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ABSTRACT

This thesis examines the nature of power and control in trade
unions. Two theoretical themes are developed; the first concerns the
concept of power and related variables such as authority and control,
the second concerns the concept of trade union government in terms of
democracy, oligarchy and polyarchy. It is suggested that trade union
government may most appropriately be described by the term 'polyarchy’.
A model is proposed which aids the analysis of polyarchic trade union
government. This model treats the acquisition and maintenance of power
and control as competitive processes mediated by the structural and
subjective conditions of the competitive arena. TwO case studies are
presented in which these processes are seen at work in the engineering
section of the Amalgamated Union of Engineering Workers. The first
examines a conflict between the Manchester district committee and the
Executive Council, the second examines a conflict between the Manchester
district committee and a workshop organization in the district. The
model and case studies together comprise a statement about power and
control in the A.U.E.W. The framework of the thesis suggests several
ways in which the theoretical and empirical analysis may be developed

towards a comprehensive theory of trade union government.
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CHAPTER ONE

INTRODUCTION

In the last few years the study of power and related concepts such
as control and influence has experienced a renaissance, both within general
sociological analysis and also within the sociological analysis of
organizations. Yet it is still possible to claim that power is a
neglected aspect of organizational theory (Hofstede and Boddewyn, 1977: 3).
An apparent paradox exists in that the increased attention which the
concept of power has received seems to have resulted, not in that
development of organization theory which might have been expected, but
in a rather uncomfortable juxtoposition of existing theory with some
additional considerations of organizational power. The further the
concept of power has been refined the less amenable has it become to
assimilation into organization theory. I would suggest that an important
reason for this tentative approach to power in organization theory lies
in what Abell (1977) has described as "a failure to situate the concepts
in models which reflect actual social process" (1977: 3). He continues:

"Tt is relatively easy to detail fine
conceptual distinctions, but unless

we can project these into models of
social process which generate reasonably
general expectations of social phenomena

they are only of marginal interest to the
sociologist". (1977: 3)
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This study attempts to meet this criteria with a detailed examination
of the nature of power and control within the engineering section of the

. : . 1
Amalgamated Union of Engineering Workers.

A brief outline of the union

The current A.U.E.W. has developed out of a series of amalgamations,

1 The case studies are based on data derived from when the union was
the A.E.U.



the first phase of which culminated in the formation of the A.S.E. in
1851. These amalgamations between local craft associations set the
pattern for the district organization of the early A.S.E. and created
certain tensions between district autonomy and centralised direction
which have persisted to the present day. The A.S.E. was a union of
skilled craftsmen and, as Hinton (1973) has suggested, the anti-
bureaucratic character of the craft ethic engendered a resistance to
control or supervision, not only by the employer but even by the union

hierarchy.

Silverman (1970) has argued that organizations are shaped
according to the predominant values of the society in which they are
rooted, and whether or not one accepts this argument as being generally
applicable to all organizations, it is evident that the founders of the
nineteenth century craft associations modelled their constitutions on
the emerging political ideology of pluralism and representative democracy.
Wary of the possibility of creating self perpetuating oligarchies they
built into these constitutions considerable checks and balances on the
exercise of power by the leadership. Turner (1950) has noted that in the
remodelling of the A.S.E. in 1892 (an important model for other craft
associations) so far did this concern extend that they adopted both a
system of elected full-time officials in addition to an elected full-

time Executive Council.

v
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More checks and balances were built into the constitution in 1921
when a further amalgamation created the A.E.U. AS the dominant party to
this merger the A.S.E's constitution was carried forward for the new

union but in addition a National Committee was established to form union

policy at an annual meeting.

In 1926 the union was opened to all males in the engineering

industry regardless of skill, and in 1943 women were admitted for the

first time.



The basic structure and procedures have remained the same since 1921;

the 1967 merger with the Amalgamated Union of Foundry Workers (A.U.F.W.)

to form the Amalgamated Union of Engineering and Foundry Workers (A.E.F.)
and the 1970 merger with the Construction Engineering Union (C.E.U.) and
the Draughtsmen and Allied Technicians Association (D.A.T.A.) to form

the A.U.E.W. resulted in a sectionalised union, each section retaining

its previous constitution. The constitution of the engineering section

of the A.U.E.W. thus derives from the constitution of the earlier craft
associations, though now only about a quarter of the members belong to

the skilled sections of the union.

According to the A.E.U. evidence to the Donovan Commission in 1967,
the union had over one million members in 2,692 branches organized into
267 districts. These districts are in turn organized into 26 Divisions
each of which sends two members to the annual National Committee meeting.
The Executive Council is elected from seven Executive Council regions,
and in addition there are other full time officers elected from a con-
stituency which corresponds to their area of responsibility. There is
a separate, directly elected, appeal court of lay members, which is

responsible for interpretation of the rules.

At district level the elected district committees are given con-
siderable scope under union rules to pass resolutions on trade questions
which, with agreement of the Executive Council, become binding on
members in the district. In addition, these committees authorise the
appointment of shop stewards and supervise their activities. Great
powers have been ascribed to the district committees by the Donovan
Commission (1968), the National Board for Prices and Incomes (1967),
Hugh Clegg (1970), and even within the A.U.E.W. Richtexr quotes a
National Officer of the union as saying:

"We can't order the Districts to do anvthing:;
that is the trouble. 2o we just have to be

satisifed with what we can get out of them.”
(1973: 77)



There is a widespread belief that the district committees are
autonomous bodies which can implement policies over workshop organizations
in their district without restraint from the Executive Council or from
the workshop organizations involved, a belief which contrasts strongly
with the implications of the rule book, according to which all district
committee activities are subject to the approval of the Executive
Council. This study will show that there are many additional reasons

why this belief may be misplaced.

Trade Unions and Organization Theory

Hyman and Fryer (1975) have pointed out that though the Webbs''
definition of a trade union as "a continuous association of wage
earners" (1956: 1) places trade unions within the field of organization
theory very few theoretical insights into the dynamics of trade unions
have been evident in the literature. The main reason for this is that
organization theory had concentrated on work organizations to the virtual
exclusion of all other types. Where trade unions have been considered
they are regarded as a special type, the voluntary organization, not
amenable to the same sort of analysis as other organizations. On
voluntary organizations in general, Mayntz (1964) and Hall (1972) have
argued that the problems of voluntary associations lieoutside the

scope of organization theory as it stands.

Similarly, in attempting to apply one aspect of organization theory
(the Anderson-Warkov hypothesis) to trade unions Raphael (1967) was
forced to conclude that

"di fferences reported here from the Anderson
warkov predictions about the size of the
administrative apparatus may be attributed
to the fact that in essential structural
features, labour unicns probably are best
described as voluntary associations.”

(1967: 775)



Attempts to incorporate trade unions within general organizational
analysis have been equally unsuccessful. The most notable attempts are
those of Etzioni (1961) and Blau and Scott (1963). Etzioni focuses on ' Q«
compliance in organizations, relating the manner in which lower parti-
cipants respond to the authority system of the organization to the nature
of their involvement in the organization. He derives a matrix indicating
relationships between three kinds of power (coercive, remunerative and
calculative) and three kinds of involvement (alienative, calculative or

moral). The relationship between kind of power and kind of involvement

is said to be congruent in the three cases:- coercive/alienative,

remunerative/calculative and normative/moral.

Labour unions, says Etzioni, may hold both remunerative and
normative sources of power, these sources being congruent with calcula-
tive and moral involvement. However, he points out that the compliance

structures of unions constitute a very heterogenous category. Purely

normative unions, he suggests, are now rare though may have been more
common in 'early days'. Calculative, or utilitarian, unions may exercise
control over job allocation, operate a closed shop, have a system of
fines and offer services (benefits) to members. Between calculative
and normative unions there will be a continuum rather than a discrete

change of emphasis.

Burns (1967) has criticised Etzioni for leaving too much
unexplained and Perrow (1972) has suggested that the typology is tautol-
ogous, but perhaps 0L¢ importantly, it is doubtful whether a typology
which permits an organization to fall into two thirds of the possible
categories is very helpful. If trade unions are placed in the remunerative/
calculative categofy along with the firms with whom they deal it is
Aifficult to discover the basis on which their activities may be

differentiated or on which predictions may be made about their behaviour.



Etzioni's main thesis, it is true, concerns congruence rather than
typology alone, but the statements of congruent pairs does little to

advance our understanding of trade unions.

For Blau and Scott the characteristic by which organizations may
be categorised is their prime beneficiary, or the answer to the question
'‘cui bono?' They suggest four categories of organization; the mutual
benefit association in which the prime beneficiaries are the members, the
business concern which benefits the owners, the service organizations
which benefit the client group, and commonweal organizations which benefit
the public. Again, the problem is raised that trade unions may corres-
pond to either the mutual-benefit type or the service organization type,
and prior to an examination of the internal processes of a trade union
it would not be possible to determine to which class of organization
it belongs. Perhaps recognising some of these problems Blau and Scott

make little further reference to this typology in the rest of their book.

A common failing of both these approaches is that they are posited
within a framework which emphasises the hierarchical structuring of
authority and control. Etzioni, in particular, focuses on control from

above, whereas it is clear that, at the very least:

"The trade union structure is not the
comparatively simple hierarchy of most
organizations: 1t involves a two-way

process of control". (Hyman and Fryer, 1975: 157)

Two points are worth noting at this stage. The first is that
where trade unions are considered at all they are put together with
organizations such as political parties or pressure groups in the
category 'wvoluntary associations', because their similarities (voluntary
membership, non-profit goals, democratic procedures) seem to overshadow
their differences. Secondly, trade unions are seen as an homogenenus
class of organization, possessing characteristics sufficiently similar

to warrant grouping all trade unions together. While this treatment



may Serve certain purposes for organization theory it does little to
advance our comprehension of trade unions since it is clear that they do
not all conform to the same pattern of internal organization. In many
respects the organization theorists' approach to trade unions is analogous
to the neoclassical economists' approach to the firm. In both cases the
organization is reified such that it acts, has goals, and interacts with
its environment, quite independently of any internal process Or varia-

tions in memberorientations.

A more successful attempt to apply organization theory to trade unions
has been made by Child et al (1973). They suggest that there is an important
similarity between trade unions and other organizations, not because trade
unions are not necessarily voluntary organizations (though this may be
true), but because they embody a substantial work element in their
administrative activities. Child et al separate out the administrative

and representative aspects of a trade union's organization, and argue:

"while administrative and representative structures
may both lend themselves to measurement in terms of
Weberian bureaucratic concepts, we suggest later in
this paper that their rationales are likely to remain
qualitatively distinct". (1973: 73)

In this way there is an attempt to combine the contributions which
organization theory can made with a consideration of the problems of
trade union goals and democratic processes. In particular it is recog-
nised that: s

"it is unlikely to be the case that organizations
classified as unions are similar in respect of
every characteristic". (1973: 74)

In short, the approach of Child et al represents an advance over

other organizational theorists who have failed to appreciate, or have

not considered worthy of attention, the extensive debate into the

nature of trade union government.

For the early post-war debate see Tagliacozzo (1956).



The Union Democracy Debate

In 'Industrial Democracy' the Webbs (1920) began a tradition of
pessimism towards trade union democracy which has persisted almost
unchallenged to the present day. They predicted:

"So long as the interests of all the members are
fairly identical, this majority rule, where
efficient representative machinery has been
developed, is the most feasible contrivance

for uniting administrative efficiency with

popular control. But whenever the association
contains several distinct classes of workers,
having different degrees of skill, divergent
standards of expenditure, and varying needs and
opportunities, experience shows that any scheme

of equalised finance and centralised administration
produced, even with the best democratic machinery,
neither efficiency nor the consciousness of
popular control, and hence is always in a condition
of unstable equilibrium. The several minorities
keenly alive to separate requirements and
opportunities are always feeling themselves
thwarted in pushing their own interests, and
deprived of any effective control over the
condition of their own lives". (1920: 837)

They also predicted the development of oligarchic practices in
trade unions, a view shared by Michels (1958) and generalised by him
to all voluntary associations. More recently this tradition has been
continued by Lipset et al (1956), Lester (1966), Fox (1971) and
Flanders (1970), and even regarded by writers such as Allen (1971: 51)
as inevitable. The problem is usually posed as being one of incom-
patibility between efficient administration and member representation in

+

union government. Hemingway (1978) summarises the conventional viewpoint

neatly:
"put simply, one chooses stable leadership and
efficient organization at the risk of losing
freedom to disagree, Or one chooses the latter

at the risk of fragmentation and disorganization."
(1978: 2)

vet there are those who would argue more optimistically. Though
defining democracy in rather different ways, Edelstein (1967), Martin
(1968) and Hyman (1971b) have shown that there are important constraints

on oligarchic practice in trade unions, and therefore that trade union



oligarchy is not inevitable.

Though the debate has a certain longevity it is still possible to

agree with Ramaswamy when he argues:

"The theorising on union democracy is rich in

variety, but strikingly poor in explanatory

potential". (1977: 467)
An important reason for this is that the analysis has been restricted to
the idea of pressure group or constitutional democracy; that is, the
extent to which interests can be represented or make their voices heard
in a trade union 'government'. This framework retains the notion of a
decision-making leadership which must be responsive to factions (Martin)
can be voted out (Edelstein) or has an institutionalised opposition
(Lipset et al). One aim of my thesis is to show that this framework
is not always the most suitable for an analysis of trade union government.
The dichotomy between leaders and followers limits the range of govern-
mental types to democracy (members control over leaders) or oligarchy
(leaders control over members). The concept of government which I shall
adopt is that of polyarchy, in which leaders are distributed amongst the
various collectivities which make up the union organization. Government
proceeds by a process oOf competitions between these collectivity leader-

ships for control over areas of decision making or over specific decisions.

In some ways the attention to structure in existing theories 1is
related to the regulatory or rule-making systems approach to trade unions
and industrial relations. As Lipset et al say of their study:

"The historical analysis explains how the system,
in this case two-party democracy, came into
existence, while the sociological analysis

accounts for the ways in which the structural
factors operate to maintain it". (1956: 451)

Much less attention has been paid to the processes of trade union
democracy. Hemingway (1978) has demonstrated the value of a processual
analysis of trade union government,thouqhk@retains a concept of govern-

ment which embodies the 12aders versues seobers of dichotomy.
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In common with Hemingway, I shall argue that questions of democracy
and oligarchy are not solely, or even primarily, questions of constitution,
but are essentially political questions of the distribution of power,
authority and control. Indeed, constitutions may come to reflect this
distribution rather than be the determinant of the distribution, as
Hemingway describes in his discussion of the National Union of Seamen.
Equally, I shall argue that though these distributions are relatively
stable they are not immutable; different collectivities within the
organization at levels other than that of leadership can raise or lower
their power vis~a-vis other collectivities. The thesis is particularly
concerned with the sources of,opportunities for,and constraints on the
use of legitimate power, since if trade unions do have essential character-
istics which mark them off from other organizations they lie in the
representative nature of their rules (Gouldner, 1954) and the expectations
of a democratic ideology which members bring to the union. Hemingway
quotes a union member as saying:

"7o use threats against its members!
Had it been any other kind of organization

perhaps it wouldn't have been so bad."
(1978: 110)

These arguments are developed over eleven chapters, falling
within three parts.

Outline of the thesis

part I focuses on two themes of theoretical and empirical develop-
ment. The first theme is that of power, authority and control, and the
second that of democracy, oligarchy and polyarchy as forms of trade

union government.

Chapter One takes a critical lock at the analysis of power in
organizations and suggests that this analysis may be conveniently
separated into problems of the definition, the measurement, and the
explanation of power relationships. Weber's definition of power is

accepted as a starting point for analysis. Autherity is defined as a
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particular type of power, the distinction between authority and other
types of power hinging upon the interpretations placed upon the relation-
ships by the recipient. A crucial theme thus introduced is the role of
participants' oreintations and perceptions in the power process. Control
is defined as the outcone of a power relationship and it is emphasised

that the terms power and control are not synonymous.

The relative strengths and weaknesses of the different approaches
to the measurement of power are reviewed, along with the various explana-
tions of power such as those of French and Raven (1959), Blau (1967),
~and Hickson et al (1971). The explanation of power based on exchange and
strategic contingencies is extremely useful, but suffers from the relatively
statis view taken of the structural conditions which give rise to oppor-
tunities to 'control' these strategic contingencies. The second important
theme introduced in this chapter is that social structure and actors'
perception combine to produce changing power relations, one outcome
of which may be those structural conditions which some organization

theorists are tempted to regard as the determinant of relative power.

Chapter Two considers the debate surrounding trade union democracy.
The optimistic and pessimistic traditions are examined in greater detail
and it is suggested that what have traditionally been viewed as incom-
patible or competing aims, efficiency and rperesentation, are in some
ways not only compatible but mutually beneficial. Of greatest importance
in this respect are the orientations or expectations of the union that
members bring to their union involvement. Particularly important is the
existence within the union of various hierarchical collectivities, to

which members may exhibit quite different orientations according to the

Those writing within the framework developed by Tannenbaum and his
associates have suggested that the terms power and control may be
regarded as Synonymous.
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relative ability of each collectivity to satisfy member interests. It
is shown that leaders exist within each of these collectivities and that
what has been described as intra-union strife is a form of competition
between collectivity leaderships for control over the passive memberships.
This form of government in which there is neither democracy nor oligarchy
is best described as polyarchy, a concept which has been relatively

1 :
unexplored in the discussions of trade union government.

Chapter Four goes on to elaborate on the nature of polyarchy as
a form of trade union government. The idea of competing collectivities 1is
re-emphasised and great attention is paid to the sources of power which
may be mobilised. Here, the concept of legitimate authority plays an
important role, and several sources of such authority are identified.
A collectivity may obtain the support of the union membership because it
can secure material gains. Such support is dependent upon continuing to
secure such gains and thus dependent on recognition from employers or the

state.

Having considered the nature of polyarchy as a form of government
Chapter Five considers the ways in which the engineering section of the
A.U.E.W. conforms to the polyarchic type. The fit is found to be very
close, but it is emphasised that for historical reasons the A.U.E.W. 1is
probably the most polyarchic of the major U.K. trade unions. In the
A.U.E.W. we find the notion of interdepedent groups pursuing interests,
sometimes convergent and sometimes divergent, within an overall frame-

work of rules, an appealing description of internal union life.

Chapter Six concludes Part I of the thesis with the development of
a model for the analysis of power and control which embodies three stages;
conceptualisation, structure, and process. The third and most important

step of the model is concerned with the elaboration of power as a social

process.

e

! With the notable exceptions of Van de vall (1970) and Banks (1974)
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Part Two locates the theoretical discussion of power and trade
union government in the context of the power relationships of the Man-

chester district committee of the A.E.U.

Chapter Seven outlines the research approach to the study. Three
general orientations to the research are discussed. Firstly, that behaviour
is to be explained not only in terms of the structural characteristics
of a relationship but also the actors' orientations towards and perceptions
of the relationship; secondly, that these perceptions and orientations
are conditioned both by current and past experiences; and thirdly, that
the analysis of decision-making associated with overt divergences of
policy preferences will reveal the relative power of the parties to
polyarchic competitions. The research is presented in the form of case
studies, of the type Eldridge refers to as representative; that is,
they demonstrate the use of the model and the application of theoretically
developed concepts to an empirical case that may be said to illustrate

the viability and robustness of the generalised form.

The model and case studies must therefore be viewed together as
comprising a statement about the nature of decision-making in a trade

union.

Chapter Eight describes and analyses the structural characteristics
of the district committee and of its relationships with other union
collectivities. The role of information and communicaticn channels is
discussed, and it is shown that the formal communication channels between
the district committee and the workshops are poor. In terms of the
structural aspects of the model this leads to the hypothesis that the
paucity of information flows inhibits the ability of the committee to

'control' activities in the district's plants.

ChaptersNine and Ten present two case studies of overt conflict
petween the district committee and the Executive Council (Chapter Nine)

and between the district committee and & workshop organization (Chapter

Ten). As case studies of the 'representative' type, the fit between the
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model and the evidence of the case studies is a close one. Nevertheless,
there are points of divergence between the generality of the model and

the specific case studies.

These divergencies are discussed in Part Three. Chapter Eleven
reviews the theoretical and empirical inputs to the model and re—-emphasises
some of the key themes. One of the implications of the study is that
district committees are less powerful than is widely believed. Similarly,
though the branches are not generally regarded as important by many
scholars (and trade unionists), they serve an important function in the
A.U.E.W. as an information channel between members in the workshop and

the union hierarchy beyond the shop stewards organization.

The role of elected full-time officials is examined in the context
of organizational bureaucracy and the proposals for amalgamation with the

Electrical Electronic Telecommunication and Plumbing Union (E.E.T.P.U.)

Chapter Twelve arises out of an awareness that there are several
ways in which the theory can be developed. These are by a comparative
analysis embracing other district committees or other trade unions, or by
a more rigorous treatment of orientations and perceptions,orkyan elabora-
tion of the structural aspects of the model, or by a consideration of the
'costs' involved in mobilising various forms of power within organizations
generally. Taken together or apart these options offer fruitful avenues

.
7

for future research.



PART ONE : TOWARDS A MODEL OF POLYARCHIC
TRADE UNION GOVERNMENT



CHAPTER TWO

THE ANALYSIS OF POWER IN ORGANIZATIONS

Introduction

Since organized or communal life invariably involves some structure of
authority and compliance it is easy to see why these and related concepts
such as power, influence and domination have occupied a central position in
man's theorising about his society throughout history. That so central a
notion should still be problematic can be ascribed paradoxically to the
amount of scrutiny which it has received. As the social sciences have
splintered into discrete disciplines with subtle differences in their
canons of logic, then so too has the analysis of power been pursued from a
variety of intellectual standpoints. Hobbes (1946) argued that a system
of authority is of such paramount importance for the continued existence of
an ordered society, that where individual conscience conflicts with such
authority the individual conscience must be sacrificed. From the stand-
point of the individual, studies in social psychologyl have indicated how
a belief in the correctness of authority per se may lead to the abdication
of individual responsibility as suggested by Hobbes. Rule following, it is
argued, 1is itself such a powerful norm that behaviour may be oriented to
rules (written or unwritten) even where their basis in logic is obscure or
guestionable. Similarly, individual conscience or will may be sacrificed
to a higher authority because of a commitment to some ideal or ideology
embodied in that authority. Thus the notions of patriotism, religion or
revolution may be invoked to justify acts contrary to the individual's own

predispositions.

