing organisations.

Ihe Qutside Trade-Upion

The outside trade union can affect branch action in two important
ways. First, the policies of the outside union acted out via full-
time officers, can promote either dependence or independence by the
branch (Boraston et al. 1975). Here 1t can be noted that
centralised bargaining by its very nature retains much of the
decision making power at the centre (Child et al. 1976). Hawever,
where well developed methods exist to allow the centre to be called

to account for its actions, high levels of local autonomy often
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exist (Roomkin 1976). Nevertheless, the centre is still likely to
have great influence on branches and it has been noted that where
constraints are put on outside trade-union leaders, this frequently
results in renewed attempts by the leaders to shape rank and file

attitudes (Scase 1974).

Second, and allied to the first point,_the outside trade union is
the most potent source of support, power and sympathy for a branch
(Poole 1969 and 1976). If the constitution allows it can in
addition, regulate local militancy by retaining for itself the sole

authority to initiate industrial action (Roomkin 1976).

For the purposes of this investigation, the major concern with
respect to the outside trade union 1is the extent to which it
influences branches in definition, shaping and pursuit of issues

of job regulation.

GROUP 2 - ISSUE FACTORS

Issues which confront a branch can vary from those affecting the
whole industry, to those impinging solely on one individual. They
can also vary in their impact on those whom they affect (Lewin and
Peterson 1982, Clearly, it 4is unlikely that all will be
approached in the same way and several considerations with respect
to 1ssues themselves could be influential in shaping branch

action.

47



In white collar situations, there is evidence to suggest that as
well as conventional umonetary issues, many non~-wage matters can be
of great importance (Kassalow 1977). Indeed, there 1is same
evidence to suggest that the major dimpact of white collar
unionisation has been on non-wage rather than monetary benefits
(Hamermesh 1971, Antos 1983). Many of these non-monetary 1issues
impinge on traditional wmanagerial prerogatives (Robinson 1976,
Nicholson et al. 1080) and initiation of issues could, therefore,

be an affected dimension.

Interestingly there is a some evidence to suggest that attitudes,
values and attachments to work are different enough between
employees in public and private sectors to give rise to potentially
different issues (Herrick 1980, Blank 1985). Clearly however, it
would be too sweeping a generalisation to regard the public sector
as completely homogeneous in this respect. There are

»different industrial relations traditions and workplace

practices and conditions that pre-date and have often

survived nationalisation that make generalisations based

solely on state ownership or goverament control of

linmited validity.*
(Vinchester 1983, p 157)

Nevertheless the importance of an issue to the membership can have
strong implications for the approach that is adopted towards it.
For example, the more salient the issue, the greater the tendency
for rank and file members to wish to influence decision making

processes (Ursell et al. 1981). Clearly this has implications for

representativeness.
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Even where issues have similar importance, the different patterns
of trade union histories can result in different patterns of action
in issue pursuit. For example, two public sector unions FALGO and
TSSA (originally the Railway Clerks' Associaticn) arose in totally
differnt circumstances which could well have some effect today. The
Railway Clerks' Association, faced from the outset with extremely
hostile and autocratic employers adopted many of the action
patterns of traditionally more militant manual unions and within
two years of its formation it was a T.U.C. affiliate. NALGO, on
the other hand, was formed with goals of enhanced préfessional
standing for its members, uniformity of service conditions and
friendly benefits; all of which were seen as attainable through a
non-antagonistic stance (Price 1983, pp 156-62, Blackburn 1967, pp
155-59 and pp 184-94). Clearly, these past relationships could

effect the intensity of issue pursuit.

In addition to salience and histories, certain issues can be
perceived by the membership to be best handled in certain ways and
this can affect approaches to job regulation., Some issues can be
perceived as essentially concerned with distribution of rewards and
best handled by adversarial bargaining. Others are considered to
be best remaved to consultative forums (Dyer et al. 1977, Ponak and
Fraser 1979) and some are considered to be within management's

legitimate decision sphere which should not be challenged (Perline

1971).
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For these reasons the major concern with respect to issues
themselves is to evaluate their salience to the actors concerned
and then relate this to approaches adopted to the issues. A
complicating factor is that the researcher can only take what is

found i.e. only those issues that occur can be evaluated.

GROUP 3 - STRUCTURAL FACTORS IN THE UNION BRANCH
Size of Branch
There are several ways in which this factor is likely to have a

bearing on approaches to job regulation.

Size potentially gives certain organisational advantages., For
example, the reservoir of skills and abilities available to a
branch is to some extent dependent on the continuity and stability
of its internal organisation. Below a minimum size (approximatley
500) workplace organisations have been argued to tend towards
instability and above this level, there 1is a progressive trend
towards role differentiation, together with more sharpened skills
and expertise in activists (Brown, Ebsworth and Terry 1978). JNot
the least important of these skills are those of mobilising rank

and file support and if necessary, militant action (Shirom 1977).
In addition size brings a larger influence in the outside trade

union and thuys tends to lower dependence (Boraston et al. 1975),

There are haowever, certain potential dysfunctions of size. It
increases the likelibood of heterogenity of member expectations and

gives the concomitant difficulty of trying to satisfy them all

50



(Child et al. 1976). Moreover, the tendency for a more elabarate
internal structure brings with it the risk of lowered sensitivity
of the leadership to membership expectations and a reduced

influence of the rank and file in decision making (Anderson 1977).

It is important to note that in the employing organisations with
which this study is concerned, trade union densities -are high.
Size of the workplace organisation is therefore to some extent
synonymous with size of the employer or that part of it covered by
the branch. Here it can be noted that size of enploying
organisation has been shown to have some connection with the
characteristics of 1its industrial relations. Small organisations
for example, tend towards more co-operative, joint problem-solving
union-management relationships. Larger ones tend to exhibit more
formalised and possibly antagonistic relations (Dyer et al., 1977,
Ingham 1969, Allen and Stephenson 1983). For this last reason,
size is treated in this study as a controlled variable. Branches
selected for investigation are all close to the NALGO mean of 610
members (NALGO 1983c).

Irade Union Density

High density gives to the trade union a greater potential ability
to disrupt the functioning of the employer (Britt and Gallie 1972).
Thus 1its negotiating power is enhanced (Blackburn 1967, Blackburn

and Prandy 1965, Poole 1976),

Vithin the employing organisations with which this investigaticn is

concerned, trade union density 1is genmerally very high. It is
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regarded as a controlled variable and branches selected are all
situated in employlng organisations where white collar union

density is at or above the mean for all NALGO organised services of

74%!

Ihe Representative System

As used here, the term representative system refers to a structural
system of roles through which rank and file members are linked to

branch decision making processes.

It has been noted that an inherent feature of trade unions is what
has been referred to as a conflict of two rationalities. The first
of these 1is that of administrative rationality, which 1is
concerned with goal attainment and which, for effectiveness,
requires a unified, co-ordinated system of control. The second is
that of representative rationality, concerned with goal
formulation and in trade unions, implies a dispersion of authority
to the rank and file (Child et al. 1976)., A vital influence on a
branch's approaches to job regulation is the extent to which the
representative system is keyed to top down (branch officer
dominated) or bottom up (steward dominated) processes for shaping,:

defining and adoption of issues.

In public sector trade unions, shop steward representation has
hitherto been relatively undeveloped and branch domination has been
the norm (Fryer et al. 1975, Terry 1982). In the union
investigated in this study, stringent attempts have as a matter of

national policy been made to try to reverse this pattern. The
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rationale for this is that even though many issues need to be
dealt with at branch level or abave, accurate formulation and
shaping of policies can only adequately take place through an
effective steward system (NALGO 1976). Interestingly, there is
quite strong evidence to demonstrate the efficacy of the structural
characteristics embraced by NALGO; namely, a low ratio of rank
and file to stewards and minimal number of levels in the branch
hierarchy (Anderson 1977) day-to-day proximity of stewards to their
constituents (Lawler and levin 1668, Howells and Voodfield 1970)

and some autonomy in the stewards' workplace role (Starey 1976).

Clearly the dimension of job regulation most likely to be affected
by the above is representativeness. However, since 1t is through
the representative system that support for an adopted issue is most
likely to be mobilised, there are other dimensions which could
also be influenced (Poole 1976). This duty of mobilisaiton can
create some conflict of loyalties in representatives il.e. between
loyalty to their constituents and loyalty to the union (Kuhn 1961).
Indeed, the structural features of the representative system can
strongly exacerbate or alternatively ameliorate these conflicts,
For example, where representatives are excluded from issue shaping
at branch level, they can become extremely reluctant to promote
them (Schuller and Robertson 1983), Thus the type of
representative system has implications for the branch's ability to

both initiate issues and/or pursue them with intense action.
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For this investigation, the major consideration with respect to
branch representative systems 1is the extent to which they
facilitate either branch or steward domination in issue

definition, shaping and adoption.

Membership Dispersion

Clearly the more dispersed is the membership of a branch, either in
time (i.e. shiftworkers) or location, the more difficult it is 'to
maintain contact with them. It is thus hardly surprising that
dispersion has been noted to result in a tendency for factions to

form (Beynon and Blackburn 1972, Brown et al. 1978,

To some extent, the effects of dispersion can be ameliorated by
certain factors. Mobility and freedom of key lay officials to
visit dispersed memberships can help. This can however result in
the emergence of a small number of influential roles and a branch
dominated decision structure (Terry 1982). Vhere no such mobility
and freedom exists, the workplace trade union probably has twa
alternatives. Either it can become dependent on the mobility and
freedom of outside trade union officials (Terry 1982) or it can
develop a representative system with characteristics that enable it
to undertake the crucial role of sensing member expectaticns and
relaying information to the rank and file (Roy 1964). The two
dimensions most likely to be affected by dispersion are therefore

representativeness and dependence.

For this study the major consideraton with respect to dispersion of

the membership, is to evaluate its experienced effects in terms of
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the branch's ability to inform and sense its rank and file members

and pursue the issues of job regulation of salience to them.

GROQUP 4 - FACTORS ASSOCIATED WITH ACTORS

The term actor factors 1s used to deal with those pressures
emenating from both activists and non-activists which influence
approaches of the branch to issues of job regulation. |
Actor Attitudes

Here the focus of interest is on the attitudes to the sbciql.milieu
which is work and the trade union as part of that miliéu. In
particular, the interest is in attitudes which influence the
shaping and defining of issues and promote patterns of action for
their pursuit. <(Appendix M3 gives a description and discussion of
the concept of attitude as used in this investigation).

General Attitude Patterns of White Collar Workers

Both theory and empirical research suggest that individuals have
underlying orientations which predispose them to choose certain
occupations (Goldthorpe, Lockwood, Bechofer and Platt 1968,
Blackburn and Mann 1979). Nore precisely, they have orderings of
wants and expectations relating to waork (Brown 1973) and have
preconceived notions that the occupation entered, will fulfil their
wants and expectations (Stewart et al. 1980). Vhilet some
readjustment of expectations does occur in the 1light of work
experiences (Dubin, Champoux and Porter 1975) there 1is no
definitive evidence that orientations 1lpse their stability
altogether (Whelan 1976). A complex interaction of underlying

orientations and the necessity to readjust them in the light of
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wark experiences can result in the formation of attitudes

(Silverman 1968, Hill 1974, Brown 1973, Vhelan 1976).

Vith respect to this process of attitude formation, empirical
evidence suggests four very strong general themes {in the
orientations to work of white-collar personnel. BNamely;
i. A very strong attachment to work itself (Bowen and Shaw
1972, Mercer and Veir 1972).
11, Strong legitimisation of stratification within ﬁhe
employing organisation, on the basis of occupational
hierarchies of authority and rewards (Mercer and Veir
1972, Giddens 1977).
fi1.  An acceptance of the principle of deferred gratification
in the rewards from work, coupled with a belief in their
prospects of upwards mobility through occupational
hierarchies (Cook, Clark, Roberts and Semenofif 1978,
Stewart et al. 1980, Mercer and Veir 1972, Giddens 1977).
iv. A strong espousal of individualism as a route to
advancement i.e.advancement of the individual via
career rather than collectively in a group (Thompson and
Veinstock 1967, Margerison and Elliot 1970, Mercer and
Veir 1972, Cook et al. 1978),
Since most employing organisations are structured into occupational
hierarchies and by and large white collar workers have in the past
enjoyed superior upwards mobility prospects (Stewart et al. 1980)
these orientations suggest 1little in the way of predispositions

towards collecive organisation. Indeed, early literature stresses
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this view of white collar workers (Routh 1966, Blackburn and
Prandy 1965). However, this view is now no lenger universal and
a recurrent theme has been the need to consider the specific
circumstances of groups of workers (Mills 1951, Roy 1964, Martin
1965, Adams 19795). It is desirable therefore, to compare these
orientations with conditions that can and do exist in the white

collar work situation to explain attitude patterns.

The attachment to work orientation could, in certain circumstances,
become a potent source of espousal of trade unionism.‘ Attachment
to work itself and attachment to the emplaying organisation are not
the same thing (Carrel and Dittrich 1976). In many organisations
white collar work bhas ©become progressively deskilled, more
impersonal and offers less opportunity for individual control (Glen
and Feldburg 1977). Increased bureaucratisation has weakened the
intrinsic satisfactions derived from employment (Aiken and Hage
1966, Long 1975a, Mottaz 1981) and views of the work provided by
the organisation have moved towards the instrumental, where it
becomes merely a means to an end (Blauner 1964, Kirsch and
Longerman 1972). FNevertheless, the Vestern individualistic ethos

in work, rising educational levels and the ability of pay levels ta
satisfy basic needs, have all combined to give a desire for more to
be obtainable from work than money alone (Kassalow 1977). Clearly
the situation could be ripe to produce -attitudes of
dissatisfaction with the specific employment situation. The
interaction of work expectations with an environment which gives

little cause for attachment to work, could result in the emotional
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energy to redress the situation (Hamner and Smith 1978, Walker and
Tausky 1982). In these circumstances far from being the cause of
dissatisfactions, trade unions can become a focus for action
(Thomson and Borglum 1973, Schriesheim 1979), Indeed, strong
evidence exists to show that attachment to work itself (but
dissatisfaction with the specific employment context) goes hand in
hand with attachment to trade union (Beynon and Blackburn 1972,

Bowen and Shaw 1972, Bowen 1976).

The legitimisation of occupational hierarchies of rewards and
authority can also be a source of influential attitudes. Groups of
employees have occuptional stereotypes of themselves, together with
subjective notions of their relative worth (Cohen and Derrick 1970,
Bass and Mitchell 1976). Changes in the pattern of occupational
rewards and prestige in groups whose positioning has declined can
trigger feelings of a disturbance in the proper normative order
(Maitland 1980, Bowen and Shaw 1972, Bowen 1976). In these
circumstances, attitudes to the trade union can become more
favourable since it is seen as a potential means of pursuing
sectional interests (Cook et al. 1978, Brosnan 1973, Scase 1974,
Carrell and Dittrich 1976, Loveridge 1972, Sturmthal 1066, Mills

1951, Sykes 1965).

Thwarted upwards mobility expectations, can also become a source
of pro-trade union attitudes. Here, evidence suggests that the
individual goals are probably not abandoned completely.  Rather

individual effort is no longer seen to be paying-off and
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collective effort becomes a route to rewards that were hitherto
expected from individualism (Cook et al. 1978, Marsh and Pedler
1979, Greenwald 1978, Silverman 1968). It must however be nated
that the positive attitude is still tempered with individual goals
and likely to be somewhat fragile. One of the main drawbacks of
trade unionism may still be seen as that of swamping the individual

(Cook et al, 1978),

The generalised picture of white collar workers that emerges is one
in which attitudes to the trade union are interrelated with
attitudes to, and experience of, work itself. Collectivity, when
it occurs, 1is prompted by instrumental rather than ideological
considerations. Instrumentality can lie in the direction of desire
for satisfaction of both intrinsic and extrinsic wants and the
trade union is judged in terms of its ability to both remave
dissatisfactions and satisfy expectations (Gordon et al. 1980). In
short, collective effort is seen, for a number of reasons, to have

a potential payaff.

Here it must be noted that reasons other than the instrumental
have been advanced for white collar espousal of trade unioniem.
The more positive attitudes are seen to arise from a recognition
by these warkers that their class position has changed; the
proletarianisation hypothesis (Crompton 1976, 197%a, 1979b, 1980,
Bellaby and Oribabor 1977, Kelly 1985). Class position as a sole
reason for pasitive attitudes towards trade unions is however an

implausible explanation for two reasonms.
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First, it is unlikely that any occupational stratum would hold a
single homogenised view of its class position (Lockwood 1960 and
1066). This would seem to be particularly true of white collar
workers who form an extremely hetreogeneous section of the
population (Sturmthal 1966). There is moreover, no evidence to
suggest that they have embraced political philosophies which would
lead to collectivisation because of class positioning (Nicholson et
al. 1980, Rallings 1983, Greenwald 1978). Indeed a leftwing
political stance by the union has been shown to result in ngmbers
wishing to disassociate themselves from its policies (Jones 1978,

Childs 1985).

Secondly, evidence suggests that most attitudes and behaviour at
work must be related to the work situation itself (Brown 1973). It
is thus extremely doubtful that social background alone is the
major influence on behaviour in organisations (Velan 1976). For
white collar workers, evidence suggests that attitudes and
perspectives are particularly strongly directed inwards towards
positionings in occupational hierarchies (Banks 1978, Scase 1974)
not outwards to positions in wider society (Nicholson et al. 1980,
Giddens 1977, Heritage 1980).

Differences between Members within White Collar Trade Unions
Although the generalised picture referred to above could in a very
brpad way shape the nature of white caollar unionism, differential
patterns are likely to exist in specific employment situations. To
campare branches, attention must be directed to differences within

and between their memberships.
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A potentially fundamental difference, insofar as attitudes are
concerned, is that between active and non-active members of the
branch. Active members here are restrictively defined as

stewards/representatives and branch officers.

Evidence suggests that at what is probably a subconscious level,
activists bhave different drives, beliefs and values to non-
activists; all of which can manifest themselves as attitudes.
Activism for example, can become a route to fulfilment of certain
personal needs. Amongst these needs are security (Cangemi et al.
1981), decision making and influence (Anderson 1979b, Glick et al.
1977), achievement and autonomy <(Dalton and Todor 1979),
stimulation and excitement gained via negotiation (Nicholson 1976,
Dickson 1981) and responsibility towards and serving others (Moore

1980, Parker and Bynner 1970).

Vork can be a more central part of the activist's life (Spinrad
1960, Tannenbaum 1965). Following from this, there can be a
stronger concern to shape the working experience to their
satisfaction (Moore 1980, Gordon et al, 1880) and the trade union
comes ta be seen as the most appropriate (if not only) way of
achieving this end (Bowen et al. 1974, Glick et al. 1977). In
addition, the risk of erosion of gains already made, is seen by
this group to be more constantly present (Jones 1981) and the
concept of organised labour as a force to prevent this, as more

important (Gordon et al. 1980).
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For activists, industrial egalitarianism is more likely to be seen
as a desirable goal (Ursell 1979, Dickson 1981) and concomitant
with this, a far wider conception of what issues should be
bargainable <(Marchington and Armstrong 1981a). Clearly theese
differences provide a potential for polarisation in opinions
between activist and non-activist groups. To compound this, not
only are activist and non-activist attitudes 1likely to - be
different, the two groups are likely to perceive differences

between each other.

Activists have been noted to develop unfavourable, stereotyped
views of the rank and file as being uninterested, apathetic,
possessing rather ignoble motives and thankless of efforts on their
behalf (Schuller and Robertson 1983, Howells and Brosnan 1972).
Thus an element of elitism can appear in activist attitudes and
any gains can be seen as attributable to themselves alone (Ponack
and Fraser 1979, Ursell 1979, HKarchington and Armstrong 1981bJ.
Activists can therefore spend more time communicating with each
other, than with those who they represent (Partridge 1977, Schuller
and Robertson 1983, Batstone et al. 1977). They can become not
only poor predictors of rank and file wants (Lawler and Levin 1968,
Howells and Voodfield 1970, Howells and Brosnan 1972, Brosnan
1973), but also come to see the rank and file as far less competent
to define for themselves (let alone pursue) issues that affect them
(Dickson 1981, Ursell 1979, Park 1963, Fosh 1981)>. Therefore,

irrespective of rank and file wants, activists own attitudes and
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values can come to influence what issues they are prepared to take-

up and pursue (Poole 1976).

For their part, non-activists can develop correspondingly
unfavourable views of activists and the union. Since non-activists
may only be members because benefits of membership are seen to
outweigh costs (Lansbury 1975, Jones 1981) they can become
disloyal, highly critical but nonetheless highly demanding in their
expectations (Glick et al. 1977, Vilders and Parker 1975), . A major
source of criticism can become the goals and actions of activists
(Valker and Lawler 1979). Problematically, although they may be
dissatisfied, with their union they can also feel poorly equipped
to participate and shape events (Glick et al. 1977, Schuller and
Robertson 1983).  Paradoxically, their workplace representatives
can be seen as those who should defend their interests against the
trade union as much as against management (Schuller and Robertson

1983).

There are implications in terms of action arising from these
differences between non-activist and activist attitudes. Non-

activists, for example, can see organisation and management as
sources of psychological and material satisfactions, whilst
activists can transfer these feelings to the union (Cangemi et al.
1976, Gordon et al. 1980). Militancy is more common in activists
(Parker and Bynner 1970) and there is some evidence to suggest
commitment to trade union 1is concomitant with beliefs that

confrontation 1is the most effective of conflict resolution
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strategies (London and Howatt 1978). Similarly, whilst non-
activists can see co-operation with management in joint problem
solving as appropriate, activists prefer distributive bargaining
relationships (Tracy and Peterson 1977). In addition activist
actions are more 1likely to be shaped by their perceptions of
management's attitudes towards themselves (Fairhurst and Bean 1976,

Beaumont 1980b).

However, 1t would for a number of reasons be inaccurate to porfray
activist and non-activist attitude differences as the only ones
influential in shaping action. Although both groups are to some
extent probably aware of their attitudinal differences activists
are also aware of the need for member support. Thus, although
activists may be the spur to action (Routh 1966) they also need to
take their tone from the rank and file (Shirom 1977). Vhich set of
attitudes come to dominate will be taken-up later when discussing

intra-organisational bargaining and decision making.

In addition to differences between activist and non-activist
groups, attitude variations have been shown to be concomitant with
a. number of other characteristics. The distribution of these
characteristics can be a very important factor to be taken into
account when using attitudes to explain differences between
branches. Given below are some af the characteristics which

empirical evidence suggests can affect attitudes.
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Biographic Factors -Age and Sex

For males, evidence suggests that as age and length of service
advance, there is a reduction in work aspirations (Margerison and
Elliot 1970, Hinrichs 1969, Long 1975a). Concomitant with this can
be an increased satisfaction or contentment with what rewards work
provides (Hunt and Saul 1975) and lowered willingness to utilise
the trade union if grievances arise (Kissler 1977). Thus for the
male members of a branch, the distribution of age and tenure can
be crucial factors to be take into consideration in evaluating

attitudinal effects,

Vith women, although evidence indicates that there 1is also a
lowering of attachments with age (Long 1975a), attachments are
themselves lower than for males in any age group. Even where they
comprise a substantial proportion (or even majority) of the
workforce, they are unlikely to be proportionately represented in
the ranks of activists (Vall and Virtue 1976, Egan 1982) for which
a number of arguments have been advanced. For example, lower work
related aspirations and attachments to work (Hinrichs 1969, Bowen
et al. 1074), pragmatic acceptance of their lower organisational .
roles (Lovelace 1982) and lower commitment to the trade union as a

collective means of improving their lot (Glick et al, 1977).

The above arguments are however, controversial and have been hotly
disputed. There is, for example, some evidence to suggest that
women have a strong desire to participate in trade unions, but lack

the knowledge and experience to do so (Vertheimer and Nelson 1974).
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Even more basically, the argument has been advanced that although
unions publically espouse the cause of feminine equality, the truth
is somewhat different. In effect they are vehicles of male
domination (Baker and Robeson 1981) in which feminine participation
is discouraged because trade unionism is defined as men's business
(Lockwood 1980, Kozira and Peterson 1981, Beynon and Blackburn
1972). Notwithstanding these arguments, the evidence suggests
that women's attitudes to work and union could well be different
to those of men. The sex composition of a workforce is, therefore,
a factor to be taken into account in evaluating the effects of
attitudes.
Education
In terms of attitudes to work and trade union, higher education has
been shown to raise work related aspirations (Hinrichs 1969).
Additionally, there is a small amount of evidence to show that
higher education is concomitant with a predisposition to eschew
callective advancement in favour of individual bargaining (Blum
1971, Thompson and Veinstock 1967).
Qccupational Factors
Here, two dimensions along which occupations can be differentiated
have been shown to affect attitudes.
1. Functional Differentiation into Occupational Types
Groups of workers, particularly where they undertake tasks which
distinguish them from other groups, are prone to develop self-
generated images which include evaluations of their own worth
(Cohen and Derrick 1970, Bass and Mitchell 1976). Comparisons

with other groups in terms of levels of reward and
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organisational prestige, can lead to group cohesiveness

(Sayles 1958), feelings of relative deprivation and evaluation
of the union in terms of its efficacy in resolving these (Scase
1974, Blum 1971, Bowen 1976 et al. 1974, Bowen and Shaw 1972,

Roberts et al. 1972, Brosnan 1978),

It is also worth noting that some groups have high latent

power (Marchington 1975). They perform such crucial
organisational roles that they experience relatively little
trouble in getting their desires granted (Bell 1975, Walsh 1081,
Cohen 1971). Such groups have been noted to have a tendency

to be isclationist and extremely reluctant to use their muscle
on behalf of others (Purcell et al. 1977). The capability of
such a group to get its own way in a relatively easy fashion

can, of course, heighten relative deprivation feelings in other

groups.

Clearly the greater the number of distinct occupational groups,
the greater is the potential for a heterogenity of separate
interests. A diversity of interest groups all with their own
needs to be advanced, can lead to factionalism. Ultimately this
can itself lead to domination of one occupational group over
others, with all its attendant attitudinal and behavioural
problems (Hemingway 1978).

Yertical Differentiation - Status Differences

Here evidence here suggests that patterns of attachment,

readiness to utilise the services of the union and motivations
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for involvement in its activities, can vary with

positioning in the occupational hierarchy (Blyton 1981a and
1981b). It has been noted for example, that in public sector
white collar unions, high occupational status members
participate quite readily. Their occupational raoles give
competences, skills and freedoms, which can carry benefits to
the union. This ensures that they often come to occupy dominant
branch roles (Nicholson et al. 1980, Blyton 1981a, Blyton et al.
1981). Their participation can however be prompted by.a desire
to avoid having their interests swamped by lower levels and is
often accompanied by feelings of conflicts of loyalties (Blyton
1981b)., Where this occurs there can clearly be implications for

what issues the branch adopts and its methads of pursuit.

Vhere high status groups cannot (or do not want to) dominate,
another phenomenon can manifest iself; managerial unionism or
desire for separate status based representation (Bamber 1976,
Veir 1976, Mant 1977, Price 1977, Poole, Mansfield, Frost and
Blyton 1983). In FALGO 1in particular, there have 1long
been pressures in this direction. Vhere separate representation’
is not allowed it can result in factionalism within the branch
(Feill 1979).
Processes of Intra-Organisational Bargaining and Decision Making
Although attitude variations are 1likely to ©be influential,
attitudes alone provide an incomplete explanation of actor

influences,
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A branch draws its members from an occupational structure. Groups
of members are likely to have different perceptions, motivations
and emotional forces which shape their attitudes (Valton and
McKersie 1965, p 298). Thus conflict (at least latently so) within
the branch becomes an everyday fact of life (Hemingway 1978). With
conflict comes the need to shape and reconcile conflicting
interests into a mutually acceptable approach (Kuhn 1961, pp 77).
The end product of approach formulation is what has been described
as attainment (through internal adjustment) of a zone of acceptable
preferences (Gottschalk 1973). The processes involved in this ﬁave
been distinguished as intra-organisational bargaining (Valton and

McKersie 1961).

In intra-organisational bargaining, a conceptual distinction can be
made between reconciliation of conflicts over objectives and over
means. In terms of objectives, there can clearly be differences
between occupational groups. In addition differences can also
exist between the rank and file and activist negotiators. The
former can have an idealised picture of what they want, and
believe it to be completely attainable. Activists on the other
hand, can be more pragmatic and exert pressures on each ather to
adopt a united front irrespective of rank and file wants (Nicholson
1976). Thus there is potential conflict between the aspirational
optimism of the non-negotiators and the aspirational rigidity of

those who negotiate (Anthony and Crichton 1969),
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Negotiators need some room for manceuvre (Peterson and Tracy 1977)
and yielding to rank and file demands beforeband can force them
into a stance with management where negotiation is not possible and
only fight will win the day (Mastenbroek 1980). Activists,
therefore, have a vested interest in shaping rank and file

aspirations before any negotiation commences.

Some internal adjustment may also be necessary about means.
Activists may need the support of the rank and file to attain
objectives (Ursell et al. 1981) but can.be acutely aware of either
widespread lack of support (Nicholson et al. 1980) or variations
between groups of members (Nicholson 1976). Unless they can
convert the latent power of non-activists into realisable power
(Marchington 1975) by mobilising bias (Batstone et al. 1877) they
will be forced to take their tone completely from the rank and

file.

This investigation is concerned with processes of intra-

organisational bargaining and decision making at two levels:-,

1. As a crucial part of the explanation with respect to
approaches adopted towards issues of job regulation.

2. As visible signs of the existence of and i{nteraction
between many of the other factors discussed in this and

the previous chapter.
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The discussion in this and the previous chapter has cavered
dimensions along which approaches to issus of job regulation may be
portrayed together with factors which are 1likely to affect
positioning along those dimensions. However, the discussion could
give rise to the misconception that the dimensions characterising
approaches to job regulation and the affecting factors are .all
discrete variables. This would <clearly be a gross

oversimplification.

Many of the variables are considered likely to be reciprocally or
even nulti-dimensionally related. A somewhat more accurate, but
purely qualitative reprecentation of relationships, can be given

in the form of a simple model such as that shown in Fig. 3.1.

It is an important aim of this investigation to uncover some of
these relationships and more specifically highlight combinations
which affect branch action i.e. put some quantitative flesh on the
bones of the purely qualitative model shown in fig., 3.1. 0f
necessity this involves careful selection of data to highlight
variable 1interactions, situations in which interaction of the
variables occur, together with the devising of methods for their

analysis. These topics are covered in the following two chapters.

11



=

Aston University

ustration removed for copyright restrictions

NOILVIN93Y 80r 40 S3NSSI 01

HIVOYdddV S,HINVHE V ONIDNINTINI SHO0LIVS 40 1300W TYN1d3INOD JAILVINIVNO V

72



INTRODUCTION

This chapter commences by explaining the suitability of NALGO for
the purposes of this study. It then briefly reviews NALGQ's
history and notes recent significant developments in its behaviour.
The importance of the branch in NALGO is examined and a description
given of the relationship to the parent trade union. The general
criteria used to select the branches for the study are stated and
finally a brief description 1s given of each branch selected,

together with specific reasons for its inclusion.

NALGO AS A TRADE UNION
Suitability for the Study

NALGO is exclusively a non-manual trade union, organising in both
market and non-market segments of the public sector. Its menmbers
are to be found in eight major public sector groupings:
Universities, Local Government, New Towns, National Health Service
and the naticnalised industries of Electricity, Gas, WVater and
Transport. Vith the exception of Universities and the National
Health Service it is for negotiating purposes the dominant white-

collar union wherever it has members.

In structural terms, NALGO is also of interest. The branch is its

fundamental unit of organisation and in the majority of cases,
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there is only cne for each employing organisation. Indeed, even
where this is not the case, branch organisation commonly follows

management structure to cover sub-units of the employer.

Thus within a siagle trade union are to be found branches which
organise in a variety of industirial contexts and an organisation
that lends itself to an active role for the branch im Jjob
regulation. For a study of the relative effects af variables
shaping Jjob regulation behaviour at branch level in the public
sector, NALGO is therefore, an extremely suitable vehicle amongst
British white-collar trade unions.

History and Development

The origins of NALGO lie in municipal officers guilds; separate,
in-house employee «collective organisations formed in 1local
authorities in the last two decades of the nineteenth century. In
1906, after a short period as a loocse federation, a number of
guilds combined to form the National Association of Local
Government Officers with 2 membership of approximately 10,000
(Spoor 1967 p.11). For almost forty years, growth continued by
the incorporation of hitherto independent guilds to reach a figure

of approximately 140,000 {n 1945 (Lockwood 1958, p.140).

Up to this point, FALGO was exclusively an association for local
government employees, for although recruitment outside local
government was advocated as early as 1923, it was consistently
rejected (Spoor 1967, Chapter 21). [Eventually a change in policy

was prampted by the postwar tide of nationalisation. Here, newly
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formed public utilities tock over several activities previously
performed by local government. Faced with either losing members
or following them into the newly formed organisations, NALGO took
the latter step. 1t also changed its title to that of National and

Local Government Officers Association.

A significant period of growth occurred between 1960 and 1980, ‘when
menmbership grew from under 300,000 to Jjust short of 800,000.
Although probably due in some measure to expansion in the public
sector, the majority of this increase came from those eréady in
NALGO organised services but who had hitherto remained outside

trade unions (Spoor 1967, p 401).

The years 1960 to 1980 also witnessed very significant changes in
the behaviour of the trade-union. Its early days bhad been
characterised by avoidance of an image of trade unionism. To quote
its first General Secretary, L.C. Hill:

“Anything savouring of trade unionism is pausea to
the local goverameat officer and his assoclation”

(Spoor 1967, p 47)

This philosophy prevailed for many years. For example, successive
annual conferences consistently rejected the strike weapon, the
principle of the closed shop, or affiliation to the Trades Union

Congress.

In 1961 however, a strike clause was inserted in the constitution.

The first official strike occurred in 1965 and, having adopted the
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weapon, its use increased; the number of requests by branches for
official sanctioning of action rising from 6 in 1968 to 146 in 1978
(Newman 1982, p 445). The closed shop was adopted in principle,
as a long term aim in 1959. By 1981, 30% of branches were
operating Union-Management Agreements (NALGO 1981). After a long
fought battle by 2 minority within the union, NALGO affiliated to
the T.U.C. in 1664 (Volker 1966). It has since then, plgyed an
inreasingly prominent part in T.U.C. activities (Spoor 1967, pp
533-57, Newman 1982, pp 69-97).

The Role of the Branch within NALGO

In some measure, the importance of the branch as a unit of
organisation is a legacy of NALGO's origins and development. To
encourage independent municipal officer guilds to affiliate, the
newly formed NALGQ guaranteed them much autonomy (Spoor 1967).
Coupled with this for the first forty years, the reality of local
authority bargaining gave branches autonomous roles. Primarily
this was due to the fact that national bargaining machinery in the
form of Local Government Vhitley Councils was not established until
1946 (Spoor 10967, Chapter 12). Branches had little alternative but
to pursue separate negotiations about everything with their
respective employing organisations. In a more limited way, the
practice continues and is respected by the constitution to the

present day.

Clearly there can be no form of second class citizenship amongst

branches. Thus, as other services came within the NALGO organising
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sphere, their branches had the same constituticnal rights as those

in local gcvernment.

Evidence of this semi-autonomcus role can be seen in model rules
which broadly specify the objects of branches as "organisation,
advancement and protection of the interests of their members by
engaging in bona-fide trade union activities on their bebalf"
(NALGO 1984, Indeed, given observance of naticnal policy,
branches can and do make agreements with employers without the
necessity for outside trade union ratification. Only in their
right to initiate official industrial action (the prerogative of
the National Executive Committee) is autonomous Jjob regulation
seriously curtailed. There can, of course, be no curtailment on

unofficial action.

A further significant sign of autonomy is the {inancial
independence of NALGO branches. Each branch after collecting
members subscriptions, retains as a right, a proportion at its own
disposal. The proportion varies according to a complex formula,
but is upwards of 21%. Even for medium sized branches studied’
here, this can given an income of &£700 per month. For large
branches it can and does sometimes result in full-time clerical
help employed directly by the branch. This, coupled with virtual
full-time secondment to trade-union duties of some branch officers,

facilitates a semi-autonomous branch role.
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Financial independence is of course not all one~sided. Eranches
are expected to do something with the monies they retain, i{.e.
internal publicity, steward trairning, welfare etc. Haowever,
delegation of these activities to the branch, reinforces a degree
of autonomy.

Relation of Branches to the Parent

All branches relate to the parent through one or other of the
twelve regional sub-divisions (District Councils) of NALGO. Within
a District, all branches are entitled to seats on the District
Council., From District Council representatives of a particular
service, a number are chosen to form a District Service Conditions
Committee; one for each service. Vithin national policy, tkis
committee sets its own objectives, policies and strategies for
pursuance at district level. It also elects one of its number to a

National Service Conditions Committee.

District Service Conditions Committees also select from their
members a number who form the trade union side of Provincial
Vhitley Councils; the practial importance of which varies somewhat
in different services. In local government for example, where a
single branch per local authority is normal, provincial Vhitley
councils terd to be of less importance as a negotiating forum than
the lower tier Vhitley machinery of the employing urganisafiun'a
own Joint Consultative or Local Joint Committee. In nationalised
industries whilst there is also a lower tier WVhitley structure,

regional machinery (usually called Regional Joint Councils) is the

78



level at which the whole employing organisation is represented and

is of greater significance than the lower tier.

In addition to service conditions machinery, District Councils also
maintain standing committees i.e. Finance and General Purposes,
Publicity, Education etc. The role of these is broadly to
implement district policies in their respective functions and to be
an aid and resource to branches in organising activities beyond
their scope. Each district also elects annually, a number of its

members to serve on the National Executive Council aof the union.

At national level a structure of service and standing committees
exists which, with some additions, mirrors that at district level,
District and national structures are portrayed diagrammatically in

Fig 4.1.