Though the analysis of personal compliance is of importance in the

overall context of the study of power, from the point of view of societal

or organizational analysis we are more concerned with the relatively stable

One of the best examples being Stanley Milgram's "Obedience to Authox-
ity" (1974).

16
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patterns of power and influence which characterise networks of social relation-
ShipS-2 Studies in this area have tended to fall within the disciplines of
political science and sociology and, as several writers have noted, this has
produced two traditions in the study of power. The political science
tradition derives from Dahl (1961) while the sociological tradition derives
from Hunter (1953). As Clegg suggests, the controversy arises from a lack
of agreement between the two disciplines as to "what counts as correct
procedure for producing what counts as factual knowledge". (1975: 19)
He continues:

"What we would appear to have here is such a lack

of agreement among power study practitioners of

what power is, and how it ought to be studied, and

how such studies ought to be interpreted".
(Clegg 1975: 19)

Though Clegg perhaps overstates the degree of divergence between the
disciplines his statement does suggest that the analysis of power is logi-
cally separable into three closely related aspects. The first is the
definition of power, the second is the identification and measurement of
power, and the third is the explanation (the bases or sources) of power.
Empirically, these three aspects are necessarily related (identification
presupposes definition, for example) but some writers have preferred to
concentrate on one or two aspects to the neglect of the other (s) and have

thus made their greatest contributions in only a limited area.

Though the study of power in organizations is a more limited enquiry
than that of power in society it nevertheless employs the same concepts and
strategies. Perhaps more importantly, just as the nature of personal
compliance cannot be ignored, it is not possible to ignore the power
structure in the society in which the organization is located. Not only

will this affect the expectations (orientations) that members bring to

Though, as Polsby (1959) argues, the existence of such a stable net-
work of relationships and events should not always be assumed.
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the organization but through these affect the structure of the organization
itself. Abell has termed this the nested contingency of power in organiz-
ations; that is, the ways in which power within an organization is related
"to the wider cultural ideologies of the society in which the organization

is situated". (1975: 27)

As Crozier (1972) notes, organizations exist at a level of integration
somewhere between primary groups and the total social system. Thus the
analysis of organizations may be expected to draw heavily on work done in
both areas and perhaps contribute to a synthesis of apparently disparate

findings.

The definition of power

Martin has observed that:
"power is one of the most central and yet problematic
concepts in sociological theory ..... There is little
agreement upon basic definitions: individual theorists
proposing their own more or less idiosyncratic termin-

ology, and surprisingly little consideration of the
implication of alternative uses". (1971: 240)

However, it should be possible to distinguish the essential features of
the concept so that it may be used with a minimum of ambiguity, and in
particular to distinguish power from the closely related concepts of

influence, authority and control.

Much of the modern thinking about power can be traced back to Weber's
'

familiar proposition that "power is the probability that one actor within a
social relationship will be in a position to carry out his will despite
resistance, regardless of the basis on which this probability rests"
(1968: 53). The recurring features of those definitions which derive from
weber's are firstly, that power 1is a property of a relationship, not of an
individual or group., and secondly, that the recipient in a power relation-
ship acts against his will. In his formulation Weber is careful to

distinguish between a definition of power and an explanation of power,

an analytical device followed here.
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The view that power is the property of a relationship rather than of
an individual or group may be contrasted with that of Dahrendorf who
suggests that power is "a contingent property, a property of individuals,
rather than a property of social structures"” (1959: 263). However,
Dahrendorf's view is misleading since it directs attention away from the
possibility that in the absence of a recipient there can be no power, or
that outside of a given social relationship an actor may cease to exercise
power. Rather than thinking in terms of power as a property it is more
useful to follow the line pioneered by Dahl (1957) and to think of power
in terms of a triadic relationship; that A has power over B with respect to
C. A definition in these terms indicates that power is specific to a
relationship and need not be generalisable to all relationships. A will
only have power over B with reference to a specific area of interaction C.
That power is a non-generalisable property of a social relationship is
one of the tenets of a pluralist view of political life. In this view
power will not reside in one or few powerful individuals or groups but will
be dispersed among a plurality of groups according to the number and
diversity of power bases within the political system. The 'elitist' view
of power, on the other hand, suggests that power is generalisable. A
'power ful' individual or group in one sphere (for example, the economic)
will have power in other spheres (for example, the political).3 However,

these arguments very quickly involve problems of identification which we

*
7

may leave to the following section. For the moment we are more concerned

with distinguishing power from some of its closely related concepts.

Following Dahl, Abell defines power and influence in terms of the
ability of an actor to get his way (obtain his objectives) when opposed by
others with competing objectives (1975: 11 and 14). The difference

petween power and influence lies in the perceptions of the recipient in

3 As in C. Wright Mills, "mhe Power Elite", (1957).
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the relationship. Where B can be prevailed upon to change his objectives
by the actions of A, (for example, by persuasion) than Abell terms this
"influence'. However, if B retains his initial objectives but is unable
to achieve them, yet A achieves his objectives in conflict with B, then

this is referred to as power.

Such a distinction follows Bierstedt (1950), who similarly argues
that influence is persuasive while power is coercive (not necessarily

implying force, only that the recipient acts against his will).

Authority may be viewed as a particular type of power where the
recipient perceives the exercise of power as being in some way legitimated
by the social structure in which the power relationship is exercised.

Again, much of the discussion of authority stems from the work of Weber:

"The essence of authority is a relationship
between two or more actors in which the commands
of certain actors are treated as binding by the
others". (1954: 238)

Such a situation may arise because subordinates and superiors share a
set of beliefs or values which define the right of the superiors to have
their commands obeyed. Authority therefore involves the acceptance of
the power situation; or alternatively, a suspension of judgment on the
part of the recipients. The distinction between authority and other
forms of power proposed by this study thus hinges on the interpretations
placed on the relationship by the recipient or, as Clegg, (1977) puts it,
theorising confronts the problem of being under power, or being under

control.

Weber distinguished three types of authority: charismatic, tradi-
tional and legal-rational. In the context of organizational analysis the
most important of these is legatrational authority. Authority is here
derived from the rules which govern the hierarchical arrangement of
offices and is therefore, attached to the office and not to its incumbent.

Superiors exercise authority by virtue of having acquired a particular
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office and this authority is accepted by subordinates as legitimated by

the impersonal rules governing the organization. The relationships which
may be covered by the authority will be limited by the rules defining the
sphere of jurisdiction of the office. However, it may be observed that
different incumbents of offices may exercise differing degrees of authority
according to their personal characteristics. Thus, while the formal rules
govern the scope of the authority of the office, there may be informal
processes whereby authority is limited by the view which the subordinate
holds of the incumbent, particularly if there is a divergence between

status and skill.

Not all writers4 agree, however, that Parsons' translation of
herrschaft as 'authority' is correct. They argue that herrschaft is
better translated as domination, and that Weber distinguished between the
relationships that exist within a rule-governed hierarchical organization
(domination) and the more nebulous, uninstitutionalised pressures that
norms or ideology exert (authority). Domination is more akin to other
types of powerthan is authority since domination does not necessarily involve

the acceptance by the subordinate of the values of the superior.

Though Clegg follows Banton (1972) in arguing that all sociological
theorising on power must be grounded in Weber's work, this should not be
taken to mean a preoccupation with the difficulties of translating German

into English.

Parsons' translation of macht as 'power' allows Weber's definition of
power to embrace a variety of social relationships, including authority.
Authority in these terms is a type of power distinguishable from other
types by an acceptance of the legitimacy of the commands (not necessarily

an agreement with them). As such the analysis of authority takes us some

way towards an 'explanation' of power.

4

See, for example, S. Clegg (1975) and John Scott, (1973) .
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The concepts power, influence and authority can be related to the
concept of control (or compliance or cbedience). Power in an organization
will normally be used to secure control; that is, control is the end and
power the means. Tannenbaum (1968) has skirted the problem of distinguishing
between power, influence, authority and control by regarding them as
SYynonymous .

"It (control) is now commonly used in a broader sense
synonymously with the notions of influence and power
..... our definition conforms essentially to what

many authors mean by control, power or influence",

and

“"Control refers) to any process in which a person or
group of persons or organization of persons determines,
that is, intentionally affects, the behaviour of
another person, group or organization”. (Tannenbaum,
1968: 5)

This approach has been followed by several other writers (for example,

Smith and Ari (1963), Kahn (1964), and Lammers (1967)).

However, power and control should not be regarded as the same thing.
Power may enable control to be exercised but they should not be regarded
as synonymous. The distinction lies in separating means from ends, and
properties of a relationship from action. Power (however derived) and
influence are the means, and control (or compliance) is the end. Power
is the property of a relationship between two actors and control the feature

of the resultant action.

Abell carries the distinction a shade further by differentiating
between control and compliance. Compliant behaviour is defined as where B
pehaves in accordance with A's objectives, for whatever reason. The

term control is reserved for compliance which results from A's exercise

of power over B.

Briefly then, I have followed Danl's reformulation of Weber's
definition of power, the essential features of which are:
a) Power is a feature of a relationshig, not of an individual or group

b) the recipient acts against his will; that is, a conflict of interests
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c) power embraces authority, which is a power relationship in

some way legitimated by the recipient in the relationship.

Influence is persuasive and thus does not fall within our definition
of power. Compliance has been defined as the resultant action of the
recipient in a relationship in which power and influence are the means
to that end. Control has been defined (following Abell) as that compliance

produced by power (as distinct from influence).

The identification and measurement of power

The pluralist tradition has emphasised what has become known as the
'issue approach' to identification and measurement. Using this approach,
key issues involving a conflict of interests are analysed in depth and
their outcomes used as an indicator of the relative power of the parties
to the conflict. Abell argues:

"It is difficult to see how power and influence

could be empirically studied where there is no
conflict between competing objectives". (1975: 14)

several writers have criticised what they see as the excessive
behaviouralism implicit in this approach. Bachrach and Baratz (1962,
1963, 1970) argued that concentration on actual decision-making overlooks
those cases where issues are prevented from reaching the decision-making
arena. Accordingly, the definition of power should in some way incorporate
the ability tc prevent issues entering the decision—making process.
Power involves examining both decision-making and non-decision making;
a non-decision being "a decision that results in suppression or thwarting
of the latent or manifest challenge to the values or interests of a decision-

maker" (Bachrach and Baratz 1970: 44).

In common with the pluralist perspective Bachrach and Baratz focus
on those issues which are observable cases of conflict of interests, but
they would identify far more relationships as being power relationships

than just those over which overt decision-making takes place.
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Referring to the pluralist view of power as 'one dimensional' and
that of Bachrach and Baratz as 'two dimensional', Lukes (1974) proposes a
third perspective on power which he terms 'three dimensional'. In this
perspective Lukes considers not only those issues which are prevented from
becoming the subject of decision-making but also issues which are never
articulated or even recognised by the recipient in the power relationship.
Such a situation may arise where wants and desires are shaped by those who
exercise power, by such means as the control of information, mass media
and processes of socialisation. In this situation the recipients in the

power relationship are blinded as to their real interests.

Lukes' view does not actually change the definition of power, only the
identification of situations where it may be analysed. Power is still,
in Lukes' terms, the ability of A to cause B to act in accordance with
A's wishes with respect to action C. The essential difference between the
three views is the classification of situations which may be termed "power
situations". For the pluralists, power is identified where there is
decision-making over some conflict of interests. For Bachrach and Baratz
power situations include not only the above but also where grievances are
prevented from reaching the decision-making arena. For Lukes they include
both the above, and in addition cases where B is not aware that he has
acted in accordance with A's wishes and contrary to his own real interests
with respect to action C. Lukes' view of power is thus mQre inclusive

in its identification than the views considered so far.

The problem, as Lukes notes, is to identify the relevant counter-—
factual, the evidence that had A not (successfully) exercised power over B,
B would have done something other than he actually did. Where there is
overt conflict of interests the counter-factual is easily identified.
Where there is not, the counter-factual must be identified by the observer
and as Lukes says, "sometimes, however, it is extraordinarily difficult to

justify the relevant counter-factual” (1974: 46). The few examples
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suggested by Lukes rely heavily on ex post facto explanation. Observed
changes in the behaviour of the recipients when the exercise of power

was relaxed may be adduced as evidence that the relevant counter-factual
was present in the pre-relaxation period, but this does not enable an
observer to identify in advance that a counter-factual is present, or to
predict the direction of behavioural change should a hypothesised power
situation be relaxed. The observer is obliged to formulate a version of
the recipients' real interests which is contrary to the view that they
themselves hold. This is, as Lukes notes, essentially a value laden inter-
pretation of the situation and as such there may be various intepretations
according to the values which the observer(s) bring to the situation.
Lukes' formulation runs counter to the general orientation to power and
authority of this study which stresses the actor's own definitions of the
situations. As Martin (1977) suggests, there is some degree of arrogance
in the assumption that the observer is better placed to define the actor's

real interests than the actor himself (Martin, 1977: 40).

Within organizations, however, such three dimensional power may result
from the nested contingency of the organization's power structure within
that of the society as a whole. Weber (1930) noted how wider cultural
values affected orientations to work and work organizations, an observation
which has been strengthened by recent studies.5 Empirically, however,
such power is difficult to identify and even more difficu%t to measure.
Batstone et al (1977) attempt to come to terms with the problem by adopting
a more restricted view of ideology. Rather than defining ideology in terms
of dominant or hegemonic cultural values, they suggest that within organ-

izations a more limited categorisation of ideologies is capable of helping

to explain differences in the distribution of power. Referring to shop

> For example, Goldthorpe et al, The Affluent Worker, (1968).
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stewards Batstone et al distinguish between those that hold and promote
a "trade union principles" ideology and those that do not, and show how
this difference contributes to differing patterns of 'leadership', or

shop steward control over members.

This method represents a useful approximation to the idea of three-
dimensional power, though Lukes' concern was with a more pervasive ideo-
logical bias than that considered by Batstone et al, a bias expressed by

Hyman and Brough (1975: 211) when they argue:

"We have so far suggested that because the
influence of those in positions of economic
and social power extends to the processes and
institutions of socialisation and communication,
the dominant interpretation of social reality is
normally the only coherent world-view to be
extensively accepted".
In treading the fine line between theoretical inclusiveness and operational

simplification it may have to be sufficient that such concerns, while not

actively considered, are not ignored either.

Abell, certainly, sacrifices some theoretical sophistication for
operationalism in applying the issues approach to organizations. Organi-
zations are seen as decision-making systems within which participants
bargain over outcomes. This bargaining takes place within and between
'bargaining zones' defined in terms of
a) a finite set of actors
b) a set of decisions (issues)

c) each actor has preferred outcomes
d) each decision has a clearly defined outcome

e) each actor attaches a clearly defined importance (subjective saliency)
to each decision.

Data is thus required on the initial preferred outcomes of partici-

pants, their modified preferred outcomes and the outcomes of the decision-
!

> s 1 ability
making. In these terms the influence of A over B 1s seen as the ability

i initi ferred comes in a bargaining situation
of A to modify B's initial prcferred outcomes 1n arg ¢



where all other influences are held constant. The bargaining power of A

is seen as the ability to obtain his preferred outcomes when facing com-
peting preferred outcomes. Thus two phases of decision~making are identified;
the influence phase where attempts are made to change initial preferred

outcomes, and the bargaining phase where modified preferred outcomes are

bargained to produce the collective outcome.

Measurement is achieved by combining the outcomes with the indices
of subjective saliency. The more important the issue to the participants

the greater the power involved in achieving a preferred outcome.

With the notion of subjective saliency Abell (1975) modifies the
issues approach to meet Bachrach and Baratz's criticism that
"the model provides no objective criteria for
distinguishing between 'important' and
'unimportant' issues arising in the political
arena" (1970: 378)
but, as noted earlier, fails to amnswer their question
"can a sound concept of power be predicated on
the assumption that power is totally embodied
and fully reflected in 'concrete derisions' or

in activity bearing upon their making?"
(1970: 378)

The 'issue approach' may be compared with the 'reputational approach'
favoured by the sociological tradition. In this approach, respondents are
asked to estimate the degree of influence which particular individuals
or groups have on decisions in particular spheres, such as within a com-
munity or an organization. Using this approach power structures tend
to be defined as elitist rather than pluralist since groups or individuals
are perceived as possessing power which can be generalised across_decisions.
The method is described by Tannenbaum:

"The work described in the following articles
relies for measures of control largely on the
averaged judgments by organization members in
response to questionnaire items dealing with
the amount of influence or control exercised

by various groups in their organization”.
(1968: 24)
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Though Tannenbaum's methodology is firmly within the 'reputational'’
tradition, the notion of control which is employed is derived from the work
of Dahl (Tannenbaum, 1968: 7). Tannenbaum's approach is more akin to the
pluralist view than the elitist since it is central to his theory that there
is a variable total amount of control in an organization. Control may be
exercised in a non-hierarchical manner without impairing the effectiveness
of the organization. A higher total amount of control (no matter how
distributed) will, according to Tannenbaum, lead to greater organizational
effectiveness. The greatest effectiveness is achieved where high total

control is combined with a distribution in favour of the rank and file.

As a technique for demonstrating both the amount and distribution of
control in an organization Tannenbaum has developed the concept of the
control graph. The horizontal axis of the graph represents the hierarchical
ranking of offices or levels in an organization. On the vertical axis
is plotted the amount of control exercised at each level. While the area
beneath the curve indicates the total amount of control being exercised
within the organization, the shape of the curve indicates how that control

is distributed between the hierarchical levels.

Tannenbaum suggests four characteristic shapes which a control curve
may adopt, corresponding to four 'types' of distribution:

a) a curve which rises with hierarchy corresponds to an 'autocratic'
distribution of control (a positive association betweén hierarchy and
control)

b) a curve which declines with hierarchy corresponds to a ‘democratic’
distribution of control (a negative association between hierarchy and
control)

¢) a high flat curve indicating a high degfee of control at all levels
is termed a 'polyarchic’ distribution

d) a low flat curve indicating little control at any level is termed

a 'laissez-faire' distribution.
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The curves are summarised in figure 1

Figure 1 - Tannenbaum's four control graphs
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Tannenbaum himself recognises that one of the major weaknesses of the
reputational method for deriving control graphs is "the reliance placed

on the judgments of organization members for the measures of control" (1968: 88)
For example, in one of his studies, trade union officers judged the distri-
bution of control to be more positively sloped (that is, in favour of the

rank and file) than did the union's members. This suggests, says

¥
7

Tannenbaum, some systematic bias in the judgments and
"To the extent that errors of measurement are not
random, we are probably moving from a measure of
organizational control to a measure of perceived
organizational control"”. (1968: 24)
This is the sense in which Bowen employs the control graph technique in
his study of social control in a steel plant. Though not explicitly

noting that this represents a departure from Tannenbaum's original use

of the graph Bowen says:
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"Nevertheless the development of the control graph

technique holds considerable promise. This method

of representing perceptions of influence permits an

assessment of the perceived level of total control

and its distribution in an organization”.

(my emphasis) (1976: 73)
It is clear that empirically there is a great deal of difference between
measuring actual control distributions and measuring perceived control
distributions. There are important relationships between perceptions
of control (as a base for power) and actual control, which are obscured
by any implication of automatic correspondence between the two. The
reputational approach relies necessarily on perceptions of control and

provided that this is recognised and accepted, the resultant graph

can be as useful a device as Bowen suggests.

The issues approach, for its part, claims to overcome this subjectivity
by focussing on the outcomes of actual decision-making but, as we have
seen, in so doing it may ignore whole sets of power relationships in which

perceptions play a key role.

Poole (1975) has criticised both approaches for their failure to
examine the bases of power: "Nevertheless" he writes, '"neither of these

measurement systems takes the analysis beyond mere description” (1975: 33).

Though this may be true it would not seem to be a valid criticism,
since neither professes to go beyond description and the proponents of
each system recognise that a full analysis of power must go further.
Tannenbaum, for example, examines the bases of power in séparate articles

from those on measurement, and Abell argues:

"I prefer than to start by asking a question with

a slightly different emphasis - how one could detect,
in the ongoing social processes of an organization
that a given individual or group is powerful or
influential. Then, and only then, I will go on to
ask why it should be that he/it is powerful".

(1975: 13)
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The explanation of power

One of the most influential categorisations of the bases of power was

made by French and Raven (1959). They identified five bases:

a)

b)

c)

d)

e)

a)

b)

c)

d)

reward

legitimation

referent

expert

coercion

Reward as a basis for power may be as in the wage contract but also may
include psychological rewards. A 'moral’ orientation towards the organ-
ization may result in personal satisfaction, a positive sanction perhaps
as great as monetary reward. Tannenbaum et al suggest that accession

to influence out of a sense of commitment to a larger purpose served

by the organization should be added as a sixth base of power, but in so
far as the result of such commitment is pychological reward we may

group this with French and Raven's first category.

Legitimation is based on the acceptance of cultural values and the
social structure. As was noted in the discussion of authority, the
common values do not necessarily relate to the content of the command,
but only to the acceptance that the command be obeyed. As Fox
says:

"In so far as he can be brought to share the

collectivity's values he will be able to legitimize

its procedural norms and thus accept the leadership
and direction of its officers". (1971: 107)

Referent power exists, for example, in the attempt to gain access to
a high prestige group.

Expert power exists where those with particular skills or knowledge

can exchange advice in return for power.

Coercion involves the use of negative sanctions or force to achieve

compliance.
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French and Raven's fives bases are five ways in which positive or
negative sanctions may be offered, and viewed by the recipient as a basis
for power. At the same time there will be strategies for avoiding dependence
and thus avoiding sanctions, in particular by going without the resource or
service offered, or looking elsewhere for it. Power will be limited by the
extent to which resources or services are offered elsewhere, and the extent

to which the recipient may be able to take advantage of this.

From this starting point has developed the exchange/dependency per-
spective on organizational power. Blau (1961) extended the notion of power
derived from exchange to consider the exchange processes underlying the
relationship. According to Blau, by supplying services in demand to others
a person establishes power over them. Power in this sense is the price
that the expert, for example, derives in return for his expertise and his
investment in the exchange relationship. Exchange price will depend upon
the elasticities of demand and supply for the resource in question, so that
the degree of power will depend upon how badly the resource is required

and how many sources are able and willing to supply it.

Social relationships are thus characterised by ties of dependence,
usually mutual dependence. In organizational terms this involves seeing
the organization as set of interdependent sub-units. Imbalances in this
interdependency set up a network of power relations, and attention is thus
directed to the source of sub-unit dependence or independénce. Strategic
contingency theory, as developed by Hickson et al (1971)'suggests that
the source of independence is found primarily in a sub-group's ability to
cope with uncertainty,l whether this uncertainty originates in the organ-

ization's environment or from within. The organization is perceived as

1 Following the lead given by the behavioural theories of the firm,
the main task of an organization's activity is held to be to reduce the
degree of uncertainty in which it is working.
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a system of plural and countervailing powers, locating contingency theory
in the political science power tradition, including its definition and

methodology.

Clegg (1975, 1977) has criticised not only the reification of the sub-
unit in the theory but also the vague use of the notion of uncertainty. He
argues that in the work organization the sub-unit cannot be viewed as a
unitary collective since within each sub-unit there will exist power relations
which have to be explained. Similarly, he argues that it is not clear
whether uncertainty should be regarded as a feature of the environment or
of the members knowledge. According to the theory, 'solving' uncertainty
confers power in that the sub-unit becomes central to the operations of
the organization. Power is derived from the current position in the
organizational process, whereas, Clegg argues, current position should be
viewed as the result of an existing power structure which exhibits areas of
uncertainty, capable of being controlled. According to Clegg, the power
structure is prior to any manoeuverings into positions of centrality (less
dependence), and is to be located in the system of 'rules' governing organiz-
ational relationships:

"Hickson et al manage to ignore prior questions of
'rules of the game' which effectively structure the
types of issues (and hence outcomes) that arise for
power to be manifested. They do this because they
dwell in the tradition of an exchange theory allied

to a behavioural concept of power, in a functionalist
systems framework". (Clegg, 1975: 53) .

In short, Clegg's criticism relates to the ‘one~-dimensionality' of the
strategic contingencies approach, and the superficial aspects of power

as manifested in the outcomes of particular exchanges.

However, as French and Raven indicated, explanation of power based
ypon exchange and interdependency does not exhaust the sources of expla-
nation. Though monetary reward may fit into our exchange approach, other
positive sanctions fit less easily. In the case of psychological reward

it is difficult to determine between whom the exchange takes place, unless

it is argued (within the three-dimensicnal framework) that those who
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possess power first create the conditions in which the recipient will

take a moral orientation. Those who exercise power thus confer psychological
rewards in exchange for compliance, through the medium of a moral 'directive'.l
The creation of a positive orientation towards authority per se creates a
climate in which commands are perceived as legitimate regardless of their

content, in that there is psychological reward for rule-following.

In addition to compliance grounded in exchange or legitimation, complianc
may be achieved by the exercise of negative sanctions, including coercion
or force. 1In considering the exercise of negative sanctions, the degree of
dependence (or strategies for avoidance) plays a similar role to that in
exchange theory. The higher the degree of dependence the more difficult it
will be to avoid negative sanctions and the greater will be the compliance.
Power is here related not directly to the exchange, but to the strength of
the sanctions available. This strength may be derived in turn from the rules
governing the exchange relationship, rules perhaps determined by the more
powerful partner. Thus one of the advantages conveyed by power in exchange
may be the ability to determine the rules of future exchanges including the

sanctions available in the event of non-compliance.

The sources of power may be seen to rest in a nexus of positive and

negative sanctions, authority and interdependence, or as Martin puts it,

"The major elements in any explanation of power
relations are actors' goals and the distrihution
of resources required to achieve them". (1977: 50)

Power Dynamics

In summary, power has been defined, following Weber (1968), as "the

probability that one actor within a social relationship will be in a position

1 R. Hyman (1972) notes how the dominant values in society generally tend to
underwrite the legitimacy of those in positions of control. Hyman and

Fryer (1975) suggest that since in exchange theory the rules themselves are
the result of power relations the distinction between power and authority is

unimportant.
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o carry out his will despite resistance, regardless of the basis on whichthis
aobadlity rests" Itmay be identified and measured either by an assessment of
issues and outcomes, or by respondents‘evaluations of powerful individuals

or groups, bearing in mind firstly, that the more important the issue(s)

the greater the degree of power revealed by both methods, and secondly, the
possibility of overlooking significant power relations that are not the
subject of decision-making or are not apparent to respondents. The bases

of this probability are sanctions, legitimacy and dependency.

However, all of the views of power so far considered have been essen-
tially static in that little attention is given to those processes whereby
power 1s accumulated or diminished in a relationship. Though we are concerned
with relatively stable patterns of power and influence, this should not be
taken to imply that the relative power position of two groups is always

static. Clegg suggests that

"The assumption of 'resources' based explanation

of 'power' ought also entail an exposition of how
some people come to have access to these 'resources'
while some others do not. The prior possession of
resources in anything other than equal amounts is
something which a theory of "power' has to explain”.
(1977: 25)

Within the tradition of exchange (and particularly strategic contingencies

theory) power is located in the structural characteristics of the relation-
ship. Centrality confers relative independence upon a group OI individual

and thus confers power. We may speak of a strategically powerful position,
one in which the potential for exercising power is high. This is a

"possible power" conferred by the holding of valued skills, resources Or

rewards.

However, before possible power is translated into the exercise of
power (action) there must be a realisation on the part of the group that
its power capacity is higher vis-a-vis other groups. Wrong (1968) suggests
that such realisation may come from "the achievement of solidarity, common

~

goals, social organization and leadership" (1960: 680). Additionally,



Fox has pointed out that:

"The differing nature of aspirations means
differing intensities of the will to organize
and to seize the opportunities available".
(1971: 603)

Perceptions of power capacity form an important link between bases of
power and attempts to exercise power. Power testing is the process whereby
groups assess whether their estimate of their relative power is accurate,
and it is this process of power testing that is analysed in the decision-
making approach. The outcomes of the testing process may reinforce or modify
the initial power realisation and may lead to further action, such as an
attempt to change the structural characteristics of the relationship. A
successful outcome of power testing may reinforce the perceptions of inde-
pendence whereas an unsuccessful outcome may result in either an acceptance
of a lower power capacity or an attempt to improve the structural context.
Social structure and perceptions are thus combined to produce changing power
relationships.l The process whereby these outcomes are produced within an
organization is sometimes referred to as the 'negotiation of order',

Strauss et al (1971) refer to the "importance of negotiation - the processes
of give and take, of diplomacy, of bargaining - which characterises organiz atio:

life" (1971: 104).

Though the structural dimensions (power capacity) largely determine
the effectiveness of sanctions, the realisation of power qapacity may be
determined by the outcome of previous attempts to apply sanctions. In
addition, a realisation of lower power capacity may result in compliance
and hence make an application of sanctions unnecessary a feature of

power relations sometimes known as the 'law of anticipated reactions'.

As Poole puts it:

For an analysis of power generation in a work group context see
Marchington (1975).
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"That is to say, if it is anticipated that, in a

trial of strength, the outcome will be unfavourable

for a particular party, then an issue is likely to

be conceded without a major power conflict taking

place". (1975: 37)
Control relationships are thus conditioned by perceptions of power and
influence, which may have been determined by previous power outcomes.
The importance of perceptions in the model emphasises the usefulness of

the control graph technique as a way of measuring and illustrating perceived

distributions of power and influence.



CHAPTER THREE

TRADE UNION DEMOCRACY

’

Introduction

»

The problem of democratic organization in representative institutions,
particularly trade unions, has been a central theme in sociological analysis
since the publication at the turn of the century of the Webbs' "Industrial

Democracy' and Michels' "Political Parties."

The Webbs noted how, in the growing trade unions of the late nineteent
century, primitive democracy, whereby all members could meet to decide rules
and policy, was inevitably replaced by representative democracy. Their
analysis of this trend was fairly pessimistic in that its outcome was seen
as a widening gap between the membership and the virtually irremoveable

leaders. They wrote:

"In passing from a local to a national organization

the Trade Union unwittingly left behind the ideal of
primitive democracy. The setting apart of one man to
do the clerical work destroyed the possibility of
equal and identical service by all the members, and
laid the foundation of a separate governing class.

The practice of requiring members to act in rotation
was silently abandoned. Once chosen for his post,

the general secretary could rely with confidence,
unless he proved himself obviously unfit or grossly
incompetent, on being annually re-elected. Spending
all day at office work, he soon acquired a professional
expertness gquite out of reach of his fellow-members

at the bench or the forge". (S. and B. Webb, 1920: 15)

However, the Webbs noted that democracy as an article of faith was still

prevalent. Its form was that of representative democraéy, "the typically
modern form of democracy, the elected rep resentative assembly, appointing
and controlling an executive committee under whose direction the’permanent

official staff performs its work" (1920: 37),

Michels drew on the Webbs' analysis for his broader study of voluntary

: . . )
associations, "Political Parties? Representation and delegation, he argued,

1 In this work considerable attention was given to trade unions. In it
Michels suggested that: "in the trade union movement the authoritative

character of leaders and their tendency to rule democratic organizations on
X SR et
oligarchic lines, are even more pronounced than in the poiiticai
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are illusory democracy. The permanent representative will always be tanta-
mount to the exercise of domination by the representatives over the rep-
resented. According to Michels, the influence of committees, the formalities
of bureaucracy, the stability of leadership and its greed for power, would
combine with the apathy of the masses, "delighted to find persons who will
take the trouble to look after its (the majority's) affairs" (1958: 53)

to produce an lnexorable tendency towards oligarchy and away from democracy.

His proposition was summed up in the now familiar form:

"It is organization which gives birth to the
domination of the elected over the electors,
of the mandatories over the mandators, of
the delegates over the delegators. Who says
organization, saysoligarchy". (1958: 401)

Michels' conclusions were perhaps, overly pessimistic; confirming
evidence was accepted while contrary arguments were rejected. For example,
while accepting the Webbs' most pessimistic conclusions on trade union
democracy, he ignored their suggestion that union democracy could be sus-
tained by institutional arrangements such as existed in the contemporary
coal and cotton unions. He quotes with approval Heinrich Hebner's argument

that:

"The great trade unions cannot long maintain their
existence if they persist in entrusting the manage-
ment of their affairs to persons drawn from the
rank and file, who have risen to command stage by
stage solely in consequence of practical aptitudes
acquired in the service of their organization".
(Michels, 1958: 29) !

But, as Hyman now notes:

"Most leaders of British unions achieve office only
after many years as lay activists; and those at least
who have been accustomed to democratic control are
likely to have been socialised to define their role in
a manner which precludes the extremes of oligarchic
practice". (1971: 31)

The importance of the Webbs/Michels tradition is threefold. The

first is that attention is directed to the structural limitations placed

gpon the tendency towards oligarchy. The second concerns the extent to
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which these limitations may inhibit the efficient administration of trade
union. Thirdly, both works were concerned with the circular relationshi
between oligarchy and apathy. Lack of participation can lead to an increase
in oligarchic practices which may in turn reduce the opportunities or

willingness to participate.

Organizational constraints on oligarchy

Of the institutional arrangements for the promotion of democracy within
trade unions, the election of full-time officials and the existence of a
delegate conference have often been put forward as the most important.
However, a number of writers have questioned the extent to which these
formal safeguards are effective in practice.l The proportion of members
voting in union elections is remarkably small and it is rare for union
leaders to be voted out of office even where chief officers act contrary

to policy determined by union delegate meetings.

Allen (1954) describes how union conferences tend to be unwieldly
events, the timetable perhaps overburdened with motions, the number of
delegates too large to allow an effective exchange of views. Manipulation
of the agenda and standing orders gives an advantage to the platform over
the floor and, in addition, such meetings may be susceptible to oratory.
Even after a resolution is carried the infrequency of conferences means
that delegates can have little close supervision over the‘implementation
of the resolution. Executive officers, on the other hand, are not only in
close contact with the problems throughout the year, but may also have

generous leeway in interpreting the conference resolutions.

In view of these serious limitations on the formal procedures for

ensuring democracy Allen was led to conclude that the "only one effective

1 For example, Goldstein (1952), and allen (1954)
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and continuously operative method of making it (democracy) work" was the
possibility that disaffected members could leave the union, thus ensuring
that the "leadership must walk in step with the rank and file"

(1954: 28 and 64),

Both Clegg (1970) and Martin (1968) have noted the very low explanatory
power of this variable, there being a very low association between union
membership figures and other indices of member dissatisfaction.l As Clegg
remarks:

"There have been few sizeable changes in union
membership which can be attributed to satisfaction

or dissatisfaction with the conduct of union
business". (1970: 94)

Allen's pessimistic assessment of the possibilities for democracy was echoed
by a work which came out almost simultaneously in the United States; Lipset,
Trow and Coleman's "Union Democracy" (1956). In a companion paper to that
book Lipset reiterated Michels arguments on increasing bureaucratisation of

trade unions and concluded:

"The obvious conclusions of this analysis are that
the functional requirements for democracy cannot
be met most _of the time in most unions”.

(1560: 237)2

t

The authors identified the International Typographical Union (ITU) as
a union in which these functional requirements could be met. Their concept
of democracy was "the institutionalisation of opposition"” (1956: 13).
In the ITU this was provided by the existence of two recoénised rival groups
which competed openly at elections for office; the minority group having a

reasonable chance of gaining a majority of offices and becoming the administ-

ration.

. Martin here draws attention to the increase inUSDAW membership between
1949 and 1950, in spite of a defeat for executive policy at the 1950
annual conference.

Though it is worth noting that another of the authors, Coleman, refers
to the "compulsive pressures of democracy in unionism" Coleman, 1960: 207).
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Again, both Clegg and Martin have noted that this definition is too
narrow and the number of unions too few. Using Lipset et al's categories
unions would be classified into the ITU and the rest, the ITU being the

"one democratic trade union in the world" (Clegg, 1970: 95).

The feature of democracy which Clegg and Martin consider to be
important is not that the opposition is institutionalised but that
organised opposition exists, though as Clegg notes, "by itself organised

opposition is not a guarantee of democracy" (1970: 95),

Martin (1968) argues that:
"Union democracy exists when union Executives are
unable to prevent opposition factions distributing
propaganda and mobilising electoral support".

and he proposes a framework for analysing union democracy which "focusses

on the constraints upon union leaders to tolerate factions". Factions are

defined as "comparatively unstructured conflict groups whose membership

fluctuates according to the issues in dispute" (Martin, 1968: 207, 208

and 218).

The constraints are classified.into twelve categories:

1. The political culture, if emphasising democractice values, will act
directly and indirectly by moulding membership expectations of the
role behaviour of leaders.

2. Government attitudes and behaviour, if encouraging union leaderships
to co-operate with government, may create a divisiop between leadership
and rank and file, making factional conflicts more likely.

3. The membership distribution between occupations and industries
influences the formation of factions by providing bases for solidarity
and cleavage.

4. The industrial environment, such as owner concentration or co-
operation, and product homogeneity, influences the centralisation of
collective bargaining and thus democratic potential.

5. The economic environment, or the degree of prosperity, influences the

willingness of the Executive to tolerate opposition.
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Technology, by providing differing types of work settings, influences
the ability of workers to form groups around which factions may form;
the faster the rate of technological change the more likely is the
Executive to get out of touch with the rank and file and the more likely
will factions form.

7. The source of bargaining power, national or plant, will determine the
distribution of power between the Executive and sub-structural groups.

8. Membership characteristics, such as education and skill, will deter-
mine the ability to mobilise support for factions.

9. Membership beliefs, particularly with regard to the legitimacy of
Executive actions, influences the degree to which the Executive can
root out opposition.

10. Opposition expertise and resources, particularly the number of
politically experienced rank and file members act in much the same
way as education and skill.

11. Leadership attitudes act as an independent constraint, commitment to
democratic procedure providing a greater tolerance of faction.

12. The union structure is the mechanism through which all the other
constraints operate, and factors such as the degree of substructural
autonomy, the position of full-time officials, and the electoral
system, may either facilitate or impeded the expression of disagree-
ment.

Having considered these constraints Martin concludes thatlunion democracy,

defined as the survival of faction, is positively associated with:

1. democratic political culture;

2. government indifference;

3. occupational homogeneity, industrial heterogeneity;

4. a low level of ownership concentration and co-operation;
5. decentralised collecti&e bargaining;

6. craft technology;

7. rapid technological change;
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workshop bargaining power;

9. a highly educated membership;

10. a high level of membership participation;

11. membership commitment to local autonomy;

12. an experienced opposition;

13. executive commitment to democratic procedure;
14. a decentralised union structure.

Though the twelve constraints may be associated with the survival of
factions, Martin does not clearly distinguish between those features which
are constraints on the Executive to tolerate faction and those features which
merely encourage the growth of faction (tolerated or not). The existence of
craft technology, rapid technological change, or membership homogeneity may
be features which promote the growth of factions as Martin suggests, but it
is not clear how they act as constraints inhibiting the removal of factions.
Martin seems to imply that since any move on the part of the Executive that
increases opposition to its government will increase the likelihood of
factions, this represents a move towards greater democracy. For example,
he suggests that the more out of line are the Executive and rank and file
with regard to technological change, the greater the likelihood of factions
(and hence democracy) .

"The faster the rate of technological change the
greater the likelihood of conflict between the
executive and the membership (or within either

group) and the greater the potential for demo-
cracy". (Martin, 1968: 211)

Such conclusions are the outcome of an attempt to equate democracy with
the survival of factions, in isolation from other sources of democracy.
Fdelstein et al (1967, 1970, 1971, 1975) pointed out that the concept of
factions as an indicator of democracy is deficient in that they may exist
for years without success. They maintain that the effectiveness of

1
opposition is manifested in the closeness of votes or in the fregquency

loseness being the number Of votes for the

@]

An operational measure of
celx

runner up per hundred rec ived by the winner.
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of defeats of incumbents, and that these in turn are a result of particular
formal union structures. For example, "narrower status gaps between high
offices tend to result in closer elections” and "elections tend to be con-
tested more closely where the major formal regional units are less unequal
in their voting strengths"” (1967: 24, 25). This elaborate theory suggests
also that democracy is most likely when the formal political structure
facilitates the emergence of a small number of powerful candidates rather
than a large number of weak ones. As with Martin's theory the major weak-
ness of Edelstein's approach lies in the identification of democracy with a
single feature, in this case, election voting. An alternative view of
democracy may be the extent to which the leadership pursues its policies in
accord with the wishes of the majority, or is responsive and sensitive

to the needs of the membership. If membership expectations are fulfilled
the leadership may secure large election victories, and factions may not

evolve, but neither eventuality need imply that the union is undemocratic.

The debate between Martin and Edelstein seems to be a remarkably
sterile one. One may agree with Martin that the existence, or possible
existence, of factions provides the Executive with the awareness of
the need to remain sensitive to the wishes of the membership.l Government,
he suggests, proceeds by a process of loose coalitions and soundings of
opinion rather than by the either/or dichotomy of electional closeness.
Equally, one may takeEdelstein's point that factions may’exist for years

without success and may, therefore, make little contribution to democracy.

Tt would seem that trade union democracy is a multi-dimensional concept,

. 2 .
a question of degree rather than of kind. The closeness of elections, the

1 A point made much earlier by Hoxie (1923: 46) and again by Clegg and
Adams (1957: 15).

2 The multi-dimensional interpretation of the concept has led to 'list-
making' of democratic criteria, as, for example, in Cook (1963), Seidman,
London, Karsh, Taglioco:ao(l958) and Fletcher (1970).
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tolerance of factions, the existence of formal and informal channels whereby
members' wishes are conveyed to decision-makers, and perhaps the possibility
of members "voting with their feet" as the ultimate constraint,l may all be
considered factors contributing to the degree of democracy in a union. Any
constraint on the ability of trade union leaders to impose their will on a
reluctant membership may beinterpreted as a factor promoting union democracy.
Clegg even sees the "willingness of workgroups to follow their unofficial
leaders in defiance of their unions, by striking for what the unions will
not demand, or against what the unions will accept” (1970: 107) as a signi-

ficant restraint on the development of autocratic leadership.

Representation and Administration - Competing Rationalities?

As Hyman and Fryer have observed:

"One theme pervades the voluminious literature

on this topic (internal union government):

the conflict between the goals of efficient and
effective organization on the one hand, and workshop
control of union policy and its implementation on the
other". (1975: 185)

Al already indicated, it was the Webbs who drew attention to the possibility
of such a conflict in trade unions and Michels who popularised the general
conclusion that administrative pressures would erode internal democratic
practices. Not only would administrative needs take precedence over demo-
cratic ideals but so too would other organizational needs such as security,

stability, financial solvency, and cohesion. Gramsci commented:
"The workers feel that the complex of 'their'
organization , the trade union, has become such
an enormous operation that it now obeys laws
internal to its structure and its complicated
functions, but foreign to the masses'.
(1968: 35)

! The possibility of groups of workers breaking away from existing trade
unions is discussed by Lerner (1961).

2 . . . . . . .
In a similar vein, Hemlngway (1978) distinguishes between control through
opposition (as in Lipset et al, Edelstein et al, and Martin) and control

through satisfaction (as in Hoxie) .
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The suggestion that organizational needs or goals displace other goals
highlights both the difficulty of specifying organizational goals and the
danger of reifying the organization above and beyond the needs or goals of

the individual members or sub-groups. The Webbs defined a trade union as

"a continuous association of wage earners for the purpose of improving the
conditions of their working lives" (1956: 1), and in the most general

sense few would dispute such a definition of trade union aims. Within this
broad definition, however, there is considerable scope for interpretation

of "improving the conditions of their working lives". Some would interpret
this in the narrow sense of achieving economic improvements for their members,
while others would argue that this goal includes broader social and economic
change, achieved through participating in the political process. The former
approach is often referred to as the 'business unionism' approach, after

Hoxie (1923).

In the UK, Allen has expressed the view that:

"Trade Union organization is not based on theoretical
concepts prior to it, that is on some concept of demo-
cracy, but on the end it serves. In other words the
end of trade union activity is to protect and improve
the general living standards of its members and not

to provide Yorkers with an exercise in self-government".
(1954: 15).