THE ERANCHES STUDIED
General Selection Criteria
In line with evidence cited in the previous three chapters on
factors influential in affecting approaches to Jjob regulation,
general criteria used to select branches were applied as follows:
1. Contextual Effects of Employing Organisation
Four branches were selected: two each from the market and non-
market segments of the public sector; all being drawn from

the Vest Midlands District of NALGO,
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2. dicze
By selecting branches all of the same approximate size (the
NALGO mean of 610 members) it was initially hoped to control
this variable. This was not possible, and a measure
of control was established by pairing branches; one member of
each size pair being drawn from the market and non-market
segments.

3. Irade Union Density
In each case branches were selected which had approximately the
same high proportion of eligible employees in membership. |

4. Member Dispersion
In each of the two segments, one branch was selected which had
its members dispersed over a number of different sites,
whilst the other had a relatively more concentrated membership.

5. Presence of Other Vorkplace Trade Unions
All branches selected had sole or overwhelming negotiating
rights for eligible non-manual employees in their organising
spheres. As will be explained, due to variations in industry
negotiating structures, this does not of necessity mean

negotiating rights for all non-manual employees.

THE BRAECHES SELECTED

The Gas Industry Branch
This was the largest branch studied. 1t is one of seven NALGO

branches, each representing members in geographical sub-divisions

of the employing organisation.
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When the study commenced, the branch had existed for eighteen
months; having been formed from a merger of two previous branches.
Of these, one had serviced the majority of the geographical sub-
division covered by the new branch. The other had historically
restricted membership to the top three salary grades (Senior
Officers) now represented. Its existence dated from an era when
these grades bhad been covered by separate negotiating machirery
which ceased to exist in 1974 with the formation of a PFational
Joint Council for Gas Staffs and Senior Officers. It is however
worth noting that there were still two negotiating machineries for
the industry. One of these was for Cas Staffs and Senior Officers

and this covered the branch studied,

For formal negotiations the branch had majcrity representation on
two Local Joint Committees; the lowest organ of the Gas Industry
three-tier Vhitley machinery. Constitutionally, only accredited
representatives, nominated directly by branches may sit on the

trade-union sides of these committees.

The next level above in the negotiating machinery, is the Regional’
Joint Council; which operates at the level of the whole employing
organisation. Vhen the study commenced, the branch had two members
on the trade union side of the Regional Joint Council; = both of
whom subsequently resigned their seats shortly after being re-
elected to serve for a further three-year term. Details of the
issue prompting these resignations will be discussed in a later

chapter. For the present, it is sufficient to note that it also
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reculted in the branch virtually declaring itself unilaterally
independent of the decisions of its District Service Conditions
Committee and the trade union side of the Regional Joint Council.
Irrespective of this, it still maintained connections with NALGO at
district level and to the wider trade union movement through its

affiliation to the Local Trades Council.

The particular reasons prompting the choice of this branch were

threefold:

1. The author was an active NALGO member in another branch within
the same employing organisation. As such there was a strong
familiarity with trade union organisation, industrial
relations practices and the framework of agreements. In a study
of this type, variables are such that their strength and effects
can probably only be rank ordered. An intimate knowledge of omne
set of circumstances provided a valuable datum line against
which comparisons could be made.

2, In terms of both organisation and structure the branch was
interesting. Vhen formed, a conscious decision had been taken
to adopt a shop steward system of organisation; partly to deal
with the problem of a dispersed membership. This system, which
is not yet widespread throughout NALGO, uses strictly delimited
workplace constituencies following management structures,
Accredited stewards are given, within the limits of branch
policy, full authority to conduct negotiations with managers in

their constituencies.
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In addition to the steward system, the branch had adopted a
policy of having a full complement of branch cofficers to
perform specialist functions. All of these officerships were
working roles, and were allocated annual budgets with full
authority to spend in performance of their respective functionms.
3. As well as having a dispersed membership, the size of the
branch at approximately 660 members made it ideal for the study.
Details of internal structures, relation to employer based
negotiating machinery and NALGO at district level are given in

Fig. 4.2.

Electricity Industry Branch
Of the four branches studied, this was the oldest; baving been in

existence for twenty-eight years. It represented administrative,
professional and clerical employees in two divisions of the
employing organisation; both of which came under a single general
manager. Here it should be noted that in the Electricity Supply
industry a fundamental distinction 4is drawn for negotiating
purposes, between engineering and non-engineering staffs. Each
has separate Vhitley machinery, In the two divisions represented
by this branch, eligible non-engineering staffe constituted 77% of

all the divisional employees,

Formal negotiating channels for the branch were two staff
committees; one for each division. Once again these are the lower

tier of the industry Vhitley machinery. Constitutionally, staff
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committee representatives must be trade wunion members; not
appcinted by the tranch, but elected arnually by the whole
workforce. Theoretically, they need not be trade union activists;
invariably haowever, they are. In addition tkhe branch was
represented on NALGO's District Service Conditions Committee and
via this on the Regional negotiating machinery (District Joint

Council)

Three reasons prompted selection of this branch:

1. In both Electricity and Gas industries, at the level studied
here, a similar range of activities were undertaken by the
employing organisations. From an industrial relations view-
point however, they had national and local agreements
differing in many important respects. This allowed some
comparison of the effects of agreements on approaches to jaob
regulation,

2. Both management organisations covered approximately the same
geographical area. Moreover employees were largely drawn from
the same urban population. Thus a degree of control was
introduced for the possible influence of location as an
extraneous variable that could affect attitudinal measures.

3. Compared to ite Gas counterpart, the branch had a relatively
concentrated membership; some 60% being located in one or other
of two large divisional offices.

Details of internal structures, relation to employer based

negotiating machinery and NALGO at district level are given in fig

4. 3.

86



SISquE] OyY

—— - - ~= SOATIEJUSSAIATH ITETDLION OSTY = = = = = = = = = = =

Arejareg Arznjameg

JTII0 UoTjedpy puB £1o1T0nd

Jamsea] sapTumLIoddy Tenby Emsmm UmIg  puB UELITeR)
L A )

SISOTII0 UPURIG saApeuRsarday oeTdIon
1 1 Co———
T
TALLDADO FATINOEE HONVE
mmbﬂﬂﬁmwaﬁ__nﬂm.ﬁw
mE%m saaejuesandsy youerg G saapeguesarday ¢
o TELLTAO0 A3VIS 7
J0 JIIS NOINN KTV, SIVaS 9 %
oYV TELIDADO AIVIS
40 ATIS NOINN ATVAL TINN00 IOTHISTA
. I
saAzREuesardsy youRy ¢
SIvaES s o
TIONN0O INIOP JOTHISTA anpEjuesardsy youary TALITAD0 SNOLLIINGD
J0 JIIS NOTNN ATVUL DINES IODMISTI
RENTHOVW ONLIVLIOOEN ISve HA0IAE SINYVTIIN ISEM OTTWN

mmmmmmmmmmmmm



Local Authority Branch 1

This branch represented members in a District Council covering a

mixed urban and rural area in the North Vest Midlands, It was

formed in 1974, at the time of local government reorganisation'
when the District Council itself came into existence. Like most

local authority branches, it officially represented all non-manual

grades within the employing organisation with the exception of the

Chief Executive and Deputy.

For negotiating purposes, the primary formal mechanism was the
employing authority's Joint Consultative Council; the lower tier
of the industry Vhitley machinery. At the time of the study there
were, however, two additional Joint Consultative Councils in the
Authority. One of these (the Tramnsfer J,.C.C.) had been formed
specifically to handle negotiations concerning the impending
transfer of assets and responsibilities of the New Town Development
Corporation lying within the District Council boundaries. The
secand J.C.C. concerned itself with matters associated with any
potential privatisaiton of the District Council's activities.
Although neither of these two J.C.C.'s were official Vhitley
bodies, each one in the eyes of both trade union and management had
the status of an official negotiating channel in respect of its
special subject area. In addition to J.C.C.'s a system of bi-
monthly departmental liaison meetings occurred. At these workplace
representatives from within a department together with two senior

branch officers, met formally with departmental management.
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The branch was reprecented on the Service Conditions Committee of

NALGO and via this on the Provincial Vhitley Council and was

affiliated to its local Trades Council. It alsc played an active

part in an association of all local authority NALGO branches in the

country (The County Forum).

The reasons for selection of this branch were as follows:-

1.

At 640 members (including Y.T.S. trainees) its size was near to
the NALGO mean amd it provided an almost exact size match to
one of the nationalised industry branches.

Like the Gas Branch it bhad a highly structured system of
workplace representatives and branch officer roles; not
however a shop steward system i.e. it retained traditional
departmental representative roles.

Vith approximately 60% of its members located in the main office
complex of the employing authority, it had a more concentrated
membership than either of the Nationalised Industry branches.
Nevertheless its membership was more highly dispersed than the

second local authority branch.

Details of internal structures, relation to employer based

negotiating machinery and NALGO at district level are given in fig.

4. 4.

89



sarTymussarday
lllll Tusmaedaqosyy ~ - "7
SHLLINAIHOAD
NVIITVIED TVIE/ RAVIEHS RVIROES VIEES ZHVIEHIES
saaTyequasarday YpuB.Ig i _ M
e
SIVAS & RVIDIES HONVHH SHIDLA0 KONV (+2) SIATIVINISTHI TVINSAIHVAIT
NO TLVSTIVATHI) TIONNCO
SALIVEINSN0O INIOP FELITNDO TATINOEE HONVHH

- | | |
sanpjeussaldsy ey mﬂ:ﬁﬂﬁmwﬁmﬂ UUBRIg saapyquesardsy 9

SIVES & (MELISNVHL) SIVas L (ATIIIHM) ._‘

TINN00 JALIVIINGNOO TIONN0O FALIVIINSNDO -

INTQP 4O SIS NOTM STVHL INIOP 0 TS NOIND FATVAL TINYO WOTHIST |
|
anTyequesaaday youssg
h <
SNoSYAd LE

TIONN0O “TVIONTAOH | youslyg moly arnpyejussardsy THLITO SSOTLIM00
J0 JIIS NOINN A0VHL 7 g TOTAHES JOTHISTI
RENTHOVW DNIIVIIONN @ISV WA T SINVIIIN ISSM OOTYN

ZLINTHOVA DN IIVLIOTEN (LISVH HAAU I QNY SONVIIDA ISEM OJIVN OL NOLLVIEH (NV SHMIIMIS TYNHEINT

mmmmmmmmmmmmmmmmmmmmmm




Local Authority Eranch 2

This branch represented members in a District Council covering a
largely urban area in the central Vest Midlands. Like the other
local authority branch, it was formed in 1974 when the District
Council came into existence and took under its wing a number of
smaller adjacent town councils. More recently the New Town
Development Corporation located within the District Council
boundaries had been wound-up on central government instructions.
This resulted in a transfer of assets and responsibilities to the
District Council. For the branch studied, it resulted in an
increase in membership when staffs employed by the Development
Corporation transferred to newly created posts within the District

Council.

For negotiating purposes, the sole formal mechanism was the
authority's Joint Consultative Council;  the lower tier of the
industry Vhitley machinery. The branch was represented on the
Service Conditions Committee of NALGO in West Midlands but not on

the Provincial Vhitley Council.

Reasons for selection of this branch were as follows:

1. At 410 members its size was very near to that of one of the
nationalised industry branches.

2. Vith 96 per cent of its members located in the main office
complex of the employing authority, it was an extremely suitable
candidate for comparison with the other local authority branch

which had a more highly dispersed membership.
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3. Like the other local authcrity branch, the geographical area
ccvered by the employing authority had historically been
designated a New Town. As such there had been comparatively
rapid urban expansion promoted by a New Town Development
Corporation. WVith the central government directive to wind-up
New Town Development Corporations, both authorities were
faced with similar circumstanes of absorbing transferred
employees which brought like problems to both branches. At the
time of the study this branch bhad already encountered the.
problems, whilst for local authority branch 1, they were.Just

commencing.

Details of internal structures, relation to employer based
negotiating machinery and NALGO at district level are given in fig.

4.5. A comparison of the vital statistics of the four branches is

given in fig. 4.6.

92



mﬁgmmm

Hﬂgﬂﬂjﬁméﬁ %EM&Q&% %»UHHJE

mmﬁuHmmm HONE (1) SHATIVINASIMITY Aﬁjgmﬁ

!
FELLIN00 FATIEXT HONYHd

mmmmmmmmmmmmmmmmmm



PAIAA0) STTOUNO) ASTITUM TEOOT JO Jaqmny]

FusrBaAy JUEnESets-U0TI

Apeumg vOTL apRy,

TVIOL

saATyRUEsandar osTe SISOTJJ0 youRry
saATIEjuSsaIdal oSTe Jou SISOTIJ) youslg

eI - wmﬁpngﬂmﬁg&umomﬂ&ﬁghog
PSIIIF - S9TI aaTimuasardal sosdilon JO Jaquni

UOTIETASD PISPUR}S
wawe Jad OOy 3Saresu 0 SIeqESm JO ArETes uESy

ggﬁﬁ FE IR R R

HINVEE ALTOTHISH T

HOXWVHE SV

EIVOLISHANT SAHONVEE W0d 4HL J0 SOLISIIVIS IVLIA




INTRODUCTION

This chapter commences with a short discussion identifying the
general methodological approach of the investigation. Following
this, all variables are considered and for each one an explanation
given for the choice of data collected and the collection methods
used. A short description of the fieldwork is given and the

chapter concludes with a brief overview of data analysis.

METHODOLOGICAL APPROACH

At the end of chapter 3, the primary aim of the study was given as
quantitative elaboration of the qualitative model developed
therein, To do this required empirical investigation, but before
describing methods, it 1is appropriate to state the overall

methodological approach.

Any eventual explanation of branch action would need to consist of
propositions which specified relationships between the concepts and
variables used. The way in which the explanatory propositions were
derived could bhave varied between two methodological extremes of
Classical and Grounded Theory approaches; each of which has its

own inherent advantages and disadvantages. (Bailey 1978).

The Classical Approach is characterised by the a-priori definition

of concepts, wvariables and relationships followed by the
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development of empirical measures and testable hypotheses. Its
main adv;ntage lies in the wuse of deductive reasoning which
encourages a rigorous and thorough theoretical consideration of
concepts and analysis methods before data 1itself is collected
(Bailey 1978). However the approach has the attendant risk of
potential overemphasis on deduction and hypothesis formulation
prior to fieldwork. This can result in the use of measures
which in their own way may be valid, but ignore the richness and
complexity of the social situation studied (Glasser and Strauss

1968, Silverman 1970.)

At the other extreme is the Grounded Theory Approach. Here the
.theory itself is developed by entering fieldwork without prior
hypotheses, Explanations are formulated on the basis of what is
found. Clearly, since the explanations are generated by the
situation, there is less risk of errors arising from choice of
variables and methods of measurement. However, reliance on data
specific to the study's location makes generalisations difficult
and there is the additional risk of ignoring potentially valuable

prior work in the area,

This study does not fit easily into elther approach., It uses a wide
variety of empirical evidence to construct the model given in
chapter 3 and there is some specification of data to be collected
together with its methods of analysis. Nevertheless, even
though a model of interacting variables is developed, there are no

formal hypotheses established for testing, Moreaver, data
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collection methods are purposely chosen which are flexible enocugh
to allow infcrmation to emerge on the basis of what is found. In
addition the way data is used acknowledges that complex patterns
of interaction between variables can only be adequately explained
on the basis of what data emerges from fieldwork., For example, at
the level of each case study, standard data collection techniques
applied to large population samples permit the use of extensive
analysis to describe interaction of variables but in the final
stage of inter~branch comparison, different methods must be used.
Here, the number of separate case studies is too small to rely on
anything more than rudimentary statistical comparisons. Instead,
the final theory hinges on iterative methods in which the evidence
from each branch is re-examined to conmstruct explanations of how
variables could have different relative effects in differing

circumstances.

DATA_SPECIFICATIONS AND COLLECTION METHODS

Geperal Considerations

1. The very nature of some information specified its collection
method. Data on decision making in action would have been
impossible to collect other than by observation., Similarly,
certain historic evidence together with that on trade union
constitution and agreements, required document search. In
addition, sampling considerations (see Appendix M2) dictated the
use of large samples in each branch. This requirement, coupled
with practical limitations on the investigators available time,

dictated the use of self-completed questionnaires for some data.
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2. Notwithstanding these points it was acknowledged that all data
collecéinn methods have their weaknesses and sources of bias
(Cook and Selltiz 1964). This is particularly so in the case
of interviews and questionnaires where

"the principal objection to their use is that
they are so frequently used alone."

(Webb et al, 1966, p 1)
It was therefore decided that wherever possible an attempt
would be made to collect data using more than one method;

a multiple indicator approach.

DIMENSIONS QF APPROACH TQ ISSUES OF JOB REGULATION
.Dependence on OQutside Trade Union

The conceptual definition of this variable (see Chapter 2)
anticipated the possibility of a restricted branch role, arising
from constraints imposed by trade union constitution and industry
negotiating structures. A first requirement was to gather
information on constitutions and agreements to establish the formal
procedural freedom of the branch. For this data, document search

was chosen.

The second requirement was to gather information on the approaches
adopted in pursuit of recent issues, For those where the branch
had a formally unrestricted role, data on branch and any outside
trade union involvement was specified as necessary. Additionally,
evidence of any extra-pracedural influences exerted by the outside

trade union to exclude branches from involvement was regarded as
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potential}y useful, Since all data was considered to be
potentially semsitive, it was decided to use interview methods.
These would permit the atmosphere to be varied to suit respondents
and enable the use of follow up questions to check truthfulness and
explore complex topics (Selltiz et al. 1976, Kerlinger 1969).
Open-ended questions which allowed injection of a broad orientation
by the interviewer and a free-form response by the subject were
specified as most appropriate (Dobnrewed and Richardson 1963, Lemon

1973,

Vith issues where the branch had a formally restricted role, it was
felt necessary to search for any evidence that might indicate
circumvention of restrictions. Open-ended interview questions were
again specified as the most appropriate collection method. Direct
observation of meetings at which decisions were made on methods of
issue pursuit was also used as a source of data uncontaminated by

post-hoc distortions (Bailey 1978).

Finally, for ©both restricted and unrestricted issues, some
indication of actor perceptions of the legitimacy of procedural
constraints was considered necessary. Again open-ended interview

techniques were specified as the collection method.

Focus in Issues
Although the definition in chapter 2, implies a simple dichotomy
between internal or external issues; focus was felt to be a mare

complex phenomenon.  For example, apparently external issues could
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be adopted because they were perceived as having a present or
future impact internally. It was therefore considered necessary
to gather data ©not only on issues adopted, but also on the
reasons for their adoption, In addition it was realised that
there could be varying degrees of adoption ranging from mere
rhetoric to active pursuit. Thus, for each issue adopted

details on its method of pursuit were noted.

Finally data was gathered on issues to which branches had been
exposed. Of particular interest were any steps taken by branches
to expose themselves to external sources of issues. For this
information, document search was specified as one apprapriate
method, but it was recognised that the accuracy of this
information was subject to the twin problems of selective deposit
in records and selective survival of the records themselves (Vebb
et al. 1966), To supplement documented information, additional
data was collected by using interview techniques. Here the
information required was considered to be relatively unsensitve and
uncomplex but to avoid bias, structured interview techniques
using carefully piloted questions were specified (Merton et al.

1656, Cicorel 1964),

To be able to assess what people do rather than what they say they
do (Selltiz et al. 1976) a third method of data collection was
used. Namely direct observation of meetings where decisions on

issue adoption took place.
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Initiation of Issues

The conceptual definition of this dimension in Chapter 2 1links
initiation to two sub-dimensions; actor definitions of job
territory and the party (trade union or management) that initiated

issues.

An initial step in evaluating branches was to determine actor
definitions of job territory, including any formal specification of
negotiable and reserved issues as laid down in formal agreements.
Vithin this framework, data was collected on recent issues adopted
and the initiating party. For this information document search,
structured interview questions and direct observation of meetings
-were used. As an aid to explaining the amounts of initiation and
to 1locate branch action within the context of any changing

organisational definitions of legitimate job territory, historic
trends in issues arising in each employing organisation were also
examined. For this document search and structured interview

questions were specified as appropriate techniques.

Finally, it was felt desirable to gather data on actor perceptions
of the legitimacy of current definitions of job territory and the
most appropriate actions to be taken by the branch to affect any
desired changes in the range of negotiable issues, Structured
interview techniques were used for this data.

Intensity of Action

Intensity, as defined in Chapter 2 related action in issue pursuit

to numbers of actors involved. Both were largely a matter of
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historic record and comparatively simple data to collect by

document search.

As additional explanatory information, data was collected on the
relative importance of issues in progress throughout, and shortly
before the period of study, together with actor perceptions of what
made issues more or less important. For this structured interview

questions were used.

Finally, because the range of issues encountered by the branch
across the time period could be somewhat restrictive, data was also
gathered on the relative salience of a somewhat wider range of
‘issues hypnthosised as those to which actors could possibly be
exposed. Here, in-depth probing for answers was not considered
necessary and the convenience and economy of effort of rigorously
pre-tested questionnaire items was wutilised (Kerlinger 1069,
Selltiz et al. 1976, Bailey 1978, Lemon 1973),
Representativepess
The conceptual definition of this dimension in Chapter 2 expresses
representativeness in perceptual terms. This required adoption of
an action frame of reference in which

*Shared orientations become ilnstitutionalised and

expressed as soclal facts .......ovvvnvn0niaaadt

follows that explanations of human actions must take

account of the meanings which those concerned

assign to the acts.”

(S1lverman 1970, p 127)

A first data requirement was defined as actor perceptions of their

opportunity to {influence branch policy and action; both in a
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general way and in relation to specific issues that bad arisen.
For the {information on recent 1issues, structured interview
questions were used. The more general picture of opportunity to
influence policy and action was obtained by questionnaire itenms.
The reason for using this technique was that it was felt that an
element of criticism of the branch could emerge in answers. Thus
the anonymity of self-completed questionnaire items would permit

more frankness in responses (Knudeson et al. 1967, Lemon 1973).

A second data requirement was concerned with examining the extent
to which representativeness was facilitated in branches in terms of
structural and operational provisions to communicate with members
and to sense their needs and wants. It was recognised that
existence of these provisions would not in itself guarantee either
their use or efficacy. Thus in addition to gathering information
on communication methods, data on members perceptions of these

steps was also collected using structured interview techniques.

Finally for explanatory purposes, it was considered desirable to
obtain information on branch decision making. Here the aim was to
learn whose interests came to the fore in processes of issue
definition, shaping and adoption. For this data, a mixture of
document search, interview questions and direct oabservation of

meetings was used.

As a first step towards fieldwork the above data requirements,

collection methods and sources of information for the five
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dimensions of approaches to job regulation were assembled into a
list. This became part of the outline specification for data

collection instruments and is shown in Appendix M1.1

EACTORS INFLUENCING APPROACHES TO ISSUES QF JOB REGULATION

Employer Policy and Action - Industrial Relations Climate

This factor is described conceptually in Chapter 3. It used
Purcell's typology of orthogonally related sub-dimensions of trust
and formality to categorise industrial relations climate in the
employing organisation (Purcell 1979). An action frame of
reference was utilised in which climate was used as a shorthand
way of expressing what branch actors perceived management policy

and action to be.

For the sub-dimension of trust, actor perceptions of the
trustworthiness and/or fairness of management were specified as the
required data. In addition, it was felt that useful explanatory
information could be derived from Purcell's observation that low
trust is frequently concomitant with desires for high formality.
Hence information on actor perceptions of the desirability of
formality in industrial relations, were also specified as data to
be collected. Both of these items were classified as attitudinal
and of a potentially sensitive nature. Self-administered
questionnaire items giving anonymity to respondents were therefore

specified.
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As measures for the sub-dimension of formality, one indication that
could be used was the comprehensiveness (tightness or looseness) of
agreements. It was realised that tightness could exist in industry
agreements, but not of necessity be observed in organisational
practices. The main indicator of formality was therefore specified
as the existence, frequency of use and reliance on the emplaying
organisation's formal bargaining forums. Here therel was
considered to be some potential complexity in the- nature of
information required and open-ended interview questions were

specified.

Finally, it was felt desirable to tap actor perceptions of the
efficacy of these forums, together with information on whether or
not other channels were found more useful for certain issues.
Actors were defined as industrial relations specialists in the
employing organisation as well as trade union activists. Again
responses were considered to be potentially complex and open-ended
interview items were specified.

Industry Collective Bargaining Structures

As explained in chapter 3, it was considered possible that industry
collective bargaining structures could limit branch independence.
A survey using document search of the restrictiveness of existing
procedural and substantive agreements was the first step in

evaluating this.

Notwithstanding the above point, restrictiveness exists to some

extent in the eyes of the beholder and can probably be
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circumvented to some degree. It was therefore felt useful to tap
actor perceptions of the legitimacy of limitations of branch roles
as defined in existing agreements, together with any measures
taken in circumvention. Here a mixture of structured and open-
ended interview questions was specified.

The Qutside Trade Union

Discussion of this factor in chapter 3 anticipates two main aspecis

of its influence.

First, and allied to the factor above, procedural and substantive
agreements could prescribe limits to branch autonomy. Initiatives
could at some point in the development of an issue become the
prerogative of the ocutside trade union. In addition, the trade
union constitution could have a similar effect. As a first step
information on these constitutional limitations was collected using

document search.

Secondly, and somewhat less tangible forces and counter forces
could be at work to modify the effects of any constitutional
limitations. for example, the extent to which branches felt
bound by outside trade union policies and/or the roles played by
representatives of the parent body in branch decision making
processes. Here wuseful information was felt to be actor

recollections of past issues, their origins and details of how

defined and shaped. This data was considered to be both
potentially sensitive and complex. Thus  flexible, open-ended
interview methods were specified. Additionally, wvaluable

106



information was felt to be accessible by observation of branch

decision making processes in action.

Fipally (as with the previous factor) it was recognised that steps
to circumvent outside influences and limitations could be taken by
branch actors. Data on perceptions of the legitimacy of these
influences was gathered, together with any avoidance measures
adopted. Open-ended interview questions and direct observation of
meetings were specified as suitable collection methods for this
data.

Issues

The major information requirement on issues as factors influencing
branch action was their relative salience to memberships. Data

requirements for this are discussed above under Intensity of

Action.
The Representative System
The discussion in chapter 3 indicates that certain

characteristics of a Dbranch's representative system, were
anticipated to have some effect on issue definition and shaping
processes. The major distinction made is the extent to which
characteristics of the representative system facilitate highly
influential roles for either workplace representatives or
alternatively give rise to a more centralised group of branch
decision makers. Here it was felt that there was a need for
information on both structural and perceptual aspects of the

situation.
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In terms of structure, it was considered important to know the
relationship between definitions of representative roles,
boundaries of groups represented and the decision making structure
of the Dbranch, The 4information required was considered
sufficiently sensitive and complex as to require extremely flexible

interview questioms.

Notwithstanding any structural provisions found to exist, 1t was
also considered important to tap actor perceptions of the situation
which could give indications of their willingness to conform to
role requirements. Again potential sensitivity and complexity
dictated the use of flexible interviewing techniques. Finally, it
was considered that observation of decision making processes in
action would enable assessment of whose viewpoints came to dominate
when issues were brought forward.
Membership Dispersion
Since the characteristics of the representative system could have
effects on the ability to cope with dispersed memberships, there
was felt to be a connection between this factor and the previous
one. Here it was important to recognise that the experienced
effects of dispersion do not simply arise from geography itself.
They could also be influenced by the extent to which the effects
of dispersion could be more or less ameliorated. Several sets of
data were specified as necessary:
1. The extent to which branch memberships were dispersed over
discrete sites. This was collected by document search.

2. The likelihood of problems requiring trade union involvement
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arising at each location and the necessity (in terms of a
competent local steward) for branch officials to provide this
involvement. Here the data requirement was for information
that allowed strict comparisons between branches and fixed
format interview items were specified.

3. The freedom and mobility of branch officials to travel to sites
when required. For this fixed format interview items were
also specified.

Actor Attitudes

The use of attitudes as an explanatory variable 4in this

investigation prompted two major considerations:-

1. That of specifying attitudes which were potentially most
influential in shaping branch action. The discussion in
Chapter 3 indicates that those with the most explanatory
potential were attitudes to work and trade union. Here it
can noted that work and trade union are perhaps most
realistically conceived of as attitude objects endowed with
nultiple attributes; each one capable of being evaluated
either positively or negatively., Thus attitude holders
could simultaneously experience both positive and negative
feelings towards different attributes of the same object.

2. The methods to be used to evaluate actor attitudes. Here
it was considered important to recognise that if actor
attitudes were to be used to explain action at branch level,
sample populations would need to be large, thoroughly
representative and attitudes themselves evaluated in a

standardised way.
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These two considerations were quite strongly connected, The second
dictated the use of standardised attitude measuring techniques and
the first made it unlikely that any readily available published
attitude scales would be suitable for use, The decision was
therefore taken to develop new scales particular to the study.
This posed certain choices as to the particular attitude scaling
techniques to be used which involved a number of technical
considerations. Since elaboration of these would complicate this
chapter to an unnecessary extent, full details are given in
Appendix M3, For the present it can be noted that Likert type

scales were used.

To satisfy the requirement to explore certain attitudes in greater
depth actors in each branch were interviewed as well as completing
the standard collection instrument.

Processes of Intra-Organisational Bargaining and Decision Making
From the discussion in chapter 3, it is clear that these processes
could provide indications of the effects of many other factors.

A major consideration was that of method.

Tatal reliance on post-hoc recollections of past bargaining and
decision-making situations contained obvious drawbacks, It would
risk incorporating perceptual distortions of extremely dynamic and
sometimes emotional events. Nevertheless, if issues prior to the
time of study were to be 1included, there could be 1little
alternative and interview and document search techniques were

specified for the data.
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It was also considered important to incorporate an evaluation
somewhat less subject to actors perceptual distortions.
Desirably, there should be direct observation of these processes as
they occurred. In these observations, there would be a2 need to
collect data on:~

1. Inputs to the process - actor concerns and aspirations

2. The process itself - information, arguments and
influences brought to bear on
the inputs.

3. The outcomes - the approaches to issues of job

regulation adopted.
The most likely forums to yield useful information were defined as
open meetings of branches, branch executive committee meetings and
any pre-meetings of branch bargaining teams prior to actual
negotiation. The aim of these observations was specified as
providing information which could illustrate the influence of
almost all other factors. Therefore a restricted recording method
keyed to gathering specific information was felt to be the most
appropriate, The selection of this method 1is elabarated in

methodological Appendix MS.

As the first step towards fieldwork, the above data requirements,
collection methods and sources of information on factors
influencing approaches to issues of job regulation were assembled
into a list. This became part of the outline specification for

data collection instruments and is shown in Appendix M1.2
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Using information from Appendices Ml1.1 and NM1.2 content
specifications were derived to be used in development and piloting
of data collection instruments. Development of collection
instruments 1is described 1in methodological appendices M3 to M5

where examples of the instruments themselves are given.

DATA COLLECTION
Branches were studied sequentially in the following order:-
Gas Branch
Electricity Branch
Local Authority Branch 1
Local Authority Branch 2
Vithin each branch, the sequence of events was keyed to gaining
increasing familiarity with both the situation and respondents, to

ensure their co-operation.

A first step before data collection actually commenced, was to
attend a meeting of each branch executive committee. At this the
aims of the study were explained, questions answered and guarantees
on anonymity and results feedback given. Following this,
arrangements were made to see senior management of the nrganizatinﬁ
(usually the Industrial Relations Manager) to carry out a similar
process, Anonymity was a requirement of all organisational

managements.,  Thus branches are not named directly in the study.

In retrospect, the decision to consult managements prior to

fieldwork was a prudent ome. It ensured co-operation and in two
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cases resulted in some access to organisational records, provision
of interview facilities and willing assent for all respondents to

be allowed absence from work to attend interviews.

The first data collection step in each branch was to obtain from
its treasurer, copies of branch records to enable construction of
target sampling frames. Following this, all branch officers who
were not also workplace representatives were interviewed, Each
interview lasted approximately 40 minutes, at the end of which

questionnaires for self completion were handed to respondents.

Vorkplace representatives were then interviewed and self
administered questionnaires were handed out. These activists were
also requested to bring to the interview their constitueancy
membership rolls. Using these and the target sampling frame, non~
activist respondents were selected for subsequent interview and
questionnaire application. This was accomplished by random
selection using salary numbers to achieve the required sample

composition according to sex and pay level criteria.

By using this method, the workplace representative alone knew the
actual identity of respondents, whilst both investigator and
steward were able to identify subjects by reference numbers. This
gave subjects a high degree of anonymity, whilst at the same time
enabling a sufficient degree of identification to allow progressing
(via the steward) of respondents who were slow in returning

questionnaires.
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Programmes of interviews with non-activists were then conmpleted;
each interview lasting for approximately 30 minutes. At the end
of each one, the questiomnaire was handed to respondents and its
method of completion explained. There were no refusals for either
interview or questionnaire completicn. Approximately 95% of
questionnaires were returned within one week; no doubt due to the
co-operative urging of stewards. A 100% return was achieved within

two weeks.

Permission to attend both open and branch executive meetings was
freely given. To allow erosion of any intrusive effects (Riley
1963, Detusch 1949) data collected in the first two executive
meetings in each branch was largely ignored. Pre-meetings of
negotiating committees were found not to occur; branch executive
meetings being used for this purpose. Vithin each branch all

meetings held over an eight-month period were observed.

Vhen the fieldwork in each branch was almost completed, 1ts senior
officials were interviewed again in depth. In addition, free
access to branch records was obtained. at this stage and any

necessary coplies of minutes, correspondence and agreements taken.

The final stage for each branch was to interview the full-time
trade union officer charged with its servicing, plus at least one
senior member of the employing organisation's Industrial Relations
staff, Vith respect to this last person, an exception was made in

the case of the Electricity branch. Here, at a very early stage
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in the investigation, it was revealed that the branch had virtually
no contact with industrial relations staff; all local negotiation
being with line management, In lieu of this, a senior line
manager with whom the branch had the vast majority of its

negotiating contact was interviewed,

DATA _ANALYSIS TECHNIQUES: AN OVERVIEV

As an overall scheme, the analysis of data was undertaken in two
distinct stages, in which the requirements of the second stage set
a specification for the first. It is Dhelpful to discuss the two
stages in reverse order.

Inter Branch Analysis

At this level of analysis, the essential task was one of cowmparing
the results from the four case studies to describe and explain
differences between branches and draw general conclusions on
relative effects of factors on approaches to issues of Jjob
regulation, Vith only four branches to compare sophisticated
statistical analysis for comparison was precluded. Clearly the
quality of any final conclusions at this stage would depend
crucially on the results of the first (intra-branch) stage of
analysis.

Intra-Branch Analysis

Here the task was to describe and measure the position of each
branch in terms of its approaches to issues of job regulation and
model its internal dynamics in terms of the effects of influencing

factors.
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Essentially, the task was one of searching for evideﬂca to support
causal inferences for which rigorous statistical analysis and well
developed modelling techniques were used to imply causality
(Blalock 1064, Heise 1975). These are described in greater detail

in Appendix M6.

116



JETRODUCTION

This chapter describes the positioning of branches along the five
' dimensions used to characterise approaches to issues of Jjob
regulation. For each dimension, a description is given of the d;ta
collected and its operationalisations through the derivation of
indices, together with a summary table of results anﬁ' brief
discussion. Finally values and rank orders for all dimensions are
brought together in a short discussion comparing the branches

.studied,

Dependence on Qutside Trade Unjon

For this dimension two sets of data were used, each involving
separate considerations. For convenlence these are discussed

separately.

The first set of data dealt with specified entitlements of branches
to define, shape and pursue issues of job regulation. Here it was
felt necessary to recognise that the trade union constitution
together with existing agreements could prescribe differences in
roles for branches. Accordingly, national and local procedural

and substantive agreements were surveyed, In each case, these were
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classified on a five-category scale reflecting varying degrees of

prescribed involvement of the outside trade union:-

Specified Handling Category Score

Locally Precluded: no allotted role for

local trade union. Cases and issues to

be pursued via higher echelons of

trade union. 5

Locally Permitted but must be handled by
full-time official from first stage. 4

Locally Permitted but must be handled by
full-time official after first stage. 3

Locally Permitted but must be handled by

full-time official after second

stage, 2

Locally Permitted and can be handled by lay

officials or handling not specified.

From the results of the surveys (see Appendices S2.1 to 82.4) it
can be noted that there was a wider allotted role for lay afficials
in Local Authorities than Nationalised Industries. In the latter,
whilst the degree of restriction was much the same in both cases,
it was more explicit for the Electricity Branch; many agreenents
specified full-time officer involvement. For the Gas Branch, many
agreements specified referral of an issue at its second stage to
the Regional Joint Council. Since the constitution of the trade
union makes it virtually inevitable that the secretary of the trade

union side will be a full-time officer, referal was effectively

passing the case to the outside trade union.
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The second set of data used was that concerning cases and issues
handled by branches. For this, details of issues and their
methods of handling were obtained from branch records. In each one
this covered an eighteen month period. Although all branches had
in varying degrees embraced some wider social issues, these were
excluded; the count being confined to matters concerning
organisation or industry service conditions, Details from branch
recards were supplemented by data gathered from senior branch
officials, full-time officers and personnel specialists using
questions 58-60 and 67-70 from the interview schedule (Kppendix
4.1). For reference purposes, details of all cases and issues

handled by each branch are listed in Appendices S1.1 to S1.4.

Each case or issue was scored on a nominal five point scale
reflecting the degree of autonomy exercised by the branch in its

mode of handling. The criteria were as follows:

Actual Handling Mode Score
Handled Nationally via Outside

Trade Union. 5

Handled locally by full-time officer

from first stage. 4

Handled locally by full-time officer

from second stage. 3

Handled locally by full-time officer

from third stage. 2

Handled throughout by lay officials of branches 1
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Using the twin classifications of specified handling category and
actual handling mode, a2 sub-index of dependence for each specified

handling category was derived using the formula:-

Number of Issues Actual Handling
in Actual Handling Mode Mode Score
X
Total Issues in Specified Specified Handling
Handling Category Category Score

The overall index of dependence for each branch was derived by
calculating the mean of sub-indices for all specified bhandling
categories. The index gave a summary comparison of actual issue
handling with specified methods in all categories. Its theoretical
extremes were 100 and 1 which respectively represented the ultimate
b degrees of dependence or autonomy. A branch exercising just that
degree of autonomy allowed 1in agreements and trade union

constitution would score 23.625.