For the proponents of business unionism the criterion of internal
operating efficiency has generally had priority over formal safeguards

for union democracy. Seidman et alquote John L Lewis, thé American United
Mine Workers' leader, at the union's 1936 convention:

"It is a question of whether you desire your
organization to be the most effective instru-
mentality within the realm of possibility for

a labour organization or whether you prefer to
sacrifice the efficiency of your organization

in some respects for a little more academic
freedom in the selection of some local represen-
tatives in a number of districts". (Seidman et al

1958: 211)

Hyman (1975) suggests that Allen has since changed this view.
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Child et al (1973) refer to the problem of simultancously achieving t
two sets of goals, efficient and effective administration on the one hand,
and representation on the other, as a conflict between two rationalities,
the administrative and the representative. The former tends to produce a
hierarchical ordering in which authority is channelled from the top down-
wards, whereas the latter involves a aivision of power and control such that
authority lies at or near the base of the hierarchy. The notion of
administrative rationality serves to clarify the distinction between
efficiency {(which, as economy of operation, is part of that rationality)

and effectiveness, which may be a characteristic of the union in terms of

its goal achievement, or a characteristic of either rationalities.

The dichotomy between the two rationalities is presented diagram-

matically in Fig 2.
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Fig 2 The framework of union effectiveness (1973: 80)

The historical change from primitive democracy to representative
democracy in trade unions may be represented by a shift from quadrant A to
quadrant B. The attempt to counteract the loss of administrative
effectiveness by the appointment of full-time professional staff would be
represented by a shift from B to C. Increasing size and complexity may

produce a shift from C to D.
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Though the authors recognise that "it would be an exaggeration to
conclude that the two rationales of representation and administration, are
in conflict at all points" (1973: 78), it may be questioned whether they are
in conflict at all. For example, Hughes (1967) argues that union democracy
does not appear to be at the expense of efficiency. This is because for
administration to be effective in a trade union, a high degree of member
participation is required and this in turn is fostered in part by demo-

cratic procedures. As Child et al note:

"unions often rely upon a task force of unpaid
helpers among its ‘'stalwarts' who may only appear
if there is some minimal level of representative
effectiveness. Thus to an important degree the
administrative efficiency os a union may depend
upon the effectiveness of its representative
systems". (1973: 79)

Allen makes a similar point:
"In trade union organizations efficiency cannot
be achieved without drawing ordinary lay members
into active government offices" (1954: 67).

Partly, Allen suggests, because unions do not have sufficient funds to use,

only full-time officials.

More fundamentally it may be argued that administrative control is
enhanced by the extent to which the rank and file identify with the policies
pursued, and that this is most likely where there exists a well developed

representative system and a commitment to democratic ideals.

Participation and Orientations :

An important aspect of democracy thus hinges on the nature of parti-
cipation in, and orientations to, union activities. Much debate has
centred on the extent to which participation is a necessary requirement
for trade union democracy, and it is important to retain a distinction
between these two concepts. As Tannenbaum and Khan suggest:

"Participation is often equated with democratic
operation. As we use these terms, however, democracy
and participation refer to distinct phenomena. Demo-
cracy and democratic processes refer to a type of controel
structure, that is, the way in which control id distri-
buted and exercised in an organization. Participation,

on the other hand, refers simply to the formal (and
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informal) entry of members into organizational
roles, and the expenditure of individual energies
in the playing of these roles". (1958: 50)

One of the problems inherent in defining the goals of trade unions
is that union members may have quite different views on what the aims of
trade unions should be. Several studies (Tannenbaum and Khan (1958),
Sayles and Strauss (1967), and Moran (1974)) have shown that those who
participate more actively in a union's affairs have a wider view of trade
union goals than has the passive membership. Goldthorpe et al (1968)
indicated how workers orientations to trade unionism may be primarily instru-
mental; that is, workers take a "business union" view of their union and
see its central task as providing economic services. The union leadership
would be judged by its success in securing these economic gains and, as
long as such success was adequate, not much member participation could be
expected. Hoxie noted that a union which was defined by its members in
primarily instrumental terms was more likely to develop an autocratic
government but failure to 'deliver the goods' might result in a 'democratic
uprising of the rank and file' (1923: 46)., Where orientations to the
union are instrumental it may be misleading to equate rank and file

participation with democracy.

It is clear that part of the problem concerns the variety of forms of
democracy itself. In particular it is important to distinguish between
'passive' democracy, which is characteristic of democracy ’dominated by
electoral systems, and 'active' democracy in which high levels of direct
participation in decision-making takes place. The tradition of the Webbs has
emphasised the importance of active or primitive democracy, as a more 'vital'

form of democracy2 and indeed Hyman (1975: 83) argues that passive democracy

An equation implied by Goldstein, (1952).

A point noted by Carew (1976) .
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‘ 1
1s nct democracy at all. At the other end of the spectrum Bealey asks:

"How undemocratic is 1t to decide freely to be
led by an oligarchy?" (1977: 394)

There is a whole range of factors influencing members' orientations
(an affectual concept) to the union, and similarly a range of factors
influencing participation (a behavioural concept) in the union. Clearly
there will be important areas of overlap where orientations are influenced
by the opportunities to participate and participation is influenced by
orientations. Participation is only one aspect of democracy, and its
importance will vary with the degree of emphasis the membership places on
participation. As Seidman et al (1958) have noted, the form which parti-
cipation takes can vary. It can include attendance at meetings, voting in
elections, servicing on committees or taking part in informal activities.

They do suggest, however, that:

"For the members to control the union or even
exercise influence within it they must parti-
cipate in it% affairs to a significant extent".
(1958: 185)

Hughes (1967) has analysed the opportunities for participation in
terms of key attributes of the union structure (such as size, constitution,
type of government) and of the membership (such as geographical distri-
bution, turnover, demographic factors) and suggests that participation can
be improved by institutional developments affecting the role of committees,

¥

branches, shop stewards and communications.

Orientations to the union presents an altogether more difficult area
of analysis, and attempts to consider this problem have generally involved
consideration of 'types' of member. Seidman et al (1958) distinguish seven
types of rank and file member ranging from the ideological trade unionist

(involved in class struggle) through the good union man, the loyal but

E In "The Workers Union", Hyman (1971) argues that the distinction
between passive democracy and benevolent dictatorship may be tenucus.

“

B ‘ . L :
Rererred tO by Hemingway as control thiough participation.
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critical member, the crisis activist, the dually oriented member, and the
card carrier, to the unwilling unionist. The sources of such orientations
are numerous, but may be divided between those internal and those external

to the union, so that as circumstances and experiences of membership change,
so members may shift from one orientation to another. An important source

of internal orientations, the congruence between expectations and leader-
ship policy, has been suggested by Child et al (1973). They distinguish

four types of union member based upon the juxtoposition of the degree of
active involvement in the union with the degree of congruence between expect-

ations and policy. The typology is represented diagrammatically in figure 3.

+1
The stalwart The card-holder
+ - Degree of active
: involvement in
union affairs
The trouble- The alienated
maker member

Congruence between
union policies and
expectations

Fig 3 A typology of membership attachment (1973: 76)

The member with an instrumental orientation to the union would be
classified as a card-holder until his expectations failed to be realised.
As Hoxie's 'democratic uprising of the rank and file' took place the member
would become, from the union leadership standpoint at least, a trouble-
maker. In these terms, an undemocratic union would be one which contained
a majority, or significant minority, of alienated members, and unless con-

strained by social, or other pressures. these members might 'vote with

their feet
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An altern ative intepretation of the alienated member, however, hinges
on the distinctions between the trade union and trade unionism, and between
national and local leadership. Though alienated from the leadership and
policies of his union, the member may nevertheless remain in the union
because of a positive orientation to the goals of trade unionism or collec-
tive action. More importantly, though alienated from the union leadership,
the member might be positively oriented towards more immediate expressions
of collective action such as the workshop or plant organization. Fox has
characterised unions as "a number of collectivities structured into a
hierarchy culminating in the national level of the union (1971: 110).
Where decision-making is diffused among a number of different levels in the
union hierarchy then so too must be an effective representative system.
Decisions made at the plant level by shop stewards committees (or by full-
time officers) would suggest a different system of representation from that
required by centralised decision-making and hence the meaninjs which members
attached to the formal representative structure (for example, the delegate
conference) would also be different. Evidence from the United States suggests
greater rank and file involvement in those local unions with important
decision-making powers, and in the UK, Goldthorpe et al provide evidence of

active membership participation in decision-making at shop floor level.

Trade union members may thus have different orientations to different
collectivities (for example, the work group, the plant or,local organization)
and it is these orientations which will influence, and be influenced by,

the degree of participation.

Conclusions

Enough has been said to indicate that the 'iron law of oligarchy' is
subject to considerable constraints in trade unions. This should not be
taken to mean that pressures towards oligarchy do not exist, but rather that
it is possible to take a more optimistic view of union organizations than

that proposed by Michels. The constraints on oligarchy are numerous and the
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and the attempt to account for democracy primarily in terms of one con-
straint or another is likely to be fruitless. As Cook puts it:

"The experience of these four unions (in her study)
and the evaluation of those of their practices which
are indisputably democratic lead directly to the con-—
clusion that democracy is not to be measured by any
single element. It does not exist because a union
practices majority rule or uses the secret ballot

or relies on rank and file participation in the
executive board. Rather, it is a complex cluster

of practices and values which have to be seen in
their totality". (1963: 4)

In particular we may question whether it is necessary that the
rank and file participate for a union to be democratic. Low participation
may merely indicate a high level of satisfaction among instrumentally
oriented members. More importantly, it is the level and type of parti-
cipation which is relevant. Low participation in national union
activities may be offset by a high level of participation in those
collectivities which are seen to affect the members’ interests directly.
As Fox suggests:
"Thus the collectivity may mean very different things
according to the goal being pursued and the level at
which action is appropriate. It may change as the
collectivity at one level considers that effective-
ness for the group concerned would be best served by
upward - or downward - reference to a different level.
The relevance and importance of these different levels
of collective organization tends to fluctuate according
to which goals are most immediately pressing and which
level is perceived as most effective for their satis-
faction". (1971: 111)

That satisfaction of these interests may conflict with theé interests of

other, perhaps hierarchically superior, collectivities has been well

documented in discussions of shop steward or work group militancy.

Banks (1974) has argued that such action may be interpreted as a form of

primitive democracy:

"the fact that shop stewards are in immediate
practical touch with the rank and file members
means that their conduct of such strikes (unofficial)
is the expression of an essentially democratic
need and not the rejection of it". (1974: 100)



Within such a view of trade union organization, activists are distributed
throughout the union hierarchy. The simple dichotomy between leadership
and rank and file is no longer tenable since a leadership of sorts occurs
within each collectivity. Rather than oligarchic or democratic, this

form of government may more aptly be referred to as polyarchic.

It is the relationships between the collectivities of which the poly-
archy is comprised that become the focus of interest. What is commonly
referred to as union democracy could be described as goal formation and
implementation which are generally controlled by lower level collectivities,
oligarchy would be where these tended to be controlled by higher level
collectivities. 1In this sense we may agree with Hyman and Fryer when they
arqgue:

"Structural pressures inhibiting democracy are not
irresistible; they can be counterbalanced, for
example, by a union constitution which facilitates
rank and file control, a tradition of union demo-
cracy, or the existence of rival factions each ready

to mobilise opposition to autocratic activities on
the part of the other". (1975: 188)

Union government is thus seen as the balancing of interests either
among collectivities or between factions, and the concept of union demo-
cracy must be modified by an analysis of those processes of power and

control central to the internal relations of a polyarchic trade union

government.



CHAPTER FOUR

THE NATURE OF TRADE UNION POLYARCHY

Introduction

The Webbs (1920) described how the growth of trade union membership
resulted in a necessary change of administrative methods from that of the
small group to that of bureaucracy, accompanied by an equally necessary
change in democratic procedures from primitive democracy to representative
democracy. Not only the Webbs but also Michels (1958) and others interpreted
these trends as signalling the decline of trade union democracy and the
growth in its place of trade union oligarchy. I have argued that the pessimisn
of this interpretation was misplaced in that the checks and balances intro-
duced to limit the powers of the executive bodies and full-time officers
have resulted over time, not in oligarchy, but in what has been termed

polyarchy.

In the polyarchic form of trade union government control over decision-
making is distributed among leaders of collectivities throughout the hierarchy
so that lower level collectivities possess some degree of autonomy in
decision-making. In addition, the checks and balances limit the extent to
which higher level collectiveness can take decisions without regard to the

lower participants.

Thus polyarchy has two distinct, though related aspects. The first
is that each element in the polyarchic government may hav; some sphere in
which it is autonomous; that is, can take decisions without regard to the
other elements. The second aspect is that each element can exercise some
restraint over other elements where there is perceived to be a divergence
of interests. Such a divergence of interests may, of course, concern the

boundaries of the areas of decision-making which are to be regarded as

autonomous,l and the shared definition of these autonomous areas may be

L Abell (1977) would refer to these as conilicts over allocational norms.



changed over time. 1In this sense the various trade union collectivities
may be regarded as 'competing' with each other for control over certain

areas of decision-making, or over certain decisions; an idea which is

1

. . N . N Lo
implicit in the concept of checks and balances. As Van De Vall points
out, such polyarchic competitions generally take place within the frame-

work of the rules of the organization:

"Empirical sociologists ..... demonstrated that

Michels two poles of 'democracy' (with total parti-
cipation) and oligarchy (with absolute power of leaders)
constitute only a normative polarity ..... most demo-
cratic organizations belong to an intermediate form.

In this empirical 'polyarchy', neither the members nor
the leaders alone are decisive, but leaders and active
members, by means of the democratic rules, keep each
other in a balance of power". (1970: 153)

Negotiated and Arbitrated Outcomes

These competitions can take two forms and produce two types of out-
come. In the first form of competition the collectivities settle their
differences between them, without any recourse to other agencies outside
the negotiations. Decision-making is confined within the competitive
arena and the outcome will be determined by each competitor's sources
of authority (such as that conveyed by the union rule book) or other forms
of power.2 The outcome produced by this form of competition can be referred
to as a 'negotiated' outcome. Often, however, competition takes the form
of an appeal for support directed to agencies external to the dispute, and
in this form the recipients of those appeals decide the oétcome of the
competition. Support in this instance may be in the form of rank and file
voting in elections, or compliance with one competitoré appeal as opposed
to the appeal of the other. In contrast with the negotiated outcome this

latter form of competition may be said to produce an 'arbitrated' outcome.

With reference to organizations generally, Pettigrew says of arbitrated

1 In a similar vein, Hemingway (1978) develops a cqnflict model of trade union
government , though retaining the more rraditional view of government and
lecaders and followers. ‘ _ o i .

5 As elaborated in Chapter Two, authority 1s viewed here as a particula

relacionship is exercised.



outcomes:

"The assumption is that, in a competitive demand -
generating process, the decisional outcome will not
necessarily be a product of the greater worthiness
or weight of the issues ranged to uphold one or other
demand in dispute, but may result from the nature of
the linkages that opposing parties have with the
individuals for whose support they are competing".
(1973: 230)

And with specific reference to trade unions, Fox argues:
"A group who cannot accept the official leadership

as legitimate may transfer legitimacy, permanently
or temporarily, to an unofficial leader". (1971: 115)

Where this occurs the competition between official and unofficial
leaders is 'arbitrated' by the work group. The decision to transfer
legitimacy is the manifestation of arbitration in favour of the unofficial
lecadership. As Fox states, this arbitration may be only temporary, and
legitimacy may be regained by the official leadership. Thus the question
of legitimacy raised by Fox is an important one. In the most general
sense, disputes over allocational norms are disputes over legitimacy:
which collectivity shall have the authority to make decisions in any
particular area. More particularly, arbitrated outcomes may rest on the
strength of each competitorg claim to legitimacy, as interpreted by the

recipients of those claims (or appeals for support).

Sources of legitimacy

In the discussion of negotiated outcomes it was sugdested that
legitimacy could be derived from a source such as the union rule book.
To this can be added the legitimacy derived from the principles of
elected leadership and of trade union solidarity. To the extent that these

sources do not rest on appeals outside the negotiating arena they can be

. L 1 omes are
termed 'internal sources of legitimacy'. In contrast, where outc

arbitrated, then it will be the arbitors who will grant legitimacy to one

or other of the competitors. Appeals outside the negotiating area are to

'external sources of legitimacy'. These external sources are taken into



consideration by the arbitors in deciding to grant support. The state and
the employers or employers' organizations can be regarded as external
sources of legitimacy, and, having defined polyarchy in terms of the

relationship betwee i Koh! t i i
D n active participants, so too can the union's passive

membership.

Legitimacy conferred by one external source is often dependent upon
legitimacy being conferred by another. For example, the passive membership
in the workshop may confer greater legitimacy on a collectivity that has
been granted recognition (legitimacy) by the employers than on one that
has not, particularly if the membership's orientation to the collectivity
is primarily instrumental. This we may refer to as 'contingent legitimacy'
since its conferrment is conditional upon the other external source con-
tinguing to grant legitimacy. Legitimacy that is conferred in the absence
of, or prior to, legitimation from another source would thus be termed

'non-contingent legitimacy'.

There is an inherent circularity in the relationship between contingent
and non-contingent legitimacy, as is demonstrated by Bain (1972) in his
discussion of white collar unionism. He notes that the growth of union
membership among white collar workers is fastest where the employer recog-
nises the union, particularly if for negotiating purposes, largely because
"unions are usually accepted on instrumental rather than ideological grounds"
(Bain, 1972: 259). But equally, Bain recognises, legitimation of the union
by the employer may be dependent on the union securing support from a large
enough proportion of the work force. However, Bain argues that recognition
by the employer is the independent variable, in that rapid growth of union
membership often follows recognition, whereas recognition less clearly
follows rapid membership growth. In this instance the employer grants
non-contingent legitimacy by recognition, whereas the subsequent support

from the workforce takes the form of contingent legitimacy.
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Each of the three external sources of legitimacy (the state, the
employers and the passive membership) is capable of conferring'or denying
both contingent and non-contingent legitimacy in varying degrees. 1In
addition to these three, trade unions often have an appeals procedure, or
even an appeals court, which does not fit easily into either the internal
or the external category of legitimacy. To the extent that individual
union members or collectivities may appeal against the ruling of any
collectivity, these appeals procedures may be said to constitute an external
source of legitimacy, arbitrating outcomes. However, their role is usually
confined to interpretation of the union rules and the legitimacy they
confer is, or would normally be, non-contingent, in that it does not depend
on whether or not the competitors have any other source of legitimacy,
except from the union rules. Their arbitral role is limited to specific
cases rather than generalised legitimacy, and in so far as they are open
to individual members as well as collectivities their role extends beyond
that of polyarchic competitions. For these reasons, appeal procedures

are not treated here as a separate source of external legitimacy.

1
External legitimacy and the state

The nested contingency of power in organizations stems in part
from the existence of legitimate authorities outside the organization.
Of these, the most pervasive is the authority of the state. Trade union
members are also members of the national (or international) political
community, the government of which, for various reasons, is recognised as
legitimate. The state not only recognises the right of trade unions to
exist but actively seeks to incorporate them into the processes of national

decision—making.2 The acceptance of trade unions by one legitimate

! The role of the state is here confined to its legislative, not employ-
ment, functions. The state as employer is treated in general with all
other employers in the following section.

N

Through numerous councils, boards, tribunals and courts.
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authority (the state) may be important in their securing legitimacy from
thelr memberships, since if the state were to withdraw their acceptance of
trade unions, or were to oppose them, many members would be faced with the
possibility of conflicting loyalties. Membership legitimation is in this

instance contingent upon legitimation from the state.

However, the state may seek to incorporate the tracde unions into
decision-making precisely because of the trade unions' representative
role. In this context it is not important whether the motive for incor-
poration is to encourage the participation of an important pressure group
(and help legitimise state actions), or to pacify a potential source of
opposition.l What is important is that continued legitimation by the
state is dependent upon continued membership support for the trade union
leaderships. If the state considers that these leaderships no longer have
the support of their members then the leaderships' participation in govern-
ment would no longer be useful or necessary. State legitimation is thus

contingent upon membership support.

The Webbs (1920: 780) noted that legal enactment could be as important
a means of securing trade union aims as collective bargaining, and indeed
they argued that it was a superior means which could eventually replace
collective bargaining. In so far as trade union leaderships accept this
argument they will value close enough working relationships with government
to produce favourable legislation on such issues as minimpm wages, health
and safety, and employment security. The instrumentally oriented worker,
adopting the same criteria, is more likely to support a leadership that has
such a relationship with government and is in a position to encourage
such legislation than to support a leadership that has not. Thus contingent
or non-contingent state legitimation will provide the basis for contingent

legitimation from the memberships. In the same way as the instrumentally

For example, Hyman notes, "The relatively pacific role of modern
unions is also often attributed to the legitimacy they have achieved
within contemporary society". (1972: 78)



oriented member will support a collectivity that can secure gains from
employers in collective bargaining, so too will such a member support a

collectivity that can secure legislative gains from the state.

In a competitive polyarchy a national trade union leadership may
use the legitimacy granted to it by the state in its appeal for support
from the passive membership. The reverse, however, is less likely. Though
the passive membership can act as arbitor of internal competitions through
voting and compliance, the state 1is less likely to be an ar bitor, even
though its support for one or other of the collectivities may be decisive.
The leadership involved in a polyarchic competition is more likely to seek
the support of the state so that it can achieve the support of the
membership rather than seek membership support in order to influence the
state (though in the more general case the latter is equally as likely).
This is because the mechanisms for resolving the internal dispute lie

more with the passive membership than with the state.

External legitimacy and the employers

The importance of employer recognition in the creation of contingent
legitimacy from instrumentally oriented members has been noted, particularly
as elaborated by Bain with reference to white collar workers. However, the
implications of employer recognition go further in that the employer has
greater scope than the state for recognising and legitimising employee
collectivities other than that of the national leadershipi Clegg (1976)
suggests that the main influence on the hierarchical level of collective
bargaining is the structure of management and employers' organizations.
Through their formal organizations and their willingness to bargain at

different levels the employers determine which collectivity they will

bargain with, and hence which element can use this position as a claim for

L "The level of bargaining accounts for the extent of decentralisation
in union government, including the power and independence of workplace

organizations”. (1976: 118)
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the support of the instrumentally oriented member. As Goodman and

Whittingham note:

"Whether as a positive policy or as the unconsidered
concommitant of decisions on other topics, management
may enhance the scope, power and authority of shop
stewards". (1969: 15)

"Thus there is a nearly continuous struggle for power
and influence not only between stewards and management
but often between stewards and their unions externally”.
(1969: 17)

1f the employers legitimate shop stewards organizations for bargaining
purposes, contingent legitimacy will be conferred upon these organizations
by the membership in the workshop or plant. Because the employers can with-
draw the legitimacy, the shop stewardsmay become concerned with safeguarding
their relationship with the management. They may compromise on how far
they can go in opposing management without damaging the relationship or,

as Fox suggests, modify the notion of opposition altogether:

"Where collectivities are perceived by their leaders

and members as depending heavily for their existence

on the grace and favour of management, or where, though
not weak, they see their best interests in co-operating
with management, ideologies of opposition, challenge and
hostility may be played down in favour of ideologies
which promote the validity and desirability of colla-
poration". (1971: 125)

It may, of course, be such cdlaboration that brings a shop stewards
organization into conflict with other elements in the trade union polyarchy,
but as long as the members in the workshop share the same perceptions as
the stewards organization, contingent legitimacy is more likely to be con-
ferred on the stewards. FOX and Flanders (1969) have noted that anything
which strengthens a union in its dealing with management is likely to
enhance its authority over its own rank and file members, and in the same

way it can be argued that anything which strengthens one element in the

polyarchy in its dealing with management enhances its authority, not only

over the rank and file, but also over other polyarchic elements.
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The employers may grant non-contingent legitimacy to different trade

. C e 1
union collectivities for a number of reasons but, as was noted earlier,

are more likely to grant contingent legitimacy because of the unions

representative role. Thus both the state and the employers grant contin-

gent legitimacy based on the union% representative role and this legitimacy
may be used by a collectivity to gain support from the instrumentally
oriented member. Again, as with the state, the employer is unlikely to

be appealed to directly to arbitrate in an internal union dispute, though

the employers legitimation of a collectivity may be decisive.

External legitimacy and the passive membership

The analysis of membership types carried out by writers such as
Seidman et al (1958) and Child et al (1973) is conceptually more thorough
than the dichotomy between active and passive suggested here. I have
argued, for example, that the passive member may exercise an arbitral role
through voting behaviour, though it could be argued that even this limited
participation would make the 'passive' categorisation inappropriate. The
distinction between active member and passive member being pursued here
follows from the earlier distinction between active democracy (which
involves high levels of direct participation in decision-making) and
passive democracy (characteristic of democracy dominated by electoral
systems). Employing the concept of polyarchy, rather than democracy, the
active members are those who participate directly in deciéion—making in
each of the collectivities which make up the polyarchy. Most of these
collectivities, such as the national executives, delegate conferences,

district councils or committees and shop stewards organizations, will be

For example, Goodman and whittingham (1969) ascribe the historical
preference of employers for industry = wide bargalglng.to the gdvantages
0f uniform claims, simultaneous stoppages, and elininating unfair com-

petition.
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composed entirely of activists, so defined. Other collectivities, such
’

as the branch and the workshop, will be cowposed of both active and passive
members, as, of course, will be each trade union taken as a single collec-
tivity.

It is the passive members who would take part in the "democratic
uprising of the rank and file" if the union "failed to deliver the goods"
(Hosie, 1923: 46). It is in this sense that the passive membership are
the arbitors of legitimacy since it is their behaviour which indicates
support for one or other collectivity.l The mechanisms whereby legiti-
mation becomes manifest depend upon the behavioural options open to the
membership. Clearly, electoral behaviour will be limited by the frequency
of elections and their relevance to the competition being arbitrated. The
role of electoral behaviour will be most pronounced in factional competitions
for specific union pOStS,2 but occasionally the electoral issues may centre
around the legitimacy of different hierarchical collectivities.

Other than through electoral behaviour the membership may register
their support through compliance with one collectivity's demands as
opposed to those of another,4 or, in the extreme case, the membership may

. . 5
transfer legitimacy from one union to another.

Legitimate authority and power in a polyarchy

As indicated earlier the idea of legitimate authority being employed

Tannenbaum and Khan (1958) suggest that the inactive,membership possess
‘ratification power' and though inactive can therefore exercise control
over decision-takers because of what they might or might not do.

As is demonstrated by Edelstein and warner's (1975) electoral model oﬁ

union democracy-

3 As, for example, 1in 1967 when Hugh Scanlon fought and won the election

for AEU President on a platform of reducing executive control and giving
more autonomy to local and regional collectivities. Scanlon (1967).

4 As Fox (1971: 115) elaborates in his discussion of Jack Dash, unofficial

dockers leader in the late 1960s.

-

1969, GMWU members transferred to the TGWU and

ike of
In the Ford strit bership transferred

the AEF. At Pilkingtons in 1970, some of the GMWU mem

legitimacy to the short-lived breakaway union, the Glass and General

Workers Union. See Lane and Roberts {1971) .
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here follows from French and Raven's (1959) conceptualisation of legiti-

mation as one of several bases of social power. In the same way as I have
distinguished between internal and external sources of legitimacy in a

trade union it is possible to distinguish between internal and external

1
sources of power.

In a competition between two hierarchical collectivities in a trade
union polyarchy, each collectivity can draw upon both internal and external

sources of power, including legitimacy. The sources available are presented

in Table 1.
Table 1 - Sources of power in a polyarchy
Internal Sources External Sources
!
Sources of
u‘ . Other Sources Soul.'cgs of Other Sources
Legitimacy Legitimacy
Rulebook Sanctions (pos- State State (rarely)
itive and neg-
Electoral ative) Employers Employers
principle (closed shop)
Solidarity Exchange/ Passive member- Sanctions of
principle Interdependence ship higher colle-
Appeals pro- ctivity
cedure

The internal sources of power consist of legitimacy (described above
as emanating from the rule book, the electoral principle and the solidarity
principle) and other internal sources such as sanctions (pgsitive and
negative) and ties of exchange and interdependence. External sources of
power consist of external legitimacy (contingent and non-contingent con-
ferred by the state, the employers, the passive membership and the appeals
licable by a

procedure) and other external sources such as sanctions app

higher level collectivity, employer sanctions through the closed shop,

The sources of power are elaborated in Chapter Two.
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) 1
and state sanctions. This latter point is emphasised by Fox:

"The ability of collectivities to draw upon external
sources of support for their control introduces a new
factor into the relationships between leaders and their
members. The former now have a degree of control in
excess of that granted them by the latter .....

When a collectivity is fully recognised, has a closed
shop, and participates in joint agreements which success-
fully regulate terms and conditions of employment, it is

in a very strong position in relation to the individual
member”. (1971: 16)

Conclusions

Voting, compliance and retention of membership are the three ways
in which the passive membership register their legitimacy for one or
other of the competing collectivities in a polyarchic government.
Though the employers and the state may confer contingent and non-contingent
legitimacy on a collectivity and thus influence which collectivity receives
the support of the instrumentally oriented member, it is the passive
membership that exercises the final arbitration of outcomes. Although
the concept of polyarchy emphasises the relationship between collectivities,
and the checks and balances of trade union government, these relationships
do not exist in isolation from the union membership or from other

institutions.

In the competitions implied by the concept of polyarchy, internal and

external sources of power, particularly legitimacy, are called upon by

*
i

the collectivities to gain control over specific decisions or over areas
of decision-making. Unless these competitions prove to be schismatic
they take place within the framework of rules of the organization, a principle

sometimes emphasised in trade unions by the existence of an appeals pro-

cedure or an appeals court, to referee the competition and to interpret

these rules.

i : gt in the U.K.
Though state sanctlions are not common 1n




CHAPTER FIVE

POLYARCHY IN THE ENGINEERING SECTION OF THE A.U.E.W.

Introduction

As has been shown, much of the discussion of the internal organ-
ization of trade unions is concerned with the nature and degree of democracy.
But it is not democracy but polyarchy which seems the most appropriate
of Tannenbaum's four structures of control. Indeed, Banks (1974) refers
to trade unions collectively as polyarchies, that is, organizations in
which there is a balance of power between the leaders and a minority of

active participants:

"The awareness that a trade union is a polyarchy is a
recognition that shop stewards who are active in this
sense are active, and conscious of participating, in a
process of balancing interests one against another”.
(1974: 102)

According to Banks, the existence of active participants at lower
levels than that of leadership reduces or even eliminates the tendency to
oligarchy, but equally, he argues, the lack of participation of the
remainder of the rank and file reduces the degree of representative demo-
cracy. Thus polyarchy, rather than oligarchy, democracy or laissez~-faire,

is the appropriate term by which to describe trade union government.

Though Banks' view is acceptable at a fairly general level, it
should be borne in mind that trade unions differ considerably in their
forms of government and thus in the scope which they allow to active

participants to exercise some control over union activities.

The extent to which a union's structure allows scope for decentrali-
sation in decision-making can usually, though not always, be explained by
reference to the form of government adopted by the union during its forma-=

tive years, a point made by Carew:
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"Union structure tends to be a product of the forces

that operated on the organization at the time of its
foundation" and "Even within the official union move-
ment of today there are living reminders of different
concepts of trade union organization". (1976: 111 and 131)

In particular, we may distinguish between the 'New Model' unions
of the mid-nineteenth century, of which the Amalgamated Society of
Engineers (ASE) was the most notable, and the general unions formed in the
'New Unionism' phase towards the end of the nineteenth century. These
'hew unions' were constructed around their professional leaders and thus
from the outset adopted a centralised form of government. The 'New Model'
unions, on the other hand, were formed by the amalgamation of local or
regional societies and thus the balance between local autonomy and centralised
policy making has always been a precarious one. The roots of polyarchy in
the A.U.E.W. lie in the complex system of checks and balances set up to
1imit the power of the central authority. The initial attempt to devise
a form of organization that would give effective centralised leadership
while allowing for a high degree of self-government in the localities has
evolved into a form of government where "central authority has been dis-
persed to a point at which it sometimes seems to disappear" (Turner,

1962: 225).

The organization of the engineering section of the A.U.E.W. is
shown in Figures 4 and 5. These diagrams, though indicating the formal
lines of control in both policy-making and policy implementation do not

by themselves indicate the degree of polyarchy characteristic of the
union. They show, for example, how the National Committee 1is indirectly

elected via the branches and district and divisional committees, but not

the rules which govern the relationship between the National Committee and

the Executive Council. They show the dominant role of elections in the

appointment of committees, councils and full-time officers, but not how

often or closely these elections are contested and might thus operate

as a check on the exercise of power.
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In order to consider these issues fully it is necessary to consider
in turn each of the key elements in the organization, always bearing in mind
that such isolation is necessarily artificial since each element can only

be fully understood in the context of all other elements.

Since it was with the local or regional organizations that the
initial impetus of the union lay, I shall begin by considering the

evolution of the role of the district in the organization.

The district

With the formation of the ASEin 1851 the predominant role of district
bargaining in the 'Old Mechanics'l was reflected in the creation of
district committees to offset the central leadership of a London based
Executive Council. During the latter half of the nineteenth century the

district was the locus of power in the organization:

"The development of direct demands on the employers for
increases in wages and the growth of local employers'
associations increased the importance of district
committees. It was the district committee men, meeting
after a long days work in the factor, who were respon-
sible for choosing the right moment for wage demands,
formulating the policy and negotiating with the employers.
On their ability and energy depended to a large extent the
advances made by the membership. The Executive sitting

in London surveyed the wage developments throughout the
country but except in cases when assistance was requested
did little to sponsor wage movements. The increased
influence of district committees led to uniformity of
wages in each district by itself but the varying strengths
of these committees and the uneven cost of living throughout
the country led to marked variations in the district rates
established". (J. B. Jefferys, 1945: 99)

rrom the end of the nineteenth century the role of the district in

collective bargaining began to decline as both national and workshop

bargaining increased in importance. In 1892 the great disparity between

the district rates finally impelled the union "to accept the necessity for

1 akers Friendly Society, one of the most important of the

The Machine M
societies in the amalgamation.
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some permanent central policy-making and executive body" (Turner, 1950:
183). Two proposals were put forward at the Leeds Delegate meeting of 1892,
one for a full-time elected committee, the other for an elected full-time
staff of officials. Though, as Turner (1950) suggests, these proposals
were probably intended as alternatives, both were adopted. The old London
based Executive Council (composed exclusively since 1857 of working rep-
resentatives of London branches) was replaced by an Executive Council con=-
sisting of full-time officials elected by eight electoral divisions.

At the district level, six full-time organising district delegates were

to be elected to act as orgénisers, negotiators and intermediaries between

the Executive Council and district committees.

The district committees were given the powers to appoint shop
stewards and though Cole (1973) makes the point quite strongly that these
early stewards only acted as égents of the district committee, Jefferys
notes that they very quickly developed a semi-independent role for

themselves. Cole maintains that before the First World War:

"{t was for the Union district as a whole, rather

than for its representatives in any particular works,

to deal with grievances when they arose, and the

function of the works representatives was limited to the
reporting of any difficulty arising, in order that the
District Committee and officials might have the necessary
data on which to take action". (1973: 10)

However, Jefferys writes that in the districts recognising piecework
there was some confusion as to whether district committegs or the newly

forming shop committees were responsible for the control of prices.

The formation of the full-time Executive Council in 1851, and the

growth in the number of shop stewards in the latter half of the nineteenth

1 At the delegate meeting of 1912 it was decided to reduce the size of
the Executive Council to seven members. The Executive Council opposed
this move but after a short struggle (during which the Council locked

themselves in the union's offices) a new Executive Council was elected.
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century signalled the decline of the district's role, though this decline
was both gradual and occasionally resisted. After the lock-out of 1897,
the "Provisions for the Avoidance of Disputes"l laid down a disputes pro-
cedure which culminated in a national meeting between the Executive Board
of the Employers Federation and the central authority of the trade union
concerned. The Executive Council of the ASE decided to exclude local
officials from the national negotiations arising from the procedure, a move
which, Jefferys observes, was "5 severe blow to the local spirit and

practice of the Society" (1945: 151).

The 1898 "Terms of Settlement" envisaged that collective agreements
as was normal practice at that time, would continue to be negotiated mainly
on a district basis. Phelps Brown (1959: 281) has pointed out that this
meant that though wages and hours were negotiated district by district,

a dispute in any part of the country was liable to be taken to a national

conference.

The existence of a national disputes procedure operating in parallel
with local wage bargaining highlighted the organizational strains created
by the divergence between the principles of centralised authority and
local autonomy. In 1906 and 1907 the Manchester and Erith district committees
were suspended for refusing to accept Executive Council recommendations
following from national conferences. In 1908 the refusal of men on the
North-East coast to accept Executive Council policy led go the resignation
of the General Secretary. In 1910 J. T. Brownlie2 wrote in the Monthly
Journal of the ASE: "The most unpopular body within our borders is the

Executive Council” (Jefferys, 1945: 169).

1 The lock-out ended in a substantial defeat for the union, which was.
impelled to accept the employers' terms. The 'Terms of Settlement' which
the employers laid down embodied a procedural agreement termed the
'provisions for the Avoidance of Disputes'.

Chairman of the ASE from 1913-1920, President of the AEU 1920-1930.
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The Society weathered this internal dissension and by the beginning
of the First World War the only change in the organization was the pro-

vision of full-time secretaries in the largest districts. As many writersl

have noted, the First World War accelerated the growth of both industry-
wide and workshop bargaining. A Committee of Production was appointed by
the government to determine wage awards in the engineering industry, and
rather than persist with the lengthy routine of individual district applic-—
ations agreement was reached in 1917 to suspend these and to replace them

with general wage claims every four months.2

According to Boraston et al:

"By the time of the armistice the engineering industry

was negotiating industry-wide agreements on pay and

hours of work which led to the atrophy of separate district
agreements on these issues, although the constitutional
power of the districts remained as before". (1975: 11)

However, as Table Two shows, this does not mean that after 1918 minimum
wages were the same in all districts. This did not occur until 1968

(as a result of the 1965 Package Agreement) .

That the period after the war did not see a reversion to district
bargaining has been ascribed by Goodman and Wwittingham (1969) to the
advantages that national bargaining gave to the unions and employers.
The unions, they argue, were able to conserve their resources, conduct
negotiations by the most experienced officials, and more easily defend a
national standard rather than district rates during perio8s of unemploy-
ment. For the employers national negotiations meant that relative com-

petitive positions would remain unchanged, while no one employer would be

strike-bound when his competitors could continue to produce.

Al though Marsh (1965) agrees that the greatest shift from district

to national bargaining occured in this period between the wars he notes

e
___,__’_’__‘___’____'_’_4_,_#__,—
U

For example, Marsh (1965), Phelps-Brown (1959) , Jefferys (1945)

: CL i d in Hyman
° The process whereby this transition occured is elaborate yu

(1971: 18).
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that it was the First War that "broke fresh ground in establishing new
national agreements” (1965: 146). So great was the change in emphasis
during the war period "that when the Whitley Committee considered its
suggestions for securing a permanent improvement in the relations between
employers and workmen it assumed without discussion that organization

for negotiations and consultation would be industry-wide" (E. H. Phelps-

Brown, 1959: 362). '

The decline of the district should not be overstated. What has been

described is a change from a position of pre-eminence in the union to one

where it plays an important, but diminished, part in a polyarchic govern-

ment. The traditions of local autonomy and the constitutional provisions

(which may be described as a legacy of this autonomy) combine to give the

district considerable scope in which to exercise control, though the precise

nature of this control depends, as will be seen, on a configuration of

other key variables.
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District committee representatives are elected annually by the
branches on the basis of one representative for every two branches up to

a maximum of thirty branch representatives where the district has more

than seventy branches. The representatives are elected at branch meetings

in June and December, half being elected for twelve months from June to

the following May and the other half for the twelve months from December

to the following November. In addition, shop stewards are directly

represented on the committee on the basis of one representative for

every 5,000 members in the district. The shop stewards representatives

are elected for one year periods at the December quarterly meeting of

shop stewards. Since, almost by definition, district committees are
composed of union activists, most of the representatives that come from

the branches are also shop stewards, a point noted by the Donovan Commission

in its criticisms of the district committees:

"These powers (of the district committee to obstruct
reform) come from two sources: the tradition of
regulating work practices on a district basis; and the
constitution of the district committee which tends to make
it a coalition of representatives of the most powerful
groups of stewards in the district”. (1968: 42)

The Prices and Incomes Board similarly considered that tradition played
an important part in defining the current role of district committees:

"The powers of these district committees derive from the
nineteenth century when wages and conditions were settled
separately in each district. They are ill-suited to a
time in which negotiations are generally by industry, by
company, or by plant". (1967: 28) '

and Clegg concurs:

"rThe district committees may also use their powers to
national union officers and

obstruct agreement between .
Nevertheless district

individual companies ...--
powers have not been curtailed". (1970: 115)

As we shall see, such criticisms seriously overstate the powers

of the district committees, and in focussing on the roles played by

i i ' powers
tradition and constitution obscure the mechanisms which define the powe
- -t - C

s S some of
of any particular committee. In the formal sense at least,
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these powers derive from the Rules of the union and in particular from

Rule 13 which governs the activities of district committees (A.E.U 1970:
.E.U., :

22-29).

Under the Rules the district committees are the bodies which have
the responsibility for authorising the appointment of shop stewards
defining their role, and supervising their activities. Similarly, they
have the power to "deal with and regulate rates of wages, hours of labour,

terms of overtime, piecework and general conditions affecting the interests

of the trades in their respective districts" (1970: 25).

According to Roberts (1956) the Executive Council has limited powers
of supervision over the work of a district committee. However, all of the
powers given to committees by the rules are subject to the proviso "with
the approval of the Executive Council”. Roberts sees as emphasi;ing
district committee authority the clause in Rule 15 which states that the
Executive Council shall not complete an agreement with an employer without
submitting the terms first to the district(s) affected, any dispute being
referred to the National Committee. Though built into the rules as a check
on the powers of the central authority this clause is rarely, if ever,

used.

The district committee cantakea ballot of their members on the
advisability of a district strike and can declare such a strike if it has

been supported by a three to two majority of the members ‘voting. The

committee can also approve shop or factory strikes within their district

and where such approval has been given can conduct a ballot of their

members on the advisability of levying a special strike fund.

Thus under rule the district committees are gilven powers over three

important areas of union activity: the appointment and control of shop

. . i i i se
For a good example of the district strike fund in operation e

Arnison (1970).
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stewards,. the conduct of negotiations on trade questions, and the initial

sanctioning of strikes.

We can compare these powers with those of the districts in the

two important descendants of the New Unionism, the Transport and General

Workers Union (TGWU) and the General and Municipal Workers Union (GMWU).
In the TGWU district committees can be established in suitable areas but
their powers are conferred upon them by the Executive Council and these
powers are much fewer than those of the AUEW district committees
Boraston et al (1975: 42). Usually such committees in the TGWU meet once
a quarter compared with the AUEW's fortnightly meetings. Recently the
number < district committees in the TGWU has been increased in order to
provide greater decentralisation (Gretton, 1971), but this has occured
mainly in manufacturing industries. The TGWU regional trade group
committees are more closely akin to the AUEW district committees in terms
of functions, but, these regional committees are subject to the national
trade group and hence the structure gives greater authority to these

national trade groups.

What is called the district in the GMWU is rather different from
the districts of the AUEW or the TGWU. The district in the GMWU is a
wider geographic region, of which there are only ten (compared with nearly

three hundred 'districts' in the engineering section of the AUEW).

The final authority within the GMWU district is the district
council, but in terms of union government this is not a very important

body, meeting only twice yearly to give formal approval to what is

decided elsewhere. There is, in addition, a district committee, but its

functions are mainly routine. It meets monthly and may sanction a strike

of up to 300 members but larger disputes must be submitted to headquarters

in London. The key figure in the district organization is the district

secretary who, according to Clegg (1954) wields great power within a

district. Each district secretary is a member of the General Council and
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may be on the National Executive and, suggests Clegg, is always likely to

succeed in any dispute with a district committee or council. The General

Council and Executive Committee are composed of both lay members and

full-time officials; a principle which creates "a close-knit, centralised
organization, which clearly has the effect of placing controlling power

in the hands of full-time officials" (Roberts, 1956: 156),

Thus we can observe that compared with earlier phases in the AUEW's
history the district committee role has diminished, but it is nevertheless

still a very important one, particularly so when compared with the role of

the district organization in other trade unions.

The Executive Council

It was to the Executive Council that early powers of the district
first shifted and much of the concern over the central authority versus
local autonomy issue can be reduced to a conflict between the Executive
Council and district committees. The rules now embody the principle that
the activities of all members (including district committees) are subject
to the approval of the Executive Council, and in support of this principle
sanctions are available under Rule 22. The role of the Council is intended
to be primarily administrative rather than policy-making, however. Each
of the seven members is elected for first a three year, and then a five

year period and sits on the Executive Council full-time. The Council meets

3

each week and this, together with its small size and futll-time nature

allows ample scope for surveying activities in the union. Though standing

at the apex of the organizational system its power is subject to a number

of checks. Apart from the possibility of individual members losing in an

election, its decisions may be challenged in the Final Appeal Court.