Derivation of indices is shown in full in Appendices S3.1 to 83.4

and summary results are given in table 6.1 below:~-

Dependence Index

Gas Branch 10.292
Electricity Branch 22,958
Local Authority Branch 1 19,000
Local Authority Branch 2 19,458

Jable 6.1 Summary Dependence Index Scores

At this stage a number of points emerge from the results. None of

the branches could be said to be dependent; rather they exhibited
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varying degrees of autonomy. Overall the Electricity and both
Local Authority branches showed little autonomy beyond that allowed
by trade union constitution and agreements. This however, was not

the case with the Gas Branch,

Looking at the more detailed picture in Appendices S3.1 to S3.4 it
can be seen that both Local Authority branches displayed similar
patterns of action across all specified handling categories.
Moreover, their overall dependence indices were the closest of any
two branches. The Electricity Branch had no consistent pattern.
It displayed autonomy in some categories and dependence in others.
Conversely the Gas Branch showed a consistent trend towards

autonomy in all categories.

Focus in Issues
For this dimension two sets of data were used; detalls of issues
to which branches were exposed and those cases and issues which had

been adopted.

Sources of data on cases and issues adopted has already been
described for the previous dimension, However, it should be noted
that in this case, details of those which were of a wider social
nature and involving matters beyond the employing organisation or

industry were also included in the count,

Detalls of cases and issues to which branches had been exposed were

obtained from branch minutes and an extensive survey of circulars

121




sent out by national and district offices of the trade union.
Exposure was defined as a case, issue or cause which had been drawn
to the attention of the branch, either through correspondence or
personal reference, In the case of matters arising from
participation of branch representatives in outside bodies such as
trades councils, only those issues presented to branch executive

committees for their consideration were included in the count.

In using the data to evaluate focus, it was felt that simply
dichotomising issues as internal or external could be misleading.
However, in all branches studied it was discovered at an early
stage that each one invariably adopted for pursuit all cases and
‘issues arising from its own membership. In addition each branch
had consistently displayed solidarity with other trade unions or
branches internal to the employing organisation, by providing,
where required, backing for their issues. Accordingly a six
category system of classifying and scoring issues was developed to
measure the degree of external focus. This took internally

arising issues as the datum line and was as follows:-

Issue Category Category Score
Internal Self
Involves only branch members and within
employing organisation 0
Interpal Alljed

Internal to the employing organisation

but of immediate impact on employees

not represented by branch i.e. manual

workers or members of other branches 0

External Allied

External to employing organisation but in

same industry and involving parallel groups

to those represented by branch, 0,025
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External Solidaristic

Involving other trade unions at national

level or other industries in same trade
union, 0.500

Macro Social 1

Vider social issues but of significance

in United Kingdom only i.e. Trade Union

Legislation 7.575

Wider social issues of significance to
international trade union movement. 91.900

The scoring framework was selected with two purposes. First (for
uniformity of results presentation) to produce an index with a
maximum value of 100, Second (after a consideration of the
numbers of issues falling into each category) to ensure that a high
score truly represented an external focus 1i.e. it should not be
possible as a result of differing numbers of issues for a less
external category to score the saﬁe or higher than one representing
a maore external focus. (For further details see notes to Appendix
S4).

For each branch an index of focus was calculated as follows:

1. Issues to which branches had been exposed and those adopted

were categorised using the method given above.

2. For each category a sub-index was calculated using the formula:

Number of Issues Adopted

X Category Scare
Fumber of Issues to Vhich Exposed

3. Category sub~indices were summed to give an overall index of

focus.
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Theoretically scores on this index could be anywhere between 0
and 100. The former would be attained by a branch adopting
only those issues internal to the employing organisation and the
latter by one which also adopted those of varying degrees

of external focus. In approximate terms a score of 0,034 or
below would indicate a focus predominantly concerned with the
branch's own industry. For practical purposes, branches very
seldom reject any internal issues and usually showed a concern
for their own industry's problems. Effectively scores of abave

0.034 represent some degree of additional external focus,

Derivation of indices is given in detail in Appendix S4

and summary results in table 6.2 below:

Index of Focus in Issues

Gas Branch 0.644
Electricity Branch 1.290
Local Authority Branch 1 18,936
Local Authority Branch 2 1.599

Table 6.2 Summary Focus Index Scores

As can be seen none of the branches could be said to have a
predominantly external focus. Only Local Authority Branch 1 had a
score indicating a tendency in this direction. Conversely, the Gas
Branch had a focus more severely restricted to workplace and

industry issues than all others.
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Turning now to the more detailed analysis given in Appendix S4 the
reason for the score of Local Authority Branch 1 becomes apparent;
it had adopted a fairly high number of macro-social issues., It
can also be noted that compared to the other branches, the
Electricity Branch shaowed a fairly high concern with external

solidarity,

Initiation of Issues
The definition of initiation given in Chapter 2 prompted a number
of considerations with respect to the measure used to compare

branches.

1. Branches were felt unlikely to be proactive or reactive about
every issue. Therefore, as well as providing a single index of
comparison, it was considered desirable to be able to profile

total issue handling into a number of different modes of action.

2, Cases and issues could vary in the numbers of members affected.
Theoretically two branches could initiate the same
numbers of issues, but in one case the total activity cauld
affect only a small proportion of its members and in the other,
its whole membership many times over. Clearly for a branch
level measure the second instance should be rated higher in

terms of {initiation.
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3. Existing agreements with the employer could facilitate or
inhibit a branch's ability to initiate. These gave a
convenient reference point against which to evaluate branch
action, However, as each employing organisation had different
agreements the reference point would need to be different for

each branch,

To measure initiation, two major groups of data were used; details
of issues handled across an eighteen month period and details of

agreements relating to each employing organisation.

Sources of data on issues handled has been described for the
previous two dimensions. In this instance, since the object was to
evaluate branch level initiation, issues prompted by national and
district trade union initiatives were excluded from the count.
Conversely, branch action to pursue an issue via national or

district levels was included.

To provide the reference point for evaluation of action, national
agreements, local written agreements and custom and practice
arrangements were surveyed to establish their frontier of control
provisions. These were classified as falling into one of the
following five types which were then divided into two categories;

managenent "reserved" issues and "negotiable" issues, as follows:~-
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Frontier of Control Provisions

Agreement gave employer unilaterial decision
making rights over some aspect of job
regulation with no specified process of
consultation.

OR
Agreement obliged employer to consult over
some aspect of job regulation but had no
built-in right of appeal against

management decisions.

Agreement required employer to consult
over some aspect of job regulation and had
built-in appeal provisions to be used in the
event of disagreement.

OR
Agreement required any employer proposal
with respect to some aspect of job regulation
to be subject to agreement for each
specific case.

OR
Agreement gave trade union an explicit
frontier of control over some aspect of
Job regulation where rights existed to

be claimed.
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Reserved Issues

Regotiable Issues

Negotiable Issues

Negotiable Issues



For each branch a profile of action was derived as follows:-

1.

i1,

Issues handled over the eighteen month period were classified

as falling into either the reserved or negotiable

categories

In both categories, cases and issues were sub-divided into

those initiated by either the branch or management. This

gave four modes of action representing increasing degrees of

branch proaction.

Action Issue Area
Mode .

A Reserved

B Negotiable

c FNegotiable

D Reserved

Famely: -
Initiating
Party

Management
Management

Branch

Branch
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Characteristics

Branch listening (on
behalf of members) to
management decision.

Branch negotiating (on
bebalf of members) a
management proposal.

Branch attempting to
enhance menbers
interests in area
where management's
unilateral decision
making already
eroded by prior
agreements,

Branch attempting to
advance members
interests by
alteration to
management's
boundaries of
unilateral decision
making.



iii. Proportions of branch memberships covered by cases handled in
each action mode were summed to give mode totals. Node
totals added together represented the sum of all branch jab
regulation activity for the time period. From this a
profile of action was obtained by calculating the percent-
age of the whole, represented by each action mode.

These are shown graphically in Fig. 6.1

iv. Overall indices of initiation were derived by multiplying

mode percentages by the following mode scores.

Action Mode Score
A 1
B 33
C 66
D 100

The scoring framework was selected to produce an index having

theoretical extremes of 100 and 1. The former representing a
branch proactive about all issues and the latter one which only

reacted to management proposals.

Derivation of these indices is shown in full in appendices S5.1 to

5.5,4 and summary results are given in table 6.3 below,.
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Index of Initiation

Gas Branch 44,938
Electricity Branch 47,921
Local Authority Branch 1 71.056
Local Authority Branch 2 54.420

Table 6.3 Summary Initiatiop Index Scores

As can be seen from the summary table the most proactive branch was
Local Authority 1 and the least Gas. However, the profile of

differences shown in fig. 6.1 gives a more revealing picture.

In the Local Authorities, management were the initiating party only
in reserved areas. Moreover in each one, their dinitiations
accounted for very nearly the same proportions of total activity.
Thus branches were not forced to devote their efforts to defence of
their frontiers of control. Vith respect to the other modes of
action, the two Local Authority branches were quite different.
Branch number one had a very high level of initiation in hitherto
reserved areas, The other branch tended to initiate mainly in

those which were negotiable areas.

In both Nationalised Industries ©branches were largely reactive to
mapnagement initiatives. The distinguishing feature between the

two was management's higher level of initiation in negotiadble areas

in Gas,
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It can also be noted that the areas in which the two branches did
initiate were different. Vith the Gas Branch it was in hitherto
reserved areas. In tbe case of Electricity it was totally in
regard to negotiable issues, but the proportions of membership
affected indicate that initiation was frequently in an attempt to
expand the provisions of an existing agreement seen by the branch

as unsatisfactory in its present state.

Intensity of Action

Two major considerations influenced the way in which the measure

for this dimension was operationalised:

1. For evaluation of intensity at branch level, proportions of
members affected by issues and cases would need to be
incorporated into the measure. Two issues involving the
same action patterns but with different numbers of members

should not be rated the same in terms of intensity.

ii. To simply dichotomise actions into militant and non-militant
would be both arbitary and misleading, A more finely
graduated classification, enabling expression of a wide

range of actions would need to be used.
To provide data for the measure, details of all cases and issues

adopted and pursued over an eighteen month period were used.

Sources of this data have been described abave.
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Indices of branch intensity were derived as follows:

1'

4,

Cases and issues adopted were classified into types according
to the most intense action used in their pursuit. Each type
was allocated a nominal score reflecting increasing degrees
of intensity with the scoring framework being selected to

produce an index having a maximum value of 100.

Each case or issue was also classified as falling into one of
five categories roughly approximating to the breadth of its.
impact on membershps of branches, trade union or beyond; i.e.
Individual Issues, Group/Departmental Issues, Organisational
Issues, Industry lssues, Vider Social Issues. This

Sub~division was adopted for descriptive purposes and to
highlight any differences in action patterns associated with the

level of trade union from which issues emenated.

. For cases and issues in each category the proportion of branch

membership involved was multiplied by its intensity nominal
score. This produced a case index which reflected the
proportion of the branch involved in a pattern of action at a

level of intensity.

These case indices were summed and the resulting figure divided
by the total number of cases and issues. This gave an overall
index reflecting the mean level of intensity for all cases and

issues throughout the time period.
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Scores on this index could theoretically fall between 1 and 100; a
high figure representing greater intensity of action. It 1is
important to note howaever, that the index represents not only
different actions but the breadth of their adoption. Very high
scores could only be obtained by relatively militant action

involving all members on all issues; a fairly untypical situation,
Derivation of indices together with the action type scores used is

shown in in detail in Appendices S6.1 to S6.4 and summary results

given in table 6.4 below

Index of Intensity of Action

Gas Branch 2.235
Electricity Branch 3,456
Local Authority Branch 1 _ 1.406
Llocal Authority Branch 2 1,390

Table 6.4 Summary of Intensity Ipdex Scores

The summary results demonstrated that the highest level of
intensity was displayed by the Electricity Branch and the second
bighest by Gas., Vhen taken across all cases and issues the scores
of these two branches indicated an average action pattern of
Informal Negotiation. This however, was a greater intensity of
action than the 1local authority branghes. where the average

v

intensity of action was below joint consultation.

134



Although indices portray average patterns of action, there are
differences shown in Appendices S6.1 to S6.4 which give a somewhat
richer picture. Here it can be seeen that so far as individual

issues are concerned, all four branches were very similar.

At group/departmental level it was the Gas branch which scored
highest; a score largely derived from a single occurrence of
strike action involving the whole membership. The difference
between the gas branch and others in the relative volumes of
activity at this level is an important distinguishing feature. The
Electricity branch, whilst still having large numbers of members
involved at this level attained a lower score because matters were
.handled largely by negotiation., Both local authority branches had
low scores reflecting issues 1involving relatively small membership

proportions.

At organisational level there were also wide differences in both
numbers of issues and action patterns. Here the interesting
feature is the gas branch which became involved in only one issue,
but this was pursued by relatively militant action. Other
branches were involved in greater numbers of issues at this level

and pursued them by a wider variety of actions.
Turning now to industry level issues, all branches had identical

ecores derived from similar patterns of adoption and pursuit of

nationally initiated issues.
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At the Vider Social level all branches but one had scores
reflecting totally passive patterns of issue adaption. The
exception here was Local Authority Branch 1, which  actively

pursued an issue of this type into a negotiating forum,

Representativeness

A single measure was used for this dimension; namely, non-activist
perceptions of potential representativeness on a broad range of
issues to which they could be exposed. Although the measure of
representativeness was concerned with rank and file evaluatinns. it
was also considered useful ¢to obtain a similar measure for
activists. This was concerned with the influence activists
perceived themselves to have in influencing branch policy and was
obtained because it was felt that any differences between the two
groups was a potentially useful feature that might aid explanations

of scores on this and pther dimensions.

Data for the measure was obtained from responses to item C7 on self
administered questionnaires (Appendix X3.1). This asked subjects
to indicate their perceived opportunity to influence branch policy
on five categories of issues: Individual, Group/Departmental,

Organisational, Industry and Vider Social.

For each category mean scores were calculated, and from these the
mean score for all categories was obtained. Scores on this
measure could theoretically range between 100 and 1 - the former

reflecting perceptions of very high representativess.
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Detailed results are presented in appendices S7.1 and S7.2 for non~
activists and activists respectively and summary scaores in table
6.5 below. Appendices S7.3 to 87.6 give comparisons between

activist and non-activist samples within each branch.

Nean Sample Score Nean Sample Score
KNon-Activists Actlvists
(comparison only)
Gas Branch 45,739 65.833
Electricity Branch 43,499 71.3%2
Local Authority Branch 1 58.354 64.288.
Local Authority Branch 2 40.444 61.335

Table 6.5 Summary Representativeness Scores

In only one branch (Local Authority 1) did the non-activist scores
reach the half-scale value of 50. Conversely activists saw

themselves as having much higher opportunities to influence policy.

Although reflecting the overall position in branches, summary
scores mask several interesting features in the way scores varied
by issue category. Here it can be seen in Appendix S57.1 that
differences between non-activists scores were only statistically
significant at the minimum level for two issue categories;

organisational and wider social.

For wider sacial issues, significant differences arose from the
lower scores for two branches in the 1issue category where

representativeness was most poorly evaluated,
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Vith organisational issues the picture is somewhat different. Here
Local Authority 1 branch members saw their opportunity to shape
policy as highest at group/departmental and organisational levels.
For other branches, there was a progressive decline in perceived
representativeness as issue levels moved from individual to wider

sacial,

For activists, differences 1in scores were not statistically
significant in any issue category (Appendix S7.2). An {mportant
feature was that they perceived their opportunity to influence
policy to be at its highest at either group/departmental or

organisational levels.

Appendices S7.3 to 57.6 show that each branch had its own pattern
of differences between activist and non-activist scores. For the
Gas branch differences were small and nowhere statistically
significant. Similarly in Local Authority branch 1, although
differences were statisticaly significant in four categories, mean
scores were (with the exception of wider social issues) quite
close, Conversely, in Electricity and Local Authority 2 branches

differences were much larger and statistically significant in

several categories.

As a preliminary finding it can be observed that the two branches
where rank and file evaluations of representativeness were the
highest, differences between activist and non-activist scores were

the smallest. Conversely, where rank and file evaluations were
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lowest, differences in perceptions were highest. This, as will be

seen in later chapters, has some connection with differences in

branch decision making processes.

AN QVERVIEV OF THE FIVE DIMENSIONS

As described above, the five dimensions used to characterise
approaches ta 1issues of Job regulation bhave been treated
discretely. It remains therefore, to 1llustrate a number of
features with respect to patterns of positionings which are germane
to subsequent explanations. Table 6.6 below gives summary scores

for all five dimensions together with rank order positions for each

branch: -
Gas Branch Electricity Local Authority | Local Authority
Dipension Branch Branch 1 Branch 2
Score | Rank | Score |Rank Score Rank Score Rank
Dependence on
Outeide Trade Union 10.202 4 |22.058 1 19.000 3 19,458 2
Focus in lssues 0.644 4 1.200 3 18.9038 1 1.509 2
Initiation of Action | 44.038 4 | 47.921 3 71.0%68 1 54.420 2
Intensity in Action 2,235 2 3.456 1 1.406 3 1.390 4
Representativeness
for Yon-Activists 45.73% 2 43.499 3 58,354 1 40,444 4
Activiete Fercertions
of their Influence
(for compazison only)| o5 gas| 2 [71.882| 1 ee.288 | 3 | e1.305 |

Table 6.6 Branch Scores and Rank Order Ppsitions on the
Elve Dimensions of Approaches to Issues of Job Regulation
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The most convenient way to illustrate potential interconnections in
positioning is to compare and contrast branches on a number of

dimensions.

A noticeable feature was the relationship between focus and
initiation of issues i.e. the more externally focused the branch
the higher its level of initiation of issues. A weaker nesatLVa
relationship was apparent between initiation and intensity of
action. The two branches with the most intense action patterns
(Gas and Electricity) were those with the 1lowest 1levels of
initiation. Conversely the two local authority branches which
initiated more issues had patterns of pursuit which were less

intense,

It is also noticeable that the two branches evaluated highest by
their members in terms of representativeness (Gas and Local
Authority 1) were also those with least dependence on the outside

trade union.

Finally, although not a dimension used here to compare differences
between branches, the direct relationship between intensity of
action and activist evaluations of their opportunity to influence
policy and action is worthy of mention. As activist evaluations

of their influence rose, so did the intensity level with which

issues were pursued.
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Thus tentative evidence emerged that some dimensions could be
connected, The following chapters explore in depth a number of

factors which provide some explanations of these features.

141



INTRODUCTION

This chapter and the next, both deal with issues as factors which can
in themselves shape branch patterns of action. The following chapter
deals with the topic in a more generalised way, whilst this one
concerns itself with a number of dominant issues each of which had a
detectable influence on one or more aspects of a branch's approach to

Job regulation.

Issues are described, together with a ©brief note on their more
pronounced effects., The drawing of overall conclusions on the effects
of issues is deferred until the end of the following chapter where
data from both chnpiers is drawn into an integrated picture for each

branch.

GENERAL

The primary activity of all branches studied was involvement in
issues, each branch having its own particular workload which
constituted an imperative to respond with particular patterns of
action. However within overall workloads it was possible to identify
in each branch a small number of dominant issues, the existence of

which had a more visible effect in shaping action.
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Data to describe and explain these features was obtained from
responses to questions 36 to 44 on the interview schedule (Appendix
M4. 1, Details obtained from responses were checked against branch
records and correspondence, For those issues current whilst fieldwork

was in progress, interview data was supplemented by observation of

branch meetings where issues were discussed.

THE GAS BRANCH
For this ©branch the bulk of case workload was departmental
reorganisations. These were of either a purely structural nature or

involved introduction of new technology and working methods.

Some two years prior to the study there had been a number of major
reorganisations and the branch's workload can be seen as part of the
legacy of previous events. At the time of the study a process of
adjustment to new structures and technologies at departmental 1level
had prompted the high number of reorganisations. As a consequence the
focus of negotiating activity had shifted to workplace level and for
the branch concerned, the period was one of high activity. Arising
from these reorganisations was an almost 4nevitable volume of

individual cases concerning regradings, redeployments etc.

Vithin this milieu two prominent issues occurred which had a highly
vieible effect on the branch's approach to job regulation.

The Meter Readers Dispute

This issue occurred some twelve months prior to the commencement of

fieldwork. It centred around management's proposals to institute

143



major changes in working practices for a group of employees, some of

whom were branch members.

After prolonged negotiations, senior management refused to modify
their proposals and threatened to impose +the «changes without
agreement. In retaliation, the trade union side of the Regional

Joint Council (R.J.C.,) threatened all out strike action.

In the branch investigated, a special executive meeting decided that
stewards should sense member opinion to the retaliatory strike and
report back to branch officers who would then vote at a meeting of
representatives of all branches. In essence the rank and file view
that emerged was that whilst they did not wish to take strike action,
they would do so if instructed. This view however, came only from
the small number of stewards who had been able to extract any answer

from their constituents.

Faced with this somewhat ambiguous situation, branch officers felt
unable to vote one way or the other at a reconvened meeting of
branches. However, they agreed to instruct branch members according
to the majority view of the meeting. This was for strike action and
both management and the branch membership were informed that unless
the proposed imposition of changes was withdrawn, indefinite strike
action would commence two days later. WVithin twenty four hours of the
instruction being given, members called a mass meeting of the branch

and summoned branch officers to attend and account for their actions.
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The meeting resulted in an emotive and heated exchange of views.
Activists stressed the need for solidarity and criticized the rank and
file for failing to give a clear indication of their will until after
the event, 1In return, the rank and file criticized their officers for
not balloting before deciding on strike action and for being (as they
saw matters) at the beck and call of the district trade union and

other branches.

Since a compromise accommodation was reached with management the
strike lasted less than one day. However, for some time there was an
uneasy relationship between activists and the rank and file. The
whole matter reached a climax some two months later at the branch
annual general meeting. Here stewards and officers refused to take
office for the following year unless in future, rank and file members
were prepared to take a greater interest in events and make their will

known to the executive,

The rank and file virtually had to plead with activists to take office
but nevertheless stressed that from that time they would require the
executive committee to attend to the affairs of the branch and put
the interests of its members before those of other parts of the trade
union, As a result an uneasy truce was concocted which clearly laid
down for activists the matters with which they were expected to
concern themselves, In return, within the confines of their brief,
activists had obtained for themselves a more focal and influential

role in issue definition and shaping.
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The Issue of Accountability of Regional Negotiators

This issue occurred almost immediately after the one above.

For twelve month's prior to its occurrence there had been persistent
rumours that a major reorganisation of service depots represented by
the branch would reduce their number from five to four. Despite
requests for information on this omatter, the existence of

reorganisation plans was denied by management.

Eventually, information in the form of a map outlining the proposed
changes came into the possession of the branch secretary who tackled
management on the matter, Management repeated their denial of
reorganisation plans and the branch then decided to push matters into

the regional negotiating forum (R.J.C.).

Accordingly branch representatives reported the matter at the next
meeting of the District Service Conditions Committee. They
successfully proposed a motion binding the trade union side of the
Regional Joint Council to convene a special meeting to pursue the
matter which, if not resolved, could then be forced to National level.
However, at a pre-meeting of the trade-union side, the full-time
officer argued against pursuit of the issue. Despite efforts of

the two branch members who were at that time part of the trade union

side, the full time officers advice was followed.

A special meeting of the branch executive committee (where these

events were reported) took the line that the trade union side of the
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Regional Joint Council was appointed by the District Service
Conditions Committee and had no right to refuse to negotiate an issue
when so instructed. Accordingly, branch representatives on the
District Service Conditions Committee were instructed to move a vote
of censure on the trade union side of the Regional Joint Council and
the full-time officer. This was done but the motion was defeated and
both branch members of the trade union side immediately resigned their

seats.

Vhen matters were reported back, the branch executive took the view
that events had virtually removed from the trade union side of the
Regional Joint Council any accountability to the membership on whose
part it negotiated. As such, it was felt to have little relevance as
a channel through which the branch could pursue issues on behalf of
its members. It was decided therefore to take the issue before an
open meeting of the branch, after first reporting matters more widely

via stewards.

At the open meeting two resolutions of particular significance
received extensive debate and were passed unanimously, The first was
a motion  that the branch would no longer hold itself bound by
decisions and policies of either the District Service Conditions
Committee or the trade union side of the Regional Joint Council.
Moreover it would, in future, deal independently with all cases and

issues of concern to its own members alone.
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The second motion was a recognition that the first would require a
stronger and more effective shop steward system to deal with workplace
matters in order to free branch officers to negotiate on issues
hitherto handled by or with the full-time officer. The motion made it
a branch rule that all cases and issues be channelled via stewards and
remain their property until adopted by the branch at an executive
meeting. A corollary, of course, was that a constituency without a
steward would be unable to be represented by the branch without first
pleading the case before an open meeting. Following the meeting
management were informed of the branch's new policy and from then on
the full-time officer was excluded from all involvement in its cases

and issues.

The effects of this and the previous issue on branch action were to
some extent mutually reinforcing. Both issues served to firmly
delineate the boundaries of branch involvement in issues. In
addition both strengthened the role and influence of steward
organisation and placed a measure of responsibility firmly onto the
shoulders of rank and file members for achieving success in the
pursuit of issues. The second issue on its own determined that the

branch would be highly independent from the outside trade union.

Two subsequent events will perhaps illustrate the manifestations of
the policy. In the first, instead of pursuing a group grievance about
shift-pay entitlement via Regional and National procedures, the branch
mobilized support via 1its strengthened steward system to force

management (contrary to national agreements) to pay the allowances.
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In the second, the branch held its own internal ballot and accepted
management proposals on local holiday timing contrary to the stance
then being taken by the trade union side of the Regional Joint Council

that the proposals were unacceptable.

ELECTRICITY BRANCH

This ©branch also bhad a substantial workload arising from
organisational change. As with the Gas Branch, the then current
reorganisation arose as a consequence of earlier changes. In this
case however, the number of reaorganisations to be dealt with was much
smaller. These were concerned solely with organisation structures but

affected all branch members.

Traditionally job regulation activity by the branch had largely been
at individual level; existing national agreements together with
custom and practice making almost anything above this a matter for
full-time officer involvement. However, for some time, organisational
change in the form of new structures and technologies had induced a
more prominent role for the branch in representation of groups of
members.  Vithin this pattern, two very prominent issues occurred,
both of which had a detectable influence on the branch's approach to
job regulation.

The Issue of Support for Other Trade Uniops

This issue had its roots in the decision of NALGO at national level to
donate several thousand pounds to the National Union of Nineworkers
during its long dispute with the National Coal Board in 1984/85.

Vhilst the dispute was in progress, all NALGO branches were asked by
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the parent union to consider making donations to a hardship fund for
miners families. The executive committee of the branch decided to

accede to one of these appeals and a donation was made,

Knowledge of the branch donation become widespread shortly before an
open meeting was held on another topic; at which point a number of
rank and file members tabled it as an agenda item, Despite
protestations that they were merely responding to what had become
national trade union policy, many branch members saw the actions of
thelir executive committee as overtly political. Rank and file members
could not (or would not) distinguish between a contribution to another
union's strike fund and a donation to a hardship fund for striker's
families. As a result the executive committee were severely censured
and instructed to make no further donations of a like nature without
specific permission. In addition there were a number of resignations

from the union.

Arising from this issue was a somewhat reluctant realisation by
activists that matters beyond those strictly concerned with service
conditions could be anathama to the membership., In so far as the rank
and file were concerned it may well be that the issue prompted a
degree of watchfulness over, or even interest in, branch activities.
For example attendance at open meetings was much higher after the
event and hitherto unrepresented groups nominated representatives to

it on the branch executive committee,
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Amalgamation of North apd South Divisions

This issue arose shortly before the commencement of fieldwork. It had
its origins some years previously when the employing authority had

implemented a major structural reorganisation.

Prior to the earlier reorganisation, organisational structure was that
of a fairly large number of divisions each covering a small
geographic area. In the reorganisation the number of divisions was
reduced, each new one consisting of two or more of the'previous hnits.
For the branch studied this had resulted in the amalgamation of three
small divisions, each one retaining its own site with parallel
functions and structures - a situation ripe for further

rationalisation.

In the year prior to the study, rationalisation had commenced with the
transfer of the bulk of work and duties from the smallest site to the
remaining two. A small number of employees remained on the small
site which was retained as a depot and stores. Shortly after
fieldwork commenced, management announced their intention of closing
one of the remaining sites which would effectively bring the bulk of
personnel under one roof. It was not specified which office was to
close, merely that the decision would rest on the commercial

consideration of which site could most easily be sold.
In the absence of any definite information the situation was highly
ambiguous for all branch members. Moreover, an inherent part of the

proposal was a rationalisation of parallel structures into a single
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chain of command, Consequently there were real fears of loss of

position, career prospects and even security of employment.

Existing agreements made it inevitable that the proposal was first
aired at regional negotiating level, Indeed, under what bhad
hitherto been negotiating practice, it is at this level that the
matter would normally bhave remained to be handled by the full-time
trade union side secretary. However, the branch executive took
the decision to handle matters itself. Accordingly it asserted the
constitutional right of the lower tier Whitley body (the Staff
Committee) to handle the issue; a step which caused some

consternation at District Level.

A well attended open meeting was held by the branch at which the
executive committee put forward its proposals for negotiating
objectives. However, a degree of factionalism based on existing
geography appeared amongst branch members. There were assumptions
(subsequently supported by events) as to which site would be
closed, Those already located at the one which it was assumed
would remain open, attempted to make a case for protection of
sitting tenancies for existing postholders, thus ensuring for
thamsel;es a somewhat unequal opportunity of promotion, or at least
avoidance of demotion. This was resisted by activists and members
from the other site who had their own concerns with respect to

relocation.,
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Eventually a compromise set of negotiating objectives was agreed
which, apart from a few minor points, was that originally proposed
by the executive committee. The most important point (designed to
remove some of the nagging ambiguity) was reflected in the motion
that “there be no cooperation whatsoever with management's
praoposals until full structures (including numbers and grading of
posts) were published together with a decision on which site was'to

remain open®.

This ploy put matters firmly back in management's hands and gave
branch negotiators a breathing space to construct more detailed
plans. Subsequent events made action to implement the spirit of
the motion unnecessary. Management quickly took the decision to
close one of the sites without finding a buyer and produced
proposed structures. These were discussed with the membership by

representatives who fed comments back to the executive committee.

At this point the branch executive took the initiative. Taking
cognizance of members comments and apprehensions, it produced its
own plan specifying how the reorganisation should be implemented.
This included a no compulsory redundancy clause and a system of
counselling interviews for all members before decisions were made
on redeployment to specific posts. The right to be accompanied by
a trade union representative at the counselling interview was
included. It was proposed that the existing sub-depot remain open
to accommodate those whose domicile made a move to the new location

impossible and a scale of relocation and travelling allowances was
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suggested for those who moved. These proposals were quickly
presented to management and <(after some bargaining) accepted

virtually unaltered,

The whole matter, including branch initiatives, was reported to the
membership at the annual general meeting some six weeks later. The
full proposals were debated and unanimously accepted by the
membership who were highly congratulatory of efforts and

initiatives on their behalf.

As with the Gas Branch there was an element of mutual reinforcement
in the effects of the two issues. The first served to delineate
legitimate branch activity and assert member demands to be involved
in matters that affected them. - The second focused attention on
domestic matters in a service where nationally negotiated issues
traditionally dominated union activity, Moreover in the way it
was handled, this second issue both established a strong
representational role for the branch and gave the rank and file

higher involvement in decisioms.

This may well have had an adverse effect on overall rank and file
evaluations of branch representativeness. It could have raised
expectations about control of all issues; an expectation which in
practical terms could not be satisfied. For example, a short while
later branch activists were engaged in attempting to mobilise a yes
vote for a national ballot on minor industrial action in pursuit of

a claim for reduced working hours. Here the rank and file seemed
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unable to comprehend that they alone could not determine for

national negotiators how the issue should be pursued.

LOCAL AUTHORITY BRANCH 1

Although this branch also dealt with a number of departmental level
reorganisations, these generally involved quite small numbers of
members. The vast majority of its job regulation activity was
conducted at organisational level 1in the negotiation and re-
negotiation of formal agreements. Indeed, almost all departmental
and individual cases and issues arose from structural adjustments
prompted by organisational agreements. VWithin this milieau, four
issues stand out as visibly affecting approaches to job regulation.
The Issue of Accountability of Branch Officers and Delegates

This matter was also connected with donations made by the parent
trade union in the National Union of Mineworkers' strike. However,
the point at issue was not local donations to a hardship fund, but
NALGO's national contribution. Here the membership of the
branch was highly incensed, with much talk of mass resignations

from the union.

Eventually a number of other branches requisitioned a special one-
day national conference to debate the issue. The executive
committee of the branch, knowing that feelings were running high,
called a special open meeting to mandate its delegate. At the
meeting activists argued that the delegate should bhave an
unencumbered vote after hearing the arguments. However, rank and

file members firmly instructed that he vote to censure the National
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Executive Committee for donations already made and against further

contributions.

At the conference itself, after listening to the arguments the
delegate voted contrary to the branch mandate. Vhen this became
known in the branch, a furore erupted but no open meeting was held
to allow the members to voice their feelings. The consequence was
the creation amongst active and non-active members of suspicion
that there existed within the branch an inner cabal of senior
officers who would act (irrespective of how instructed) ﬁs they saw
fit,

Local Unemployment Initiatives

In accordance with NALGO's national policy of attempting to combat
unemployment, the branch bhad for some time prior to the study
maintained pressure on the employer to give employment to the
maximum numbers possible. The area served by the authority was one
which had an unemployment level well above the national average and
at a branch executive meeting it was proposed and carried that the

branch itself should do something more positive.

The idea was floated that the membership be voluntarily levied and
the proceeds used to fund additional new jobs in the organisation
jointly with the employer. Support for this was canvassed and
willing consent of the membership obtained. Therefore negotiations
were opened with the employer which resulted in an agreement to do

as proposed,
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At an open meeting where the result of the negotiations was
reported, it become clear that rank and file members as well as
activists had some desire for involvement of the branch in wider
social issues; but of this type only. From henceforth an
unwritten, informal but nevertheless consistently followed policy,
was a degree of participation in the affairs of the local
community. In some cases this was passive and took the form of
donations and grants. In others, a more active role was played in
promoting local festivals and events. All of this took place with
the consent and sometimes active involvement of rank and file
members. Almost inevitably, once the branch's horizons had been
extended beyond the ©boundaries of the enmploying authority,
donations and support for many other issues of a wider social
nature was forthcoming. A legacy of the issue was therefore a
degree of external focus totally untypical of other branches
studied.

Iransfer of Assets of New Town Development Corporation

This matter had been live for sometime before fieldwork in the
branch, It had its roots in the 1980 decision of central
government to wind-up New Town Development Corporations and

accelerate the process of asset transfer to local authorities.

It was part of national NALGO policy that New Town's staff should
effectively be given first priority for employment in the expanded
local authorities which resulted from transfer of assets,
Accordingly the branch successfully negotiated an agreement with

the employer which embodied this principle together with protected
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salaries and service conditions for those who transferred.
Problematically, staff in New Town development corporations (%o
compensate for the finite nature of employemnt) enjoyed samewhat
better s;laries and service conditions than equivalent posts in
local authorities. Therefore in concluding the agreement, the
branch came into conflict with some of its own members; many of
whom felt that too much effort had been devoted to protectiﬁn of
what they saw as privileged outsiders. At one point rank and
file members refused to sanction the signing of the agreement until

some of its clauses had been drastically modified,

It also became clear that some groups of members would be more
affected than others. For example with the transfer of
substantial housing stock and public works responsibility, it was
obvious that these two functions would need to absorb the bulk of
staff from the Development Corporation. Consequently there was
some apprehension in the department's concerned that the
transferred employees would be an' imported strata that blocked
career prospects. Indeed, a degree of factionalism arose in which
those most affected tried to pursue sectional interests and others
to promote wider trade union paolicy. Tensions were heightened by
negotiating practices in the organisation. The process of
bargaining was frequently conducted between a small pumber
(usually two) branch officers and the same number of personnel
specialists, Coincidentally one of the branch's two chief

negotiators worked in a department most affected. Inevitably
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therefore, o0ld wounds were opened in regard to accountability of

branch officers.

Since transfer was not finalised by the start of the study, the
issue (together with the one following) came to dominate branch
thoughts throughout the investigation. 1It's primary effect was to
bring workplace representatives and their constituents intﬁ an
increased level of interaction. Representatives were consistently
used by the rank and file as information sources and sometimes fo
vociferously pursue factional interests at executive meetings.

The Issue of Privatisation

This issue like the previous one, was an ongoing matter for the
branch. It bhad its origins in the steps taken by central
government to encourage the subcontracting out to private tender of

various functions performed by local authorities.

Faced with future scrutiny of the authority's activities, it bad
been realised by a number of elected councillors that pressures to
privatise might grow stronger and be extremely hard to resist. An
approach was therefore made to all trade unions within the
organisation to form an ad-hoc consultative committee to discuss
how this situation might be dealt with. Accordingly the branch

secretary and chairman were nominated to sit on this committee.
From the outset, the committee operated in a fairly unconventional
way. It very quickly emerged that all parties had the common aim

of resisting privatisation. From then on the bulk of discussion
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concerned the relative merits of different proposals to attain this
objective. Bargaining therefore bhad a distinctly integrative

framework (Valton and McKersie 1665).

At the time of the study, the most significant conclusion reached
was that certain departments were more susceptible to privatisation
than others. Consequently for these departments, it would be
necessary to demonstrate to any external scrutineers a picture of
extremely high efficiency and economy; particularly in the use of
labour. Short of redundancies, relocation of employees away from
these departments into other, less sensitive areas was agreed as
the most appropriate step. As a party to the bargain, trade unions
were expected to play a positive role in encouraging members to

make these moves.