In addition, it is required under rule to follow the policy laid down for

' itt i here is considerable
it by the annual National Committee meeting, though t

latitude for interpretation of policy and little that can be done by the

. . , o > ' to which the
National Committee if its policy 1S not pursued. The extent
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Executive Council follows National Committee policy depends in part upon

the extent to which it wants to, as may be seen by the sharp difference
between the administrations of ILord Carron and Hugh Scanlon. Lord Carron's
repeated defiance of the National Committee became known as Carron's Law,
whereas Hugh Scanlon took up an explicit position that National Committee

policy would be followed. Thus we can see that Roberts' suggestion that

"the executive council is not infrequently prevented from pursuing a wise
policy by the powerful national committee" (1956: 156) is rather too
strong. However, he may be correct in arguing that in those unions that
have no national conferences the Executive Council "may behave more
ruthlessly than they would otherwise have" (1956: 158). Allen also notes
that in those unions that have delegated their policy-making function to
their Executive Councils, "these are the most authoritarian of executive
councils" since "a policy-forming executive is free from the restraint
which a delegate assembly, conscious of its power, can impose " (Allen,
1954: 172, 173)., The Executive Councils of the steel unions, for example,
carry a degree of authority possessed by few other unions,l and, as I have
suggested, the structures of both the large general unions create a
degree of centralisation far greater than in the AUEW. Half the seats on
the National Executive of the GMWU, for example, are held by full-time

Regional Secretaries who, according to Hyman (1975: 72) share the domination

of policy with the General Secretary.

The National Committee

The delegate conference of the engineering section consists of the

annual meeting2 of the National Committee which was set up in 1921 at

the formation of the AEU as a solution to the problem of centralising

As noted by Allen (1954) and Flanders (1968)

Though the conference generally meets once a yeér the Nationai Committee
can 'call itself into being', in the form of additional or recall con

ferences.
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policy-making. As the previous discussion indicated, its relationships

with the Executive Council (to whom its resolutions stand as instructions)

have not always been unambiguous, the two bodies diverging considerably

during the Presidency of Lord Carron.

Each of the twenty-six Divisional Committees elects two represen-
tatives to the National Committee, and from 1949 to 1967 an additional seven

union delegates were elected by the annual women's conference.

The Divisional Committee members are elected from the district
committees which are in turn elected from the branches and shop stewards
quarterly meetings. Representation on the National Committee is thus
indirect, a point referred to by Lord Carron in his address to the National
Committee in 1961. On the basis of indirect election, Carron suggested,
the National Committee delegates had the positive approval: of only four
per cent of the membership. "How far", he asked, "is the representative
able to commit his electorate and be secure in the knowledge of full

support and full approval by that electorate?"l

In his speech to the National Committee in 1953 the President, Jack
Tanner, criticised delegates for voting according to the mandate of
their Divisional Committee, "not always because they really believed it

(a resolution) sensible and practicable".

Tatlow (1953: 258) has suggested that the system of indirect

elections helps a minority rise to power. "The national committee”
she argues, "exercises power rather than responsibility". Speeches,
she goes on, "are spattered with slogans of earlier struggles", the

. . "
delegates speaking, "with an eye to their constituency .

i i 5 lso 1is
Not only is its 'representatlveness' questionable but so a

its role as a deliberative assembly. In common with the delegate con-

N a5/
ferences of other unions it is subject to the criticisms made by Allen (1954)

N U—————

-

1 . :
Nat ional Committee Report (1961) -
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that it may be swayed by oratory, or at the other extreme, delegates may

pe mandated by their Divisional Committees. Deliberation is further

limited by the volume of resolutions it is required to consider For

example in 1968, 575 resolutions were forwarded to the committee of which

only 65 were adopted.

Richter (1973) has argued that the functional role of the National

Committee is now minimal. Its authority in collective bargaining has

diminished with the shift to workshop or plant bargaining, and even in
national bargaining the Committee plays no role in negotiations once

these are in progress. However, as Edelstein and Warner (1975) have noted,
under the Presidency of Hugh Scanlon the National Committee has passed

resolutions on wage bargaining which have been accepted as union policy.

In many ways it is better placed than the delegate conferences
of other unions to act as a deliberative and policy-making body. Its small
size (52 members) compares favourably for deliberative purposes with the
much larger assemblies of other unions (the Union of Post Office Workers
has over 1,000 delegates at its conference) and as previous noted, "all
decisions of the national committee shall be final and binding on the

executive council" (AEU, 1970: 30-31).

Its role is limited by the infrequency of its meeting compared with
the continuous policy implementation of the Executive Council and full-time

officers. However, the Committee can hold 'recall' conferénces, to vote

on policy issues (such as wage negotiations). A further important function

for the National Committee is that every five years, after policy business

has been dealt with, the Committee sits as a Rules Revision Committee. At

this meeting all full-time officers except the President and General

Secretary are excluded, though the Executive Council is permitted to

. i icy-makin
submit suggestions for the revision of rules. AS with the policy-making

3 el i time
role, the National Committee can call a Rules Revlsion meeting at any

: ~i changes.
to consider suggestions by the Executive Council for rule g
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Given the importance of the rule book in internal legitimation, and

what Fletcher (undated) has referred to as a "legalistic" attitude to the

rules in most trade unions, this rule-making capacity represents an

important feature of the National Committee's role in the polyarchy

The Final Appeal Court

As the National Committee is likened to a legislature and the
Executive Council to an administration so the analogy of the separation of
powers 1is completed by a consideration of the Final Appeal Court as a
judiciary. This consists of eleven members elected from the branches
divided into eleven electoral divisions and it meets annually. Its role
is seen primarily as a check on the powers of the Executive Council since
appeals are lodged against Executive Council decisions. However, this
interpretation is misleading since the Executive Council is involved
in Final Appeal Court deliberations partly because it is itself part of
the judicial machinery. A complaint by a member against a district
committee or a full-time official goes to the Executive Council for
resolution. If both parties agree to the Executive's ruling no further
action is necessary. If either party should disagree (not necessarily
the original complainant) then the Executive's decision may be challenged
in the Final Appeal Court. Hence, though ultimately a check on Executive
authority, actual cases considered may be occasioned by disputes in other

parts of the union.

The Full-time Officers

Though the seven members of the Executive Council are elected to

serve full-time, in this section we are more concerned with the role of

the other full-time officers, particularly at the local level. The AUEW

engineering section has approximately 160 full-time officials (the number

. . : i visi organisers
of full-time district secretariles and assistant divisional org

. ~ Sec re are two
varies). In addition to the President and General Secretary the

i 1
: qanisers, seven regiénai
assistant general secretaries, seven national Ccrganlsers, J
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officers, twenty-six divisional organisers, twenty-six assistant
divisional organisers and approximately eighty district secretaries. All
are elected for initially three years and subsequently five year terms of
office, the constituency of the President, the General Secretary, his
assistant, and the national organisers being the entire membership, the
constituencies of the remainder corresponding to their geographical

responsibilities.

Under rule, all the full-time officers, with the exception of the
President and District Secretaries, are held to be responsible to the
Executive Council. Their responsibilities are organising and administrative,
but this freedom to act is limited by their formal responsibilities to
the Executive Council and district committees, and by the informal sanction
of electoral loss of office. Edelstein and Warner (1975) suggest that in
the AUEW election results are sufficiently close to indicate that the
electoral sanction is a real one. As Hyman and Fryer (1975) point out,
full-time officials work with district committees composed of shop stewards
whose support they need to achieve re-election. A similar point is made
by Goodman and Whittingham (1969) who suggest that full-time officials

also require the support of stewards in large plants.

Not only must the officials consider the electoral consequences
of their actions but also whether their actions will be ratified by the
relevant committee or council. For example, the role of Divisional

Organisers is limited by their relationship with the district committees:

"Organisers shall, when requested by any district com-
mittee in their division, conduct negotiations with
employers in the district in which they are locate@.'

They shall report to the district secretary on arriving

and leaving the town in which they are located. They

must act in conjunction with the secretary oOr other

member appointed by the respective committee with whom they
are for the time being connected, and shall not, under any
conclude on their own authority any arrange-
ment that will alter OF affect any of the recognised . .
conditions of the district committee within the area in which
they may be acting. They shall act at the request of‘any'
dis%rict committee, without payment, any district

circumstances,

or attoend,
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meeting, when deemed necessary, but under no circumstances
shall they enter into any negotiations in any district
without the consent of the committee of such district”
(AEU, 1970: 43) '

Similarly, the work of the District Secretary is subject to ratification

by his committee.

These provisions contrast sharply with the powers of full-time
officers in other unions. In the GMWU for example, it is highly unlikely
that the district committee would try to change the decision of a
district officer, but the AUEW national officials are indirectly subject
to the policies of the elected national committee and local officials
can rarely settle with an employer without reference back to the district
committee. Whereas officials in the AUEW are subject to keenly fought
elections, officials in the GMWU are not subject to periodic re-election.

As Lane and Roberts (1971) describe the GMWU:

"What emerges from all this is that there is a distinctly
professional aroma about the GMWU - that is to say
effectively it regards its members as clients rather than
as participants. The 'members' pay their dues and in return
are provided with certain services - provided they do as
they are told. A very distinct line is drawn between the
union and its members - the union becomes the organization,
its corps of full-time officials. The members become
passive duespayers who may be allowed a vote now and

again (but they can only vote for people approved of by
the 'union') and to send delegates to a conference which
effectively has very little power. The union is in other
words very much in the charge of its officials, officials
over whom the lay membership has little control since they
are not subject to periodic re—election". (1971: 55)

¥

Shop Stewards

The well documented growth of plant and workshop bargaining and

the parallel growth in the role and numbers of shop stewards have given

rise to an important element in the polyarchic nature of government in

the AUEW. In 1960 the union had 23,500 shop stewards, 26,600 in 1965 and

34,000 in 1973 (Edelstein and Warner, 1975: 204) . Though represented

on the district committee directly through the shop stewards quarterly

the integration of shop

meeting and indirectly through branch elections,
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stewards into union government is far from complete. There is thus a

tendency for stewards to work outside the formal structure of the

union through shop stewards committees both within and between plants

Edelstein and Warner suggest that:

"There is no doubt that a good deal of the Engineers'’
internal life has centred on the shop steward problem,
just as it has also centred on the relationship between
district autonomy and attempts to co-ordinate national
bargaining”. (1975: 295)

The Executive Council periodically reminds shop stewards of their res-
ponsibilities through the issue of branch or district circulars. A

branch circular of July 1952, for example, calls attention to an increasing
number of unofficial disputes called "pby shop stewards acting on their

own initiative without authority or even consulting the district

committee under whose jurisdiction they are".
In 1961 the Manchester Guardian reported:

nI,eaders of the AEU took further steps to discipline

unruly shop stewards. After the threat last week to

expel members who persisted in the unofficial strike

at the British Light Steel Pressings factory at Acton, a
letter was sent yesterday to the AEU District Secretary

in North London ordering him to provide the names of

shop stewards leading the dispute. The men - about ten

are thought to be involved - will probably be summoned to
union headquarters for disciplinary action. British

Light Steel Pressings has been a trouble spot, standing out
even in the troublesome North London district of the AEU,
in which the national leadership has had difficulty in keep-
ing local officials under control. During the present
strike shop stewards are said to have Breventgﬁ a national
officer from addressing the strikers".

The existence of unofficial shop stewards movements such as the Engineering

and Allied Trades National Council of Shop Stewards has created further

difficulties for the Executive Council. Though this body was defunct

by the mid-1960s the evidence of newspaper reports, Executive Council

AEU Monthly Journal, July 1952, P 203.

Manchester Guardian, 20 September 1961.
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circulars, and articles in the Monthly Journal, suggests that the problem

of controlling shop stewards did not die with it. As Turner argues,
such unofficial shop stewards organi ations provide "a kind of immanent

alternative leadership of engineering workers" (1950: 187).

Shop stewards have undoubtedly acquired much of their powers as a
result of the growth of plant bargaining in the engineering industry.
Unlike the committees, councils, and officers discussed so far, the
steward derives little authority from the union rule book. Plant bar-
gaining, however, confers an authority which can be used to influence
union decisions, both informally through shop steward pressure groups and
formally through representation on committees and councils. In addition,
they may derive power from their ability to influence electoral outcomes,
put ultimately their authority is derived from the work groups which they
represent, particularly the willingness of work groups to follow their

direction.

The branch

Equally as well documented as the rise of the shop steward is the
decline of the branch. In the AUEW, branches are geographically based
and form the basis of organization. AS with other unions, attendances
are very low even though under yule each member is required to attend
the branch to pay his subscriptions and to vote in elections. In practice
subscriptions are collected either by stewards or by a check-off agree-
ment with the employer, and even when subscriptions are paid at the
branch the member may attend briefly for this one purpose. Similarly,

a change to postal balloting would remove One of the few remaining

motives for branch attendance. As Jim Conway remarked when General

Secretary:
"we all know that in the main branch life i; dead.
Our voting returns for elections confirm this fact.
The seat of activity is in the factory -

1

- U Tione 1966,
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Similarly, George Woodcock once remarked:

"Branches have ceased to be an important part of
trade union structure. Trade union activity takes
place gt the place of work in the shop. If I were
an active trade unionist again, you would not find
me anywhere near a branch because there is not enough

done to justify attendance" (Cyriax an
v .
: : d Oakeshott,

Polyarchy

As the discussion of the key elements in the union has shown, power
is fairly equally distributed between the shop stewards, the district
committees, the Executive Council, the National Committee, and, to a
lesser extent, the full-time officers. The branch performs a mainly
administrative function, the Divisiocnal Committees forward resolutions to
the National Committee and the role of the Final Appeal Court is that of

arbitration.

The structure, with its complex system of checks and balances,

has aroused a great deal of criticism. Turner argues:

"The system by which the membership separately elect
both full-time officials and full-time representatives
is claimed to ensure popular control: it does not,
however, clearly define the responsibility of the officers
to the committee. This dualism is repeated down the
AEU structure, moreover. Its area committees have
elected secretaries, who, down to certain levels, are
full-time. Blongside these are elected organisers. At
this level, whatever the formal position, authority and
responsibility appears on occasions to be doubly con-=
fused". (1950: 183)

¥
7

Fay maintains that the AUEW is more like the laissez-faire control

structure than the polyarchic:

"I+ (the AEF, writing in 1970) is riddled with the
excesses of democracy ----- It is a tortuous system
designed to produce maximum rank and file control,
which gives no-one control". (1972: 62)

This would appear to overstate considerably the degree of rank and file

control intended in the system, though Lord Carron, when questioned by

Lord Tangley during the Donovan Commission hearings agreed when asked:
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"I may be wrong but it seems to me that in your union

the power flows from the bottom up, in the sense that the
branches have the real power and the powers of the district
derive from the branches, the powers of the division derive
from the district and the powers of the national organization
derive from below, and most of the officers are subject to
election by the required form at various levels. This

seems to suggest that in fact the real seat of power

is in the branch, and persuasion flows downwards from the

top: 1is that right?" (AEU, 1968: 987)

Again, this greatly overstates the powers of the branch and under-

states that of the executive.

The power and control relations between the various parts of the
union may much more sensibly be understood with reference to Tannenbaum's
concept of polyarchic control. The essence of Tannenbaum's concept
of control (which he defines synonymously with power)l, is that
effective control requires that some be exercised by all participants so
that the total amount within an organization is expanded. Granting to
rank and file members the opportunity to participate directly or indirectly
in decision-making increases the willingness to implement decisions
and thus the amount of control at.all levels. This is not the same thing
as 'democracy' which carries the implication that rank and file control
is achieved at the expense of the leadership's control, nor autocracy
where leadership control is acquired at the expense of rank and file
control. Though all unions may be polyarchies, as Banks suggests,
not all embody the principle to the same degree. Fay argues, for

N
i

example:

"The GMWU offers an intriguing contrast to the AEF since

its leadership is constitutionally powerful, but itﬁ
rank and file seems to 1ack independence, guts even-.

(1970: 67)

In terms of Tannenbaum's control graph technigque we may illustrate

polyarchy in the AUEW as in figure6 .

ey
I

I'hough, as I have argued earlier, the concepts should not be regarded
Though, ¢ ave

d$  Synonymous .
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Figure 6: Polyarchy in the A.E.U.W.

The rank and file in this context refers to the non-active union
memben% and, though these may exercise occasional electoral control,
the individual, non-activist member has little say in union decision-—
making. As suggested earlier, polyarchic control is distributed between the

leadership and the activists.

We may accept Fox's characterisation of trade unions as "a number
of collectivities structured into a hierarchy culminatind in the
national level of the union" in which 'groups with differing goals
seek to use an organization cf power and resources and symbols in the
service of their own interests"” (1971: 110 and 114)., The willingness

of the parties to co-operate depends upon the extent to which co-operation

advances these self-interests and enables each to achieve their desired

. [ : i i
objectives. The various 'power centres' are interdependent in any union

but in the AUEW the groups enjoy a relatively high degree of functional

autonomy in thelr interrelationship. Their interactions take the form of

R

1

e

L iend that the term 1is often used to rerer
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continuous bargaining and the result is an inevitably imperfectly inte-

grated system of control. The continued growth and survival of the union

itself relies on a minimum set of common standards within which such

pargaining takes place.

The analysis of control thus resolves around the notions of autonomy
and interdependence, an approach explored by Boraston et al (1975)

in their study of district committees in the AUEW engineering section.

They argued that large plants would develop workshop organizations
capable of accumulating resources such as experience, expertise, time and
facilities and hence become independent of the district organization.
Several examples are guoted to illustrate the limitations thus imposed

on the district committee's authority in the workshops.

The notion of interdependent groups pursuing interests, sometimes
convergent, sometimes divergent, within an overall framework of rules,
seems particularly appropriate to the AUEW where, in one form or another,
such questions have tended to dominate internal political life. Tannen-
baum's concept of polyarchic control implies that legitimacy derived
from participation in decision-making enables total control to be expanded,
and thus control is not a zero-sum concept. Where legitimacy breaks
down, however, bargaining between interest groups takes place and the
successful outcomes of such bargaining for one group will normally be at

*

the expense of another.



CHAPTER STX

A MODEL FOR POWER AND CONTROL ANALYSIS IN THE A.U.E.W.

Introduction

Discussion in the previous chapters have centred around two strands
of theoretical and empirical development. The first was the strand of
power, authority and control, focussing on the problems of definition,
identification and measurement. The second was the strand of democracy,
oligarchy and polyarchy as forms of trade union government. The purpose
of this chapter is to draw together these two strands into a formal

model of control in the polyarchic A.U.E.W.

The view of power and control presented here synthesises the approaches
of the sociological and political science traditions. Following Tannenbaum
and his colleagues I have argued that power and control are not necessarily
sero-sum concepts, but that through participation and legitimation the
total control in an organization can be raised. However, if legitimation
breaks down, divergences of interest may be expressed in the form of overt
conflict in which sources of power other than legitimate authority are

mobilised.

The theoretical propositions which have been established for power
and control in a trade union are presented in the form of a general model
of variables. This model is supplemented by a complementary 'cycle of

activity' model which indicates how these variables operate within the

framework of the A.U.E.W.

A general model of variables

The general variables model in figure 7 merely restates the pro-

positions about power and control in a more easily assimilable form,

together with some indication of the directions in which the key influences

are believed to operate.
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Figure 7 - General model of the power/control nexus

The model consists of five clusters of variables, each cluster containing
variables of the same general type. Though the meaning of each cluster
and the nature of its relationship with other clusters has been considered

in depth, some further elaboration may be useful.

Control

Control 1is interpreted here as the outcome of a power relationship,

and is clearly not synonymous with power. Control is the end to which

power is the means.l polyarchic control is multi-directional in that

! As Malcolm Hamilton (1977) suggests: "power is the ability to control

the behaviour of others".
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each element in the polyarchy can control other elements to some degree.
Normally, the main focus of interest is on control over decision-implementation,
that 1is, the degree to which compliance with decisions can be secured.
However, the nature of trade union polyarchy is such that control over
decision-making and decision-taking assumes great, if not equal, importance.
Decision-making is the process whereby decisions are arrived at. For
example, in many unions a delegate conference acts as a policy-forming
body and can be said to make decisions. In the A.U.E.W., membership control
over this type of decision-making is indirect in that conference resolu-
tions are passed from the branches to the conference (National Committee
meeting) via the district and divisional committee. More direct forms of
control over decision-making could consist of frequent sounding out of
member opinion, as might be performed by a shop steward in his constituency.
Once the process of decision-making is exhausted a decision still has to

be taken, for example by the issuing of an instruction or a directive.

The concept of polyarchy implies not only some control of one element
over another, but also that some elements have a degree of autonomy over
areas of decision-taking. For example, district committees in the A.U.E.W.
are the bodies which ratify the appointment of shop stewards. Though the
committee takes the decision, the decision-making process is performed

through the election or nomination of the steward by the members of the

workshop.

T have argued at several points that member participation in the
process of decision-making 1is an important source of legitimation of the
decision taken and thus makes leadership control over decision-implementation

less problematic.

Orientations

The degree of active involvement and the congruence between the

. ~ : : I3 N o) -
decision taken and the expectations of union policy are important parts

ns presented here follows

of the control model. The typology of orientatlo
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from the work of Child et al in which the juxtoposition of the two
dimensions (degree of active involvement and congruence between policies
and expectations) gives four member types; the stalwart, the trouble-
maker, the cardholder and the alienated member. The typology is useful
in the discussion of control of decision-implementation over the member-
ship, though less so in a discussion of polyarchic control, since the
latter is defined mainly in terms of competition between activists.
Control over the membership will be least problematic where the degree
of involvement in decision-making and the congruence between policies and
expectations are both high. The existence of an instrumentally-oriented
passive membership modifies the argument in that congruence between
policies and expectations becomes the more important dimension of the
typology, and where this congruence disappears, control becomes problem-
atic. The passive membership is more likely to comply with the decisions
of a collectivity whose policies are congruent with the membership's
expectations than with a collectivity whose policies are not. It was
argued that the instrumentally-oriented passive member thus exercises
an arbitral role in the claims of competing polyarchic elements for legi-

fimation of their decisions.