This issue bad perhaps a greater effect on approaches to Jjob
regulation than all others. The establishment of a pattern of
integrative bargaining for this issue tended to result in a more
integrative approach to many others. Since for almost all major
issues the same two senior branch officers were the bargaining
agents, this did little to dispel lightly veiled accusations of an

inner cabal or, indeed, that the branch was being politicised.

An even more noteworthy feature was that the potential wholesale
movement of employees spawned a number of proposals by the branch
for new agreements to formally protect members service conditions

and career opportunities if seconded or relocated. Thus the branch
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tended to become the initiating party in a high proportion of new

issues of job regulation.

LOCAL AUTHORITY BRANCH 2

Like the other local authority branch, most job regulation activity
was conducted at the level of the employing authority. However,
this branch bad already dealt with transfer of assets from a New
Town Development Corporation. The employing organisation, rather
than being faced with an impending upheaval was in the process of
settling down after a major change. For this branch, job
regulation mainly consisted of an ongoing routine of attempting to
gain small increments of improvement for its members - either as
individuals, or as a whole, through new agreements. Two prominent
isssues stand out as having an effect in shaping its approach.
Iransfer of Assets from New Town Development Corparation

This event, prompted by the same central government directive as
for the previous branch, had occurred some twelve months prior to
fieldwork, It had an indirect but nevertheless significant impact

on approaches to job regulation.

Negotiations for the transfer itself had proceeded smoothly and the
branch achieved much in terms of protected salaries and service
conditions for those who toock up employment with the 1local
authority. Unfortunately several of those who did transfer
exploited loopholes in the agreements by first taking redundancy
from the Development Corporation, then employment with the local

authority on protected conditionms.
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Irevitably this resulted in a degree of animosity and factionalism
in the branch. This still persisted in some degree nine months
later when fieldwork commenced. It provided a legacy of feeling
which was to materially influence the most important issue which is
described next.

The Issue of Local Holiday Entitlement

The origins of this issue lie well before the 1974 local government
reorganisation. At that time the employing authority, had been a
small town council with a somewhat paternal approach to employees.
A decision had been taken by the elected body to grant all
enmployees an additional Tuesday as a local supplement to every
national bank holiday. Although never ratified as a formal
agreement between trade union and employer, this was recorded in

council minutes and honoured as a custom and practice arrangement.

Throughout the next two decades as the number of public bank
holidays progressively increased, the employer experienced
increasing difficulty in making its services accessible to the
public on these supplementary Tuesdays., Eventually some four years
before the study, the decision was taken in council that the
arrangements would be honoured for all existing employees but new
appointments would only be granted the basic nationally agreed

boliday entitlement,
Although new employees all joined with this pravision reflected in
their contracts of employment, the decision remained unimplemented

for some years. The number of new employees was comparatively
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small and the council would have found it virtually impossible to
open its offices on bank holiday Tuesdays. An additional
complicating factor was that in the meantime, a fairly large number
of employees from the now defunct Development Corporation had
Joined the local authority, all of whom enjoyed the additional day

as part of their protected conditions.

After four years however, the employer realised that there were now
sufficient new employees with only the basic holiday antitlemﬂnt.tn
make possible the opening of offices on Tuesdays following bank
holidays. Accordingly, it was announced that from henceforth this

would happen with manning by those on the basic contract.

The announcement raised an immediate howl of protest from those
affected. An open meeting was requisitioned by these members to
press their case. Here it was explained to the affected members
that under employment law, their contracts were individual and
binding. However, branch officers did agree to take the issue on
board and open negotiations which, if necessary, would be pursued
under dispute procedures to negotiating forums outside the

authority.

ot content with this, the aggrieved faction proposed and had
passed, an all embracing motion. This specified that the branch
obtain (not, it will be noted, try to obtain) for all its members
the same holiday entitlement as that enjoyed by long serving

employees.
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The effect of this on branch negotiators and subsequent action was
extremely significant. Vhilst they felt the cause was a just and
worthy one, it was something of an albatross around their necks.
Short of the whole branch being prepared to back-up the demand with
industrial actionm, they felt the objective unattainable.
Notwithstanding the enthusiasm for the motion at the meeting, they
also felt that those already enjoying enhanced holidays were
unlikely to strike to obtain the entitlement for those who were
not. Indeed they felt that if this were put to the test it would

be likely to promote rampant factionalism in the branch.

The dilemma this posed was complicated by a number of other claims
for local enhancement of service conditions; most of which were
either in the early stages of negotiation or due for submission.
Inevitably if the common leave entitlement objective was to be
achieved then other negotiating goals might need to be surrendered

as a trade-off.

In effect this is just what happened. Other claims were either not
pressed or were actually withdrawn. Thus what had been planned as
an extremely proactive period of branch activity, became one of

almost complete reactivity to employer initiatives.

These then were the dominant issues in each branch. The following

'chapter examines total workloads of issues for each branch and
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integrates findings from this chapter into overall conclusions on

issues as factors shaping approaches to job regulation,
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ISSUES FACTORS: GENERAL MEASURES AND QVERVIEV

IRTRODUCTION

This chapter commences with the examination of a number of general
measures which tap attitudes of branch members to a range of
issves and participation in issue shaping. Member recollections
of issues which  occurred in the recent past of the branch
histories are then examined, together with their perceptions of the

range of issues in which branch involvement was desired.

The relationships between measures is explored and data from this
and the previous chapter are brought together in an examination of
the way in which issues factors give partial explanations of branch

approaches to job regulation.

GENERAL MEASURES

Issue Salience

For this 1measure, data was wused from self-administered
questionnaire items Cl1l, C2a, C3a, C4a, CSa and C6a (Appendices
M3.1), Question Cl asked respondents to indicate the rank order of
importance for branch involvement in five issue types: Individual
Issues, Group/Departmental Issues, Organisational Issues, Industry
Issues and Vider Social Issues. The remaining questions asked

respondents to rank order specific examples within each type.

This data was treated as follows:-
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i.  For each respondent, issue type ranks and ranks of issues
within each type, were transformed into a rank ordered list
for the fifteen issue examples, From these, mean rank
orders were calculated for non-activist and activist
samples of each branch.

ii.  Mean rank orders were ranked from one to fifteen to give
overall salience rankings for branch samples; a rank of 1-
being the highest salience.

Details of salience rankings obtained are given in
Appendices S8.1 to 8.6 and summary details for issue types

in table S8.1 below.

Individual 6roup/Departmental Organisational Industry Wider Sotial

Issuss Issues Issuss Issuss Issues

Gas Branch:

Non Activists 2 i ! 3 5

Activists 3 ] 2 4 5
Electricity Branch:

Non Activists 2 4 ] 3 §

Activists ] ] 3 2 5
Local Authority
Branch 1:

Non Activists 2 4 1 3 5

Activisis 2 3 1 4 3
Local Ruthority
Branth 2:

Non Activists 2 4 ] 3 ]

Activists ] 3 2 4 5
Jable 8.1 Rapk Order of Salisnce by lssue Tvpe
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Non~Activists in all branches had the same relative order of type
salience. For the fifteen issue examples, very few of the
differences Dbetween ©branches were statistically significant

(Appendix S8.1).

For activists there was a2 noticeable difference by type between
local authority and nationalised industry branches. In the latter
group/departmental issues were amongst the most salient whilst in
local authorities their importance was much lower. There was also
a difference in type salience between the nationalised industry
branches. In Gas, the three most salient issue types all lay
within the employing organisation whilst for Electricity, industry
issues were highly salient.
Perceived Importance of Rapk and File Involvement in Issue Shaping
For this measure, data from self-administered questionnaire items
C2b, C3b, C4b, C5b and C6b was used. For each of the fifteen
issue examples, respondents were asked to indicate on a five point
scale the importance of rank and file involvement in deciding
policy or action. Data obtained was treated as follows:
i.  Responses were scored 100, 75, 50, 25 or 1 according to the
cell ticked; the higher score representing Very Important.
11,  Mean scores for issue examples ware computed for
Non-activist and Activist samples of each branch. From
these, mean scores for issue types were calculated.
ii1,  Means for the fifteen issues were rank ordered to provide an
indication of the relative importance of rank and file

involvement in each one.
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iv, For summary comparison purposes, an overall index was
obtained by calculating the mean score for all fifteen
issues. Scores on this index could theoretially fall
between 1 and 100, the latter representing the highest

perceived importance for rank and file involvement.

Details of scores obtained are given in Appendices S9.1 to S9.6 and

summary results using indices in table 8.2 below:

Non-Activists Activists
Gas Branch: 80.133 75,062
Electricity Branch: 78.785 73.168
‘Local Authority Branch 1: 78.677 79,962
Local Authority Branch 2: 81.038 75.869

Table 8.2 Summary lIndices of Perceived Importance of
Rank and File Involvement in Issue Shaping.

Summary scores revealed a very important difference between Local
Authority 1 and other branches. Here, activists scored higher
than non-activists, Elsewhere activists perceived a lower

importance for rank and file involvement than did non-activists.

Turning now to the more detailed comparisons given in Appendices
S9.1 to S59.6, For non-acivists a noticeable difference was the
higher {importance given in the Electricity branch, to

group/departmental 1ssues. For activists there was a noticeable
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difference between local authority and nationalised industry
branches. In the latter, I{nvolvement in organisational level

issues was seen of lower importance.

A comparison of activist and non-activist samples in each branch

also highlighted some noteworthy features. For Local Authority

Branch 1, activists scored higher than non-activists on roughly

half the issues and lower on the remainder, but on no issue were

differences statistically significant. In all other branches, the

number of issues on which non-activists scored higher than

activists was much greater and on some issues differences in

scores were statisticaly significant,

Perceptions of Appropriate Methods

for Rank and File Involvement in Issue Shaping

For this measure, responses to questionnaire items C2c, C3c, C4c,

CS¢ and C6c were used. For each of the fifteen issue examples,

respondent were asked to indicate which of four methods they

considered best for expression of member opinions. The four

alternatives being:

1, Interested members seeking out representatives and
communicating their opinioans.

2. Representatives canvassing member's opinions.

3. Open branch meetings.

4, Secret ballots.

These four methods can be viewed as representing a trade-off

between certainty and effort. A progression from method one to

four gave a higher probability that rank and file opinion was
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incorporated into decisions; Dbut at the price of increasing
activist effort to organise opinion gathkering. For non-activists,
methods one and three were those requiring most effort to enmsure

their voice was heard.

For the fifteen issue examples, proportions of non-activist and
activist indicating each method were calculated. From these
figures, mean proportions were derived for each of the five issue

types. Detailed results are given in Appendices S10.1 to S10.6.

The results indicated some variation between branches in the degree
of consensus between activists and non-activists. This can be
illustrated by simplifying the data and comparing the number of
issues on which over 50% of activists and non-activist samples

either:-

1. Agree/disagree methods one or three are best,

ii. Agree/disagree methods two or four are best.

This is shown in Table 8.3 overleaf:-
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Number of lssues in Consensus Calegory
Consensus
Categories
6as Branch Electricity Local Authorily Llocal Authority
Branch Branch ! Branth 2

Over 50% of both
Non-activist and
Activist Sanples
indicated methods
2/4 best 7 b 12 7

Over 50% of both

Non-activist and

Activist Samples

indicated nethods

1/3 best 2 2 0 L1
Over 50% Non-

activists opted for

nethods 2/4 and

"over 50% Activistis

for methods 1/3 2 2 2 1
Over 50% Non

activists opted

for methods 1/3 and

over 504 Activists
for nethods 2/4 4 ] 1 2

Differences betveen branches x* (df 6) = 4,99  Not significant at P< 05

Jable 8.3 Dsgres of Consensus between Non-acfivists and Activists

on Best Nathod of Rank and File Involvement

Although the difference between branches was not statistically
significant, the table illustrates some important features. In
both local authority branches there was consensus between a
majority of non-activists and activists about method for twelve of
the fifteen issues. Moreover in Local Authority Branch 1, both
groups accepted that the onus should be on activists to seek-out

rank and file opinion.
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For the nationalised industry branches, the most interesting
feature was the fairly high proportions of issues in the bottom
line of the table, Here activists had underestimated issues in
which rank and file members were themselves prepared to take pains
to become involved. Both branches were those of the lowest external
focus (Chapter 6) and the issues themselves were o©of the wider
social type and of very low salience. Thus there are implications
that to rank and file willingness +to participate could have been

to prevent branch involvement.

RECENT ISSUES

Four measures were used in respect of recent issues, all of which
were developed from responses to questions 36 to 38 on the
interview schedule (Appendix ¥4.1),

Salience of Recent Issues

For this measure, responses to questions 36 to 38 were used.
Question 36 asked respondents to name important issues having
occurred in the previous twelve months. 1In question 37 they were
asked to indicate the importance of named issues on a five-point
rating scale with extremes identified as "extremely important" and
"negligible importance." These responses were scored from two

to ten; the latter representing extremely important.

Question 38 asked respondents to rank the order of importance of
the named issues; a precaution introduced to deal with tied scores
to question 37. In no case did any respondent evaluate more than

two issues of the same degree of i{mportance for question 37.
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Therefore rank orders were allocated to scores as shown in Appendix

M4.1,

Salience for each issue mentioned was obtained by multiplying
scores to questions 37 and 38, This gave a score for the issue
which could theoretically fall between 2 and 100; the latter being
maximum salience, Respondent scores for this and all oather
measures for the named issue, were classified by type and retained

for analysis which is described later,

For non-activists and activists in each branch, mean scores were
calculated for specific named issues e.g. Grading Claim,
'Departmental Reorganisation. Specific named issues were then
grouped according to the typology wused throughout this
investigation and mean type scores calculated. Finally, overall
indices of salience were obtained by computing the weighted average
salience for all 1issue types. These are shown in full in
Appendices S11.1 to S11.6 and summaery scores for overall salience

indices and frequences of recall are given in table 8.4 below:-

Nean Salience of Recent lssuss Frequency of Recall;
Nean Issu2s par Respondent
Non-activists Activists — Non-activisls  Activists
Gas Branch 471,713 §6,380 2,90 3,614
Electricity Branch £9.825 56,452 2,333 2,321
Local Authority
Branch | 65,862 62,174 2,304 3,440

Loal Authority
Branth 2 69,513 59,149 2,500 3,350

Jable 8.4 Recent Issyes: Mean Sallence and Mean Frequency of Jssyss Racalled
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Taken as a whole, in 2all branches except Gas (where the position
was reversed) recent issues were more salient to non-activists than
activists. The general indices however, mask some of the more
prominent differences revealed in appendices S11.1 to S11,6.
Vithin every branch there were differences between non-activists
and activists in the relative order of type saliences. Moreaver,
these differences in relative salience were stronger in some
branches than others; a feature which relates to some of the

prominent issues described in the previous chapter.

Perceived Influence of Rank and File Members in Recept Issues

For this measure, data from interview schedule items 40 to 44 was

used,

For each issue nmentioned, Question 40 asked respondents to recall
methods used to both inform and sense rank and file opinion.
Responses were classified into four methods, each with a nominal

score as shown in Appendix M4.1.

Questions 41 and 43 asked of non-activists and activists
respectively, the perceived extent of rank and file communication
of opinion on the issue. Responses were given as locations on a
five-point rating scale with extremes of "a great deal” and
"almost none" and scored as shown in Appendix M4.1, Using the
eame five point rating scale, question 42 asked of non-activists,
the extent to which they felt activists had noted and acted on

communicated opinions. For activists, question 44 asked the extent
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to which they felt their own views and actions had been influenced

by non-activist opinion. The scoring framework used for these is

also shown in Appendix M4.1. Measures were developed as follows:-

1‘

For each issue mentioned a quotient of activist sensitivity was
calculated by:

¥on Question 42 Score Question 44 Score
Activists Activists
Question 41 Score Question 43 Scare

This quotient could theoretically fall between 1 (5/5) and 25
(25/1), respresenting respectively high opinion communication
with low activist cognizance and low communication and high

notice.

. The two scores for question 40 were averaged to give a mean

method of informing/sensing members; a score which could

theoretically fall between one and four.

. For each issue mentioned, an index score which could fall

between 1 and 100 and reflected perceived influence was
calculated by:-

Score for mean method

of informing and X quotient of activist sensitivity
sensing rank and file
(minimum I,Imaximum 4) (minimum 1, maximum 25)

Mean scores were calculated for specific named issues 1i.e.
Grading Claim etc., these were grouped according to the typology
used 1n the investigation and mean type scores calculated.
Finally, summary indices of perceived influence were obtained

by computing the weighted average of type scores. Details
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by issue type are gien in Appendices S12.1 to S12.6 and summary

scores in table 8.5 belaw:

Non-activists Activists

Gas Branch 13.283 10,798
Electricity Branch 11,596 10,350
Local Authority Branch 1 26,680 14.254
Local Authority Branch 2 22.141 12.776

Table 8.5 Summary Indices Of Percejved Influence of Rapk and Flle
1n Recent Issues,

In terms of summary scores, activists in all branches perceived
rank Iand file influvence to be lower than did non-activists
themselves and the rank order of branch scores was the same for
both. However, the more detailed results given in appendices Sl2.1
to S12.6 reveal differences by issue type bath between and within

branches.

For non-activists, perceived influence in industry issues was much
higher in Local Authority Branch 1 than elsewhere and for wider
social issues perceived influence was higher in Local Authority
Branch 2. In both cases differences between branches were
statistically significant. For activists the only statistically
significant difference was for industry issues where Local

Authority Branch 2 scored highest.
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Accuracy of Recall and Perceived Mode of Pursuit of Recent Issues

For these measures responses to interview item 39 were used. This
asked respondents to describe how issues mentioned bhad been

pursued.

For perceived mode of pursuit, descriptions were scored according
to the framework shown in Appendix M4.1. From respondent scores,
mean scores for specific issues, issue types and overall pursuit of

issues were derived, as for other measures.

For accuracy of recall, responses were compared with histories of
issue pursuit in correspondence, minutes etc. and scored as shown

in Appendix M4.1.

As for other measures, respondent scores were used to compute mean
scores for specific issues, type scores and overall indices of

accuracy.

Details of results obtained are shown in Appendices S13.1 to S13.6
and S14.1 and S14.2 for Accurancy and Perceived Mode of Pursuit
respectively, with summary indices in table 8.6 below. These
measures were developed mainly for analytical purposes and are

used later in the chapter.
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Accuracy of Recall Fercelived Mode of Issues Fursult

Non-activists Activisis Non-activisls Activisis
as Branch 62,274 91.123 12,305 15,831
Electricity Branth 57,221 £8,667 22,332 16,690
Local Authority
Branch 1 €0,211 74,128 10,894 13,244

Local Autharity
Branch 2 44,354 76,284 6,701 7.68)

PERCEIVED NEED FOR BRANCH IRVOLVEMENT IN ISSUES OF JOB REGULATION
Two measures were developed here; the first for non-activists and
activists, the second for activists only.

Issues Requiring Branch Involvement

For this measure, responses to interview schedule item 45 were
used. This asked respondents to specify as an ideal situationm,

those issues in which it was felt the branch should be involved.

For both activists and non-activists, respaonses were grouped into
specific prominent issues (l.e. Grading Claim, Departmental
Reorganisations etc.) and the frequencies of mention calculated.
Specific issues were then grouped into types and frequencies
calculated for these. Finally a weighted average for all types was

computed to give an index of mean frequency of issue mentionms.

Results are shown in Appendices S15.1 to S15.6 and overall

frequencies i{n table 8.7 below:-
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Non=-activists Activists

Gas Branch 1,802 2.891
Electricity Branch 3.972 3.619
Local Authority Branch 1 3.05%0 3,120
Local Authority Branch 2 3.332 2.700

Table 8.7 Summary Frequencles (Issues per Respondent) of Issues
Requiring Branch lInvolvement

As the summary results demonstrate, there were overall differences
between branches. In both Electricity and Local Authority Branch
1, activists and non-activists bad similar overall frequencies of
issue mentions. For Gas, non-activists had a lower frequency than
activists and in Local Authority Branch 2 the position was

reversed.

Turning now to the more detailed results in Appendices S15.1 to
515.6. For both non-activists and activists differences between
branches were statistically significant. For non-activists in all
branches the majority of issues mentioned were those within the
employing organisation, Fonetheless, the difference between
branches was statistically significant, For the Gas Branch
proportions at group/departmental and individual levels were higher
than elsewhere. Local Authority ©branches had the higher
proportions at organisational level and the Electricity Branch at
industry level, In the case of activists, the difference between

branches was also statistically significant and patterns broadly

mirrored those of non-activists.
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Vithin branches, differences between non-activists and activists
were in all cases statistically significant. For Gas, departmental
level issues were those most frequently mentioned by both groups
but non-activists attached far more prominence to individual
issues. In the Electricity branch, the prominent features were the
higher frequency of organisational issues for activists and of
those at 4industry level for non-activists. For both Local
Authority branches, activists and non-activists were closer in type

frequencies than in either nationalised industry branch.

Activist Perspectives on Branch Involvement in Issues

This measure was derived from activist responses to interview items
45 to 48. Question 46 asked (for each issue mentioned in response
to Question 45)  whether some branch involvement was possible.
Responses were categorized as either yes or no. In question 47
respondents were asked to give reasons for degree of involvement;

answers being classified as shown in Appendix M4.1.

Question 48 then asked what respondents felt should be the branch
approach to the issue. Responses fell into four approach modes,
each of which were allocated a2 nominal score as shown in Appendix

¥4.1.

Indices of activist desire for increased issue {nvolvement were
then calculated. Scores for these could thearetically fall between
1 and 100; the latter figure representing maximum desire for

increased involvement.
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Derivation of indices is shown in Appendices S16.1 to S16.4 and
summary results in table 8.8 below:-

Score
Gas Branch 80.508
Electricity Branch 16.590
Local Authority Branch 1 15.658
Local Authority Branch 2 9,309

Table 8.8 Summary Indices of Activist Desire for Increased Issue
Iovolvement

In three of the branches the desire for any increase in involvement
beyond current levels was comparatively low, Here the Gas branch was
uutstandingly different from others. As can be seen from Appendix
S16.1, 1in this branch activists saw the 1level of involvement
currently possible on many issues as much lower than they desired.
- FNoticeably their preferred approach to this situation was erosion of
any impediment to involvement. Indeed, even on those issues where
they perceived that they could become fully involved at present, they

felt that their scope for involvement should be even greater.

FACTORS AFFECTING ISSUE SALIENCE

Here two sets of interactions were examined:-

General Issue Salience and Salience of Recent Issues

To explore this relationship, respondent scores for general salience
by type and recent issue salience by type were rank order
correlated. This operation was performed separately for non-activist
and activist samples of each branch. Results are shown in Appendix
S17 where it will be seen that for non-activists, the strength of
association between salience of recent issues and general issue

salience was universally weak. For activists, a small number of
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stronger associations were found but these lacked statistical
significance. It was therefore concluded that the salience of events
in the recent past contributed very little to general salience.
For the present therefore, it is necessary to treat General Salience
as given and turn to salience of recent issues.
Recent Issue Salience
The four separate measures of Salience, Perceived Influence of Rank
and File, Accuracy of Recall and Perceived Intensity of Pursuit of
Recent Issues all varied strongly between branches and to some extent
between activists and non-activists within each branch (Tables 8.4 to
8.6 above). To examine relationships between these measures two
methods were used.

i, Using all issues mentioned, zero order correlation coefficients

were computed for activist and non-activist samples in each

branch.

ii. For Salience, Perceived Influence of Rank and File and
Perceived Intensity of Pursuit, relationships were examined
using partial correlation and path analytic methods. The
former was to establish the presence of any indirect links
between measures and therefore which variable could be treated
as a dependent variable. The latter technique was used to
provide values for links between measures in combination., For
Accuracy scores, the number of categories of response was less
than the minimum necessary for use in these methods (Appendix
M6). They were therefore omitted from partial correlation and

path analytic steps.
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In 2ll branches, salience was found to be capable of being regarded
as the dependent variable. Path models developed, together with

associated measures are shown in Appendices S18.1 to S18.4.

For non-activists, in only two branches were sizeable proportions of
variance in salience associated with Perceived Influence and
Intensity of Issue Pursuit; 51.5% and 52.2% for Gas and -Local
Authority 2 respectively. In both branches, Intensity had the major
influence; almost all correlation between Opportunity to Shape and
Salience occuring as an indirect link via Intensity. Here however

the similarity ends.

In Gas the analysis indicated that the most salient issues were those
whose details were most accurately recalled and what made the issues
salient was their intensity of pursuit., Perhaps more importantly
the rank and file saw their opportunity to exert influence as the

highest wkere intensity was the highest.

For Local Authority Branch 2, the analysis indicated that whilst
the most intensely pursued issues were the most salient, the rank and

file did not see their opportunity to influence rising with salience;
if anything it fell a little.

In the Electricity branch, sallence for non-activists was also the
highest where Intensity was the highest, However, as Intensity rose

the rank and file saw a declining opportunity to influence events,
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which has implications for perceived representativeness in the

branch.

For Local Authority Branch 1 there was an indication that although
the rank and file saw opportunity to influence events rising with
intensity, the most intensly pursued issues were not those which were

" most salient.

For activists in all branches only negligible proportions of variance
in Salience were explained by either Intensity of Pursuit or
Perceived Opportunity of the rank and file to influence issues.
However, sample sizes were much smaller than for non-activists and
complex patterns of interaction were correspondingly more difficult

to demonstrate

Overall +two main inferences may be drawn in respect of non-
activists: -

i. Perceptions of how recent issues were handled probably had as
much influence on their salience as the issues themselves., This
is not to say that past events had no bearing on general
salience. It would however seem more likely that what had
occurred in the past could have had a greater connection with
how the rank and file viewed their branches in terms of
representativeness. A representative branch was not
necessarily one where intensity had been low. Rather it was
one where the rank and file perceived themselves to have

had some opportunity to influence the level of intensity.
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i1. The weak connection between general and recent issue salience
coupled with the stronger one between issue handling and
salience was not totally unexpected. Branches did not have
complete freedom about what issues arose. Those initiated by
the employer may not have been those of the highest salience to
the rank and file. Here it can be noted that the two local
authority branches where overall issues had the highest
salience, were also the branches with the highest levels of

initiation; a feature which is referred to below.

ISSUES FACTORS AS PARTIAL EXPLANATIONS OF
APPROACHES TO JOB REGULATION

Using the measures described above, a number of tests were performed
and the results integrated with information from Chapter 7 to give
partial explanations of positions along the dimensions used to
characterise branch approaches to issues of job regulation.

Issues Factors and Intensity of Action

To 4identify any relationship bhere, the following procedure was

adopted.

Vithin each branch an index number was developed which for every
issue adopted, reflected its general salience and proportion of
branch affected. These were obtained by multiplying proportions of
the branch affected (extracted from Appendices S6.1 to S6.4) by a
nominal score reflecting rank order of salience of the issue type.

Nominal scores used were:=
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Salience Rank Nominal Score

(from Appendices S8.1 or S8.2)

1 100
2 75
3 50
4 25
o 1

The higher the index number, the greater the proportion of the branch

affected and/or the more salient the issue.

Issue index scores were rank order correlated with intensity of
handling scores given in Appendices S6.1 to S§6.4; the resulting
coefficient indicating the degree of association between a change in

intensity and a change in salience. Results are shown in table 8.9

below: -

Non-Activists Activists
Gas Branch 0.314 xx 0.415 xxx
Electricity Branch 0.351 x 0.449 xx
Local Authority Branch 1 0.236 K/S 0.165 N/S
Local Authority Branch 2 0.210 ¥/8 0.157 N/S

Iable 8.9 Rank Order Correlation Coefficients (Spearman): Intensity
of Action with Issue Salience X Proportion Affected,

H/S UNot statistically significant at P <.05 level
x Statistically significant at P <.05 level
xx Statistically significant at P <(,01 level
xxx ©Statistically significant at P <.001 level
For both non-activists and activists there was a difference between

nationalised industry and local authority branches. In the former
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for non-activists 10% to 12% of the variance in intensity was
assoclated with a change in salience, for activists 17% to 19%.
Since nefther of the local authority branches had a wide range of
different levels of intensity of action, associations were weaker and

lacked statistical significance.

Vith respect to the small amounts of explained variance, ‘5e'nera1
salience was of course unlikely to be the only factor affecting
intensity of action. Attitudes to intense action were likeiy to
have had a bearing; a point which will be covered in the next
chapter. Nevertheless taken across all four branches, strength of
association between salience and intensity was strongest where the
branch was most intense in action and weakest for the least intense
branch, The results show a weak but positive relationship indicating
the ability to act more intensely as salience rose. In terms of
causality, it can be noted that general salience was shown earlier to
be relatively unconnected with saliences of recent issues and thus
likely to be a more enduring feature of attitudes and orientations of
branch members, It may therefore, be reasoned that similar patterns
of general salience were present both before and when the issues
arose: the inevitable causal inference being that salience

influenced intensity of actionm.

In one branch (Gas), specific 1ssues and activist attitudes can also
be seen to have had some effect. Here, both prominent issues
described in Chapter 7 reinforced the influence of activists and

threw onto non-activists, a measure of responsibility for achieving
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results at branch level. Coupled with this was the activist
viewpoint that most, if not all, issues should be handled locally.

In the face of national and local agreements which formally

precluded the degree of desired involvement, it is possible that
increased intensity arose as a consequence; an explanation in
keeping with the hypothesis that the smaller the range of issues on
which involvement is possible, the more militantly will these be
pursued (Dubin R 1973). Conversely in Local Authority branch 1 the
prominent issue of privatisation bhad created a situation where
management and branch moved towards a more integrative style of
bargaining; bringing about a sef of relationships where differences
could be resolved without recourse to intense action,

Issues Factors and Initiation

Two considerations were felt necessary in examining this
relationship: -

i, Vhilst a branch may have little option but to become involved
in management initiated issues, it is not inevitable that it
will initiate in return. It was therefore felt that a measure
should be developed which related the salience of issues to the

initiating party, trade union or management.

i1, For this measure it was felt necessary to use the average
salience of non-activists and activists. To use only non-
activist or activist saliences would be to assume either
perfect representativeness or no interaction between the

two groups.
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The measure was derived as follows: -

1'

Data giving proportion of memberships involved in each of the
four modes of issue initiation (negotiable and management
initiated, negotiable and branch initiated, reserved and
management initiated, reserved and branch initiated) was
extracted from Appendices S5.1 to S5.4., Issue proportions were
multiplied by the same nominal scores for salience of type used
above in examining Intensity. This was performed separately for
activists and non~activists and gave an index for issues in
each initiating mode which reflected breadth of effect weighted
for mean salience,

Indices in each initiating mode were summed to give mode
totals. From these were derived salience weighted propartions
of total workload in each mode.

Proportions for the two trade union initiating modes were
summed, as were those for management initiation. The mean of
activist and non-activist proportions was then calculated

to give an overall measure for each branch. This measure gave
an indication of which types of issues (those initiated by the
trade union or those initiated by management) were most salient
to branch memberships e.g. the higher the percentage the more
salient the type. Derivation of figures is shown in detail
in Appendices S19.1a and b to S19.4a2 and b and mean summary
prapartions for activists and non-activists in table 8.10

below:
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bas Electricity  Local Authority  Local Authority
Branch Branch Branch 1 Branch 2

Nanagewent Initiated:

= Nean

.70 40,50 23,15 28,40

Branch Initiated;

- Nean

52,30 53,80 76,85 71,60

The rank order of branches was the same as for the initiation of
issues (Chapter 6). It may be inferred that there was some

connection between overall salience and tendency to initiate.

It is worth noting, bhowever, that whilst trade union initiated
issues were the most salient for non-activists in all branches,
the situation for activists varied strongly between branches. In
the two local authority branches, activist figures were much the
came as for non-activists., In the nationalised industry branches,
branch initiated workloads were of lower salience to activists,
Vith respect to the Gas Branch, the law activist score here
provides a potential 1link with Intensity of Action which is

described above.
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Vithin this general explanatory framewark, prominent 1issues
described in Chapter 7 can also be seen to have had effects. For
the most initiating branch (Local Authority 1) involvement in the
privatisation issue led to a high degree of subsequent initiation
of other issues and may well have contributed to a negotiating
climate that made management more receptive to trade union
initiated issues. Conversely in Local Authority Branch 2, a single
prominent issue induced the sacrifice of initiation of other issues

as a trade-off.

With both nationalised industry branches, management were in the
process of introducing changes and were the initiating party on
ﬁnst issues. Thus trade union action had a tendency to be more
defensive. Moreover in both branches prominent issues had played a
part in directing attention of activists to this largely defensive
concern with internal matters. For example in Electricity there
was a single issue that posed a potential threat to all branch
members.

Issues Factors and Focus

Two maln sets of data were examined here; General Issue Saliences
and Perceived Need for Branch Involvement in Issues, In all
branches the primary focus was internal and the inference may be
drawn that any focus on external issues was something additional to

domestic job regulation.

Appendix 8.1 shows that for non-activists in all branches the three

most important issue types were Organisational Issues, Individual
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Issues, Industry Issues, For activists (Appendix 8.2) the position
was somewhat different. In three branches (Gas, Local Authority 1
and Local Authority 2) the three most important issue types were
Individual, Group/Departmental and Organisational but with the
order different in each one. For the Electricity Branch the three

most important issue types were the same as for non-activists.

Turning now to perceived need for branch 1nvolvement.(Appendices
S16.1 to S16.6), here there was a major difference between Gas and
other branches. In Gas (the least externally focused branch) 84.4%
and 67.4% of all issues mentioned by non-activists and activists
respectively were at organisational level or below. Even at
'grcup/departmental level and below, the percentages were still high
at 71.6% for non-activists and 59.6% for activists. In addition,
percentages for wider soclal issues were the lowest of all branches
at 1.4% (non-activists)) and 5.7% <(activists). In all other
branches there was a far higher emphasis on industry issues and a
stronger tolerance to branch involvement in some issues of a wider

social nature.

Issues concerned with pecuniary rewards were the largest single
category of those mentioned in all branches. An examination of
these revealed a difference that in some measure explained the high
internal focus of the Gas Branch. A summary analysis of this is
given in table 8.11 below. Here it can be seen that in the Gas
Branch, pecuniary advancement issues at local level were mentioned

more frequently than nationally negotiated salary increases;
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indicating a higher perception of the possibility of obtaining
improvements locally. For all other branches pecuniary advancement

was seen mainly as a matter for national negotiation.

Gas  Electricity  Local Authority  Local Authority

Branch Eranch Branch ] Branch 2
Total all Pecuniary
Issues Mentioned 29,05% 15,90% 17,654% 14,05%
External Issues ,
(Salary Claim) 11.70% 12,55% 17,00% 12,05%
Internal Jssuss

Grading Clains
Local Allovances

Car Allowantes
Conmission Rates 17,35% 3.35¢% 0,65% 2,00%

Labla B J] MNean FPercentape (Activists and Nop-activisis) of Pecynjary lssues
Yenti ! ’ 'vad Dasjrable for B » lovol !

In addition it should be noted that in the Gas Branch, activists
tended to see almost every issue as one where the branch should
play a large role in job regulation (Appendix S16.4). Moreover, as
has been described in Chapter 7, because of one highly prominent
issue they had been explicitly instructed by the rank and file to
devote thier efforts to the branch membership alone. A second
issue had resulted in what amounted to a unilateral declaration of
independence from the ocutside trade union. As such the branch was

hardly likely to be receptive to calls to adopt external issues.

Vith respect to other branches, the effects of both general

attitudes and prominent lssues can also be seen to have resulted in
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patterns of action. Chapter 7 has described how activists in
Electricity bad also been subjected to rank and file recall. They
had been instructed to adopt an internal focus. Moreover they
were confronted with an issue which largely made this inevitable,
The same chapter describes how, in the case of Local Authority
Branch 1, a single issue enabled horizons of action to be gradually
widened and progressively more external issues adopted. |
Issues Factors and Representativepess

A number of indicators were used here. Some consisted of measures
shown earlier; others were zero arder correlation coefficients
computed between measures. For convenience these are numbered and
are sﬁown in Table 8.12. The explanation for each branch is given

separately using indicator numbers in parenthesis.

In the most representative branch, Local Authority 1 (7) relative
salience of issues to activists and non-activists was closest (1)
and both groups bhad similar opinions of the relative importance of
rank and file i{nvolvement (2). Overall, activists evaluated the
importance of involvement higher than did non-activists themselves
(3. There was also a high degree of concordance between
activists and non-activists about appropriate methods of
involvement (4). In most cases this put the onus on activists to
ensure involvement occurred. Finally, importance of involvement
for non-activists was not linked in with their relative salience
of issues (5). More importantly, activist views on the importance

of involvement was not linked to activist salience (5).
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Here the branch could be described as having an ethos attitudinally
geared to representativeness; a picture reinforced by non-activist
perceptions of their influence in recent issues and their high

accuracy of recall of details (6),.

It is in addition important to note the contribution of prominent
issues (see Chapter 7) to this ethos. One issue had raised
suspicions amongst activists with respect to accouﬁtability of
branch officers. Two futher issues promoted a degree of
factionalism, which led to increased contact between activists and

workplace representatives. Thus rank and file involvement became

a continuous process.

For Gas, the second most representative branch (7), activist and
non-activist issue saliences were also positively associated (1);
as was the weak relationship between the two groups on relative
order of importance of involvement (2). Overall, activists saw
slightly less need for rank and file involvement than did non-
activists (3). Concordance between activist and non-activists on
the most appropriate methods for involvement was fairly low (4) and
for non-activists, importance of involvement was linked to their
salience (§). However, for activists, the importance of rank and

file involvement was not linked to activist saliences (5).
The picture bhere is of rank and file perceptions of
representativeness shaped by their own reluctance to participate

in decision making in anything other than the most highly salient
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issues. To some extent this is borne out by non-activist
evaluations that opportunity to influence recent issues rose with
salience as did their accuracy of recall of issue details. ' Here
it 1s also possible that one of the prominent issues described in
Chapter 7 had an effect on rank and file perceptions. In this
issue the branch, whose members already had a highly internal
focus, had made it a matter of policy and practice for sativists to
concern themselves solely with domestic matters in a ﬁnnner which

excluded dismissing the wishes of the wider trade union.