Legitimate authority

Contingent and non-contingent legitimacy have been identified as
important types of power in a trade union, stemming frém such sources as
the union rule book, the principle of compliance with decisions democra-
tically arrived at (or with officers democratically elected), the principle

of presenting a unified front to potential or actual oppositions, and from

the state, the employers, the passive membership and the appeals pro-

cedure In its attempts toO control other collectivities each collectivity

may lay claim to one or more such sources of legitimacy. 1In so far as

authority has been defined as being an attribute of the perceptions of

the recipient in a control relationship, compliance can be secured as

long as these perceptions of legitimacy are maintained.
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Slmllarly, a COlleCtiVity may claim the legitimate authority to
engage in the process of decision-making, or to take certain decisions,

though such claims may be contested by other collectivities.

Exchange and interdependence

Even where legitimate authority has broken down, the result may
not necessarily be overt conflict, since alongside the relationship of
authority exist those of exchange and interdependence. The tradition of
exchange theory emphasises the importance of the structural character-
istics of the control relationship, in that these characteristics determine
the degree to which one collectivity is dependent upon another. In the
context of trade unions one collectivity may be dependent on another for
the provision of information, or of skill and experience in solving the
problems with which the collectivity is faced. Similarly, there may be
ties of dependence based on the provision of finance for collectivity
activities (such as payment of expenses, Or trade union benefits) or of
services (such as the role of shop stewards in the collection of sub-
scriptions and the recruitment of new members). In the exchange model
such dependency creates an imbalance of power in that an independent
collectivity is in a better position to secure the compliance of a

dependent collectivity.

As in other organizations the power relations which emerge from an

imbalance in exchange do not necessarily follow the same péttern as the
power relations which emerge from legitimate authority, and a lack of
congruence between the two patterns may be a source of friction and
strain within the organization.

In the same way as I have argued that it is gerceptions of legitimate

authority that are important in the authority relationship, then so too

i i e important in the exchange
are perceptlons of dependence Or independenc P

. 3 3 A\
relationship (perceptions referred to earller as power realisation;.
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Several wri .
ters have noted the importance of information as a power

resource. Stinchcombe (1968: 151) argues also that "the communication

s ) : - .
tructure is the administrative apparatus of the system of power". Again,
a lack of congruence between communication structure or information channels

and the hierarchical orderings of legitimate authority may produce organ-

izational strains.

Sanctions

The exercise of sanctions will become necessary to achieve compliance
when legitimate authority and exchange power have ceased to be effective,
or when there is an unresolved incongruence between these two sources of
power. Except for psychological reinforcement for commitment to trade
union principles, positive sanctions are rare in a trade union with a pro-
nounced electoral emphasis on appointments and promotions. Wage rewards
to full-time officials cannot be regarded as a positive sanction, nor
can re-election, since in both cases we are referring to the negative
sanction of suspension of wages oOr of being voted out of office. Trade
union sanctions are normally negative and consist of fines, suspension from
benefits or from office, expulsion, electoral defeat and factional schisms.l
These sanctions may be strengthened by the State or the employer through,

for example, the closed shop.

Sanctions are closely related to the exchange model in that the with-

drawal of resources on which a collectivity is dependent is itself a
sanction, but also because a collectivity which is independent can more
easily avoid the application of sanctions and render them ineffective.
For example, a workshop organization which perceived itself to be
independent of other collectivities in the union may be able to avoid

at least some of the sanctions imposed by higher jevel collectivities.

e formation of rival groupings within the trade

By which is meant th . .
. ation of breakaway unions, as detailed by Lernexr,

union, or even the form
(1961) and Hemingway (1978) .
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Orlentations, legitimate authority, exchange and interdependence,

and the exercise of negative sanctions, are inter-related in the general

model of variables as determinants of control. To observe the control

model more clearly, these theoretical propositions need to be integrated

with a model of the activities of the union.

The central cycle of union activity

A starting point for such a model has been developed by Child et al

(1973) from the work of Marcus (1964). They argue that a union's

activities may be conceptualised as falling within two systems, the rep-
resentative system and the administrative system. Though I have argued
that this dichotomy may be an oversimplification it is nevertheless a

convenient abstraction of trade union activities. These systems are combined
with the typology of membership types to form a cycle of activity as presented

in figure 8.
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The cycle approach indicates the processes whereby demands upon the
organization are channelled through the representative system to the

decision-takers, and decisions channelled from there back to the membership

via the administrative system. However, the emphasis on union leadership
in the model obscures one of the essential features of polyarchy, which is
that decision-taking is carried out not only by the union leadership
(hierarchically dominant collectivity) but also by other collectivity

levels, and, therefore, pressure may be put on these other levels according

to their appropriateness to the demands being put.

Modification of the cycle model to embody the concept of polyarchy
only requires that instead of there being just one activity cycle joining
the membership and leadership, there are several. These 'activity loops'
not only jein the membership with other collectivities but will also join
collectivities, indicating the ways in which demands on the organization
can arise from within each polyarchic element. The cycle model incor-
porating polyarchy is presented in figure 9, in which the cycles are
superimposed upon a simplified model of the A.U.E.W. elaborated in Chapter

Five.

There are no directional arrows in the diagram since the control
relationships are multidirectional. Within each loop there is a changing
balance of control, and demands may originate from either of the elements.
For the purposes of exposition not all possible relationships have been
indicated; for example, links between shop stewards and the Executive

Council, or shop stewards and full-time officers.
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Each loop corresponds to a cycle of activity and embodies elements of
the model derived by Child et al, such as strength and content of pressures,
orientations, decision-taking and feedback. The loops also correspond to
the fields of competition between collectivities, so that analysis of control
in the union can proceed by an examination of each activity loop in terms

of contingent and non-contingent legitimation, exchange power, and sanctions.

Activity loop analysis

Loop One
legitimation A shop stewards legitimation
7 electoral principle
/ \\ solidarity principle
P, \ employer
! : \
{
exchange | ! exchange
information i expertise
\\.
sanctions | A sanctions
sabit-2r ; ~J ' hi i
electoral ; membership £ igher level collectivity
higher-level
collectivity

Shop stewards are elected by the membership in their constituency.
Control over these members stems from the stewards elected position, from
the principle of union solidarity, legitimacy granted by the employers,
expertise in solving members grievances, and from the sanctions which

they can ask higher jevel collectivities to impose on the members.

The members can attain a degree of control over the activities of
their shop stewards through the holding of information, the sanction of

voting them out of office, and sanctions which they can ask higher level

collectivities to impose On the stewards.

The relationships between stewards and their members differ between

plants and between unions. Studies Dby Coodman and Whittingham (1969) and

more recently by Batstone et al (1977) have suggested that it 1is possible

to categorise shop stewards as ' {eaders' or 'followers' in their relation-

ships with their members .



Lecop Two

legitimation ! iti i
g A J Branches legitimation
electoral 0N, i rule book
,/ ]
[ 'z
/ ¥
exchange Ly i exchange
information f j finance
sanctions j MembershiE} v sanctions
higher-level higher-level
collectivity collectivity

In the discussion of polyarchy in the A.U.E.W. it was noted how
little is the power of the branch in the union's activities. All members
are allocated to a branch, which is normally geographically based according
to members' residence. The branch has little control over its membership
except for its role in the disbursement of union benefits. It is the
branch that receives union dues and forwards requests for benefits to
the Executive Council. Non-payment of dues or excessive receipt of benefit

may lead to branch sanctions against members.

The members can exercise control over decisions in their branch
through voting and can similarly exercise electoral control over the branch

officers.

Loop Three

Legitimation Legitimation
membership A District Committees { | rule book )
employers — electoral principle
N solidarity principle
\
1
exchange ! \ exchange
information | } expertise
organization E 3 information
maintenance | / strike approval
| ~ /
sanctions E F—’_“-;*::7#i__"_"‘“—— sanctions
electoral } Shop Stewards fines

factional | Y credential removal

According to Rule 13 of the A.E.U. Rule Book, district committees



are responsible for appointing shop stewards and supervising their
activities, and to this end the committees are authorised under the rule
to fine shop stewards and to withdraw their credentials. In addition,
they may control stewards by claiming legitimacy derived from having been
elected by all the branches and all the shop stewards in the district
(the electoral principle), and by claiming to represent the interests of
the union in the district as a whole (the solidarity principle). The
committees' knowledge of agreements throughout their districts provides
a resource of expertise in assessing agreements reached by stewards in
their plants, and some stewards may value the possibility of having
strikes approved by their district committee and financed by a district

levy.

These sources of power do not give the district committees freedom
to impose their policies on shop stewards. The stewards may derive con-—
tingent legitimacy from the membership in plants where the employers reco-
gnise the stewards for negotiating purposes. Though shop stewards are
required by the union rules to submit to their district committee reports
on wages and membe rship in their shops, plus all agreements for ratification,
the district committees are still mainly dependent upon the shop stewards
for information on the day-to-day activities in the plants. In addition,
the stewards perform an important role in recruitment and the collection

of dues.

+
7

Though indirect, shop stewards can exercise some sanctions over their
district committees via the election of shop stewards representatives,

or by fdrming rival groupings outside the union.
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Loop Four

i o

legitimation iti i
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. .
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\ 1
|
. s "/
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electoral i g Branches L
higher-level = E
collectivity

District Committees consist primarily of representatives elected
from the branches in the district. Branches may remove thelr representa-=
tives and elect others in their place if they are dissatisfied with the
representative's conduct. In addition, the committees rely on the

branches to some extent as a source of information.

However, the relationship between district committees and branches
is rarely one of control. The rules lay down that district commi ttees
"shall have no jurisdiction in matters of branch business", (1970: 25)
though the generally weak position of the branches minimises district
committee intervention anyway. Branch control over committee activity
is slight, though branches can call upon the sanctions exercised by higher-
level collectivities. A competition between a district committee and a
branch may be resolved by the arbitration of a higher—-level collectivity,
in this case, the Executive Council. P

Loops Five and SiX

solidarity principle
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Relationships between the district committees and the membership in their
districts are indirect. Members are discouraged from contacting the
committees directly and are advised to go through their branch or shop-
steward. Similarly, district committee decisions are notified to the
membership through the reports of representatives to their branches,

and through letters to shop stewards. Under union rules, however, the
committees are responsible for ensuring compliance with their decisions,
in that all resolutions passed by a committee (and approved by the
Executive Council) "shall be binding upon all members working within the
respective districts" (1970: 25), In support of this rule are the sanctions
of fines, suspension or expulsion. In addition to the legitimacy granted
by the rule book committees may derive legitimacy from having been

elected to represent the interests of all members in the district.

The membership can exercise little control over the activities of
their district committees, though they can impose electoral sanctions
through branch voting for committee representatives, and through the
voting for the offices of District President and District Secretary
which are held on a district-wide basis.

Loop Seven

legitimation legitimation
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The district committees are reguired to send the minutes of their

meetings to the Executive Council for ratification, and in this way the
Executive Council can not only monitor the committees' activities, but
by refusing to ratify all or part of the minutes, can prevent items such
as resolutions from standing. The Executive Council also needs to give
approval for district committee expenditures and hence the committees

are dependent upon the Executive Council for their finance. The
committees also rely on the Executive Council for copies of national
agreements, circulars on union policy, and to hear of outcomes of national

negotiations. The committees may wish to use the Executive Council

members as a source of expertise on agreements and negotiations.

Though the Executive are to some extent dependent on the district
committees for information the committees are required to forward their
minutes of meetings for ratification, and in addition branches also write
to the Executive Council. The balance of exchange power is thus with the
Executive Council, and this power is supported by legitimation derived
from the rule book, their representation of wiaer union interests,
contingent legitimation by the state, the employers and the passive

membership, and by sanctions such as dissolution of a committee.

The district committees, however, have no sanctions to exercise
over the fxecutive uncil, and their only source of power 1is any legiti-

mation they can derive from the membership in their distrigts.

Loop Eight

i timati ] legitimation
legitimation A . . egitima

1-time Officers
rule book 1 Ful ~ N l employers
exchange / exchange
ratification \ 8 information
expertise

electora -

t ! | . ~ . N

District Committees

sanctions ! . sanctions



108

Though for convenience full-time officers have been grouped together
as a single element in the polyarchy, the relevance of their activities
for other collectivities varies according to the office. For the district
committees the two most relevant officers are the District Secretary and
the Divisional Organiser. The power relationships between these two ele-
ments arealwost entirely of exchange and interdependence though full-time
officers may derive legitimacy from their negotiating activities with
employers, and under rule both officers are responsible to their district

committees and Executive Council.

The committees rely on the full-time officers for their skill and
experience in negotiations, and for information about activities throughout
the district or the division since all formal communications to the
distirict committee are.channelled through the District Secretary, while

the Divisional Organiser works beyond the boundaries of a single district.

The officers, however, are dependent upon the committees for
ratification of their reports (of negotiations) and failure to secure
ratification would mean work wasted or to be repeated. In addition, as
noted in Chapter Five, Hyman and Fryer have pointed out that full-time
officers may need the support of shop stewards on district committees
to achieve re-election.

Loop Nine

legitimation ‘ legitimation
employers Executive Council | rule beok
A TN | solidarity principle
/ \1 § state
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all full-time officers are responsible to the Executive Council,
and except for some power which officers may derive from their negotiations
with employers, or from their possession of information, the balance of |
power lies with the Executive Council, particularly through legitimacy
derived from the state and the employers, but also through sanctions,

including removal from office.

Loop Ten
legitimation A i legitimation
rule book % Executive Council rule book
electoral \ electoral
exchange \ 10 \ exchange

| .
EEEEEEQEE { \ National Committee Y gggggiggg

]

The National Committee is the policy-making body of the union,
its members elected indirectly via the district and divisional committees.
According to the rules, the resolutions of the National Committee stand
as instructions to the Executive Council, and thus the Committee derives

legitimacy from the rule book and from the electoral principle.

The Executive Council can equally claim electoral legitimacy however
and it has been argued; that the Executive Council's electoral base is
more representative. Though such a counter—-claim to electoral legitimacy
may be used by the Executive Council as grounds for not implementing
resolutions, it does not enable the Executive Council to exercise control
over the decision-making of the National Committee. Some control may
be achieved, however, since the rules permit the Executive Council to
submit resolutions to the National Committee, and require the attendance

of Executive Council representatives and the union President.

1

By Lord Carron at the National Committee meeting in 1961.
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Loop Eleven
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Membership

Loop eleven embodies the processes whereby the membership can

exercise some control over decision-making through voting in branches

for resolutions which are passed via the district and Divisional Committees

to the National Committee for consideration. If the Executive Council
fails to act on a resolution passed by the National Committee, or if its
actions are incongruent with member expectations, the membership may
impose electoral sanctions or may form breakaway groups inside or outside

the union. ‘

The Executive Council has many sources of power in its relation-
ship with members. Legitimate authority derives from the rule book, the
solidarity and electoral principles, and from the state and employers.

In addition, the Executive Council can impose sanctions such as fines,

suspension or expulsion, and if supported by the closed shop, these

sanctions will be strengthened. Groups within the membership will be

unable to avoid these sanctions if dependent on the union for benefits

or negotiating rights, though on the other side of the loop, they may
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be able to avoid sanctions by forming breakaway groups or joining

another union.

The analysis of these eleven activity loops does not exhaust the
power relationships that exist within the A.U.E.W. (for example, full-
time officers are subject to the electoral control of the membership)
but nevertheless indicates the key aspects of control in the union's

polyarchy.

It has been stressed at several points that perceptions play an
important role in the control analysis; legitimacy has been defined in
terms of perceptions and I have argued that power of all types is subject
to testing and realisation as part of the control process. Within each
activity loop, control will be affected by the changing conditions of
exchange and dependence, and by the changing perceptions of these

conditions.

Loop dynamics

One of the most important factors in clarifying participants'
perceptions of power is the process of power testing described in Chapter
Two and it is primarily by this process that changes in perceptions of
power came about. It was argued that a successful outcome of power
testing would confirm or enhance the tester's assessment of his power,
and conversely, that an unsuccessful test of power would diminish this
assessment. An unsuccessful test of power could have sewueral consequences,
such as an unwillingness to engage in further teStS,l or attempts to

change the structural characteristics of the situation.

Power testing in the context of trade union polyarchy may take

several forms. It has been noted that one form of competition consists

of appeals for contingent or non-contingent legitimacy from arbitrating

Sometimes referred to as the rule of anticipated reactions.
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external agencies, particularly the passive membership. An unsuccessful
appeal for support in such a competition would result in an unfavourable
power outcome and lower assessment of legitimate power. Failure to
achieve control by appeals to legitimacy may result in the competition
assuming other forms, such as the application of sanctions. A model of

such a process is presented in figure 10.

r
perceived -
congruence T

’ -~

—
’ _ 5 need for

7 : ‘ _ — 7 2| sanctions
. | perceived - 7 7
7 +| legitimation - / l
ya P
’ ‘ d - -
, /’ l P - /| application of
/ , /1 orientations / sanctions (power
s o /| testing)
= /
E power -1 — /
l recipient | exchange/dependency |. /
b < (structural charac-
N ~ | teristics - power |\ /
N capacity ) /
\~ N ? /
v . —

effectiveness of

perceived independ- .
. (| sanctions (power
ence (power realis-
outcome)

ation) j

Figure 10 - Power dynamics within an activity loop

The model examines control from the recipients perspective, the
need for sanctions being a function of five dimensions of the recipient:
1) Perceived congruence. Sanctions are only likely tq be necessary

where demands and expectations are perceived to be incongruent.

2) Perceived legitimation. If the recipient perceives the instru-
ctions or demands to be legitimate no sanctions will be necessary,
even though the demands may not be congruent with expectations.

If the instructions are not legitimated by the recipient, or if

the recipient has had a favourable outcome in the competition for

legitimacy, then sanctions are more likely to be needed.
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ori . o . .
3) rientations. The recipient's orientations to the collectivity

with which there is competition will determine the strength of

opposition. The alienated member may comply with demands even
though they are not congruent with his expectations and he does
not perceive them to be legitimate. The activist, however, will
engage in competition and hence make sanctions necessary.l

4) Structural characteristics. The structural conditions of any
exchange relationship will influence the recipients willingness
to engage in competition, but only in so far as they are reflected
in:

5) Perceived dependency. A collectivity's perceptions of dependency
(their power realisation) may lead them to compete with another
collectivity if they assess their power to be higher than that of

their competitor. If their power assessment is lower they will

comply without sanctions being necessary.

Summarising these dimensions, the application of sanctions will be
necessary where one collectivity perceives another collectivity's
demands upon it to be incongruent with its expectations, these demands
are not perceived to be legitimate, the collectivity is active in the
polyarchy, and it has assessed its resources of exchange power to be

high enough to win the competition.

Wwhen the sanctions are applied (power testing) they are unlikely to
operate on the recipient's perceptions of congruence and legitimation, or
his orientations. They will operate through the exchange/dependency
nexus, and their effectiveness (power outcome) will depend upon the

relative strength of each competitor's resources of exchange power (for

example, being able to forego the services of the collectivity 1mposing

sanctions). If the sanctions are effective, the recipient's power

v has been defined in terms of competition between

i > polyarch
Since poty s is more likely to be necessary.

activists, the need for sanction
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assessment will be lowered and, as suggested earlier, this may be

sufficient to ensure compliance in the future control relationship.

Though the recipient may accept a lower assessment of power, such

acceptance may be temporary, as attempts may be made to make the structural

conditions more favourable.

An unsuccessful test of power by the demand-making collectivity
may lead to a similar reappraisal of these structural conditions, and
further competition may centre on attempts to lower the successful
collectivity's resources. In addition, the unsuccessful collectivity
may attempt to change the perceptions of its legitimacy (for example,
by seeking additional sources of legitimacy, such as employers) or
may attempt to change the perceptions of congruence held by the
recipient.l An acceptance of the lower power assessment may lead the
collectivity to drop its demands or to amend them to make them congruent

with the recipient's expectations.

! ) would identify as the exercise of three-

A process which Lukes (1974
dimensional power.



PART TWO : COMPETITION AND CONTROL IN

THE MANCHESTER DISTRICT



CHAPTER SEVEN

THE RESEARCH PROCESS

As Boraston et al (1975) note in their recent study, very little work
has been done on the internal organization of British trade unions. Wide
ranging studies such as those of Political and Economic Planning (1948),
Allen (1954), Roberts (1956), Clegg (1954), and Clegg, Killick and Adams (1961)
have been supplemented by Goldstein's (1952) now rather dated study of
branch life in the TGWU, the more recent studies by Boraston et al
(;975) into the relationships between workplace and union, and Edelstein and
Warner (1975), Martin (1968) and Hemingway (1978) into union democracy,

plus a number of studies into the role of slop stewards.l

With the exception of Edelstein and Warner's , Martin's and
Hemingway's theories of union democracy these studies have been largely
atheoretical, concerned primarily with the uncovering of certain basic
data about aspects of British trade unionism.2 Boraston et al make the
point about their own research into trade union organization that:

"1t might have been possible to devise questionnaires
to reveal rather more about the working of trade union
organization provided we had known what questions to
ask. But for that we should have had to be more
knowledgeable about local union organization than we
were, and the only way to become more knowledgeable, as
far as we could see, Was to conduct case studies".

(1975: 3)

For much the same reason, though quite independent%y, the case study

method was chosen for this study of the AUEW. This is not to say that

the initial research was entirely without focus. Turner's (1950) article

on the Crossley strike, the Prices and Incomes Board in 1967, the Donovan

Commission in 1968 and books by Fay and Clegg in 1970, were unanimous in

e

t For example, the studies carried out for the Donovan Commission;
(1966) . McCarthy and Parker (1968), Government Social Survey

McCarthy :
an and Whittingham (1969), Batstone, Roraston and

(1968), and Goodm
Frenkel (1977).

i £ izati American
Though there have peen more studies Ol the organization of Americ

local unions.



their criticism of the internal organization of the AEU, and particularly

of the role of its district committees. It was therefore decided to

examine the district level in the union hierarchy to try to assess the
role of the district committees and district officers with particular
reference to the sources of power that had provoked such hostility

from the union's critics. The research was thus sensitised to examine
power relationshipsand, it must be recognised, to expect that district

. 1
committees would be powerful. Beyond this, however, little was known or

anticipated.