In the least representative branch, Local Authority 2 (7), activist
and ﬁon-activist saliences were strongly associated (1), However,
relative order of importance of involvement had the weakest
association of all branches (2). Overall, activists saw a lower
need for rank and file involvement than non-activists (3), There
was a high degree of concordance between activist and non-activists
about appropriate methods of involvement (4) but here the onus was
placed more heavily on non-activists to physically participate.
Impnrtahce of involvement was linked with salience for non-

activists but not for activists.

Again the picture is of a high potential for representativeness,
The low non-activist evaluation could have been more a matter
of perceptual distortions than anything else, This impression was
supported by high non-activist evaluations of opportunity to
influence recent issues, but the lowest accuracy of recall of

issue details of all branches,
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For the Electricity Branch, which was also low on
representativeness (7) relative issue saliences of activists and
non-activists were the most weakly associated (1), Activist
perceptions of the need for rank and file involvement (3) and
concordance about methods (4) were the lowest of all branches but
with a strong association between activist and non-activist views
on the relative importance of rank and file involvement ). For
non-activists, importance of involvement was linked to their
relative salience (5). More importantly, activist views on the
relative importance of rank and file involvement was strongly

associated with activist salience (5).

Here the picture 1is of 1low representativeness arising from
differences in salience. Ron-activists only had a desire to
participate in what were to them important issues and these had
little or no correspondence with activist saliences. For their
part activists perceived rank and file involvement to be most
important where the issue was to them (the activists) most salient.
This picture 1is supported to some extent by non-activist
evaluations of opportunity to influence recent issues (6); the
lowest of all branches studied. Once again one of the prominent
issues (donating to Miners Velfare Fund) described in Chapter 7
provides supporting evidence. Here activist priorities had
resulted in an executive committee decision which brought activists
and the rank and file into conflict; a matter about which non-

activists still had strong feelings at the time of the study.
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Issues Factors and Dependence on Qutside Trade Union

In so far as dependence on outside trade union 1is explainable by
issves factors, dependence (or rather its absence) can be traced in
the Gas Branch to a single prominent issue plus strong activist
views that almost all matters should be locally determined. This
does not explain varying degrees of dependence in other branches.
In a subsequent chapter it will be shown that this was more highly
connected with collective bargaining structures and outside trade

union influence.
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IRTRODUCTION

This chapter deals with +the greater part of the attitude
measurement undertaken in the investigation. It commences ‘by
examining expectations of work and experience of work and from this
draws some conclusions with respect to the salience of issues in

each branch.

Attitudes to trade unions in general are then examined and
conclusions drawn., Following this attitudes to the trade union at
work are examined separately for non-activists and activists and
their relationship with selected attitudes to work explored.
Finally attitudes of both non-activists and activists in each
branch are reviewed as partial explanations of approaches to issues

of job regulation.

ATTITUDES TO VORK
Expectations of Work

For these measures, a scale consisting of eight items from section
‘A' of the questionnaire was used. The scale was divisible into
four sub-scales, each reflecting a separate expectation of work
(see Appendix M3, table 3,3). For non-activist and activist
samples in each branch mean scores for total and sub-scales were

computed. These are shown in Appendices S20.1 to 520.6.
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For non-activists, several scores were higher in Gas and Local
Authority 1 branches; particularly expectations of extrimsic
satisfactions and freedom from supervision, where differences
between branches were statistically significant. In the case of
activists, the only statistically significant difference was for
expectations of intrinsic satisfactions where the Gas branch had a

conspicuously low score.

Vithin all branches except Gas higher expectations of work by
activists gave a number of differences between activist and non-
activist scores that were statistically significant, i.e. 1in
Electricity and Local Authority ©branch 1 where activist
expectations of intrinsic satisfactions were higher and  Local
Authority branch 2 where expectations of extrinsic satisfactions
and freedom from supervision were higher.

Experience of Vork

For these measures a scale (divisible into six sub-scales?
consisting of twenty items from section 'A' of the questionnaire
was used - see Appendix M3, Table 3.3, Mean scufes for non-
activist and activist samples in each branch were computed and are

shown in Appendices S21.1 to 21.6.

For non-activists differences in total scale scores were not
statistically significant, but there were significant differences
on a number of sub-scales, namely:

i. Perceptions of mobility prospects where Local Authority

1 scored high.
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i1,  Receipt of intrinsic satisfactions where Electricity and
Local Authority branch 2 scored much lower than the other
two branches.

111, Receipt of extrinsic satisfactions where local authority
branch 1 scored much lower than others.

iv, Perceived trustworthiness of management where Electricity
and Local Authority branch 2 scored lower than the other two
branches.

For activists, differences on the total scale were statistically
significant due to a much lower score for the Electricity branch.
This was mirrored in all attitude dimensions having statistically

significant differences.

In all branches there was at least one dimension on which non-
activist and activist scores were significantly different. The
most prominent branch, however, was Electricity. Here activists
displayed a less favourable experience of work than non-activists
on the total scale and three sub-scales - recaipt of intrinsic
satisfactions, commitment to remaining, and perceived fairness of
management. Conversely, in the two local authority branckes,
where differences between activist and non-activist scores were
statistically significant, this was because activists had more
favourable experiences of work in terms aof either intrinsic
satisfactions (Local Authority branch 2) or extrinsic satisfactions

(Local Authority branch 1).
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The Interaction of Expectations and Experiences of Work

To examine these, two analyses were conducted for both activist and
non-activists in each branch. These used partial correlation and
path analytic methods and were:

Analysis 1

An examination of the interactions between the six sub-attitudes
to experience of work f{.e. mobility prospects, intrimsic
satisfactions, extrinsic satisfactions, commitment to remaining
with the employer, perceived fairness of management and
management's perceived trustworthiness. This provided a detailed
picture of interaction between sub-attitudes which made work an
experience which was more or less favourably received. It also
identified the sub-attitude which was the focus of all other work
experiences.

Analysis 2

Here the four sub-dimensions of expectations of work 1.e, upwards
mobility, intrinsic satisfaction, extrinsic satisfaction and
expectations of freedom from supervision, were compared with the
overall score for experience of work, This enabled derivation of a
picture from which conclusions could be drawn on the effect of

expectations on experience, or vice versa,

The derived path models are shown in Appendices S22.1 to S22.16 and

rsults discussed separately for each branch below:-
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Gas Branch

For non-activists analysis 1 revealed that perceived receipt of
intrinsic satisfactions was the focus of all other work
experiences. This dimension had 7% of its variance explained by
the other dimensions; over half of this arose positively from

perceived trustworthiness and fairness of management.

Analysis 2 revealed that expectations of work focused on intrimsic
satisfactions. Here the overall work experience variable had a
determining effect on all expectations and it accounted for over
half the explained variance in expectations of intrinsic

satisfactions.

For non-activists it can be concluded that experience of work had
given the expectation that it would be intrinsically satisfyingi
a major part of the satisfaction arising from the presence of a
fair and trustworthy management who provided some degree of
mobility prospects, This gave an indication of why 1pdividua1 and
group issues, whilst not the most salient, were more important in
this branch than elsewhere. The impact of management on work
organisation and upwards mobility would be at its greatest and

intrinsic satisfactions potentially most threatened by any changes.

For activists analysis 1 showed that intrinsic satisfactions were
also the focus of other work experiences. Here, over three-
quarters of the variance in perceived receipt of intrinmsic

satisfactions was explained <(almost equally and positively) by
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three other dimensions; trustworthiness of management, upwards

mobility prospects and commitment to remaining with the employer.

From analysis 2 it can be seen that as with non-activists,
expectations focused on 1intrinsic satisfactions and the 49%
explained variance was associated mainly with expectations of
upwards mobility. However, as expectations of mobility, extrinsic
satisfactions and freedom from supervision rose, experience of

work was less favourable.

Overall, these activists had relatively high expectations of work
and the results suggest that work experience was a reminder that
expectations were largely unfulfilled. This was coupled with a
fairly high commitment to remaining with the employer; a
combination likely to result in a desire for some voice in the
government of their working lives, It is not surprising therefare,
to find that individual, group and organisational level issues were
the most salient.

Electricity Branch

In the case of non-activists analysis 1 showed that perceived
fairness of management (60% explained variance) was the focus of
other experiences of work. This was almost completely determined
positively by three other dimensions; management trustworthiness,
percelved mobility prospects and recelpt of intrinsic satisfactions

(35%, 14% and 9% explained variance respectively),
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Analysis 2 revealed that upwards mobility was the focus of
expectations of work with 40% explained variance. In this case
both the overall work experience variable and expectations of
intrinsic satisfactions were independent variables affecting all
others and were the major determinants of mobility expectations

(18% and 12% explained variance respectively).

For non-activists, management was seen as fair by those who
evaluated it as trustworthy and provided intrinsically satisfying
work together with prospects for upwards mobility. Experience of
work exerted a strong influence on reinforcing the expectation that
upwards mobility would occur. This dual attitudinal emphasis on
mobility and management as provider of opportunities gives some
explanation of why organisational and individual issues were the
most salient to this group. Upwards mobility prospects (an
individual matter) were perhaps most at risk from reorganisations;

here an organisational rather than departmental level issue.

Vith activists, analysis 1 showed that perceived trustworthiness
of management was the work experience dimension determined by all
others. Approximately bhalf of 1its 84% explained variance was
determined positively by perceived receipt of extrinsic

satisfactions.

In analysis 2 expectations centred on freedom from supervision
(45% explained variance). This was determined positively by

expectations of 1intrinsic satisfactions and the overall work
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experience variable (10% and 15% varlance respectively), The
largest effect however, was negative. As expectations of extrinsic
satisfactions rose, expectations of freedom from supervision fell

(18% variance).

These activists evaluated work primarily in terms of management's
perceived trustworthiness as determined largely by the provision
of extrinsic satisfactions. As a whole, activists ©both expected
and perceived themselves to be in receipt of these satisfactionms,
but this receipt was to some extent, seen as concomitant with

increased supervision.

The high emphasis on extrinsic rewards in a situation where pay was
nationally negotiated, provides some explanation of why national
issues were highly salient. The most important issues were
however, those at group/departmental level, Here it is possible
that their importance had a connection with attitudes to management
i.e. 1in providing some opportunity to exert a measure of freedom
from supervision.

Local Authority Branch 1

For non-activists, analysis 1 revealed that receipt of intrinsic
satisfactions was the focus of all other experiences of work.
Over two thirds of the 64% explained variance in this variable was

determined by perceptions of management.

In analysis 2, upwards mobility was the focus of work expectations

but with only 17% of variance explained. This was positively
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determined by expectations of intrinsic and extrinsic satisfactions
(12% and 5% variance respectively). Here the overall work
experience variable had no substantial connection to any of the

work expectation dimensions.

These non-activists had relatively high expectations of work
together with favourable experiences. Experience was primarily
viewed in terms of intrinsic satisfactions for which a management
perceived as fair and trustworthy was given some credit. Non-
activist  expectations were, however, relatively unconnected to
these experiences and were focused on upwards mobility. It is
possible therefore that intrinsic satisfactions were somewbat taken

for granted.

For activists, analysis 1 showed that intrinsic satisfactions were
also the focus of other work experiences, with 84% explained
variance. Again perceptions of management played the major role in
positively determining intrinsic scares, this time with

trustworthiness and fairness together explaining 75% variance.

Analysis 2 demonstrated that expectations of work were focused on
extrinsic satisfactions. Here the 33% explained variance was
determined almost completely (positively) by the averall  work

experience variable.

As with non-activists, overall expectations of work were high and

experiences favourable. Similarly, experience was evaluated in
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terms of intrinsic satisfactions for which management were given
some credit. Nonetheless activist expectations were primarily in
terms of extrinsic satisfactions and these were determined by their
overall experience of work, Once again it seems likely that

intrinsic rewards were somewhat taken for granted,

For neitber activists nor non-activists do these attitude patterhs
provide a strong explanation of issue sallence. There is however a
possibility that 1f intrinsic expectations <(although relatively
well satisfied) were  taken for granted, organisational issues
became the most salient i.e. as the level at which further gains
were the most realisable,

Local Authority Branch 2

For non-activists, analysis 1 showed all other experiences of work
focused on receipt of intrinsic satisfactions (60% explained
variance). Over bhalf of this was determined positively by
perceptions of management fairness and trustworthiness, with
additional effects from commitment to remaining with the employer

(22% variance).

In analysis 2, all expectations of work (except freedom from
supervision) had a noticeable positive determining effect on the
overall work experience variable (25% explained variance) i.e. as
expectations of mobility, extrinsic and intrinsic satisfactions

rose, work was more highly evaluated,
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Here evaluation of experience hinged on perceptions of management.
More than in any other branch, experiences matched expectations,
Those expecting the least perceived themselves to be in receipt of
the lowest work satisfactions. Overall this group had the lowest
expectations of work together with the lowest evaluation of
experiences found in non-activists. It could be expected,
therefore, that whilst any issue could be salient somewhere in the
branch, salience of specific issues would vary widely. This was in

fact the pattern which existed (see Appendix S8.1).

Vith activists, analysis 1 revealed that commitment to remaining
with the employer was the focus of all other work experiences.
Approximately two thirds of its 76% explained variance was
determined negatively by perceived receipt of extrinmsic
satisfactions i.e. as extrinsic satisfactions rose, commitment to
remaining fell, Other major determinants (positive) were
perceptions of management fairmess and trustworthiness, together

explaining 35% variance.

In analysis 2, all work expectations focused on upwards mobility
(44% explained variance). Here the major positive determinants
were expectations of intrinsic and extrinsic satisfactions (20% and
16% variance respectively). The overall work experience variable

was relatively unconnected to otlers,

These activists had the highest overall expectations of work found

in any branch, but one of the lowest evaluations of work
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experience. Their expectations focused on upward mobility driven
by expectations of intrinsic and extrinsic rewards. Those
perceiving themselves to be in receipt of the highest extrinsic
satisfactions viewed management most favourably but had the lowest
commitment to remaining with the employer. Thus for most of these
activists, there was a strong note of careerism in their attitudes.
In some measure, this explains why individual issues were the most
salient; the only activist sample where they received this

priority.

TRADE UNIORS IN GENERAL

For these measures a scale divisible into three sub-scales and
consisting of ten items from section 'B' of the questionnaire was
used. In addition, a small sub-scale on NALGO as a whole was used
from the same section of the questionnaire; see Appendix M3, Table
3.3, Mean scores for non-activist and activist samples of each

branch were calculated and are shown in Appendices S23.1 to 823.6.

For non-activists differences between branches were not
statistically significant, either on total or sub-scale scores.
However it can be noted that the Gas branch had the least
favourable opinions of both trade unions in general and NALGO on

every dimension and Local Authority Branch 1 the most favourable.

Vith activists, on only one sub-scale (political activities) were
the differences between branches statistically significant. Here

the Gas branch had very unfavourable attitudes and the Electricity
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branch favourable opinions. Again there was a consistent rank
ordering of scores on all dimensions, Electricity bhad the most

favourable attitudes, then Local Authority 1, Local Authority 2 and

Gas the least favourable,

Data was further analysed using partial correlation and path
analytic methods. Path models are shown in Appendices S23.7 to
S23.14 and results for each branch are as follows:-

Gas Branch

For both activists and non-activists, political involvement was
the dimension along which trade unions in general were focally
evaluated. Vith non-activists, the 57% explained variance in
favourability towards political involvement was associated with the
extent to which they also endorsed trade union involvement in wider
social issues and their evaluation of trade unions as definers of
appropriate issues for adoption. Evaluations of NALGO were

determined by the same two variables.

For activists, the 84% explained variance in favourability towards
political activities was determined almost completely by the extent
to which they favoured trade union involvement in wider social
issues. Evaluations of NALGO were relatively unconnected with

those of wider trade unions.

Both activists and non-activists had the least favourable
evaluations of trade unions in general <(and NALGO in particular)

found in any branch. Their attitude patterns were such that
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involvement in wider social issues was strongly deprecated, which
in turn led to low evaluation of trade unions as issue definers.
Moreover to a large extent, any involvement in wider social issues
was connected in their mind with the strongly eschewed notion of
political activity. Low opinions of NALGO were more connected with
the union's perceived involvement i{n wider social issues.
Electricity Branch

Non-activist evaluations of trade unions in general were focused
upon the extent to which trade unions were viewed favourably as
definers of appropriate issues for adoption. The 38% explained
variance in this variable was determined by the extent to which
political activity by trade unions was endorsed (20% variance),
how favourably KNALGO was viewed (13% variance) and the extent to
which non-activists favoured trade union involvement in wider
soclal issues (5% variance), Here, opinions of trade unions in
general were little different from Gas non-activists. Similarly,
opinions of NALGO were relatively unconnected with the extent to

which political involvement by wider trade unions was favoured.

For activists, opinions of NALGO were the focus of all other
evaluations of wider trade unions. Over three-quarters of the 81%
explained variance in opinions of NALGO was determined by
evaluations of wider trade unions as definers of suitable issues

for adoption; the remainder by the extent to which their political

activities were endorsed.
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Here attitudes towards wider trade unions and FNALGO were the most
favourable encountered. It can therefore be concluded that NALGO
was viewed favourably because it had been mentally compared (and
not found wanting) with other trade unions .in terms of issue
definition and political activities.

Local Authority Branch 1

Non-activists focally evalvated wider trade unions in terms ' of
their political activities. Almost three-quarters of the 350%
explained variance in this variable was associated with the extent
to which these non-activists also favoured involvement in wider
social issues. Here, as with other non-activists, wider social
and political involvement were largely seen as concomitant.
However, their more favourable attitudes towards wider trade unions
and NALGO suggest that this -might not have been quite soO

unpalatable as elsewhere.

Vith activists trade unions in general were focally evaluated in
terms of whether their involvement in wider social issues was
favoured. The 69% explained variance in this Qariabla was
overwhelmingly associated with the extent to which political
activity by trade unions was endorsed. Opinions of NALGO were
mainly associated with how favourably wider trade unions were

viewed as definers of appropriate issues for adoption.
For this group favourable attitudes towards wider trade unions and
NALGO were second only to Electricity branch activists. The

attitude pattern of these activists was one in which a favourable
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disposition towards issues that wider trade unions marked out for
involvement engendered equally favourable dispositions towards

NALGO, political involvement and adoption of wider social issues.

Local Authority Branch 2

Both non-activist and activists evaluated trade unions in general
in terms of the extent to which union involvement in wider social
issues was favoured. For both groups, opinions of NALGO were
largely associated with the extent to which wider trade. unions
were viewed favourably as definers of appropriate issues for

adoption. Here however the similarity ends.

For non-activists, over 80% of the variance in favourability
towards wider social involvement was associated with the extent to
which political activity by trade unions was favoured. In their
view, wider social and political were much the same thing;
neither of which found much favour in their eyes, Moreover the
extent to which wider trade unions were viewed favourably as
definers of appropriate issues for adoption was alén associated

with the extent to which political activity was favoured.

Vith activists almost two-thirds of the 54% explained variance in
endorsement of involvement in wider social issues was associated
with how favourable trade unions were viewed as definers of
appropriate issues. Only 18% of variance was determined by the
extent to which political activity was endorsed. Thus trade union

involvement in wider social issues was much more a question of
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appropriate issue definition in the £first place, rather than

assumed political motivation,

IRADE UNION AT WORK: NON-ACTIVISTS

Data for these measures consisted of thirty items from section 'B'
of the non-activist questionnaire, The total scale was divided
into seven sub-scales, four of which dealt with the trade union
branch and three with activists. (See Appendix M3, table 3.3).
¥ean scores for branch samples were calculated and are shown in

Appendix 24.1.

For total scale scores and for a number of sub-attitudes

differences between branches were statistically significant viz:

i. Evaluation of the branch as a consulter of its members
interests where Gas and Local Authority 1 scored much
higher than the other two branches.

i1. Endorsement of collective aspects of trade unionism
where Gas scored much higher than other branches.

111, Endorsement of an aggressive approach to industrial
relations where the two nationalised industry branches
scored higher than either local authority branch.

iv. QOverall evaluvation of (and in particular confidence in)
activists which was much higher in Gas and Local
Authority 1 than the other two branches.

v. The total attitude to trade unions at work score where

Gas and Local Authority 1 bhad more favourable attitudes.
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To examine relationships between these and other sub-attitudes,
three additional analyses were undertaken wusing partial
correlation and path analytic methods:-

Analysis 1

All seven dimensions of the attitude to trade union at work scale
were examined in conjunction to explore links between sub-
attitudes.

Analysis 2

The two attitudes to management (perceived fairndss and
trustworthiness) were examined 4in conjunction with the four
general sub-attitudes to the branch i.e, as a consulter of
interests, as a source of security/succorance, as a vehicle for
collective endeavour and endorsement of aggressiveness by the
branch, This was to explore any connection between opinions

of management and views of the branch.

Analysis 3

The three sub-attitudes of confidence in activists, evaluation of
activists as consulters/informers, and endorsement of activist
leadership were examined in conjunction with the two attitudes to

management. Here the aim was to explore any connection between

opinions of management and evaluation of activists,

The three analyses were then used to build-up a picture of rank
and file attitudes in each branch. Path models are shown in
appendices S24.2 to 824.13. Here the results can most

conveniently be discussed by contrasting similarities and

differences between branches,
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From analysis 1, in all branches, the sub-attitude on which all
others focused was the extent to which non-activists perceived
that the branch consulted ther about their will or interests.
At least 85% of the explained variance in this variable arose from
evaluations of activists; the major part of this being the level
of expressed confidence in activists with the remainder from the
extent to which they were seen to be good comsulters/informers.
It can therefore be concluded that in all branches, activists
were viewed as the major factor influencing branch performance
i.e. where confidence in activists was highest, the branch was

viewed as better at consulting with its members.

Vith analyses 2 and 3, there were also common features in the
connections between opinions of management and those of the
branch and/or its activists. In all branches, either perceived
fairness or trustworthiness of management was the attitude
dimension on which all others focused and over 70% of its
explained variance arose in the other perception of management.
From this it could be concluded that to non-activists, management
behaviour depended to a large extent on management, not the branch

and 1its activists.

Fotwithstanding this, there was a concomitant variation across all
branches between perceptions of trade union and management i.e.
where the +trade union and its activists were evaluated most

favourably, perceptions of management fairness and trustworthiness
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were the highest. The differences between branches in terms of
the 1interaction ©between variables pointed to corresponding
differences in attitude patterns and can be best described by

considering each branch in turn.

Differences Between Branches

Gas Branch

In analysis 1 higher evaluations of activists as
consulters/informers, were associated with a raised sense of
security from the trade union, higher endorsement of collectivism,
higher aggressiveness by the branch and a willingness to accept
leadership from activists. Moreover as endorsement of
aggressiveness rose, so did a belief in collective aspects of
trade unionism There were' in analysis 3, two small but
noticeable effects. A rise in either evaluation of the branch
as a consulter of its members or of a sense of security gained
from union membership, positively affected perceived management
trustworthiness. A fall in perceptions of management fairness was
associated with a rise 1in endorsement of aggressive trade

unionism.

This branch was viewed favourably because evaluations of its
activists were correspondingly favourable. Above and beyond this,
there was a small but definite association in the eyes of the rank
and file between the presence of the trade union and management

fairness. Moreover the trade union presence was associated with
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some endorsement of collectiviem and tolerance of a degree of
aggressiveness by the branch.

Electricity Branch

In this branch, analysis 1 revealed that the more favourable were
activists viewed as consulters/informers, the greater was the
endorsement of aggressiveness. This in turn, increased the
sense of security from the trade union. Conversely there was a
note of wariness with respect to activists being allowed to
exercise unrestrained leadership i.,e. a fall in endorsement of
leadership by activists was associated with a rise in the extent
to which collective aspects of endeavour were endorsed. As with
the Gas branch, analysis 3 revealed that there were small but
noticeable effects in which higher evaluations of the branch as a
consulter of its members and a sense of security gainedl from union
membership were associated with more favourable perceptions of

management fairness.

In this branch, evaluations of activists were amongst the most
unfavourable encountered. From what has been said earlier, it
follows that the branch was evaluated comparatively unfavourably
because rank and file opinions of activists were correspondingly

low,

As with the Gas branch there was a small but definite association
in rank and file eyes between the presence of the branch and
perceptions of management fairness. However, since opinions of

management, the branch as a consulter of its members, and of
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confidence in activists were all low, it must be concluded that
the branch was regarded as somewhat less effective in eansuring

fairness of management.

Finally, it is worth noting that rank and file endorsement of both
collectivism and aggression was comparatively high. Their
endorsement was, however, conditional on activists not takiﬁg the
lead, but involving the membership before acting; a process in
which they were viewed as somewhat less than effective.

Local Authority Branch 1

Here in analysis 1 there was a small negative effect in which a
fall in endorsement of collective aspects of trade unionism was
associated with a rise 1in opinions of the branch as a consulter
of its members. In analysis 3, there was a weak negative
relationship where lowered perceptions of management
trustworthiness were associated with increased sense of security
from the trade union. The most naticeable effect however, was a
positive one. A rise in evaluations of management trustworthiness
was associated with increased endorsement of an aggressive

approach by the branch.

In this branch evaluations of both management and activists were
highly favourable. However, although the branch was seen in a
favourable light because its activists were viewed favourably,
their perceived effect on management was evaluated lower than by

any other group of non-activists,
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The weak (but nevertheless noticeable) relationships between
collectivism, membership  consultation, aggressiveness and
perceptions of management indicate that here aggression may have
had a unique meaning. The more favourable were non-activist views
of management, the higher was their endorsement of an aggressive
approach to job regulation by the branch. However, the higher
they endorsed aggression, the less they embraced collectivism.
Thus in their eyes, aggressiveness of approach by the branch was
definitely not synonomous with collective aggression.  Moreover
their evaluations of the branch and its activists rose as their
embracement of collectivism fell; indicating that branch and
activists were evaluated by the extent to which the rank and file
were relieved of any necessity to engage in acts of collective

aggression.

For these non-activists, collectivism was therefore probably
limited to involvement in setting negotiating objectives for
activists. PNevertheless, they saw management as responding to an
aggressive approach to job regulation by the branch. In their
eyes, therefore, this aggression was probably desirable in terms
of producing results but at the same time something they expected
activists to display on their behalf. As such it was probably not
an attribute which they felt it was necessary to display
themselves in collective acts.

Local Authority Branch 2

In this branch there was a weak but noticeable chain effect

between attitude dimensions. In analysis 1, when activists were
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evaluated more favourably, this in turn dincreased both
endorsement of leadership by activists and opinions of the branch
as a consulter of 1its members' 1interests. In analysis 3,
evaluations of both the branch and its activists had somewhat
stronger determining effects on perceptions of management than
with any other group of non-activists. However, opinions of

activists, management and the branch were amongst the least

favourable encountered. Inevitably the unfavourable view of
activists, led to a correspondingly unfavourable view of the
branch in terms of consultation with its members, Moreover since

opinions of management were more strongly associated here with the
presence of the branch it seems likely that unfavourable views of
both meant that the branch was viewed as somewhat ineffective in

obtaining fairrness.

Fothwithstanding this, the positive 1link between non-activist
endorsement of an aggressive stance by the branch and activist
leadership can be noted. Had activists been viewed more
favourably as consulters/informers, then an aggressive stance by
the branch would, to some extent, have been underwritten together
with a willingness to follow the activist lead. However it was as
consulters/informers that activists were evaluated 1in a
particularly unfavourable 1light. Their comparatively poor
performance in this respect could well have been interpreted as a
failure to provide the degree of aggressive approach - and

leadership that was desired.
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C SIS
For these nmeasures data from section 'B' of the activist
questionnaire was used. This consisted of a total scale of forty-
two 1items divided into eleven sub-scales i.e. four sub-
attitudes towards the branch, two sub-attitudes towards activist
role and five sub-attitudes towards the rank and file. The two
sub-attitudes towards activist role were combined into a minor
scale as were the five sub-attitudes towards the rank and file
(see Appendix M3, table 3.3). Mean scores for each branch sample
were calculated for total scales, minor scales and sub-scales,
These are shown in Appendix S25.1 where it can be noted that
although there was some variation between branches, differences in
scores were not statistically significant on either total scales,

minor scales or sub-scales.

To examine relationships between these and other sub-attitudes,
four additional analyses were undertaken using partial correlation

and path analytic methods. These were:

Analysis 1

The four sub-attitudes to the branch (as a consulter of
interests, as a source of security/succorance, collective aspects
and endorsement of aggressiveness) were examined in coajunction
with the minor scales of attitudes to activist role and attitudes
to the rank and file. This was to explore links between the major

dimensions of attitudes to the trade union at work.
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Analysis 2

The five sub-attitudes to the rank and file were examined together
i.e. perceptions of their loyalty to the trade union, their
motives, their awareness, competence to fend for themselves and
appreciation of trade union efforts on their behalf. This
analysis was undertaken to complement information gained from the

ane abaove

Analysis 3

The two attitudes to management (perceived fairness and
trustworthiness) were examined in conjunction with the four
general attitudes towards the branch. This, as with the analysis
performed on non-activist data, was to explore any connections
between opinions of management and of the branch

Analysis 4

The minor scale of attitudes towards activist role was examined in
conjunction with the five sub-attitudes towards the rank and file
and the two sub-attitudes towards management. Here the aim was to
determine which factors most influenced liking for (ar dislike of)

the activist role.

The four analyses were then used to build-up a picture of activist
attitudes in each branch. Path models are shown in Appendiceé
S525.2 to S25.17. Here as with non-activists, there were both

similarities and differences between branches.
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3 P e
Vith respect to general attitudes to the branch (Analysis 1), in
both Gas and Local Authority 1, the dimension on which all ather
variables focused was the degree of favourability towards adoption
of an aggressive approach to job regulation. In both branches
well over half the explained varjance in this variable arose from
positive effects of two sub-attitudes; sense of security gaimed
from the trade union and the extent to which collective aspects of
trade unionism were embraced. In these branches relatively high
levels of endorsement of aggression stemmed from their
correspondingly high beliefs in collectivism and sense of security

gained from union membership.

Vith respect to attitudes to the rank and file <(analysis 2) there
was some similarity in opinions for three branches (Gas,
Electricity and Local Authority branch 2). In each case
perceived awareness of the rank and file was the focus of other
opinions. Over three quarters of the explained variance in this
variable arose in positive effects from evaluations of rank and
file competence to protect their own interests and their perceived

appreciation of trade union efforts on their behalf.

Competence to look after their own interests implies a degree of
toughness or willingness to oppose management. In these branches,
it could ©be inferred that whilst activists viewed the rank and

file in terms of their awareness, they defined aware members as
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those who appreciated trade union efforts on their behalf and were

willing to support their branch when it opposed management.

Vith respect to the interaction between attitudes to branch and
management (analysis 3) there were also similarities between Gas,
Electricity and Local Authority branch 2. For all three,
perceptions of management (either fairness or trustwarthiness5 was
the focus of other attitudes, with approximately three quarters of
its explained variance arising in the other opinion of management.
This was a similar situation to that found for nnn-actifists in
all branches. Vith activists however, the trade union was seen
to have a stronger effect on management, though these perceived

effects differed.

Differences Between Branches

Gas Branch

Here analysis 4 revealed that 1liking for activist role was
comparatively  high and rose as perceived management
trustworthiness fell. As liking for role rose, the rank and file
were perceived as more appreciative of the trade union but their
loyalty and motives more suspect. Liking for role had a fairly

strong component of enjoyment of its power/oppositional aspects.

In addition, althougb analysis 1 showed that aggressiveness of
approach to job regulation was the dimension on which all other
evaluations of the +trade union at work focused, it also

demonstrated that as evaluations of the branch as a consulter and
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as opinions of non-activists rose, endorsement of aggression fell.
The inference here was that consultation of the rank and file
might reveal their lack of support and thus preclude an aggressive

approach to job regulation.

In analysis 3 although perceptions of management trustworthiness
were largely determined by evaluations of their fairness there
were other important interactions between variables. As perceived
management fairness fell, the sense of security gained from union
menmbership together with endorsement of an aggressive approach
rose. As they did so, perceptions of management trustworthiness
fell. The inference is that any perceived unfairness on the part
of management would elevate the level of collective solidarity
and prompt an aggressive approach to the issue.
The results together with those from analysis 2 given above permit
the following inferences with respect to activist attitudes in
this branch.
1. Because activists experienced the trade union as a
strong source of security and succorance and
believed fairly strongly in its collective aspects, they
also endorsed the notion of an aggressive approach to jab
regulation by the branch.
i1, This endorsement of aggression, together with the trade
union as a source of security stemmed in part from a lack
of faith in management fairness, This in turn affected

views of management trustworthiness.
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111. Low evaluations of trustwortbiness were also linked to
an increased liking for the activist role; in particular
power/oppositional aspects. Activists were, therefore,
somewhat inclined to see themselves as a counter force
to any perceived unfairness, with collective aggressive-
ness by the branch as the best counter,

iv. Activists were, however, somewhat wary of obtaining the
backing of the rank and file for what they perceived to be
an appropriate branch posture. Although there were nho
signs of actual dislike of nan-activists, there were fairly
clear indications that activists perceived the latter as
being less than willing to take what action was necessary to

protect their own interests.

Electricity Branch

On general attitudes to the branch, Analysis 1 revealed that
opinions of rank and file were the focus of all other dimensions.
Almost all the explained variance in this variable arose from
negative relationships with two other variables; a strong belief
in collectivism and liking for activist role. Liking for role
was strongly affected (positively) by endorsement of an aggressive
approach to job regulation. Here there was a distinct chain in
which endorsement of an aggressive approach (the highest score of
all activist groups) increased liking for role which together with
a strong embracement of collectivism led to lowered evaluations of

the rank and file.
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In Analysis 3 although fairness of management was largely
determined by perceptions of its trustworthiness, endorsement of
an aggressive approach was an independent variable unaffected by
perceptions of management. Here aggression (which was endorsed
more highly than in any other branch) positively affected views
of management fairness. The inference 4is that activists
perceived that the more aggressive the approach to job regulation
adopted by the branch, the more likey they were to be able to

compel management to be fair.

Vhen liking for role was examined together with evaluations of
trade union and management (Analysis 4) it became the focus of all
other attitude dimensions. There was a fairly strong relationship
in which lowered evaluations of management trustworthiness
increased activist 1liking for role. However, the strongest
effects arose from opinions of the rank and file, Here lowered
evaluations of both rank and file competence to fend for
themselves and rank and file appreciation of trade union efforts,
both increased liking for role, In addition, the higher was rank
and file loyalty judged to be, the greater was the activist role’
liked. Thus these activists had somewhat elitist attitudes to
the rank and file. They liked the activist role more when they
perceived the rank and file as unable to fend for themselves and
as loyal to the trade union, but cared little for whether or not

non-activists appreciated efforts on their behalf.
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These results together with those from Analysis 2 above, enable

the following inferences to be made:-

1 An aggressive approach to job regulation was seen as a
prerequisite to management fairness. This endorsement of
aggression might however have led to some stereotyping of
management as unfair and unjust. Evaluations on this
factor were the lowest of any activist group.

ii. Liking for activist role was strongly connected to
endorsement of aggression, particularly its power/ -
oppositional aspects., The major purpose of activism was
therefore seen as opposition to management,

111, As with the Gas branch, the rank and file were viewed
largely in terms of their willingness to support activists,
about which there were grave doubts. It would probably be
little exaggeration to suggest that non-activists were seen
as a distinct impediment to activist aims of collective
effort and agggressiveness of approach. Indeed there are
implications that they were experienced as a factor
somewhat tainting the otherwise valued involvement in
branch trade unionism,

Local Authority Branch 1

With analysis 1, although endorsement of an aggressive approach to

Job regulation was the dimension on which all other opinions of

the trade union at work focused there were other interactions

between variables that were important, High evaluations of the
rank and file together with opinlons of the branch as a consulter,

had the effect of increasing endorsement of an aggressive

232



approach. It can therefore, be inferred that activists felt that
if the rank and file were consulted, there could be some confidence

in their support.

Vith attitudes to non-activists (analysis 2) all other variables
focused on perceptions of rank and file loyalty to the trade union.
Over nine-tenths of the explained variance in this variablelarbse
from a positive association with perceived motives of the rank and
file. Here both motives and loyalty were evaluated higher than
elsewhere. Thus it can Dbe inferred that activists saw the rank

and file as loyal because they had motives which were above

suspibiun and prabably akin to those of activists themselves.

In relationships between attitudes to the branch and to management
(analysis 3), endorsement of an aggressive approach to Job
regulation was the dimension on which all others focused. Here
aggression was more highly endorsed as scores on three antecedant
variables rose: namely the trade union as a source of security,
endorsement of collectiviem and evaluation of the branch as a
consulter of its members interests. However as sense of security
from trade union rose, collectivism was enbraced less. In
addition, as opinions of management fairness rose the branch was

seen as a better consulter of its members.
Opinions of management fairness were the highest of any group of
activists, The inference 1is that these activists felt that the

presence of a fair management (presumably openness was considered
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part of fairness) enabled the branch to better consult its members
about matters which affected them, This in turn prompted
endorsement of some degree of aggressiveness of approach to job
regulation. It 1is therefore probable that aggressiveness of
approach was an indication more of a proactive stance than a
militant one. Additionally, whilst a feeling of security from
the trade union also led to endorsement of aggression, it can be
noted that security was not synonomous with collectivism.
Aggressiveness may well have been a posture that activists felt
should be adopted by themselves on behalf of the rank and file

rather than a matter of collective action.

In this branch intrinsic satisfactions from the activist role
slightly outweighed 1liking for its power/oppositional aspects.
Analysis 4 revealed that the antecedants of liking for role were
mainly opinions of the rank and file and that as evaluations of the
rank and file rose, liking for role fell. Since opinions of the
rank and file were comparatively favourable and the activist role
was evaluated quite highly as a source of intrinsic satisfactions;
it can be inferred that the positive feelings towards non-activists -
probably had the effect of reducing liking for power/oppositional

aspects.

These three analyses enabled general conclusions to be drawn which
can be summarised as follows:
1. Overall the rank and file were quite highly thought of by

activists. In particular their motives and loyalty
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were less suspect than in other branches.

i1. Activists had far less apprehension in this branch than
elsewhere about rank and file support.

ii1.  Probably because they felt that rank and file support would
be forthcoming, activists were quite strongly in favour of
an aggressive approach to job regulation.

iv. Aggressiveness however was not synonomous with collective
action. To these activists aggressiveness meant proaction

in initiation rather than militancy.

Local Authority Branch 2
Vith respect to the relationship between attitudes to the branch,

the rank and file and activist role (analysis 1) the dimension on
which all others focused was the extent to which these activists
experienced the trade union as a source of security. Over balf the
explained variance in this variable arose from a negative
relationship with opinions of the rank and file and a further
quarter from a negative relationship with endorsement of collective
aspects of trade unionism. Thus their relatively high sense of
security arose from viewing the rank and file unfavourably and

eschewing collectivism,

Although Analysis 3 revealed that opinions of management fairness
ware largely determined Dby perceptions of trustworthiness,
endorsement of an aggressive approach bad 1little effect on
perceptions of management. Here, a riese in both sense of security
from union membership and belief in collectivism, were assoclated

with lowered evaluations of managemant fairness, but the lower the
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belief in collectivism the greater the sense of security from trade
union. The implication is that these activists gained their
sense of security from the trade union in a personal sense i.e.
the branch was available to  counter any management unfairness
towards them as individuals rather than being concerned with

collective advancement of its whole membership.

In this branch the activist role was viewed more unfavourably than
by any otber group of activists. Analysis 4 revealed that the
antecedants of any liking for role arose in a number of extremely
weak negative relationships with sub-attitudes to non-activists.
It can however, be noted that the less the activist role was liked,
the more favourable was the view of management trustworthiness.
However, these relationships were very weak, and views of the

rank and file had very little influence on liking for role,

From these results and those given earlier, inferences with
respect to attitudes of these activists can be made as follows:-

i, These activists endorsed aggressiveness of appfuach to job
regulation less than activists in any other branch. Vhat
desire for aggressiveness did exist was prompted by a fairly
bigh sense of security gained from the trade union.

ii. The sense of security was based on a low degree of support
for collective aspects of trade unions, It might well have
arisen in a desire not to act in concert with others but a
feeling that help was available should they need it.

1i1. Their sense of security also had its roots in low opinions
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of the rank and file. FNon-activists were viewed

no more favourably than in either of the nationalised
industry branches and in much the same way i.e. there was
a similar degree of wariness with respect to their support
for the branch and its activists.

iv.  Overall the picture is of a group who gained some personal
sense of security from involvement in the branch but who -
were reticent or even unwilling to attempt mobilisation
of non-activists against management and content to follow
rank and file instructions. Indeed the very low

endorsement of collectivism might well have prompted

a search for rationales to avoid mobilisation.

Before using the above results to develop explanations, it is
important to note the status of attitudes as explanatory variables.
Attitudes are guildes to action (Allport  1935) not infallible
behavioural determinants. Therefore in comparing different social
situations, they are most appropriately used as geﬁeral factors
predisposing actors to behave in certain ways. Indication of these
predispositions clearly has value in enriching explanations, but
requires that each situation be treated discretely. For this reason
each branch is discussed separately below.

Gas Branch

For both non-activists and activists, expectations and experiences
of work made internal issues at group/departmental level extremely

important. This in part explains the highly internal focus  of
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the branch. There is however, another attitudinal factor which
probably contributed to this focus. Both activists and non-
activists had the least favourable attitudes towards wider trade
unions found in any branch. Indeed, activists had attitudes which
were only slightly more favourable than those of non-activists in
other branches. In particular, wider trade unions were viewed
unfavourably as definers of appropriate issues in which to become
involved and this view coloured other evaluations. Activists were
therefore unlikely to become a force which led the rank and file

into involvement in external issues,.

Some explanation of predispositions towards intense action were
| evident in both non-activist and activist attitudes, Both groups
had a stronger belief in collective aspects of trade unionism than
those in other branches. Activists had attitudes in which
collective aggression was seen as a fairly natural response to any
unfairness by management, and to some extent non-activists
associated management fairness with the presence of the branch.
Moreover this presence was itself associated with collectivism and
a measure of aggression in approaches to Jjob regulation. In
addition, because the rank and file had a high degree of confidence
in activists, non-activists viewed the branch favourably in terms
of consulting their interests. As a consequence they were unlikely
to feel they would be bulldozed into intense action against their
will and were probably more inclined to willingly follow an

activist lead,
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In terms of the branch's low tendency to initiate issues, some
explanation can be found in activist attitudes. Vhilst they
endorsed an oppositional role for themselves, it was essentially in
terms of countering any perceived unfairness in management and
was tempered with scepticism with respect to rank and file support.
Rather than opening up new areas for negotiation, their attitudes
supported mobilising non-activists to oppose some action nﬁ'fhe

part of management that could be demonstrated to be unfair,

The high rank and file @evaluation of this bfanch‘s
representativeness can in some measure be explained as the other
side of the coin to many of the factors given above. Since
activists were as internally focused as the rank_and file, non-
activists were probably not asked to involve themselves in matters
which they would have considered irrelevant. Activist scepticism
in regard to rank and file backing probably made them wary of
calling for intense action without thoroughly selling the issue to
non-activists. As a consequence, the rank and file felt themselves
to have some say in shaping issues.

Electricity Branch

Here rank and file expectations and experience of work made issues
within the employing organisation the most important. For activists
extrinsic expectations were paramount and in this industry pay was
a nationally negotiated issue, Thus dual emphasis on national and
organisational matters gives some explanation of a focus in issues

slightly more external than tbat of Gas. An additional explanation
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arises in attitudes to wider trade unions, which for non-activists

were slightly more favourable than those of the Gas branch.

The most important influence on focus was probably the activists,
who had the most favourable attitudes to wider trade unions found
in any branch. Indeed NALGO itself was evaluated in comparison
with the macro-social and political activities of other trade
unions. This also provides some explanation of why the branch was

the most dependent of all on the outside trade union.

This branch was the most intense in action of all those studied
and attitudes can be seen to have provided a potential trigger
for intensity. Non-activists endorsed both aggression and
collectiviem, particularly with respect to any perceived management
unfairness. To activists, an aggressive stance by the branch was
a prerequisite to achieving fairness from management. Moreover,
their liking for role, particularly its oppositional aspects, was
largely driven by the use of aggression to oppose management's

will,

Initiation of issues, which was slightly higher than that of the
Gas branch, can also be explained in similar terms. Activists had
attitudes predisposing them to see their role in terms of
preventing the realisation of management dinitiatives, but they
were sceptical about rank and file backing. In addition, their
attitudes to the rank and file were rather elitist and predisposed

them to consider non-activists as somewhat less than competent in
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recognising their own best interests. Therefore, despite the fact
that they were wary of rank and file backing, they would perhaps be

inclined to act first and face the consequences later.

The low rank and file evaluations of representativess of the branch
can be seen as the opposite side of the coin to many of these
attitude patterns. Here non-activists evaluated their branch
comparatively unfavourably in terms of consulting its members'
interests and in addition, their confidence in activists was low.
Aggression and collectivism (which they endorsed to some extent)
were crucially dependent on activists consulting them before
embarking on a course of action, but the elitist attitudes of
activists made it unlikely that this would always occur. Moreover
activist attitudes, if communicated to the rank and file (and there
was no evidence to suggest that they were not) would be almost
bound to heighten any feeling of unrepresentativeness.

Local Authority Branch 1

For both activists and non activists, expectations and experiences
of work made organisational level issues (where gains in
improvements to service conditions were realisable? the most
salient, Haowever, the focus on lssues was the most external of
all branches studied and here attitudes to trade union in general
can be seen to have played a part. Non-activists were more
favourably disposed to the activities of wider trade unions than in
any other branch. Moreover FALGO was viewed as part of wider trade
unionism and evaluated in terms of involvement in macro social

issues. Activists held very similar attitudes and thus there was a
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high tolerance to external issues of a wider social (rather than
political) nature; the very type in which the branch involved

itself.

Intensity of action in this branch was one of the lowest and
attitudes can be seen to have had an effect., Non-activists were
unfavourably disposed towards acts of collective aggression by
themselves and activists did not perceive their role as an
oppositional one. Since both groups viewed management mé:re
favourably than in any other branch, attitude patterns were not

conducive to militancy.

There was another side to this lack of intensity - namely the
branch's proactive approach to job regulation. Here the more
trustworthy and fair activists perceived management to be, the more
strongly they endorsed an aggressive approach to job regulation.
In addition since aggression was not equated with collectivism,
and management was viewed favourably; aggression was probably

channelled into initiation rather than opposition.

In the eyes of its rank and file members, this branch was the
most representative studied and attitudes again givé some
explanation. Both activists and non-activists had very similar
attitudes to almost every aspect of work and trade union; a clash
of interests between the two was, therefore, unlikely.
Aggression tended to be viewed by the rank and file as an attribute

activists displayed on their behalf and activist attitudes were
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conductive to accepting this role, Moreover, activist views of
the rank and file loyalty and motives were more favourable than
elsewhere; a view which would at the least predispose them to
maintain a more consistent dialogue with their members. Given this
it 1s hardly surprising that rank and file evaluations of the
branch as a consulter of its members interests and confidence in
activists were the highest encountered.

Local Authority Branch 2

Fon-activists in this branch bad the lowest expectations of work
arising from the least favourable experiences. Activists on the
other bhand, had the highest expectations found in any branch.
These focused on upward mobility and again experience determined
expectations. On the whole it would be expected that the most
salient issues would be those internal to the employing

organisation.

Nevertheless, 1in attitudes to trade unions in general, there were
among activists, signs of some degree of tolerance to externally
focused issues. These however were not strong and, in view of
other attitude patterns the emergence of a strong external focus

was unlikely.

The branch was the 1least intense in action of 2all those
investigated and some explanation can be found in attitudes. Both
activist and non-activists were to a large extent receiving from
work the satisfactions they expected. Nevertheless, in non-

activists there were some signs of a potential for intense action
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in that the presence of an aggressive trade union was seen to have
an effect on management fairness and trustworthiness., Activists
however eschewed aggression, collectivism and oppositional aspects
of role more than any other activist group, In addition there was
a distinct note of careerism in their attitudes to work i.e. those
with the highest expectations peceived themselves to be receiving
the most and had the lowest commitment to remaining.  Thése
attitudes were unlikely to predispose them to pmvide' a lead in

mobilising the rank and file towards any form of intense action.

Vhilst the branch was the second highest in terms of initiation of
issues, the level of initiation was still quite low. Activist
.attitudes to work, which predisposed them to obtain improvements
for themselves by moving elsewhere, were unlikely to result in a

high level of initiation with their current employer.

In the eyes of its rank and file, this branch was judged as the
least representative. Non-activists showed some signs of wanting
a more assertive style of trade unionism. Activist attitudes on
the other hand were such that they were unlikely to provide much
in the way of a lead or initiatives for the rank and file. It is
possible that activists were considered unrepresentative because
they were seen as unassertive. In contrast to the Electricity
branch, where feelings of unrepresentativeness probably had their
roots in activists being seen as one step ahead of the rank and
file - here it might well have occurred because activists were

perceived to be one step behind.
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IRTRODUCTION

This chapter examines how internal structural factors of the
branches studied affected approaches to Job regulation. It
comrences by examining a number of different measures each of which
characterises a separate aspect of the representative system within
a branch. These are then brought together in a short overview.
Membership dispersion as a second structural factor is then
examined, with a concentration on its experienced effects. Finally
structural characteristics of branches are used to develop partial

explanations of approaches to job regulation.

THE REPRESENTATIVE SYSTEX

Here a number of different measures were used, each of which
characterised a different aspect of the system.

Shop Steward Copnstituencies

For this measure, an index was derived which reflected the extent
to which the structural basis of the system of workplace
representation could facilitate the emergence of stewards with some
degree of autonomy in representation. The index was derived using
responses to questions 1 and 2 on the interview schedule. Question
1 sought information with respect to the basis on which stewards
were allocated groups of members to represent. The second

question dealt with the structural basis on which constituencies
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were selected. Responses were scored out of ten on the scheme
given in Appendix M4.1 and the two scores multiplied to give an
index which could vary between 1 and 100; the latter representing
the maximum degree to which the design of constituencies
facilitated stewardship. Derivation of indices is shown in

detail in Appendix S26 and summary scores in table 10.1 belaw:

Gas Electricity Local Authority Local Authority
Branch Branch Branch 1 Branch 2
Score 70 35 25 15

Table 10.1 Summary Scores: Design for Shop Steward Constituences

Formal Provision to Inform and Sense Member QOpinions

Here an index was derived which reflected two main methods of

informing and sensing members:

i. through meetings

11, the use of newsletters or magazines within the branch.

It was derived using responses to questions 21 to 23 and 30 to 35
on the interview schedule; scored as shown in Appendix K4.1. Mean
scores were used to calculate the index which could theoreticaly
fall between 1 and 100; the higher figure representing maximum
formal provision to sense and inform the rank and file. Derivation
of indices are shown in detail in Appendix S27 and summary scores

in table 10,2 below: -
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Gas Electricity Local Authority Local Authority

Branch Branch Branch 1 Branch 2
Sub-Index
Meetings 22,900 23,459 23,836 11,395
Sub~-Index:
WVritten
Communication 20.649 5.935 8.4%6 17.334
Total Score  43.54% 29.3%4 32.332 28.729

Table 10.2 Summary Scores: Index of Formal Provision to Inform
and Sense Rapnk and File Oplinlon

Here it can be noted that as well as a variation in total scores,
there were pronounced differences in the make-up of totals. Local
Authority Branch 2 had a much lower score than others for the
meetings sub-index; primarily because executive meetings were
closed to the rank and file. However, the branch had a regularly
issued newsletter which achieved some success in maintaining a
flow of information between activists and rank and file. The other
three branches all had very similar scores for the meetings sub-
index. Of these, only the Gas branch made extensive additional use
of a magazine/newsletter to inform and sense rank and file opinion.
Centralisation of Authordty VWithin Branch

For this measure, responses to items 14 to 20 on the interview
schedule were used. These were scored using the scheme given in
Appendix M4.1 and used to comstruct three sub-indices;
centralisation of authority in decision making, negotiating, and
relationships with the wider trade union respectively. The sum of
these gave a total index which could theoretically vary between

1 and 100; the higher figure representing maximum centralisation.
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Derivation of indices is shown in detail in Appendix S28 and

summary scores in table 10.3 below:

Gas Electricity Local Authority Local Authority

Branch Branch Branch 1 Branch 2
Decision
Making 3 5 3 3
Negotiating 0 15 25 15

Relations with
Vider Trade
Unian °] ] 9 25

Total Index 12 29 37 a3

Table 10.3  Summary Index Scores: Centralisation of Authority
within Branch

Overall the branch with the greatest degree of centralised
authority was Local Authority 2 and that with the least was Gas.
In decision making, Electricity had higher centralisation than
others but this was still a low score. For negotiating, Local
Authority branch 1 attained the highest score and Gas the minimum.
In terms of relations with the wider trade union it was Local

Authority branch 2 that scored the highest with all others low.

Perceived Opportunity for Steward Autonomy

For this measure responses to interview schedule items 7 to 11 were
used, Items 7 to 9 asked respectively the extent to which
representatives were allowed to take up issues on their own with
management, the percentage of constituency issues they dealt with,
and whether they had the branch's authority to reach a settlement.

Question 10 established the type of issues about which
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representatives were empowered to reach agreement without reference
back to the branch and Question 11 those where reference back was
mandatory., These were scored for each activist respondent on the

scheme shown in Appendix M4.1 and an index computed as follows:

Question x Question x Question + Question x Question
7 8 9 10 11

Scores on this index could theoretically fall between 0 and 100,
the latter figure representing the maximum level of perceived
autonomy for stewards. Individual index scores were averaged to
produce an overall index for the branch. This is shown in detail
in Appendix 829 and for convenience summary scores are reproduced

in table 10.4 below:

Gas Electricity Local Authority Local Authority

Branch Branch Branch 1 Branch 2
Mean Score
Branch
Activists 74.583 53.292 26.580 22.894
Table 10,4 Summary Scores:

Jodex of Percelved Opportunity for Steward Autonomy

As can be seen, there were large differences between mean scores
for each branch. In view of these differences and those in
attitudes both to work and to the rank and file highlighted in the
previous chapter, two further analyses were conducted using partial

correlation and path analytic methods.
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Apalysis 1

To examine relationships between perceived opportunity for steward
autonomy and the five sub-attitudes to rank and file members i.e.

their competence, loyalty, motives, awareness and appreciation,

Analysis 2

To examine relationships between perceived opportunity for steward
autonomy and the four sub-dimensions of expectations of work i.e.
extrinsic satisfactions, intrinsic satisfactions, upward mobility

and freedom from supervision.

Path models obtained are shown in Appendices S29.1 to S29.8 and
are interpreted as follows:

Gas Branch

For the first analysis the extent to which the rank and file were
perceived as appreciative of efforts on their behalf was the sub~
dimension on which all others focused. Perceived appreciation of
the rank and file fell very slightly as stewards perceptions of
their opportunity for autonomy rose. The main influences on
perceived steward autonomy were opinions of rank and file
competence and loyalty. Both of these had positive effects and

together accounted for 10% of the variance in perceived autonomy.

In the second analysis, mobility expectations of stewards was the
dimension on which all others focused. In addition the extent to
which stewards perceived they had autonomy affected all other

dimensions. As perceived autonomy rose, expectations of mobility
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fell and this accounted for approximately one-fifth of the

explained variance in the focal dimension,

In this branch stewards' perceptions of their autonomy were the
highest of all branches studied. From the above analysis it can be
inferred that autonomy was felt to be contingent in some degree on
rank and file loyalty and competence. In addition acceptance of .an
autonomous steward role went hand in hand with low expectations of
upward mobility.

Electricity Branch

In the first analysis, perceived awareness of the rank and file was
the dimension on which all others focused. This was barely
affected by steward's  perceptions of their  opportunity for
autonomy. Perceptions of their autonomy were themselves determined
by two other variables 1in opposite ways. As perceived
appreciation of the rank and file rose, perceived autonomy also
rose with approximately 13% variance explained. However, as
perceived competence of non-activists fell, autonomy rose and

explained 31% of variance.

For the second analysis, freedom from supervision was the focal
dimension and stewardship opportunity explained (positively) about
10% of its variance. Moreover, as extrinsic expectations fell
perceived stewardship opportunity rose. This explained about 10%

variance.
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In this branch stewards' perceptions of their autonomy were overall
quite high. ~As the results indicate, acceptance of an autonamous
steward role was to some extent linked with non-fulfilment of
their extrinsic expectatioms. However, a note of elitism in
activist attitudes was once again evident. Autonomy opportunities
were seen to be highest where stewards felt their efforts were
appreciated by the rank and file and where at the same time the
rank and file were seen as least competent to fend for themselves.
Local Authority Branch 1

In the first analysis, perceived loyalty of the rank and file was
the dimension on which all others focused. Stewards' perceptions
of their autonomy had only a very small effect on explained
variance, However, autonomy was itself positively determined by
perceptions of motives of the rank and file (15% variance) and, to

a lesser extent, +their appreciation (2% variance),.

For the second analysis, wupward mobility expectations were the
focal dimension and perceived autonomy had a determining effect on
all expectations of work. The strongest of these effects was the
focal dimension, where a rise in perceived autonomy opportunity
gave a rise in mobility expectationms, This explained 26% of

variance.

In this branch perceived opportunity for stewardship was generally
low., Moreover, as the results indicate, any rise in perceived
autonomy was associated with expectations that upward mobility

would occur i,e. activists perceived (in contrast to the Gas
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branch) that activism was not an impediment to career progression.
They also perceived the opportunity for autonomy to be higher where
their evaluations of rank and file motives were highest.

Local Authority Branch 2

In the first analysis perceived awareness of the rank and file was
the dimension on which all others focused. A fall in percepticns
of the opportunity for autonomy was associated with a rise .in
opinions of rank and file awareness and explained 21% of its
variance. Perceptions of the opportunity for autonomy rose with
evaluations of rank and file appreciation and competence; 8% and

13% variance respectively.

For the second analysis, perceived opportunity for autonomy was the
focal dimension affected by all others. As extrinsic expectations
fell so did perceived autononmy, with 26% variance explained.
However, a rise in either intrinsic satisfactions or expectations
of or freedom from supervision was associated with a fall in
perceived stewardship opportunity; explaining 22% and 9% of

variance respectively.

In this branch stewards' perceptions of opportunity for autonomy
were lower than in all other branches. Moreover, as the analyses
show, it was those stewards who expected most in terms of work
satisfaction who saw themselves as having least autonomy but at
the same time were most likely to perceive the rank and file as
being aware. It can be noted that in the previous chapter these

activists were identified as having fairly strong careerist
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attitudes to work. Their perceived lack of autonomy, which removed
the necessity to bargain with management, might have been welcomed
rather than deprecated. There could have been an element of wish

fulfilment here.

Effectiveness of Recent Sensing and Informing Processes in
Issues Affecting Total Branch Memberships

For this measure an index was derived using responses to questions
24 to 29 on the interview schedule. Questions 24 to 26 asked
respectively how many extraordinary open meetings to discuss
specific issues had been held in the year prior to the study, the
issues covered and who had called the meeting (branch executive or
rank and file). To these figures were added details of open
‘meetings held throughout the period of fieldwork. This gave an

eighteen month time span for each branch studied.

Questions 27 to 29 asked a similar series of questions with respect
to any balloting of the membership across the same time period.
Responses were scored according to the framework given in Appendix
¥4.1, and an index created on which scores could theoretically
fall between O and 100; the maximum figure being attained by a
branch where activists had always taken the lead to initiate these
processes. The minimum score of zero could only be attained by a
branch where in every 1instance the rank and file had felt it
necessary to summon a meeting or call for a ballot to express their
will, Derivation of indices is shown in detail in Appendix S30

and summary scores in table 10.5 below.
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Gas Electricity Local Authority Local Authority
Branch Branch Branch 1 Branch 2

Score 83.3833 66.667 75.000 0

Table 10,5 Index of Effectiveness of Recent Sensing and Informing
Erocesses In Issues Affecting Total Branch Membership,

In every branch the rank and file had found it necessary to summon
open meetings at least once. There were however strong

differences in the extent to which branch executives had taken the

initiative.

Clearly some caution is required in drawing conclusions from the
index. The number of issues important enough to warrant open
meetings or ballots varied between branches. Moreover events set
in motion by activists could have occurred because representatives
had fed information back in timé for branch executives to take the
initiative. Nevertheless, meetings and/or ballots pose
organisational problems for activists and are unlikely to have been
undertaken unless there was a perceived need. The perception of
and response to the need is one way to measure the effectiveness of
the representative system 1{.e. the burden of sensing must
inevitably bhave fallen on workplace representatives who were in
daily contact with the rank and file,

Ihe Representative System: An Overview

The above measures all describe different, though complementary,
aspects of branch representative systems about which a number of

features can be observed:
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1. The rank order of branches was the same for design of shop
steward constituencies as for the extent to which stewards
perceived they had autonomy in their role <(Gas, Electricity,
Local Authority 1 and Local Authority 2). Moreaver,
this rank order was the reverse of that for centralisation of
authority in branches. Thus it can be inferred that the
type of representative system was the result of a degree of
conscious choice and to some extent reflected prevailing beliefs
and attitudes with respect to the role of representatives

within the branch.

2. The rank order of branches was also identical on the two
measures of formal provision to inform and sense rank and file
opinion, and effectiveness of recent endeavours to sense and
inform branch memberships. Here it may be inferred that there
was some connection between the two i.e. the higher the level
of provision to sense rank and file opinion on a routine basis,
the more likely was the use of widespread formal processes such
as ballots and open meetings to involve the whole membership in

decision making.

MENBERSHIP DISPERSION

For this variable an index measure was derived using responses to
questions 3, 4, 5 and 13 from the interview schedule. This index
measured the effects of dispersion rather than simply bhow
geographically dispersed was the membership. It was derived (with

responses scored as indicated in Appendix M4.1) by multiplying
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these scores to give a figure for each workplace. Summation of
warkplace indices gave a sub-index expressing the felt
inconvenience for the branch arising from dispersion of 1its
membership. This could theoretically fall between 36 and 125, the

higher score representing maximum inconvenience.

A second sub-index was created using responses to questions 6 and
12, This reflected the extent to which the experienced
inconvenience of dispersed memberships were ameliorated through
the freedom granted (by the employer) to senior negctiafors to
pursue trade union duties, including mobility freedoms. Scores
for the two questions were multiplied to produce a sub-index which
could theoretically fall between 25 and 36; the latter figure

representing the maximum degree of ameliorating effect.

Subtraction of the second sub-index score from the first gave an
index for the branch reflecting both inconvenience of physical
dispersion and ameliorating effects, This could theoretically fall

between 0 and 100, i.e.

Maximum Inconvenience - Ninimum Amelioration 125-25 = 100

Minimum Inconvenience - Naximum Amelioration 36-36 = 0

Derivation of branch indices are shown in detail in Appendices

831.1 to S31.4 and summary index scores in table 10.6 below:
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Gas Electricity Local Authority Local Authority
Branch Branch Branch 1 Branch 2

Index
Score 31.701 33.781 30.933 27.178

Table 10.6  Summary Scores: Index of Effects of Membership
Dispersion

The ©branch experiencing most effects from dispersion was
Electricity and the branch experiencing the least was Local
Authority 2. However, it can be noted that the experienced effects
did not strictly correspond to the relative degree of geﬁgfaphic
dispersion in each one. Some indications of why this was the case
can be obtained from comparison of the more detailed information in
Appendices 31.1 to 31.4 where at the foot of each column the sum of

multiplied constituency scores is given.

From the first column (headed P) it can be seen that in terms of
geographical dispersion, the rank order of branches was Gas,
Electricity, Local Authority 1 and Local Authority 2. The second
column (P x T) expresses the effect of raw geographical effect
compounded with travelling difficulty for senior branch

negotiators. Here the rank order is the same as for simple

geographic effect.

Turning to the next column (P x T x L), where the effects of the

previous one are compounded with the likelihood of problems arising
on each site; the rank order of Local Authority branches 1 and 2

are reversed. This was because Local Authority 1 branch, although
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having more workplace sites had a comparatively lower probability

of problems occuring at the vast majority of them

At the foot of the last column (P x T x L x S) can be seen the
effects of the perceived competence (or otherwise) of workplace
representatives. Here it can be noted that the rank order of
Electricity and Gas branches has reversed. The Gas Brﬁudh,
although far more geographically dispersed than Electricity and
having a somewhat higher number of potentially problematic siteé.
also had a higher proportion of local representatives evaluated as

competent to handle any problems that arose.

Finally in subtracting ameliorating effects from dispersion, it can
be noted that the freedom granted to branch negotiators was higher
in both local authority branches than in both nationalised industry
situations, Vith a similar degree of freedom for its negotiators,
the Gas branch experienced lower problems from dispersion than did
Electricity, Dbecause representatives in the former were evaluated

as somewhat more competent.

As factors influencing branch action there is a critical difference

between the two setructural elements described above, The
representative system has its characteristics chosen by the
branch. Membership dispersion is largely an employer determined

factor.
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Nevertheless by selection of an appropriate representative system,

it is possible for a branch to adjust itself to the potentially

attendant problems of membership dispersion. Before developing

explanations of branch action, it is pertinent to make a number of

general observations with respect to structural factors in the

branches studied.

1.

In both local authority branches, memberships were less
geographically dispersed than in either nationalised industry
situation. In addition branch secretaries in local
authorities enjoyed greater freedom (including mobility) to
service members. Given these facilities, there was probably
less imperative for a representative system of workplace-

based negotiators to emerge. The other side of the story

is that authority in local authority branches tended to remain
centralised. Although the two local authority branches had very
different degrees of membership dispersion, they bad very

similar patterns of centralised authority.

It is pos;ible that in the two nationalised industry branches
the lower levels of freedom and mobility enjoyed by branch
secretaries, coupled with more dispersed memberships had
played a part in promoting more autonomy on the part of
workplace representatives, Here it can be noted that the

Gas branch - whose reasons for formally adopting the steward
system included that of coping with dispersion - was somewhat
further along this road than the Electricity branch. 4s a

corollary its centralisation of authority was the lowest of all
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branches studied.

3. Unlike aspects described in the previous three chapters,
neither of the two structural factors can be regarded as
direct determinants of branch action. Both were more
likely to be variables intervening between perceptions of
the role of branches and actual role performance as reflected
in approaches to issues of job regulation. As such, their
influence in each branch was different both in magnitude
and on the dimensions of approach to job regulation.
Notwithstanding this there were effects which, as partial
explanations, can enrich the pictures of branch action.

These are given below.

Dependence on Qutside Trade Union

Vith the Gas Branch, structural factors were more facilitators of
independence than determinants. Even before the decision to
divorce itself from the wider trade union (see chapter 7) {its
whole method of operation was in the direction of steward influence
at workplace level, Vith the implementation of the decision,
stewards became even more involved and through experience, grew

more competent and confident to maintain an independent stance.

The Electricity branch also had a measure of autonomy in workplace
representation; though not as high as in Gas. FNeither did the
Electricity branch experience similar events likely to accelerate

the process. Stewards were not felt by the senior branch
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negotiator (secretary) to be competent enough to be entrusted with
the degree of autonomy accorded in the Gas Branch,  Moreaver,
this branch secretary enjoyed only the same degree of freedom to
pursue trade union duties as the secretary in Gas. Faced with a
membership almost as highly dispersed, it is fairly easy to see why
the Electricity branch had the strongest tendency to use the
imported expertise of a full-time officer to pursue cases and

issues.

In both local authority branches the degree of dependence on
outside trade union was very similar, lower than that of
Electricity but more than Gas. Both had a low state of development
of workplace stewards as negotiators, but very high freedom for
branch secretaries. For most domestic matters it was not necessary
to call in a full-time officer since the branch secretary was
allowed virtually unlimited time, Any dependence here arose from
the necessity to pursue certain cases in appeal outside the
organisation; a function of collective bagaining structures dealt
with in the next chapter,

Focus in Issues

The two most internally focused branches (Gas and Electricity) were
those with the most dispersed memberships. Dispersion is a factor
likely to create a diversity of member needs or even factionalism
(Beynon and Blackburn 1972, Brown et al. 1978), This is a
situation where it can be difficult to obtain unity even for the
more salient internal issues. Of the two branches, Gas was the

most dispersed and with the most developed system of workplace
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negotiators. With its more independent stance and higher caseload
(Chapter 6) stewards would be more frequently involved in dealing
with problems; a pattern likely to promote the somewhat higher

activist levels of internal focus.

The most externally focused branches (Local Authority 1 and 2) had
lower degrees of omembership dispersion. Both had bigh
centralisation of authority. It can be noted here that
irrespective of rank and file feelings, activists in a;l branches
had stronger leanings towards external issues than non-activists.
Given a desire amongst influential figures in these branches to
adopt externally focused issues, the high centralisation of
authority would be a factor facilitating this step.
Initiation of Issues

In this investigation, initiation was a branch level measure (see
Chapter 6). Both nationalised industry branches (the least
initiating) had in some degree, representative systems geared to
dealing with issues at workplace level by stewards. In contrast
workplace issues in the two local authorities were more often dealt

with at branch level.

In the nationalised industries it is possible that there was a
measure of issue initiation and resolution which remained
concealed, 1i.e. stewards did not register cases with the branch.
Indeed, in the Gas branch it was a matter of standing orders that
no case became the property of the branch (rather than the steward)

until it bhad been moved for adoption at an executive committee
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meeting. Otber branches adopted similar processes in a less
formalised way. In local authority branches, with their more
centralised system of negotiationms, branch officers had already
become involved (and the case registered) by the time this
occurred. Moreover, the case might well have been registered and
resolved before the whole executive committee was confronted with
its details. It is to be expected, therefore, that the two local

authority branches would have higher levels of initiation.

Vith respect to the much higher 1level of initiation iﬁ Local
Authority branch 1 than branch 2, some explanation can be found in
its processes of informing and sensing rank and file opinion. The
former branch was far more effective in terms of routine provision
and in processes designed to test the feelings of the whole
membership. As such it was probably somewhat better in touch with
its membership's needs and wants. In addition, 1t was better
equipped to influence members perceptions of what their needs and
wants should be and to mobilise support for activist initiated
issues.

Intensity of Action

Initiatives for intense action are somewhat more likely to emanate
from activists than the rank and file. In the two branches where
militant action was more prevalent (Gas and Electricity) activists
with the highest perceptions of stewardship opportunity were those
who expected least in terms of work satisfactions and probably bhad
little to 1lose personally by militancy. Conversely, in both

local authority branches, the interaction between attitudes to
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stewardship opportunity and career were such that activists were

hardly likely to favour intense action.

0f the nationalised industry branches, Gas (the least intense of
the two) with its lower centralisation of authority and higher
provision to sense and inform, was more likely to have become
aware of any lack of non-activist support. Conversely Electricity,
with its rather more elitist activist attitudes, higher
centralisation of authority and lower provision to sense rank and
file opinion, was perhaps more inclined to act first and hold
inquests after the event. Nevertheless, given an initiative for
intense action, both branches had representative systems more
likely to be effective in mobilising the rank and file than did
either local autharity branch.

Representativeness

The two branches judged most representative by their rank and file
members were Local Authority 1 and Gas. Here it is likely that

both representative systems and dispersion had some effect.

It can be noted that both branches had  the highest routine
provision to sense and inform their members and historically, were
the most effective in consulting total memberships. Gas was
somewhat more effective on both these measures, though evaluated as
less representative by its members. Howaver, despite its more
active system of workplace representation the membership of the
branch was far more dispersed than that in Local Autharity 1.

Thus sensing and informing the rank and file was a bigger problem.
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Additionally in Gas, the potential heterogenity of needs plus the
greater autonomy of stewards was likely to promote a mild degree

of factionalism. Some groups perhaps feeling less well serviced

than others.

The branch considered least representative by its members (Local
Authority 2) had the lowest routine provision to inform and serise
their opinion. Moreover 1t was the least effective “in taking
issues affecting the whole membership before them for their
consideration. Indeed, other than its annual general meeting, the
only open meetings held by the branch had been summoned by the rank

and file themselves.
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INTRODUCTION

This chapter examines the effects on approaches to job regulation
of factors external to the branches investigated. It commences
with an examination of employer policy and action as reflected in
industrial relations climate, Following this the effects of
industry collective bargaining structures and the outside trade
union are considered. Finally, since all three factors were found
to be complementary rather than discrete in their effects on trade
union branches, their combined effects are examined to provide
partial explanations of approaches to Jjob regulation for each

branch.

EXPLOYER POLICY AND ACTION

For this variable, a measure based on Purcell's typology was used
(Purcell 1979). In its original form, this classifies industrial
relations climate in an employing organisation into one of four
types by using two orthagonally related dimensions of formality and

trust between management and union.

The investigation here was essentially concerned with trade union
action, so it was considered mare relevant to evaluate trade union
perceptions of climate, rather than climate itself. Thus whilst

comparison of the four organisations in terms of formality broadly
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followed Purcell's ideas, trust was defined as trade wunion
perceptions of the trustworthiness of management. Measures were
developed as follows:-

Formality in Industrial Relations

For this dimension an index was developed to portray the extent to
which relations between the branch and management were confined to
formal channels and forums. The index was constructed from
responses by senior branch officers and personnel specialists to
interview schedule items 62 to 67. There were scored according to
the framework in Appendix M4.1 to produce three sub-indices, each

portraying a different aspect of formality:

Scheduled Formality - standing arrangements for meetings of

formal negotiating forums.

Reliance on Formal

Forums - use of specially called meetings of formal
forums to resolve cases and issues.

Stratification

in_Negotiations -~ the extent to which handling of

different issues was restricted to levels
of seniority in the branch hierarchy and
their management counterparts.

Sub-index scores were summed to give a total on which scores could
thecretically fall between 0 and 100; the latter representing
maximum formality. Derivation of scores is shown in detail in

Appendix S32 and total index scores in table 11.1 below:-

Gas Flectricity Local Authority Local Authority

Branch Branch Branch 1 Branch 2
Index Score 14 24 52 70
Table 11.1  Summary Scores: Index of Industrial Relatlops
Formality in FEmploying Organieation
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Overall Local Authority 2 had the highest formality, and Gas the
lowest. The more detailed picture in Appendix S32 also reveals
several important features,

i. Scheduled formality was much higher in local authority
branches than nationalised industries. In Local Autheority
branch 1 it attained its maximum possible value.

11, Only Local Authority branch 2 had a high reliance on
specially called formal meetings.
iii, Hierarchical stratification in issue negotiation was inwer
in nationalised industries than local authorities,
Perceptions of Management
For this measure, mean activist scores for the attitudes to
management scale were used (see chapter 9 and Appendix S21.2).
Here it should be noted that although trustworthiness and fairness
of management were measured as separate dimensions, they were found
to strongly influence each other (see chapter 9) and were taken
together as a single attitude to management measure,
Classification of Perceived Climate
For each dimension (formality and trust) the mid-point of the
theoretical scale was taken as the neutral point i.e.
Formality 50
Attitude to Management el
Scores for branches along each dimension were plotted to locate
them into the types as used by Purcell. This is shown graphically
in fig. 11.1.
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The Purcell typology allows a number of behavioural predictions to
be made resulting from the way activists viewed climate. However
because the method used was not the  Purcell typology in 1its
original form, it was felt necessary to carry out additional
analyses to provide supporting evidence and enrich the picture
obtained. These are given below,

Activist Endorsement of Formality

It was recognised that irrespective of the degree of formality in
each organisation as reflected in the above measure this could, to
some extent, be a matter of practices whose origins lay in
historical precedent rather than being a feature endorsed by trade
union actors. To evaluate this, an additional measure of
endorsement of formality was used. This consisted of an eight-itemn
scale included in section B of the activist self-administered
questionnaire (Appendix M2.1), Mean scores for activist samples

in each branch are shown in Appendix S33.

Here it can be seen that activist endorsement of formality was in
the same rank order as formality in the employing organisatioms.
Moreover the statistically significant difference between branches
on the endorsement index was due to the much higher mean score in
Local Authority branch 2; a score paralleled by a degree of actual
formality in the employing organisation, It can be concluded that
the relative degree of formality in each arganisation was a feature

to which branches subscribed.
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Formality and Attitudes

Since formality could be endorsed for a number of reasaons, it was
felt desirable to explore its interaction with other attitude
dimensions. Here two separate analyses were conducted using
partial correlation and path analytic methods.

Apnalysis 1

The relationships between activists' endorsement of formality,
perceived opportunity for steward autonomy, attitudes to the rank
and flle, intrinsic satisfactions in activist role and

endorsement of oppositional aspects of activism.

Analysis 2

The relationships between  activist  perceptions of  the
trustworthiness of management and the five separate evaluative
dimensions of the rank and file; their perceived loyalty,

appreciation, motives, competence and awareness.

Path models evolved are shown in Appendices S34.1 to S34.8 and are
interpreted as follows:-

Gas Branch

From the first analysis it can be seen that endorsement of
formality was mainly determined by evaluations of the rank and file
(23% explained variance). A falling endorsement of formality had
the effect of increasing intrinsic satisfactions from activist role
(18% variance explained) which in turn raised endorsement of

oppositional aspects of activist role (20% explained variance).
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In the second analysis, neither of the evaluations of management
had a noticeable determining effect on endorsement of formality.
The primary determinants of this were perceptions of the
competence of the rank and file and the perceived appreciation by
the latter of trade union efforts on their behalf (45% and 12%
explained variance respectively). Both variables positively

affected endorsement of formality.

For this branch it can be concluded that the low endorsement of
formality was connected more to perceived characteristics of the
rank and file and to opportunities in the activist role than to any
evaluations of management. Low formality was associated with a
valued opportunity to autonomously manage industrial relations at
workplace level. In addition low endorsement of formality had
some origins in wariness of rank and file backing.

Electricity Branch

In the first analysis, formality affected all other attitude
dimensions. Its most pronounced effect was one in which a lower
endorsement of formality was associated with activists more
strongly endorsing an oppositional role for themselves. This
explained 34% variance. The second analysis demonstrated that as
perceived appreciation of the rank and file rose so did formality

endorsement (33% explained variance).
In this branch as in Gas, there was some connection between low
endorsement of formality and low evaluations of the rank and file,

Here, however, it was because the rank and file were evaluated as
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unappreciative that formality was not highly endorsed. In
addition the comnection with endorsement of oppositional activist
role must be noted. This suggests that irrespective of
perceptions of management, formality was equated with a lowered
opportunity to adopt an oppositional stance, a position unlikely to

be favoured by these activists (see chapter 9).

Local Authority Branch 1

For the first analysis formality affected all other attitude
dimensions. Its most prominent effect was on evaluations of the
rank and file. Here as formality was more highly endorsed, non-
activists were viewed more favourably (16% variance explained).
The second analysis produced a rather more complex picture.
Perceptions of management had a negligible determining effect on
formality, but a rise in evaluations of rank and file awareness
caused a rise in the endorsement of formality (16% variance

explained),

Again it can be noted that formality was far more strongly
determined by views of the rank and file than perceptions of
management. Here, evaluations of the rank and file were mare
favourable than in other branches and thus formality was more
highly endorsed.

Local Authority Branch 2

In the first analysis there was a weak relationship (3% explained
variance) in which as evaluations of the rank and file fell,
formality was more highly endorsed. This negative relationship was

traced in the second analysis to evaluations of non-activist
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loyalty and appreciation (8% and 14% explained variance
respectively). Again views of management had a negligble effect on

formality endorsement.

Unlike other branches where formality was eschewed if evaluations
of the rank and file were low, here the reverse occurred. Thkis
suggests that activists, rather than seeing rank and file support
as a prerequisite for adoption of formal negotiating stances with
management, embraced formality for other reasons, For example by
placing matters in a formal arena and merely reporting back
management responses, activists could relieve themselves of the
responsibility for success and place the onus to some extent on the
rank and file.

Employer Policy and Action: an Overview

In the initial classification of climate it must be noted that
scoring for both dimensions was specific to the investigation.
Branch 1locations were relative rather than absolute i.e. the
Electricity branch had a stronger tendency than others to regard
itself as in a climate of uninhibited antagoniem.

Nevertheless it can be noted from the additional analyses, that the
degree of actual formality in each organisation was paralleled by
trade union endorsement. In addition, formality endorsement was
demonstrated to be connected with perceptions of the rank and file
rather than of management. As in the original Purcell scheme, the
two dimensions of trust and formality used here can be regarded as

orthogonally related. The initial classification can be regarded
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as 2 substantially accurate picture of how branches viewed their
respective industrial relations climates and, as a corollary, the

policy and action of management.

Vith respect to actual climates <(rather than how they were
perceived) the results of prior empirical studies can be noted.
These have demonstrated that there is a strong correspondence
between trade union and management views on the quality of
relationships with each other (Rim and Mannheim 1064, Biasatti and
Martin 1970). Moreover the correspondence is closest in
organisational situations of the size with which this investigation
deals (Allen and Stephenson 1983). It is likely, therefore, that
&ctual climates bore a strong resemblance to those perceived as
real by trade union actors. Since response to the world s
inevitably in terms of what the world is perceived to be (Silverman
1970) it is pertinent to note the characteristics of each climatic
type as given by Purcell. These have a strong resemblance to the
four situations studied.

Adaptive Cooperation (Gas Branch)

"..v....there 1s high trust and cooperation but few, if any, formal
written agreements, especially of a procedural nature. Meetings
occur when required usually on an informal basis. There is a
tendancy for this type of industrial relations to rely on dominant
personalities on either side.”

(Purcell 1970, p 10D
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Uninhibited Antagonism (Electricity Branch)

"...voindustrial relations is conducted in an ad-hoc conflict
based manner.......mutual suspicion and distrust, The behaviour of
one party 1is often seen by the other as irrational and
unpredictable ....... few agreed rules of conduct between the
parties.”

(Purcell 1979, p 10J
Cooperative Constitutionalism (Local Authority Branches)
"...¢...high trust and cooperation within a framework of
comprehensive agreements usually focused on Joint Negotiating
Committee meetings. Particular effort is made to abide by the
constitution which establishes mutual rights and obligations and
should not be breached."

(Purcell 1979, p 10
Antagonistic Constitutionalism (for reference only)
".evoovaprocedures and institutions used, as a means of expressing
distrust and aggression .....complaints of conduct or failure of
other party to abide by its promises ......meetings found
frustrating .....reference to (other party's) negative attitudes.”

(Purcell 1979, p 10

INDUSTRY COLLECTIVE BARGAINING STRUCTURE
Ihe Prescribed Situation

This is described in more detail in chapter 6 and Appendices S2.1
to S2.4, Here it 1s sufficient to note that the rank order of

restriction (from the highest degree of restriction to the lowest)
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of job regulation role for branches as laid down in provisions of
collective bargaining structures and agreements was as follows:-
Electricity
Gas
Local Authority Branch 2
Local Authority Branch 1

Vithin this formal position two additional measures were developed.

1 - Perceived Legitimacy of Preclusion of Involvement
from Job Regulation Activities

Here an index was developed using data extracted from appendices
S16.1 to 16.4. This used responses to inverview schedule items 47

to 49 details of which are given in Chapter 6.

For this sub-index, only those issues where existing agreements or
bargaining structures either precluded or limited branch
involvement were included in the count. These were sub-divided
into two categories according tao the response to question 49 viz:
Accept situation as is and pursue issue via outside trade union
or
Attempt to erode situation to obtain greater branch
involvement.

An index was created by:-

Accept situation and pursue via outside trade union

X 100
Total number of issues where involvement limited/precluded

Derivation of indices is shown in detail in Appendix S35 and

summary scores in table 11.2 below:-

278



Gas Branch  Electricity Branch  Local Authority  Local Authority
Branch 1 Braach 2

56.500 80.000 100. 000 100,000

Table 11,2 Index of PFPerceived Legitimacy of Preclusion from
Iavolvement by Provisions of Existing Agreements and Collective
Bargaining Structure

Scores on this index could theoretically fall between 0 and -100;
the higher figure representing the maximum degree of agreement with
the situation as prescribed in existing arrangements. Vhilst there
was a small amount of dissatisfaction 1in the Eleétricity
branch,only the Gas branch could be said to strongly questicn the
legitimacy of existing arrangements. Both 1local authority

branches had the maximum degree of satisfaction.

2 - Effects of Collective Bargaining Structure an
Restriction of Branch Roles

Here an index was developed which evaluated (irrespective of the
prescribed arrangements) the extent to which collective bargaining
structures excluded branches from involvement in job regulation.
This was derived using responses to interview schedule items 68 to

70 scored as per Appendix M4.1.

Question 68 obtained details of any issues for which it was normal
for a lay officer to be excluded and Question 69 provided data on
issues for which management normally insisted on full-time officer
involvement. Question 70 obtained details of issues which were

normally negotiated completely by lay officials.
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The index was calculated by:

Question 68 x Question 62 x Question 70.
This produced an index where scores could fall between 0 and 100;
the higher figure representing the highest degree of exclusion of

the branch from job regulation.

Derivation of scores is shown in detail in Appendix S36 and summary

indices in table 11.3 below:-

Gas Branch EBlectricity Branch  Local Autkority Local Authority
Branch 1 Branch 2

0.400 12.800 1.600 1,600

Table 11.3 Index of ZEffects of Collective Bargalning Structure on
Restriction of Branch Roles

For both local authority branches the index was identical. This was

because the only exclusions were grading claims {n their second
level of appeal onwards i.e. those handled in forums external to

the employing organisation.

The Electricity branch had the highest level of curtailment of its
Job regulation activities. The reason here being management's
insistence (wherever possible) on observance of the provisions of

existing agreements,

In the case of the Gas branch, a very low index figure was
obtained. Here irrespective of the provisions of existing
agreements, management were content to deal almost solely with the

branch,
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THE OUTSIDE TRADE UNION

For this variable a number of measures were developed, all of which
were combined into a single index of outside trade union influence.
These were as follows:-

1l - Restraining Influence on Freedom of Action

For this measure, responses to interview items 71 and 73 were used,

scored as shown in Appendex M4.1,

Question 71 asked what procedures the branch would follow to take
industrial action. This established the extent to which branches

were constrained by parent union requirements.

Question 73 established the extent to which the branch was
constrained by wider trade union policies in its adoption of

issues.,

Multiplication of the two scores gave a sub-index the value of
which could theoreticaly be between O and 20; the higher figure
representing maximum restraint.

2. - _Inflyence on Communications with Employer

Here responses to interview items 72 and 74 were used.

Question 72 established the extent to which the branch placed
itself under the direction of the ocutside trade union in conducting
written correspondence with the employer. In Question 74, tﬁe
extent to which the branch and outside trade union kept each other

informed of their correspondence with the employer.
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The two scores were multiplied to produce a sub-index which could
theoretically fall between 0 and 20; the higher figure
representing maximum subordinacy of the branch to outside trade
union.

3 = Influence on Issue Definition and Adoption

For this, data was gathered from a scrutiny of branch records
across an eighteen month period; one year prior to the study plus
six months of fieldwork. This gave information on the total number
of issues emanating from the outside union asking for (or
recommending) branch adoption and pursuit. It also revealed the
number actually adopted. The sub-index was created by:-

Number of Issues Adopted
x 10

Humber of Issues to which Exposed

Scores could theoretically fall between 0 and 10; the high figure

representing maximum influence.

4 - Influence Arising from Involvement of Outside Trade Union
Qfficers to Pursue Issues within the Branch (Internal Supportl.

Vith this measure, responses to interview items 46, 49, 55 and 57

to 59 were used.

Question 46 asked for details of the types of issues in which the
branch became involved; question 49 their approximate proportions
of total workload. By use of a rating scale, question 55 obtained
respondent estimates of the perceived difficulty of handling each
issue type. Questions 57 to 59 established in terms of case

preparation, presentation and channels of pursuit, how each issue
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type was normally handled i.e. by branch official or full-time

officer.

To simplify data analysis, the number of issue types was collapsed
to 2 maximum of five, taking care that each one had common scores
for responses to the above questions. A type score for each one
was calculated by:-

Question 49 x Question 55 x Questions 57-959
(Proportion) (Difficulty) (Handling Mode)

This reflected the extent to which support had been called-for and
obtained on a proportion of the branch workload weighted for its
- perceived difficulty in bhandling. The five type scores were summed
to produce a sub-index, the theoretical extremes of which were O
and 40. On this index the greater the branch score, the greater
was the extent to which support was sought from outside trade
union. Derivaton of sub-indices is shown in detail in Appendix

S37.

5. = Influence Arising from Passing Issues to Outside Trade Union
for Pursuit (External Support)

Data for this measure was obtained from scrutiny of branch minutes,
correspondence records and minutes of District. Service Conditions
committees. From these were obtained the number of internal job
regulation issues which branches had taken to outside trade union
forums to obtain support, together with those on which suppo;t was
given. A sub-index was created by:~-

Issues where Support Obtained

x 10
Total Issues where Support Sought
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Scores on this index could theoretically fall between 0 and 10, the

higher figure representing maximum external support.

Qverall Index
Sub-index scores for each branch were summed to give the total
index of outside trade union influence. Theoretically scores on
this index could fall between 0 and 100; the higher figure
representing a2 situation where the outside trade union exerted
influence on the branch in all the aspects measured in 1 to 5
above. Derivation of scores is shown in detail in Appendix S38 and
total index scores in table 11.4 below:-
- Gas Branch Electricity Branch Local Authority Local Authority
Branch 1 Branch 2
10.040 48,599 31.657 32.000
JTable 11.4 Index of Qutside Trade Union Influence
Overall the branch least influenced by the outside trade union was
Gas. Electricity was the most influenced and both local authority
branches had very similar scores. It can also be noted that rank
orders on the total index were paralleled by those on  the
majority of sub-index scores. [Nevertheless, several features of
the more detailed picture shown in Appendix S38 are noteworthy.

i. On restraint on freedom of action, Gas showed itself to be
virtually uninfluenced whilst all others were strongly
influenced.

1i. Influence on communications with the employer was generally

low for all branches.
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111, Influence over issue definition was much higher for
Electricity and Local Authority 1 than for the other two
branches

iv. Internal support was very low for Gas and high for
Electricity.

v. Electricity was the only branch which had sought and gained
external support, both Gas and Local Authority 1 having been

rejected in their external appeals for help.

All the factors discussed above can be seen to have bhad an impact

on one or more dimensions of approaches to job regulation. Thelr
effects, however, were complementary rather than discrete. Thus
it is more appropriate to considér their combined influence on each
branch.

Gas Branch

In this branch the outside trade union was not a source of either
internal or external support. There was little influence between
the branch and outside union, or in the reverse direction. Indeed
the outside union had the lowest level of influence found in any
branch studied. It is hardly surprising to find that the branch
was the most independent of all those investigated. Neither is
it surprising that it adopted few externally focused 1issues

brought to its attention by the parent trade union.
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Any reciprocity that existed was probably between the branch and
organisational management (the adaptive-cooperative industrial
relations climate) and the climate itself can be seen to have
facilitated independence ©0f the branch e.g. Vithout the
cooperation of management, it would have been difficult to avoid
limitation of its Jjob regulation activities as prescribed in

industry collective bargaining structures.

It is possible that part of the price paid for management
cooperation was the branch's low degree of issue initiation (the
lowest of all branches studied), It is also possible that the
climate facilitated a degree of workplace level initiation and
issue handling which removed the necessity for issue adoption at

branch level (see Chapter 10).

Intensity of action for this branch was second only to Electricity.
In view of the climate this is difficult to explain. However,
reference to figure 11.1 will show that whilst the climate was
adaptive cooperative, it was only just above the borderline with
uninhibited antagonism. To some extent it can be expected that
climate would be issue specific and could very easily change on a

number of occasions to produce interludes of intense action.

The effect on representativeness in the eyes of the membership (the
second highest score of all branches) is also hard to explain
directly. A possible indirect effect could have arisen from the

combined effects of focus and climate 1i.e. non-activists could
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well have perceived that their workplace issues were the major

preoccupation of activists.

Eleciricity Branch

More than for any other branch, in Electricity the ocutside trade
union was a source of both internal and external support. Here a
collective bargaining structure which prescribed a very restricted
role for activists together with a climate. of uninhibited
antagonism, gave a situation almost completely the reverse of
that in the Gas branch. Management had every incentive to hide
behind the provisions of industry collective bargaining structure
by involving the outside trade union. Thus the branch was the
most dependent of all studied. As a corollary, its reciprocity
with outside trade union was high. It adopted more externally
focused issues originated by the outside union than any other
branch, a feature likely to make it even more dependent for their

pursuit,

Initiation of issues in this branch was only slightly bhigher than
in Gas. This feature can partly be explained by the adoption of

additional externally focused issues.

Intensity of action was the highest in all branches studied and in
view of the industrial relations climate this is hardly surprising.
Moreover 1t can be noted that activists valued informﬂlit} in

industrial relations largely for its opportunity to exercise an
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oppositional role to:

*get one over"

(Purcell 1979, p 10)

Again representativeness is hard to explain directly. However, 1t
is possible that adoption of externally focused issues together
with a somewhat antagonistic relationship between activists and
management combined to make the rank and file feel they were mere

pawns in a game of power politics,

Local Authority Branch 1

In this branch a loose set of national agreements supplemented by
. many locally negotiated agreements, had established a strong role
in .Jub regulation. However, industry collective bargaining
structures required a proportion of cases to be heard in appeal
outside the employing organisation. This established a degree of

dependence higher than in Gas but lower than in Electricity.

In this branch  whilst a high proportion of outside union
originated issues were adapted, the number was lower than in
Electricity. It was however, the most externally focused branch.
This was because focus was more than simply adopting isues
originating from the outside union in repayment for its aid,
There was some concern with wider social issues and focus was more

satisfactorily explained by other factors.
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The industrial relations climate for the branch was strongly
located in the area of cooperative constitutionalism. The high
levels of trust and formality were conducive to initiation of
issues (the highest of all branches). As a corollary this climate

was not conducive to high intensity of action.

Once more representativeness in the eyes of the rank and file is
hard to explain directly. It is possible that climate was a
contributory factor. It should be noted that the more. highly
activists evaluated the rank and file, the more highly they
endorsed formality. Since on the whole the rank and file were
evaluated higher than elsewhere, activists tended to apt for
methods which allowed rank and file concerns to be dealt with in a
formal way that removed the necessity for militant action.
Moreover, the climate was itself conducive to frank discussion of
these concerns with management.

Local Authority Branch 2

Here the influence of outside trade union and effect of the
collective bargaining structure were both similar to those for the
other local authority branch. Thus the degree of dependence on

outside trade union was very similar,

The external focus in this branch was a little higher than that of
Electricity, but much lower than that for Local Authority branch 1.

Thus it is unlikely that external factors had a strong influence.
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Industrial relations <climate was lacated &slightly above
antagonistic constitutionalism in the area of cooperative
constitutionalism.  Although it was probably more conducive to
issue initiation than for either nationalised industry branch, it
was somewhat less so than for Local Authority branch 1. This was,

in fact, the relative position of branches for initiation.

As with Local Authority branch 1, a partial explanation of
intensity of action can be given in similar terms. In additionm,
formality (the highest endorsement of all branches) wa;a probably
embraced because rank and file backing was seen not to be
forthconing, a situation giving a very low propensity towards
intense action. For this reason, endorsement of formality also
provides a possible explanation of why the branch was seen as the
least representative in the eyes of its members. It tended +to
remove the majority of negotiations from the workplace into forums
invisible to the rank and file, and indeed, to the majority of
activists, Thus there was seldom any evidence to the rank and

file that their interests were being safeguarded.
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This chapter commences with general considerations concerning the
use of data obtained frcm'observation of branch meetings; Datails
of results and measures derived from observational data are then
given in which differences between branches are highiighted.
Finally for each branch, processes of intra-organisational
bargaining and decision making are described and conclusions drawn

_on the effects of these processes on approaches to job regulation.

GENERAL CONSIDERATIONS

For a six month time period in each branch observation toock place
of all meetings of its executive committee plus any general
meetings open to all branch members. Summary details are given in

Appendix S39,

Both types of meeting ylelded useful information, but it was only
from observation of executive meetings that measures enabling
strict comparison of branches could be obtained. For these the

recording scheme described in Appendix M5 was used and for open

meetings comprehensive notes were taken.
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Data from both types of meeting had two uses:

i. as partial explanations of branch positions on the dimensions

of approaches to job regulation given in chapter 6

ii. as supporting evidence for conclusions drawn with respect to
some of the other factors described in chapters 7 to 11.

Because of the dual (but complementary) use for the same data,

measures and results will be presented first. Following this a

description will be given of intra-organisational bargaining and

decision making in each branch, using the data to support

conclusions drawn.

DATA AND MEASURES FOR EXECUTIVE CONMITTEE MEEETINGS
Allocation of Time
This measure was designed to provide an overall picture of how
branch executive committees spent their time on discussion of
various items. Matters discussed were classified into one of
seven types i.e.

Meeting Formalities

Routine Internal Administration Issues

Non-routine Internal Administration Issues

Internal Job Regulation Issues

Industry Job Regulation Issues

Issues Promoted by Vider Trade Union in which support for

another NALGO organised service was sought.

Vider Social Issues.
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For each type, the number of issues and times of discussion were
totalled for all meetings of each branch. From this were derived
mean numbers per meeting and proportions of total meeting time.
The detailed results of the analysis are shown in Appendix S40
where it can be seen that differences between branches were
statistically significant. The following points may be noted:

i In all branches meeting formalities occupied similar
proportions of time, as did items of a routine internal
administrative nature,

i1, Feither Electricity or Local Authority 2 branches apeﬁt any
time on non-routine internal administrative items.

- Conversely both Gas and Local Authority 1 devoted in excess
of 11% of their time in discussing improvements to their
internal effectiveness.

ii1. Both Gas and Local Authority 2 spent major proportions of
their time discussing internal jaob regulation issues, For
Electricity a comparatively low proportion of time was
devoted to these matters.

iv., Rational Job Regulation issues took up nearly one-quarter
of meeting time in the Electricity. In bath Local
Authority branches these issues warranted less than 2%
0of meeting time and in Gas were not even mentioned.

v. In all branches except Gas issues promoted by the wider
trade union plus those of a wider social nature
accounted for aver 18% of meeting time. In Gas these

issues occupied 1less than 4% of the time,
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Interactions between Executive Members

For these measures, executive committee members were for analytical
purposes, divided into two groups; Opinion Leaders and Non-opinion
Leaders. Classification was made on the basis of supplementary
notes on patterns of non-verbal communication between participants.

Opinion leaders were defined as those individuals wha:

i, Could, if so desired, interrupt and become the focus
of attention for participants.
i1,  Vhen speaking, were listened to in silence and became a

visval focus of attention,

111, At the point of voting on contraversial issues, became a
visual focus of attention to non-opinion leaders who
were observed to vote fractionally after and in the same way
as opinion leaders.

The number of opinion 1leaders in each branch varied; a feature

which had effects on both bargaining/decision making.

From details recorded for all issues, the following were computed

with respect to frequency and duration of contributions:

1, The mean number of contributions per issue by non-opinion
leaders and opinion leaders according to whether they were
moving/supporting a proposal made by either an opinion leader or
non-opinion leader,

2. The proportions of contributions made in three relational mnées
- as bids to dominate or control the discussion

- deference or submission to another individual
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- equivalence: either talking to another person as an equal or

- a bid for mutual identification.

These were also computed separately for opinion leaders and non-

opinion leaders and whether used in moving/supporting or opposing.

Detailed results are given in Appendices S41.1 to S41.4 where it
can be seen that there were notable differences both between and
within branches. These were analysed by statistical testing using
simplified categories. The results of these are shown in
Appendices S42.1 to S42.5 and the following features can be noted.
Between Branches (Appendix S42.1)

in terms of time contribution per issue, differences between
branches for opinion leaders were not statistically significant.
For non-opinion leaders differences were statistically significant.
In Electricity they said little and in Local Authority branch 1
their time contribution in opposing was as large as when they were

moving/supporting.

Vith respect to the relational content of contributions differences
between branches were large and statistically significant for both
groups. In Local Authority branch 2, all but 8% of opinion leader
contributions were control bids. Conversely in Laocal Authority
branch 1, opinion leaders made control bids less frequently and for
one third of their statements wused an equivalence mode. Non-
opinion leaders in all branches used control bids less frequently.

In Electricity over 70% of their statements were deferential. In
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Local Authority Branch 2, they used control bids almost as much as
opinion leaders and in both Gas and Local Authority branch 1 higher
proportions of equivalence statements were used.

Vithin Branches (Appendices S42.2 to $42.5)
Only in Local Authority 1 were differences in time contribution

statistically significant. Here opinion leaders contributed most

when moving/supporting and non-opinion leaders when opposing.

In relational content, differences were statistically significant
in both nationalised industry branches. For Gas this was due to
the higher proportion of control utterances by apinion leaders;
non-opinion leaders using roughly equal proportions of control anrd
-non-cnntrol bids. With Electricity, opinion leaders almost always
made control bids whilst non-opinion leaders did so very

infrequently.

In each local autharity branch opinion leaders and non-opinion
leaders had similar patterns of relational content, but here the
similarity ends. With Local Authority branch 2, both spent mast
of their time making control bids. In Local Authority branch 1
both used non-control statements far less frequently.
Eroposals and Decisions
This measure also distinguished between opinion leaders and non-.
opinion leaders. Data was extracted from recording schedules to
examine!

1. The numbers of proposals for action made by opinion leaders

and non-opinion leaders.
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11,  Whether these were supported or opposed by opinion leaders
or non-opinion leaders.

111 The outcome; whether the proposal was carried or lost.

A proposal was defined as the first definite occurrence in an issue
debate of a suggested course of action by the branch., Tentative
exploratory remarks were not counted as proposals. A proposal
rejected or heavily modified in debate was counted as lost; a

proposal accepted or modified only slightly as carried.

Detailed results are shown in Appendix S43.1 and a test for the
statistical significance of differences between branches in

'Appendix S48.2.

In all branches opinion leaders made the highest percentage of
proposals but the difference between branches was large enough to
be statistically significant. Branches also differed in the extent
to which an opinion leader proposal was carried or lost. For Gas
and Electricity, proposals emanating from cpinion leaders were
carried irrespective of who opposed them, In the two local
authority branches approximately 10% of opinion leader proposals

were naot carried,

Vith non-opinion leader proposals, a somewhat more complex
situation existed. In the Gas and Local Authority 1 a proposal was
invariably carried if supported by an opinion leader and lost if

opposed. In Electricity if an issue was opposed by either group
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it was lost. For Local Authority branch 2 proposals emanating from

non-opinion leaders were lost and «carried almost equally,

irrespective of who opposed aor supported.

Themes Emerging in Issue Discussion

For this measure only discussions of job regulation issues were
used. The aim was to obtain a picture of the drift of the
discussion irrespective of its topic; thus providing
supplementary evidence on attitudes and viewpoints prevalent in
activists. Statements and themes used in issue discussion were
noted and for analysis, were categorised as falling into one of
five thematic groups concerning:-

Issue Pursuit

Themes concerning tactics and strategies for issue handling.

The Vider Trade Union

Themes involving references to the outside trade union, its

policies and their relevance to the item under discussion.

Vider Social Items

Themes where reference was made to the desirability of

the branch becoming involved in matters beyond employing

organisational issues.

The Rank and File Representative Processes

Themes concerning rank and file views, actions or branch

processes of representation.

Management

Themes concerning views held of management.
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The total number of times a particular statement or theme emerged

was divided by the total number of issues discussed in all

meetings, to give a mean frequency per issue. Results, together

with typical thematic statements, are given in Appendix S44.1 and a

comparison of {frequencies in major groups in S44.2 where  the

following can be noted,

i,

iil

111,

iv,

In all branches there was a fairly high frequency of
statements advocating that the issue should be pursued in
some way. (Items P3 to P6 on Appendix S44.1). In both
local authority branches these were counterbalanced

in some degree by themes advocating non-pursuit

(items P1 and P2). In Local Authority branch 2

the frequency of statements for non-pursuit actually
exceeded that for pursuit,

Occurrence of themes concerning the Wider Trade Union were
much more frequent in the Gas branch than elsewhere. The
vast majority of these were anti rather than pro the parent
body. 1In the Electricity Branch there was a high
frequency of themes concerning policies of the VWider Trade
Union as a guide to branch action (item 01),

Only in Local Authority branch 1 did themes emerge which
advocated adoption of a wider social role. In 2all other
branches statements were against this stance.

The frequency of themes advocating militant issue

pursuit but perceiving the rank and file as a

distinct inhibition to this were much higher in Gas and

Electricity than elsewheras,
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vi.

vii.

For both Gas and Local Authority branch 1, pro rank and file
statements were more frequent than those disparaging non-
activists; particularly so in Local Authority branch 1.

In the other two branches the position was reversed,
especially so in Electricity.

In Gas and Local Authority branch 1 there were high
frequencies of themes emphasising rank and file interests -
or representative processes (items R4 and RS). Conversely
in Local Authority branch 2 there was a somewhat higher than
normal frequency of blame stories indicating breakdown of
these processes (item R6),

Vith respect to themes refering to management, both Gas and
Electricity had high frequencies of anti-management
statements. For Gas this was counterbalanced by some pro-
management themes. In Electricity there was both suspicion
and deprecation of management.

Only in Local Authority branch 1 did pro management themes

outnumber either suspicion or anti-statements.

MEETING PROCESSES AS PARTIAL EXPLANATIONS
QF_APPROACHES TO JOB REGULATION

Gas Branch

Executive committee meetings were held monthly. They were formally

organised in terms of agenda; background papers and written reports

all being sent out some ten days prior to the event, Here

formality was used mainly to ensure effective use of time and did

not extend into processes of issue discussion.
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The meetings had three main purposes:

1. For branch negotiators and specialist officers to update
stewards on matters in hand. Usually this was triggered
by written reports but with the necessity on many issues
to redefine aobjectives and tactics,

ii.  Reporting by the branch secretary of any impending new
issues notified by management and to highlight items of
correspondence.

iii.  For stewards to discuss in open forum any issues they had
dealt with at constituency level and, if so desired, to
enlist support by formally moving the case for branch

- adoption. In this branch, a case remained the property
of a steward until this had occurred.

Activists were on the whole unfavourably disposed towards open
meetings, low attendance made them a somewhat demoralising
experience. Either balloting or the steward system itself were
felt to be more effective methods of sensing and informing the
members. Nevertheless, whilst fieldwork was in progress, two open
meetings were held, both called by the executive committee. These
were used for different purposes to executive meeting, namely:

1, Fulfilment of the constitutional necessity of annual
re-election of the executive committee.

ii. To obtain formal ratification of an executive evolved
policy.

iii.  Vhere the executive had been unable to evolve a policy

to test the climate of rank and file opinion,
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Within the executive committee there were three clear opinion
leaders; branch secretary, chairman and a past chairman. All had
worked together for some time and were in daily contact., The
majority of proposals in committee meetings emanated from opinion
leaders; usually because their advice was requested. Indeed their
alloted role at meetings was largely that of experienced
constitutional and technical experts rather than persons holding
positions of power. At open meetings where a policy bhad to be
sold to the membership, it was invariably one of these three that

acted as advocate for the executive committee.

Executive meeting processes could be classified as problem solving.
‘There was a distinct air of a discussion group seeking a solution
for which collective responsibility would be held. Typically any
issue brought forward prompted a chain of free discussion in which
the issue itself was fully clarified before any course of action
was proposed. Towards the end of the discussion, tentative
proposals would emerge from several sources, one of which would be

adopted.

It can be noted here that because of this extensive explnrﬁtury
chain, few firm proposals were ever rejected. Indeed, issues
introduced without sufficient information to permit informed
discussion were usually deferred for someone (invariably an opinion

leader) to prepare a detailed report.
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Although opinion leaders spoke twice as much as others and usually
in a control mode, this was due to their alloted roles of advisors.
1t can further be noted that they were seldom addressed
deferentially. Decision making in executive committees was
therefore often a lengthy but thorough and egalitarian process.
The outcome was decisions with high participant commitment and
sufficiently well thought through to avoid adoption of negotiating
albatrosses. The branch operated a steward system where workplace
representatives were in daily contact with their constituents to
explain and sell executive decisioms. In addition a broadsheet
describing the content and decisions of meetings was produced and
circulated to most members shortly afterwards. Thus very positive

steps were taken to keep the membership well informed.

A well informed membership was a feature apparent in open meetings.
Here when an executive proposed policy was moved, rank and file
members were sufficiently well briefed as to be able to take-up
some 30% of meeting time with questions. An adopted policy
therefore became their policy. In addition the testing of the
climate of opinion at open meetings, allowed rank and file members
to instruct their executive with respect to matters with which it
should concern itself. An example of this is given in chapter 7

where the executive was instructed to avoid wider social causes,
In summary, processes 0f intra-organisational bargaining and
decision making in the branch were likely to create an impression

of representativeness amongst its members. Moreover they were alsa
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likely to ensure some measure of support in the event of intense

pursuit of an issue.

The content of executive meetings also provides some evidence of
activist values. Indeed it has been noted that such events provide
activists with oppartunities to test and re-affirm their values in
discussion with their peers (Batstone et al. 1979). For eiample
full time officers were never invited to attend executive meetings.
Discussion was almost exclusively concentrated on internal  issues.
The mere mention of a wider social or outside union promoted cause
was enough to invite derisory comments. Thus independence of
outside union and a highly internal focus were reflected in the

narrowness of agenda.

Although militant issue pursuit was frequently advocated, the rank
and file as an inhibitory influence on aggressive action was also a
constantly recurring theme, This provides some support for
conclusions drawn in chapter 9 and explains why, in the ‘face of
relatively militant activist attitudes, this was only the second

most intense branch in action.

Statements with respect to management are also revealing. Here a
high frequency of anti-management statements was recorded. There
were a smaller number indicating pro-management views but
virtually none indicating suspicion. This provides some support
for conclusions given in chapter 11 indicating a degree of trust in

management. It is probable here that activists simply accepted
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that management had a different set of values or objectives to
themselves; a perspective which would make it difficult to open a

dialogue in initiating issues.

Finally, anti-rank and file statements were comparatively rare and
those in which non-activist will or opinion was brought forward
were frequent. There was a high emphasis on representative
processes and few signs of any factionalism. This, together with
the pattern uf interactional processes, gives some explanation of
why the branch was considered relatively representative in the eyes
of its members.

Electricity Branch

‘Here executive meetings were also held monthly and were formalised
both in content and interactive processes. The major purposes of

meetings were:-

i. For elther the branch secretary or full time officer to glve
an update on local, district or national issue negotiation.
ii. For stewards to bring cases forward and either pass them to
the secretary for pursuit or receive instructions on how

they should be progressed at workplace level,

Open meetings were called willingly and three were held during the

period of fieldwork. Their purposes were:

i, To fulfil the constitutional requirement of annual

executive re-election.
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ii. To debate issues affecting all the branch membership and
obtain ratification of either negotiating objectives or
agreements made by the branch executive.

111, To sell a nationally negotiated issue to the membership,

Only one clear opinion leader existed within the executive
committee; the branch secretary. However the chairman exercised a
semi opinion leading position. In addition a full time officer of
the union was often present who also exerted a strong opinion
leading influence. Here any liaison between opinion leaders
outside the meeting was mainly between full time officer and

secretary,

As in Gas, the vast majority of all proposals emanated from opinion
leaders but here their roles were somewhat different. Just as the
Gas executive could be likened to a discussion group this one could
be compared to a privy council. Opinion leaders were monarchs who
received advice from councillors and handed down judgement which
only sometimes took cognizance of the advice. Typicaily an issue
raised by an opinion leader would be introduced together with a
proposal for action. Those raised by non opinion leaders would be
answered with a proposal by opinion leaders with little intervening

exploration or debate.

Branch opinion leaders dominated the topic of conversation and
unless speaking to the full-time officer (in a deferential mode)

were clearly exercising control. Non- opinion leaders spoke
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infrequently and in very short statements. Vhen supporting opinion
leaders (which they did most of the time) they spoke deferentially.
Only when opposing did non-opinion leaders use a control mode and
then they had a tendency to be deferential and almost apologetic

for being in opposition.

Executive decision making processes can be seen to reflect a strong
unity of command. This carried over into open meetings where
members were exhorted by opinion leaders not only on how to act,
but told how to think. Indeed at open meetings there was almost
an atmosphere of opinion leaders informing the rank and file that
their wisdom was ignored at some peril. The rank and file for

their part mainly listened in silence.

On the whole whilst decision making clearly took place, bargaining
was largely absent. It would have been quite possible for the
rank and file to interpret these processes as containing more than
a note of elitism and arrogance. A situation which explains in
part their view of the branch as relatively unrepresentative of

their interests.

As with the Gas branch, the content of processes provides some
evidence of reaffirmation of values which could have prompted
approaches to job regulation. A full time officer was present at,
and contributed heavily, to a large number of meetings. Internal
Job regulation issues took up only slightly in excess of 40% of

meeting time; a2 high proportion being devoted to national issues
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and causes promoted by the outside union. These matters were
inserted as distinct agenda items around which discussion centred.
In addition statements refering to NALGO policy, solidarity with
other branches and advocating issue pursuit via outside union were
extremely frequent. The whole process was therefore geared to
produce dependence on the outside union plus a degree of external

focus,

Statements advocating militant pursuit of issues had the highest
frequency of all branches. In contrast to the Gas branch, the
inhibiting effect of the rank and file on militant action was less
frequently expressed, and decision making was geared more towards
ISpeed than weighing alternatives. The branch's position as the

most intense in action is therefore understandable.

Anti-management statements were frequent, as were those expressing
suspicion, This provides some support for conclusions drawn in
chapter 11 with respect to the industrial relations climate as
perceived by activists. The high frequency of anti-rank and file
statements coupled with the comparative rarity of the will or
interests of the rank and file being mentioned supports the idea
of elitist activist attitudes introduced in chapter 9.

Local Authority Branch 1

This executive committee also met monthly, Since it was allowed
time during the day to hold its meetings these were extremely well
attended. It should first be noted that the difference between

opinion leaders and non-opinion leaders was nowhere near as
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distinct in this branch as in others. For the purposes of
comparison, however, certain executive members did occupy roles of
greater influence within the branch. In so far as there were
people whose role approximated to that of opinion leader, these
were four members, all of whom also sat on the trade union side of
the employing oarganisation's negotiating committee. They were
Secretary, Chairman, Health and Safety/New Technology secretary and
a past branch secretary. All were in daily contact with each
other. Perhaps because of the numbers attending, meetings were
characterised by a high degree of procedural formality i.e.
departure from the rules of debate was not tolerated. Four major

meeting purposes could be detected,

1., Verbal progress reports by branch officers on current

negotiations.

i1, Opinion leaders could bring forward praposals for branch
action or policy which were then debated; sometimes aver
two or three meetings,

ii1.  Vorkplace representatives reported on matters in their
constituencies and cases were passed to negotiators for
pursuit,

iv.  Reconciliation of differences in matters on which there
were divergent and factional interests within the
branch. Here the task was to evolve compromise goals

for branch negotiators.
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Open meetings were willingly called but had the lowest attendance
of all branches. Two were held in the period of fieldwork and had

the following purposes:

i, To elect the following year's executive committee.
i1, To bring to the attention of the membership the content of
proposed agreements and/or policies. These matters were
usually complex e.g. Transfer of Assets and Privatisaton
as described in chapter 7. Here the executive sought
ratification before making an agreement with the employer.
i11. To mandate delegates to conferences and special meetings

e.g. pay claim,

In this branch, the number of proposals made by non-opinion leaders
was much higher than in either nationalised industry situation.
Usually when a workplace representative brought an issue forward
he/she had some idea of the desired outcome of the debate.
Similarly opinion leaders had solutions as well as problems to
bring to the attention of the meeting. There was, however, little
dissent about ends. Discussion was mainly concerned with the means
to those ends and, as in the Gas branch, solutions emerged via a
gradual (but somewhat more formal) process of elimination of

alternatives.

In this sense the whole process could be characterised as somewhat

akin to a policy making party conference. Proposals by opinion
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leaders and non-opinion leaders were just as likely to be opposed.
Differences between the two groups in both the time for which they
spoke and the way they addressed others were much smaller than in
other branches. Compromise always emerged in the end and this gave
a clear mandate to negotiators. However, the focal roles of
negotiators, which in some respects gave them positions of opinion
leaders, by no means ensured that they always got their own way.
Indeed at times they were given negotiating objectives they felt

unattainable,

On the whole, processes were characterised by both bargaining and
compromise decision making. These were well reported to the rank
and file by those present. Thus it is not surprising that the

branch was considered representative in the eyes of its members.

As with other branches the content of these processes provided
evidence of the role of beliefs and values on approaches to job
regulation. A high proportion of time was devoted to debate of
both wider social issues and causes promoted by the outside trade
union. These discussions were treated seriocusly and the
desirability of involvement in wider social issues was a statement
occuring with high frequency. An external focus far higher than in

other branches is therefore not surprising.

Militant pursuit of issues was seldom mentioned and was outnumbered
in frequency by cautionary statements. This provides some support

for attitudinal evidence given in chapter 9 that these activists
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did not favour intense action. Conversely, the frequency of
statements advocating that the initiative be taken in opening up
negotiations was the highest of all branches. This in combination
with a high frequency of pro-management statements and a low number
of anti-management or suspicion themes, lends credence to the idea
that the branch perceived its industrial relations climate to be

one in which it could initiate with some ease.

Finally anti-rank and file remarks were extremely rare. .Pro-rank
and file statements and those expressing their will or interests
were quite frequent; as were those stressing the use of
representative processes. Moreover, as in Gas, a high proportion
of meeting time was devoted to exploring improvements in internal
effectiveness, All of these provide evidence supportive to
conclusions drawn in chapter O with respect to activist attitudes
and how these were likely to engender representativeness.

Local Authority Branch 2

As with the other local authority branch, executive meetings were
held monthly, during working hours and were well attended. They
were characterised by a very high degree of procedural formality.
Purposes (but not processes) were broadly the same as for Local

Authority branch 1,

Open meetings were nat called readily. Vith the exception of the
constitutionally necessary annual general meeting, open meetings

which occurred during the period of fieldwork were summoned by rank
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and file requisition. In both cases these had the manifest

purposes of

i, allowing the rank and file to express their displeasure
at lack of progress towards some desired outcome.

i1, instructing the executive on negotiating objectives.

These however were merely the manifest purposes. There were signs
that open meetings were also used by some activists to continue in
a more public arena factional struggles waged in the executive
committee, Indeed, 1t 1is possible that activist lobbying was

behind rank and file requisitions for meetings.

On this executive committee there were six highly .forceful
individual opinion leaders; secretary, president, vice president,
health and safety secretary, publicity officer and education
secretary. This was some 30% of the executive committee and all
sat on the trade union side of the organisation's negotiating
committee. So far as could be determined there was ﬁu pattern of
consistent liaison between individuals outside meetings. Rather

there were loose and very fluid alliances on specific issues.

In meetings, proposals made by opinion leaders were more frequent
than those made by non-opinion leaders, However the number of firm
proposals by non-opinion leaders was much higher in this branch
than elsewhere; almost 40% of the total. Problematically almost

all proposals made by either opinion leaders or non-opinion leaders
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were firm proposals in the form of a formal motion. Seldom, 1if
ever, was a motion debated without the appearance of a counter
motion and a series of amendments. At times it was obvious that
participants were unclear about which motion or amendment was under
discussion. Quite frequently, the matter had to be deferred to

another meeting to allow clarification.

The whole process was akin to a hung parliament with continual
battles for control. Opinion leaders and non-opinion leaders both
opposed and supported in a very fluid situation which at times
degenerated to near the level of personal insults. Both used the
control mode when addressing the meeting. Rarely did one person
‘Speak to another as an equal. Accusations and blame stories were
more frequent themes in this branch than elsewhere. Taken as a
whole meetings were characterised by a great deal of bargaining but

little decision making.

Executive committee processes carried over into open meetings where
some branch officers argued with (and on one occasion publically
hurled insults at) each other. Indeed, the annual general meeting
was used to unseat and replace the branch president. Nelther open
meetings or those of the executive committee were conducive ta
decision making. Executive factionalism, lobbying of the rank
and file and public hostility between branch officers all combined
to produce an atmosphere of internecine warfare. This atmosphere

could well have created in the minds of non-activists the
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impression that activists were more concerned with arguing amongst

themselves than with management.

Vith this branch, the proportions of meeting time used for
different issue types probably had very little connection with the
branch's approach to Jjob regulation. Vhatever the issue or
proposal that emerged, it was inevitably disputed by someone.
However, the occurrence of themes emerging in debate does provide

some indications of approaches,

Both militant issue pursuit and adoption of a proactive stance were
infrequently mentioned. Conversely caution or decision avoidance
had the highest frequency of all branches. A low ability to agree
about either 1issue adoption - or pursuit methods gives some
indication of why the branch was neither intense in action or high

on initiation.

Anti-rank and file statements were comparatively rare and pro-rank
and file statements even less frequent. Expressions of rank and
file interests or will were at the lowest frequency of all branches
and references to representative processes rare. The notion of an
activist group more concerned with internal warfare than opposing
management thus receives some support. This warfare was on
occasion visible to the rank and file ﬁnd. therefore, probably

affected views of representativeness.
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Finally, anti-management remarks were fairly frequent. Vhilst
these were balanced to some extent by pro-management statements,
themes indicating suspicion were the most frequent of all branches.
This provides evidence to support conclusions drawn in chapter 11
that activist perceptions of industrial relations climate hovered

between cooperative and antagonistic constitutionalism,
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IRTRODUCTION

This chapter commences with a number of general observations with
respect to the way. in which influencing factors were found ‘to
affect approaches to job regulation. Following this, results from
previous chapters are integrated into explanations of relative
branch positionings on each dimension of approach to job regulation
and generalised conclusions drawn. Finally, tentative conclusions

are drawn on the effects of dimensions upon each other.

GENERAL OBSERVATIONS OF FACTORS INFLUENCIRG JOB REGULATION

Before commencing detailed explanations, it is necessary to make a

number of general points on dimensions of approach to Jjob

regulation and their influencing factors.

Ihe Effects of Industry Collective Bargaining Structures and the
Eramework of Existing Agreements

For local authorities, national agreements were on many matters
framed loosely. This established firm local job regulation roles
for branches. Nationalised industry agremeents were far more
specific and in many cases officially precluded from negotiation
anyone other than full-time officials, This, as will be seen, had

very fundamental effects on approaches to job regulation. ~ For

the present two points can be made:-
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i. Only in the nationalised industry branches were internal
structures found which were directed towards some measure

of autonomous workplace bargaining. It is tentatively
concluded that this was (at least partially) a result of
the restrictive implications of industry structures. 1In
the face of managements who initiated most of the issues,
together with agreements and structures which made job
regulation formally a matter for the outside trade union,
activists could only obtain involvement for themselves by'
circunventing the restrictions. They did this by
concentrating thelr efforts in the first instance at
constituency level which then brought some measure of
legitimacy to the branch role in job regulation.
Conversely in local authorities where the role of
the branch was more legitimized in structures and agreements
there was little imperative for circumvention of
restrictions. Job regulation activities remained a branch
level matter.

ii. A corollary of this was that the industrial relations
climate for nationalised industry branches was
characterized by an informality in relationships between
trade union and management. This contained the attendant
risks of instability and potential volatility (Purcell
1979).

Multiple Causality
Each dimension of approach to job regulation was influenced by a

number of factors. Detailed explanations of both positionings
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on each dimension and influencing factors have been given in
preceeding chapters (6 to 12). However, for convenience a summary
table of all the relevant factors for each dimension is presented
in a simplified form in this chapter (tables 13.1 to 13.5).
Nowhere was it possible to single out an influencing factor which
alone completely explained positioning on a dimension. However,

two general observations can be made:-

8 In many cases the effects of factors were cumulative i.e.
a branch exhibiting two positive factors would be further
towards a particular end of the continuum than a branch
with only one.

11, Factors were found in clusters; a branch having a given

characteristic had other compatible characteristics.

Generalisations from Explanations

Each branch was unique in the sense that it had its own combination
of influencing factors responsible for its position on a particular
dimension. However, since some influencing factors could be
grouped together 1in clusters, and from these the relative
positionings of branches explained, generalisations were possible,
These are given in diagramatic form as networks of influences for

each dimension (figures 13.1 to 13.5).
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DIMERSIONS QOF APPROACH TQ JOB REGULATION AND
INTEGRATED EXPLANATIORS

Dependence on Outside Trade Union

Here the rank order of branches in dependence on outside trade
union was:-

Gas Branch Electricity Local Authority Local Authority
Branch Branch 1 Branch 2
4 1 3 2

A summary of factors explaining dependence on outside trade union
is presented in table 13.1. The dimension was one vhere
collective bargaining structures and agreements affected branch
positionings. As such it {s more appropriate to consider
nationalised industry and local authority situations separately and

explain differences between branches in each one.

Both local authority branches had very similar dependence on the
outside trade union and had strong similarities in a number of
influencing factors. In each branch activists considered the
preclusion of the branch from the same issues of job regulation to
be legitimate. Thus, in both cases, any restraining influence of
agreements was the same. Vorkplace bargaining was relatively
undeveloped in both. However, Local Authority branch 1 was
marginally less dependent, which can be traced to the effect of

two connected factors:-
i. As a result of past bargaining activity a large number of

local agreements existed. This established a more

prominent current role in local job regulation.
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ii.  The industrial relations climate within which the branch
operated was highly conducive to the continuance of this
role,

Thus although its dispersed membership put a greater strain on the
ability to service the rank and file, it was less necessary than in
Local Authority branch 2 to make use of the outside trade union as

a source of internal or external support.

Both nationalised industry branches had similar degrees of formal
preclusion from Jjob regulation but differed widely in their

dependence on the outside trade union.

" In Gas the effects of collective bargaining structures and
agreements were far less pronounced. Both activists and non-
activists bhad relatively unfavourable views of the outside trade
union. This can in some measure be traced back to a single
prominent issue which, at a stroke, diminished the influence of the
parent body and made independence a matter of branch policy (see
chapter 7). However, the declaration of independence is omne
thing; realising it can be another, Here it can be noted that
there were other differences between the branches that made
independence a far more practical proposition for Gas than

Electricity.

Gas activists considered exclusion of the branch from almost any
aspect of job regulation to be unwarranted and the branch had a

more highly developed system of workplace bargaining. These
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factors, together with an industrial relations climate conducive
to both a continuing dialogue with management and a degree of
facilities for stewards, made it far less necessary to use the
outside trade union to service a dispersed membership. Moreover
these factors also allowed some circumvention of the restrictive

provisions of agreements.

Conversely, 1in Electricity a more tense relationship with
management together with a less developed steward system made
membership dispersion a greater problem. Here there was greater
necessity to use the outside trade union for internal support, s
reducing branch involvement in some job regulation activities.
Because they received high levels of support, activists evaluated
the outside trade union more favourably and so its influence

increased; a cycie of self-perpetuating dependence.

Overall, for the four branches, it may be concluded that the most

powerful influences on dependence were:-

i, Collective bargaining structures and agreements which
set formal limits on branch job regulation roles.
ii. The nature of workplace representative systems which
together with industrial relations climate influenced
ease of involvement in job regulation activities.
iii, Attitudes of activists towards the outside trade union
which legitimized (or otherwise) its involvement in domestic

issues.
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Although these were not present in the same way in each branch,
their effects can be generalised into a network of influences. This

is shown in figure 13.1.

Focus in Issues
The rank order of branch positions on degree of external focus in

issues was:i-

Gas Branch Electricity Local Authority Local Authority
Branch Branch 1 Branch 2

4 3 b 1 2

It can further be noted that Local Authority 1 had a conspicuously
more external focus than the other branches and Gas was almost
totally internally focused and the remaining two were very similar,
A summary of factors explaining focus in issues is presented in
table 13.2. It is convenient first to consider the twa branches
occupying the polar positions.

In Gas, both activists and non-activists perceived pecuniary
advancement to be locally attainable and the need for branch
involvement was seen to be greatest at departmental and individual
levels. Moreover, the representative system was organised for
activity at these levels to a greater extent than in other
branches. Opinions of the outside trade were the lowest
encountered and the branch was, as a matter of policy, independent
of the parent. Feither activists or non-activists were inclined

to be sympathetic to externally focused issues promoted by the

324
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outside trade union. The branch was locked into a cycle of

mutually reinforcing internally focused attitudes and activities.

In Local Authority branch 1, pecuniary advancement was seen as
virtually unattainable locally., The relatively inactive bargaining
role of workplace representatives, together with a perceived need
for the trade union involvement to be greatest at organisation
level and abave, gn;e an emphasis on more broadly focused issues.
Both activists and non-activists were very favourably disposed
towards NALGO as a whole and trade unions in general. Thus
although the overall influence of the outside trade union was no
higher than in the other local authority branch, its influence on
' issue definition was greater, Perhaps most important of all,
activists bad identified 2 prominent non-political, wider social
issue with which the rank and file could readily identify,

(see chapter 7). This served as a first step to involvement in a

wider range of externally focused issues,

0f the remaining branches, Local Authority 2 was marginally more
external in focus than Electricity. Here a number of factors

operating in contrary directions can be seen to have influenced

relative positionings.

Electricity was much more dependent on the outside trade union for
internal support; giving the parent higher overall influence,
particularly on issue definition, This influence however, was

primarily exerted on branch activists. These had the highest
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opinions of NALGO and trade unions encountered in the study and
were therefore strongly predisposed to adopt issues promoted by the
outside trade union as a form of reciprocity in return for internal

support.

Non-activists in the Electricity branch, however, had opinions of
the outside trade union much less favourable than those of
activists. These non-activists perceived the greatest need for
trade wunion involvement at 1lower levels of the employing
organisation. This orientation was reinforced by a steward
system which had some capability to deal with these issues. In
addition, a single prominent issue had arisen in the recent past,
in which non-activists had specifically instructed activists to
direct their attentions to internal matters (see chapter 7). The
more internal focus of Electricity was therefore a result of the

exertion of rank and file will over that of activists.

In Local Authority branch 2 trade union involvement was geen as
most necessary at organisational level and above. Non-activists
had no more favourable opinions of the outside trade union than
those in Electricity, but activists had not been fettered with an
instruction to avoid external issues. Thus activists, who were more
externally focused than the rank and file, were freer to engage in

a modest level of support for external issues.

In the branches studied the most powerful influences on focus can

be identified as:-
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i, The influence on branch activists of the outside trade
union.
i1. A cluster of attitudes for both activists and non-activists
concerning levels of issue involvement seen as most
desirable, together with systems of workplace represent-
ation facilitating (or not) issue pursuit at these levels.
1ii. The occurrence of significant single issues which acted as
a focus for prevailing clusters of attitudes and provided
an opportunity for the direction of branch action to be
established.
These can be generalised into a network of influences which is

shown in figure 13.2.

Initiation of Issues
The rank order of branches in terms of initiating issues was:
Gas Branch Electricity Local Authority Local Authority
Branch Branch 1 Branch 2
4 3 1 e

Fationalised industry branches had noticeably lower 1levels of

initiation than those in local authorities.

A summary of factors explaining differences in extent of initiation
is presented in table 13.3. The pattern of differences between
nationalised industry and local authority branches can, to some

extent, be explained by two interconnected factors:-

329



DIAGRAM OF MAJOR INFLUENCES ON BRANCH
FOCUS IN ISSUES

Aston University

Hlustration removed for copyright restrictions

330



STIF PUB UAI JO SUSPIFU0  IR[STARSY

SISTATOB-UON
IRl :g Jxdap SNSS] PIERTUT JoemsSumEn Jo soumaodn
. aToI woTEMIal
o] *2s ssoTpuaddy qof’ UXBRI JO WTIORNSal TeRIoy
c y L e g Jdey sarmonns FUTUTELEq pus sjusmsaldy
2 L
ALDOHIY “TV00T | ALTMOHIOY Tvo0T ALDNLET
THOS WLV W ENEEIEY W

331




i, Industry collective bargaining structures and agreements
which gave local authority branches more constitutional
freedom to initiate and, as a consequence, resulted in an
industrial relations climate more conducive to initiation.

11, Management in local authorities initiated less, and the
few issues they did initiate were of lower salience to both
activists and non-activists. Local authority branches could
adopt a stance directed towards improvements, rather than

defending the status quo.

Nevertheless within each industrial group there were differences

between branches.

Local Autbority branch 1 initiated much more than branch 2.
Historically it had been far more active in negotiating local
agreements. This not only established its role in job regulation
but probably in some measure influenced perception of that role as
one of seeking incremental improvements. Its industrial relations
climate was more conducive to initiation and activists did not see
management as an enemy. Thus they probably had few inhibitions

with respect to seeking improvements.

To some extent the favourability of climate in Local Authority
branch 1 can be seen to have been strengthened by two very salient
issues, In these, an integrative approach to bargaining between
trade union and management was adopted, Moreover the 1issues

themselves prompted the necessity for the branch to pursue
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further claims (see chapter 7). In addition, branch processes of
intra-organisational bargaining strongly facilitated emergence of
rank and file opinions. Thus activists had a clearer view of the
importance of issues to the rank and file, and were consequently

more confident of their support.

In Local Authority branch 2 there was no tradition of initiation.
A single issue, hiéhly salient to the rank and file, prompted
abandoning of other claims. To some extent these other claims were
abandoned because activists' perceptions of the industrial
relations climate were such that they did not see management as
being prepared to give away several advantages at the same time.
'Perhaps more important, there was often considerable disagreement
amongst activists in regard to the relative importance of issues.
Abandoning almost all other claims in favour of the one issue that
the rank and file had stressed as important avoided some of the

disputes about priorities.

In both the nationalised industry branches there was equal
scepticism amongst activists with respect to rank and file support.
However, the Electricity branch initiated slightly more issues

than Gas.

In Electricity, management initiated issues were of somewhat lower
salience to both activists and non activists than they were in the
Gas Branch, The industrial relations climate was one of low trust

where trade union and management were not receptive to each
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other's ideas. Indeed, activists saw their role primarily inm
terms of making management fair and trustworthy and were to a large
extent, reliant on outside trade union support to do this. All
these factors induced a slightly higher tendency for issues to be

formally initiated at branch level.

In contrast, gas activists had higher autonomy in workplace
bargaining within an industrial relations climate that allowed some
circumvention of written procedural agreements, There .was a
degree of issue initiation and handling by stewards at workplace
level, which removed the necessity for the branch to become

formally involved.

A final contrast between the two nationalised industry branches was
in intra-organisational bargaining processes, In Gas, these
strongly facilitated the emergence of the rank and file viewpoint.
A clear picture of non-activist salience and the issues they would
or would not support emerged. In Electricity, activists had
elitist attitudes and were more inclined to belleve fhey knew what

was best for the rank and file and initiated accordingly.

In conclusion the major influences on initiation of issues by

branches were:-

i, Industry collective bargaining structures and agreements

which established the limite of branch job regulation.
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11, The industrial relations climate which influenced a
branch's perceptions of the ease of issue initiation,
i11, As a corollary to (i1) a cluster of activist attitudes
towards their role.
iv, The representative system or centralisaiton of authority
which influenced the level within the branch at which
issue initiation could occur,
v. Intra-organisational bargaining processes which facilitated
(or not) the emergence of rank and file views with respect

to issue salience and potential support for initiation,

These factors, although having somewhat different effects in each

branch are portrayed in figure 13.3.

Intensity in Action

On this dimension the rank order of branch positionings. on
intensity in action was:

Gas Branch Electricity Local Authority Local Authority
Branch Branch 1 Branch 2

2 1 3 4

A summary of factors explaining differences between branches is
present in table 13.4. Both local authority branches had lower
levels of intensity than those exhibited by the nationalised
industry branches. The difference can largely be explained by the
following inter-related factors:-

i, Arising from their more pronounced roles in formal job

regulation, the climate of industrial relations in both
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i1.

111,

local authority branches was broadly cooperative.
Differences between trade union and management were more
regulated and militant action made less likely (Flanders

and Fox 1969).

In the nationalised industries, formal negotiating

forums for branches were far more limited in their ability
to handle differences between trade union and management
(see chapter 4). Thus job regulation tended to be handled
informally outside negotiating committees, with the

attendant risks of volatility and instability.

As a corollary, militant action was not so readily applied
in local authority branches; even for issues equally as
salient as those in nationalised industries. Thus in the
local auvthorities the relationship between intensity and

issue salience was much weaker.

Local authority systems of workplace representafinn were
less appropriate for mobilisation of the rank and file.
Bargaining authority was more centralised and workplace
representatives essentially represented their members views
to the branch, rather than management. As such these
representatives were much more likely to be followers of
rank and file opinion than moulders of it. In contrast

in nationalised industry branches, there was a higher

degree of workplace stewardship and thus potential
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leadership in conflict situations.

iv. In local authorities, activists held optimistic expectations
of work. In nationalised industries activists'
experiences were largely of thwarted expectations and they
had less to lose by taking the lead in acts of collective

opposition.

In addition to differences between the two industrial situationms,
there were differences between the two Local Authority branches.
Local Authority branch 1 was very slightly more intense in action
than branch 2, and the most- important explanations lie in the

attitudes of activists,

In Local Authority branch 1 activists had a somewhat stronger
desire for branch (rather than outside trade union) handling of
issues. They were more strongly in favour of an aggressive stance
by the branch and prepared if necessary, to adopt an oppositianal
role. Perhaps most important of all, activists in this branch had
a stronger commitment to staying with the employer and improving
their lot, Those in Local Authority 2 were careerist and more

committed to seeking personal improvement by moving elsewhere.

In the two nationalised industry branches there were a number of
strong similarities in influencing factors, i.e. restrictiveness of
collective bargaining structures, rank and file associations

between the fairness of management and the presence of the
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trade union. In addition, activists in both branches were
sceptical with respect to rank and file support for activist

initiatives.

Notwithstanding these similarities, the Electricity branch was more
intense in action than Gas and a2 number of factors, both
attitudinal and structural, can be seen to have influénced

positions.

Activists in Electricity had a stronger tendency to see collective
opposition as a suitable posture to be maintained continuously to

obtain fairness and trustworthiness from management.

In Gas, although activists felt far more strongly that any
restriction of their job regulation role lacked legitimacy, the
industrial relations climate permitted some degree of circumvention
of any restrictions enshrined in agreements, Stewards were given
far more freedom to work out bargaine with their individual
managers; a situation where mutual accommodation without
militancy could result, They saw collective opposition as a way
of responding to any management unfairness or untrustworthiness, if

and when it occurred.

Finally, although non-activists {n ©both ©branches endorsed
collectivism and aggression to a similar extent, those in Gas had
more favourable opinions of management and were less likely to

endorse militancy, Coupled with this, the Gas branch had more
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effective mechanisms to sense and inform its rank and file and

incorporate their viewpolint into decisions on actien.

In conclusion the major influences on intensity in action by
branches were:
i, Collective bargaining structures and agreements and their
effect in creating climates for the orderly regulation
of conflict. |
i1, Systems of workplace representation in terms of a cluster
of inter-related structures and process which
affected capability to sense and inform the rank and file
and/or mobilise them for collective opposition.
141, A cluster of non-activist attitudes towards the branch
and collectiviem,
iv, A cluster of activist attitudes to both work and trade
union roles which influenced their reasons for use of
intense action,
These factors are portrayed as a network of influences in figure

13.4.

Representativeness

This dimension expressed non-activist perceptions of thelr
opportunity to influence branch policy and action, The rank order

of branch positions was:

Gas Branch Electricity Local Authority Local Authority
Branch Branch 1 Branch 2
2 3 1 4
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One ©branch (Local Autbhority 1) was considered much more
representative than the others. Indeed, the difference between
this branch and the highest of the other three was greater than the
difference between the highest and lowest of these three branches.
For this reason it is more convenient to explain positionings by
comparing branches in pairs. Factors explaining representativeness

are sunmarised in table 13.5

The least representative branches (Electricity and Local Authority
branch 2) had three strong similarities. They had thé lowest
formal provisions of those investigated to inform the rank and
file or sense their opinionms. In neither branch was the rank and
file viewpoint 1likely to emerge via activists at executive
committee meetings. Neither branch devoted any of its executive
meeting time to examining its internal effectiveness and methods by

which this could be improved.

Electricity, however, was considered slightly more representative,
which can be explained by a number of factors. Pefhaps because
its membership was more dispersed, authority in the branch was less
centralised and workplace representatives more autonomous in
relationships with their constituents. Recent sensing and
informing of the rank and file in terms of open meetings or ballots
had been far more effective than in Local Authority branch 2,
where 1t bhad only occurred because * the rank and file had

requisitioned meetings to voice their opinions.
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Nothwithstanding these advantages, other factors operated to
prevent Electricity being considered more representative, Whilst
non-activists had an issue focus directed largely towards matters
within the employing organisation, activists, because of the
influence of the outside trade union, were far more externally
focused. Indeed activist and non-activist issue saliences were
less concordant here than in any other branch. Perhaps most
important, activists perceived the need for rank and file
involvement to be greatest on the issues that were of highest
salience to themselves. Thus although the rank and file had been
given more opportunity <(than in Local Autority branch 2> for
involvement in recent issues, their perceptions of the influence

they exerted on the issues were the lowest of any branch.

The Gas branch was evaluated by its rank and file as somewhat more
representative than was Electricity. Its formal provisions to
inform and semse rank and file opinion were much higher, and its
recent sensing and informing had been more effective. Attitudes
to the branch and its activists were more favourable. There was
also lower centralisation of authority in the branch and a steward
system more visibly attuned to rank and file concerns in the

workplace.

In contrast to Electricity, the influence on Gas activists of the
outside trade unionwas very low and issue saliences of activists
and non-activists were closer. Moreover, cognizance of the rank

and file view was much more likely in executive meetings together
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with a reflection of this in decisions. In contrast to both
Electricity and Local Authority branch 2, there was also an element
of introspection and self criticism by activists 1.e, meetings were
used to examine, discuss and suggest ways of rectifying

shortcomings in the branch.

Perhaps most crucial, in Gas, activist perceptions of the need for
rank and file involvement were unrelated to the importance of
issues to activists. The rank and file were therefore more likely
to have been involved in issues which had higher importance for
them. It can also be noted that the rank and file had more
confidence in their activists than in Electricity and perceptions

of their influence in recent issues was higher.

In Local Authority branch 1, rank and file evaluations of the
branch and its activists as consulters of non-activist interests
were even higher than in Gas. Although centralisation of authority
in the branch was higher, the workplace representative role was
largely that of a communication channel. Thus the rank and file
view was Jjust as 1likely to emerge in intra-organisational
bargaining, and to be incorporated into decisions. Moreover, as
in Gas, there was a strong concern for internal effectiveness and

meetings were used to explore ways of improving branch performance.
Although the influence of the outside trade union on branch
activists was somewhat higher than in Gas, this did not (as in

Electricity) result in a set of activist issue saliences widely

348



different from those held by the rank and file. Since the latter
were favourably disposed to outside trade unionism and 1its
cancerns, the relative importance of issues for activists and non-

activists had more concordance in this branch than elsewhere.

In Local Authority branch 1 although the formal provisions to
inform and sense rank and file opinion were not as extensive as in
Gas, the effectiveness of recent sensing and informing processes
had been almost as high. Activist perceptions of the need to
involve the rank and file were not linked to their own (activist)
issue saliences and the rank and file perceived their influence on

recent issues to be higher than in any other branch.

Finally, and perhaps most important, there was a difference
between this branch and the others in terms of non-activist
attitudes, In other branches rank and file perceptions of the
importance of their involvement in decision making were linked
quite strongly to the importance of issues i.e. they only felt a
strong need for involvement where the issue was important to them.
In Local Authority branch 1, the rank and file expressed a desire
for participation in decision making on most issues irrespective
of their salience. This made it all the more unlikely that
activists would alone have to take decisions which the rank and

file subsequently felt were against their interests.

In conclusion the major groups of influences on representativeness

may be summarised as:i-
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ii:

iii.

iv.

A cluster of non-activist evaluations of the branch and
its activists in terms of the extent to which they

(the rank and file) perceived themselves to be kept
informed and their opinions consulted.

The extent to which the branch had developed (and continued

1o evolve) structures and processes which facilitated

informing and sensing of the rank and file. Again these
structures and processes hung together in a cluster and
their adoption hinged crucially on the third group of
influences.

Attitudes of activists in terms of the extent to which

they percelved rank and file involvement in decision making
to be important, together with their reasons for wanting
non-activists to be involved. These factors were
particularly important where the salience of issues was
different for activists and non-activists.

Attitudes of non-activists themselves. Here it must be
recognised that representativeness was a perceptual
dimension and to some extent independent of how
representative branches actually were. Thus even if the
opportunity to participate in decision making were
extended to the rank and file, wunless the opportunity was
taken-up, they could have perceived themselves excluded.
Rank and file willingness to participate irrespective of the
salience of issues can, therefore, be seen to have

affected perceptions of representativeness.
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These are generalised into a network of influences shown in figure

13. 5'

QVERVIEVW

From the foregoing explanations it can be seen that some factors
influenced more than one dimension of approach to job regulation.
It is therefore posgible to draw a tentative conclusion that some
dimensions were related; a possibility acknowledged in chapter 6.

The identifiable interconnections are noted below.

Dependence _on Outside Trade Union and Focus in Issues.

Both dimensions were strongly affected by:-
1, The influence on the branch of the outside trade union.
i1.  Attitudes of activists and non-activists to outside
trade union and wider trade unionism.

iii. The degree of development of workplace bargaining.

Based on the evidence of Gas and Electricity branches it Iis
possible to state that the relationship was positive and flowed
from dependence on the outside trade union to focus in issues.
The relationship however was weak, primarily because dependence
was powerfully influenced by collective bargaining structures and

agreements; a factor having no direct effect on focus.

351



DIAGRAM OF MAJOR INFLUENCES ON BRANCH REPRESENTATIVENESS

Fig, 13.5

llustration removed for copyright restrictions

Aston University

352



Focus in Issues and Initiation of Issues
Here the relationship was again weak, but it can be noted that the
rank order of branches on both dimensions was the same. Moreover,

both dimensions were strongly influenced by:-

i. The salience of internal issues.
i1, The salience of management initiated issues (Initiation)

5 4 5 Bargaining autonomy of shop stewards.

In addition initiation of issues was shown to be strongly affected

by industrial relations climate.

‘It can be postulated that where bargaining autonomy of stewards
was low and the climate was conducive to initiation, branch
activists were more inclined to indulge their own values and adopt
a more external focus. The relationship flows, therefore, from

initiation of issues to focus in issues.

Initiation of Issues and Intensity of Action

Here the evidence is somewhat firmer. The two dimensions were

affected, in contrary directions, by several factors.

i, Collective bargaining structure and framework of
agreements and, as a corollary, industrial relations
climate. Vhere the climate and framework of agreements
were conducive to branches initiating issues, their

actions were less intense in issue pursuit.
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i1, A cluster of structures and processes concerned with
sensing and informing rank and file opinion and/or
mobilising non-activists for action. Vhere processes
maintained high levels of contact with the rank and file

either intensity or initiation could be facilitated.

s b5 [ A cluster of activist attitudes to work, their trade union
roles and issues of job regulation. Here attitudes which
made intensity of action more likely also lowered the

liklihood of initiating issues,

iv. A cluster of non-activist attitudes to work, the branch
and its activists., These operated in much the same way as

activist attitudes.

Although in this case the direction of influence between the two
dimensions cannot be stated, it can be seen that they were
negatively related 1i.e. intensity rose as initiation of issues

fell,

Representativepess and Other Dimepsions

The evidence for inter-relatedness of representativeness with other
dimensions was somewhat weak. However, it had at least cne
influencing factor (the nature of the system of workplace
representation) in common with all other dimensions.
Representativeness is essentially a measure of non-activist views

on branch action and the other dimensions are measures of action
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itself, it is most sensible to predicate a circular influence i.e.
action affected views o0f representativeness, whic¢h in turn

affected action,

355



IRTRODUCTIOR

In this final chapter the results of the study are presented as 2
set of general conclusions which are related to prior work in the
area. The extent to which the findings can be generalised to
other situations is also discussed and areas for further research
identified. Finally, implications of the findings for both
organisational managements and trade unions are examined, and an
outline description is given of an organisational development
.1ntarvention. based on the study results, which was carried out in

one of the branches investigated.

A_SIMPLIFIED MODEL OF FACTORS INFLUENCING APPROACHES TO ISSUES
QF JOB REGULATION

In the previous chapter, a model of influencing factors was given
for each dimension of job regulation. Direct combination of all
models would produce one which would be extremely complex. A
simplified composite model is therefore presented which identifies
positive and negative influences on dimensions and permits major

conclusions to be drawn. This is shown 4n figure 14.1.
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Aston University

Hustration removed for copyright restrictions
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GENERALISED CONCLUSIONS
Industrial Relations Climate and Structures of Representation

At the beginning of the previous chapter it was noted that industry
collective bargaining structures together with frameworks of
industry and local agreements had effects on two very important
variables; industrial relations climate and structure of
representation within each branch. Since these two variables were
found to have pronounced effects on all dimensions of approach to

Job regulation, it is necessary to examine a general conclusion.

Conclusion 1

The greater the extent to which collective bargaining structures
and agreements formally restrict branch job regulation roles,
the lower the tendency for the: industrial relations climate

to be characterised by formality. As a corollary, the more
informal the industrial relations climate, the higher the
tendency for workplace representatives to bargain autonom-

ously from the branch,

There is little prior work to provide direct evidence tao support
these findings. Industrial relations climate although acknowledged
as important, still remains a largely unexplored ‘topic;
particularly in terms of 1ts antecedants. Vith respect +to
bargaining by different levels of the representative system the
major concern of previous work has been to establish whether
bargaining took place within ar outside the employing

establishment (e,g. Boraston et al, 1975). Differences in
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bargaining levels within organisations have largely been ignored.
Nevertheless there are a number of threads in prior work which

support the conclusions from this study.

The structure of collective bargaining is very different between
local government and nationalised industries. Local Authorities
are in reality autonomous, independent employers which voluntarily
cede negotiating rights over certain issues to a central body
(Valsh 1981). As such the status of national agreements is the
same as in many other situations where employers' associations
negotiate nationally on behalf of employers. Basic terms and
conditions are set, while implementation is left to individual
employers, Different authorities do not have common managerial
structures or identical administrative procedures so the primary
requirements for an extremely tight industry wide agreement are
largely absent (Boraston et al. 1975). The scope for local
bargaining is high and this, coupled with a strong commitment to
Vhitley type machinery, creates a need for formal, employer based

regulatory forums.

There is in addition, a political context to local authority
industrial relations. Strictly speaking elected councillors are
the employer with whom negotiations take place. Dealings between
trade union and employer are under public scrutiny and must be seen

to be fair; a further pressure for formality.
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Centralisation of bargaining within the workplace trade union
arises from other factors. In reality a great deal of bargaining
is 1left to senior organisational managers who seek later
ratification of their decisions from the policy making elected
councillors (Kochan 1974 and 1975). Managements almost everywhere
will, if given free reign, choose the level of bargaining at which
the activities of trade unions can be controlled (Purcell and
Sisson 1983). In local autharities there is evidence to suggest
that this is most easily achieved by restricting dealings to a
small number of trade union leaders (Kessler 1982, Terry 1082).
As such, bargaining by the domestic trade union in local
authorities is centralised into a few hands and characterised by

.formality.

Evidence of tbis in the Local Authority branches studied can be
seen in chapter 10. Authority in decision making and negotiation
was concentrated into the hands of a relatively small number cf
senior branch officers. Neither branch designed the
constituencies of its workplace representatives in a way that would
facilitate the emergence of workplace (as opposed to branch level)
bargaining. Most significant of all, workplace representatives

perceived themselves to have little or no bargaining autonomy.

A contrast with Local Autority bargaining structures is provided by
the Nationalised industry agreements. Although negotiated
nationally within a Vhitley structure, the latter are, in effect,

company wide agreements for very large multi-plant firms (Bell
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1975). All the requirements for very tight national agreements are
present (standardised administration, accounting and managerial

structures) leaving little bargaining scope at plant level.

For many years prior to this study and also whilst it was in
progress, both the Electricity and Gas industries had been subject
to high degrees of structural and technological change, in