That it was the Manchester district committee which became the
focus of the study owes more to convenience and good fortune than to the
logic of enquiry. The initial research was conducted at Salford University
whose administrative offices share the same building as the AUEW district
offices and committee rooms. An approach to the District Secretary provided
the necessary access to the district records, though not, unfortunately,
to the committee itself. This was the period of the 'rolling strike'
(1971-72): firms woul d be subjected to short strikes in an apparently
random fashion, the choice of firm being left to the district committee,
secrecy being a major consideration. Under these circumstances it was
surprising that I had fairly free access to the district offices and

records, but not surprising that I was not allowed to attend committee

meetings (outsiders never, Or rarely, are).

The main records were the minutes of the meetings of the committee
and its sub-committees from 1945 to 1970, which had been collated and
bound by the District Secretary.3 The full committee met every two weeks

[y

1 This view was substantially modified, not only as the research pro-

gressed but also in discussions with Malcolm Rimmer who conducted the
Engineering Union studies for the Boraston et al project.

Malcolm RimmeX encountered the same difficulty.

3 me by several people with experience of union

Tt was pointed out to
nd fortunate) feature.

records that this was a very unusual (2



with sub-committees meeting in the intervening week. Each year thus pro-

duced about fifty sets of minutes, the total number of sets studied being

about 1300.

From these minutes it was possible to examine the workings of the
committee and to develop case studies of competitions between the district
committee and other collectivities in the union polyarchy. The frameworks
of these case studies were then filled out with lengthy unstructured
interviews with key participants, plus analysis of other documents such as
newspaper reports, Final Appeal Court reports, National Committee reports,
the Union Rule Book, the AEU Monthly Journal, pamphlets, leaflets, and

some correspondence.

The limitations of these methods centre around the use of the case
study method and of documentary analysis (and, to a lesser extent, of
interviews), but before considering these limitations in detail it is
perhaps worth making some general points about the nature of the theory

and the methods employed.

The interdependence of theory and method

It is now widely recognised that theory and method are not indepen-
dent aspects of the research process. Not only are certain methods of
study more appropriate for working with and producing certain types of

theory, but the initial theorising tends to lead to the adoption of
'
certain research methods. In common with the research of Boraston et al,

the present study was faced with the problem that:

"It might have been preferable to start with a clear

set of hypotheses to be tested. The case studies could
then have been designed to test them as rigorously as
possible. But as they were not available we had to wait
for ideas to develop out of the studies as they went along,
and especially from the collation and comparison of results
after they were completed". (1975: 5)

Glaser and Strauss (1968, 1970) have described such a research

process as the formulation of grounded theory. In this process there is
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no clear divisic:r -:zzween data collection and analysis, but a continual

plurring and intes=wining of the operations. Multiple hypotheses are pursued

simultaneously as =re framework crystalises, the emerging theory being

e

A a1 . .
'grounded' in the Zzta. Qualitative research is best suited to the pro-

duction of such ¢r-:inded theory since neither the methods nor the theory
rely on the rigor<.s testing of predetermined hypotheses. A further
argument for the uzz of qualitative methodology is provided by the failure
of the guestionnairz methods associated with sample surveys (for example
those for the Doncwan Commission) to further understanding of the complex
linkages between trz various elements of trade union government. Similarly,
Hemingway remarks:

"My aiz was to explore the nature of the mechanics

of government, which is better achieved through the

case-st:dy than the survey". (1978: 170)
What is required for these studies of trade union government 1is data on

the processes of decision-making on a scale which will permit detailed

analysis.

As Chapter Two indicated, such an orientation to research is not
entirely atheoretical. The methodologies traditionally associated with
the study of power may be conveniently divided into the reputational
approach and the issue approach. In the former approach a selection of
respondents are asked to give subjective assessments of the relative

impact on decision-making of particular parties within the decision-making

.
b

is i himself
sphere. In the issue approach to observer assesses this impact for

over a range of relevant (key) issues. These methods tend to be associated

with the elitist (reputational approach) and pluralist (issue approach)

i i i . As the
perspectives on the distribution of power 1n & social system

. . m
study developed, the power relations in the AUEW were found to confo

'Affluent Worker' studies, Goldthorpe (1970: 201)
d to be applied in a post factum manner - or

teringly the theory was 'grounded' in

Referring to the
describes how "the theory ha
to put it more fashionably and flat
the data we had produced”.
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to the concept of polyarchy, a notable variant of pluralism and a

modified issues approach was held to be avpropriate to examine competitions

within the polyarchy. The issues approach is modified to the extent that

it is recognised that these competitions will only become overt when the

'taken—-for grantedness' of the authority system has broken down. The

approach is not as firmly within the 'issues' tradition, as for example,

that of Abell, who argues:

"It is difficult to see how power and influence could be
empirically studied where there is no conflict between
competing objectives". (1975: 14)

or of Hemingway who builds a model which is

"based on the proposition that conflict reveals how
control is exercised ..... and attempts to explain
government by focusing on the structural and sub-
jective aspects of situations of conflict".

(1978: 12 and 13)

Nevertheless, the selection of the issues methodology reflects the
broad sympathy with this approach, the reputational approach having been
used indirectly as the source of the initial hypotheses concerning
district committee power (derived from secondary sources). These
'reputational' hypotheses had pointed to the generalised power capabilities

of district committees, but as Dahl states:

"the hypothesis cannot be satisfactorily confirmed
without some equivalent to the test I have proposed
..... by an examination of a series of concrete cases
where key decisions are made". (1971: 362)

¥

In addition, it was hypothesised fairly early on in the research
process that power is not a static feature of a relationship but may be
accumulated or diminished over time. For example, theories of shop

steward power had indicated the growing power of stewards since 1945

associated with such variables as full employment and piecework bargain-

ing. A study of the current power of groups by the questionnaire OX

survey methods is pest suited to static or stable forms of behaviour,

whereas the processual nature of the hypothesis lent itself to some 1oXm

i S igrew ¥ s with reference to his own
of historical analysils. As Pettigrew remarss with

study :
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The present research has been guided by a concern for

the elaboration of social structure; for social process

An gn@erlying theme is that theories of organizational
decision-making, power and conflict require a processual
formt Operationalising such concepts necessitates a
longitudinal research design". (1973: 55)

and

"As data were being gathered on the decision process it
became increasingly clear that the behaviour observed
could not be adequately explained without reference to
the past. The theories of decision-making, conflict
and power being examined required further development
in their processual form". (1973: 65)

Pettigrew pursued his study by participant observation, inter-
viewing and content analysis of documents. As already noted, even non-
participant observation was not feasible for my study, and, in any case,
there was no guarantee that cases would arise during the research period
which would reveal the processes of decision-making as clearly as the

cases already available in the historical materials.

The other methodological perspective adopted for this study was
that the systems approach to organizational analysis, while a necessary
element, would not by itself be sufficient to explain the control process.
The systems approach, and particularly its structural-functional variant,

. e . . 1
has been widely criticised for its assumption of goal consensus, an
assumption contrary to the concepts of pluralism and polyarchy. Never-
theless, the notion of a social system provides a useful point of departure
for analysis, provided that the teleological explanations'of behaviour
(for example, in terms of systems needs) which tend to follow from such
an approach are subordinated to explanations in terms of the orientations
and perceptions of the actors in the social system. Similarly Bowen

says of his own study of social control in the steel industry:

particularly strongly in Silverman (1970).



122

"What seems to be required is a model which demon-
strates.the simultaneous existence of conflicting and
common 1interests, and an approach which combines both
the processes of integration and differentiation, and the
elements of co-operation, conflict and consensus within
the same explanatory frame of reference .....

The view taken here is that neither the consensus nor
the conflict model alone adequately describes the
reality of social life, for the characteristics which
they separately define are not mutually exclusive, but
may co-exist in tension within the same social system”.

(1976: 63)
The model outlined in Chapter Six embodies these requirements in that both
consensus and divergence of interests are admitted, and are analysed
within a systems framework on to which is superimposed the orientations
and perceptions of the actors. Such an approach recognises Hofstede and

Boddewyn's (1977) point that:

"power processes depend par excellence on the value
systems of the organization's members, of both higher
and lower level. These value systems are themselves
social phenomena, related to the norms of members'
reference groups and of the surrounding society as a
whole". (1977: 4)

In summary, the approach adopted for this study embodied three
general orientations to the research: firstly, that behaviour within a
system of social relationships is to be explained not only in terms of
the structural characteristics of those relationships but also the actors
own perceptions of the situations and the orientations which these actors
bring to their system behaviour; secondly, that these perceptions and

orientations are conditions both by the current Situation‘and past

7

experiences, necessitating some historical analysis; and thirdly, that

the analysis of decision-making associated with overt divergences of

policy preferences will reveal the relative power (ability to control)

of the parties to polyarchic competitions.

The choice of methods was dictated by these guiding principles

of social research into power relations, coupled with the absence of

information on local trade union organization which rendered impracticable

any rigorous hypothesis formulation and testing.



The Case Study Approach

In themselves, case studies are not so much methods of data

collection as of data presentation and interpretation. Within the case

study approach, data may be collected by participant or non-participant

observation, interviewing, documentary analysis or experiment. Gopal

describes the case study as:

"a technique which considers all pertinent aspects of

a situation, employing as the unit of study an indivi-
dual, institution or group and intensively investigating
it ..., it examines the complex situation and combina-
tion of factors involved in a given situation so as to
identify the causal factors operating ..... thus the
perspective of the case study is qualitative, aggregative,
synthetic and developmental”. (1970: 185)

The weaknesses of the case study method of presentation and analysis
of data derive from the weaknesses associated with qualitative research,
particularly the problem of generalising from what may be unique cases,
and the problem of the investigator's role in the collection and inter-
pretation of the data. In this study the latter weakness has been amelio-
rated to some extent by the use of complementary methods of data collection;
the documentary analysis and the lengthy interviews with key participants.
The possible uniqueness of the cases is rather more problematic, though
as Cicourel (1964) notes, since measurement cannot be obtained for properties
of social processes comparability between cases 1s always likely to be
approximate at best. Social processes are best studied by collection and
interpretation of data in as great detail as possible, an rapproach generally
facilitated by the case study method. Provided that the investigator
recognises the danger of ad hoc theorising from one oI few cases the

problem of unigqueness can be minimised.
Eldridge remarks on his own use of case studies to examlne
industrial disputes:

"Much attention has been given in these essay; %o th;
presentation and analysis of case studieslof 1nau§trlal
disputes. But, apart from the emp%rlcal lnfo§matlo?
thus provided 1is there any theoretical value in such
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an approach? I think the answer is quite certainly

yes, but the theoretical virtues which may be manifest

will depend upon the kind of case study we are talking
about". (1968: 6)

Eldridge goes on to distinguish three forms of case study: the
representative case, which is considered as representative for a generality
whose content is thereby being made manifest; the deviant case, which
throws doubt on the validity of a social proposition; and the strategic

case which gives another dimension of meaning to what is already statis-

tically known.

The cases presented in this study are intended to be of the represen-
tative type. The generalisations of the model developed in Chaptes Four
and Six are examined in depth, both for the purposes of exposition and
qualification. Thus, although the cases are necessarily unique, their
theoretical relevance lies in the combined development of generalisation
and particularisation inherent in the 'model plus case study' approach

developed here.

Sources of data

As noted, the frameworks of the case studies were constructed from
the minutes of the district committee and sub-committee meetings, these
frameworks then being supplemented by analysis of other documents and by

interviews with key participants.

‘
7

Two sources of bias are associated with documentary analysis,

particularly the analysis of the minutes of meetings; firstly, bias in

the records themselves, and secondly, bias in their interpretation. On

the question of bias in the documents themselves, Webb et al (1966) have

noted the prbblems of selective deposit and selective survival, and

Cicourel has made the point:

1 collection adopts a similar strategy.

Abell's "Bargaining and Influence"
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"Any researcher who has worked with official
records has experienced the problem of making sense of

often abstract and highly condensed incomplete records
of complex events". (1964: 146)

However, the sets of minutes of the committee meetings were complete,

at least in the sense that all the meetings in the study period were
represented in the bound volumes. The problem of selective deposit and
survival did not arise, though there are, of course, other ways in which
minutes of meetings may be incomplete. Writers like to be seen at their
best and thus, consciously or unconsciously, the minutes may represent a
distorted account of the meetings. The district committee minutes are
compiled by the District Secretary and it could be argued that to present
his own role in an event in a favourable light (again, not necessarily
consciously) there may be some distortion of the records. Equally, some

or all of the committee members may attempt to distort the minutes in

their favour. However, both of these possibilities are unlikely because

of the nature of the committee and the functions of the minutes. A committee
of approximately forty active trade unionists would be unlikely to agree
completely on controversial issues in committee discussion. Any distortion
of the minutes would be noted and cause objection when the minutes were
presented to the next meeting (held only two weeks from the previous meeting,
and only one week from the previous sub-committee meetings). In addition,
the minutes are used as the basis of reports to the branches on district
committee decisions, and are sent to the Executive Councif for ratification
(without which, expenses cannot be paid and resolutions are not binding

on members). These functions would again render internal distortion of

. 1
minutes both difficult and unlikely.

Thus, although the Webbs' (1920: 149) point that "documents

distort facts as well as reveal them", stands as a general caution on the

The District Secretary supported this view in discussions.
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use of documentary analysis, there are reasonable grounds for accepting

the minutes as an accurate record of committee meetings

There 1s another sense, however, in which the validity of the minutes
as research data may be questioned. Deutscher (1970) has argued that
minutes are records of words and as such raise the problem of the relation-
ship between words and deeds. He points out that there may be incongruence
between doing and saying, and thus the records may correspond only to

what was said, rather than to the action taken. As a justifiable cause

for concern, this problem relates generally to any data based on reported,
rather than observed, behaviour. For example, in her study of an American
local union, Dean (1958) found that replies to questionnaires differed
considerably from her own observation of actions; that is, there was a
difference between reported and actual behaviour. For this reason, Dean

suggests, reports of action should be treated as orientations to

interaction rather than valid measures of interaction itself.

The problem is that any historical analysis is of necessity based
upon reported behaviour. Ideally there should be as many sources of
historical data as possible in order to offset any bias inherent in each
source, and for this reason this study uses the minutes as only the frame-

work for analysis.

The other important source of bias in the documentary analysis
lies in the interpretation. The investigator has no access to the setting

of events, and must reconstruct the historical materials through inter-

pretive categories which may display the investigator's bias. Eldridge

has described the problem in a passage worth quoting at some length:

"aps soon as comments are made on the documentary material .
we are in the realms of inference and (tentative) explanation
rather than description. The dilemma 1is tha; if one accepts
the documentary evidence at its face value FltS ménlfesc
content) one' s inference may be naive an@ mlsleadlpg; but )
if one tries to describe its 'real’ signlflcange the grounds
for doing sO must be clearly articulated. It 1is then ?ot
that the documents 'speak for themselves

enough to say : ! . L
; oment in terms of the dilemma thus posed:
oment tern

To continue for a n
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+o take the material at its face value commonly leads

on to a form of content analysis. But it may be protested
that the objectivity claimed for this approach is in fact
misleading since by choosing the categories for analysis
we are in practice imposing our own meaning structures oé
the material. If, however, one advocates the second
approach, the meaning of the material is no longer obvious.
On the contrary one is led on an elusive search, which one
expects to be only partially successful". (1968: 18)

Thus either implicitly or explicitly the investigator imposes some
form of meaning structure on the documentary material, a process which
involves attributing meanings not only to the actions reported, but also
to the words with which the action is described. Not only may the meaning
of the words differ between groups but also over time, a problem known more

generally as linguistic relativity.

Fortunately, the historical events of these case studies were
sufficiently recent to enable interviews to be held with the key partici-
pants. In this way, interpretations placed on the documentary data could
be checked by reference to the descriptions and interpretations of events
as related by the 'witnesses'. This does not mean that the data from
the interviews were accepted any less critically than that from the docu-
ments. Personal accounts are notoriously unreliable. Pettigrew (1973: 67)
notes that "with historical interviews there is the problem of differen-

tially accurate recall” and Vansina makes the point that:

"5 testimony is stamped by his personality, coloured by
his private interests and set within the framework of
reference provided by the cultural value of thg soclety

he belongs to". (1965: 76)

However, within the research frame of reference which ascribes an

important role to the actors' own interpretations of events in the explana-

tion of behaviour, what is in one sense & 1imitation of the interview

technique can be turned to advantage. That is, in so far as the actors'

perceptions of any situation are deemed to Dbe partial determinants of

£ 1 piri vant.
bohaviour, the "culture- pound" recall of events 1S empirically rele

More of a problem 1S the distortion of memory with the passing of time,
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particulary if 'facts' as opposed to 'meanings' are sought. Weiss and

Dawis (1960) maintain that:

"it is indefensible to assume the validity of purportedly
factual data obtained by interview". (1960: 384)

In this study 'facts' were obtained and checked by reference to as many
documentaryl and interview sources as possible. The interviews were
used primarily as a means of checking 'meaning structures' and uncovering
actors' perceptions and orientations; that is, for the attempt to answer

the 'why' questions, rather than "what, where, when, how or who'".

Summary of the research process

The research was initiated without any well-formulated hypotheses
about local union organization. However, considerable criticism of the
activities of district committees in the AEU sensitised the research
towards the examination of power and control at the district level.

The research was guided by three principles of research into power relations,
which may be summarised as the action frame of reference, the issues

approach, and the processual analysis of perception and orientation formation.

The case study approach was held to be the most appropriate form for
data presentation and interpretation; the data collection being by a cross-—
referencing analysis of documents and interviews (non-participant obser-

vation having been precluded by the confidentialities of the research

+
7

situation).

One important source of additional documentary material was news-
paper reports, but it must be borne in mind that these too must be ‘
tyeated with great caution. Lane and Roberts (1971) have noted the ambig-
wous role of the press in industrial disputes, while Geo;ge Orwell (1966)
has indicated the unreliability of press reports where disputes between

political factions are involved.



CHAPTER EIGHT

THE MANCHESTER DISTRICT COMMITTEE - INFORMATION,

EXPERTISE AND LEGITIMATION

Introduction

The relationships suggested in the activity loop analysis of Chapter
Six, provide only a general framework within which to consider control.
Onto this framework must be superimposed a detailed analysis of the
structure of a loop so that it becomes possible to consider not only
sanctions (as manifest in overt conflicts) within the loop, but also the

day to day relationships of exchange, interdependence and legitimacy.

In particular, many writers have emphasised the role of information
or communication channels in the control process, and thus it is important
to consider the extent and l1imitations of these channels as factors in
control; not only that form of control grounded in exchange and inter-
dependence, but also that form grounded in contingent and non-contingent

legitimacy. This chapter focusses on the linkages referred to by Pettigrew

when he argues:

"The assumption is that, in a competitive demand-
generating process, the decisional outcome will not
necessarily be a produce of the greater worthiness

or weight of the issues ranged to uphold one or other
demand in dispute, but may result from the linkages
that opposing parties have with the individuals for
whose support they are competing". (1973: 230)

An examination is made of the structural dimensions of the control

process in those activity loops in which the district committee plays a

role. 1In addition, the internal structure of the committee itself 1is

analysed to avoid overstating the homogeneity of the committee as a

A - . . . \
single element in the activity 1loop. The organizatlion of the committee 'S

work is reflected in the agenda of meetings, and the meaning of the

agenda items in the control process is examined in terms of those cate-

gories of power—source elaborated in Part I.
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The Manchester District

The Manchester district is only one among a number of districts
which cover the industrial area of South-~East Lancashire and North
Cheshire (before local government re-organization). Geographically, the
district does not form a circle drawn from the centre of Manchester.

On the East the boundaries with the Oldham and Stockport districts lie
about four miles from the city centre, whereas in the West the district
extends along the Manchester Ship Canal as far as Cadishead (about ten

miles from the city centre). This places the geographic centre of the

district near to the present site of the district offices in Salford.

The area includes a great variety of industries, light and heavy,
engineering and non-engineering. There are a number of largeeledrical engineering
plants in the district (most notably AEI, Ferranti, and Ward and Goldstone)
engineering firms such as Massey Ferguson, Renold Chains and Gardners,
in addition to a Royal Ordinance Factory, a large petro-chemicals site,

and railway workshops.

As Table 3 reveals, the size of the membership in the district has
remained stable at between thirty and thirty-five thousand members. The
number of shop stewards has fluctuated between about 600 and 750 but
the irregular nature of these fluctuations suggests probable inaccuracies
in the returns filed by shop stewards. Again, the number of branches
has remained fairly stable, although rising slightly from?85 in 1952 to
just over 90 by 1964. Boraston et al (1975: 12) suggested that "The size

of the union's districts varies widely from a few hundred members up to

thirty thousand". Though this assessment is rather inaccurate (the

Birmingham district had nearly 54,000 members before division in 1964,

and the Coventry district had over 40,000 members in 1970) it remains true

that at just over 30,000 members the Manchester district is one of the

largest in the union-.
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Table 3 - Manchester district membership and shop stewards 1947-70

SS Branches Men Boys W+ G Total
1947 33,516
1952 664 85 29,720 2,271 1,606 33,597
1954 645 85 29,563 2,212 1,569 33,344
1955 660 86 30,260 2,410 1,750 34,420
1956 663 85 30,943 2,415 2,565 35,923
1957 753 87 31,883 2,826 2,799 37,508
1959 650 88 30,448 3,421 2,592 36,401
1960 633 88 30,266 2,360 2,330 34,906
1960 615 88 30,517 2,766 2,507 35,790
1961 622 88 30,499 2,601 2,615 35,715
1962 748 89 30,992 2,491 2,726 36,209
1963 734 89 29,398 2,280 2,319 33,997
1964 745 91 29,530 2,295 2,386 34,211
1965 May 745 92 29,257 2,365 2,373 33,995
1965 Oct 752 92 29,422 2,362 2,523 34,307
1966 March 757 92 29,303 2,331 2,533 34,167
1968 Oct 698 92 27,309 1,626 2,807 30,742
1969 april 690 93 26,925 1,591 2,175 30,691
1969 Dec 690 91 27,100 1,587 3,472 32,159
1970 Oct 710 91 27,571 1,528 3,429 32,528

Source: Official Union Records held at Head Office

SS - Shop Stewards W - Women G - Girls

The problems that this size poses for representation and administration
within the district has on several occasions led to calls for the district to
be divided. In 1959, for example, the Broadheath Four branch complained to
the Executive Council that the size of the district prevented the District
Secretary from servicing properly the members and shop stewards, and that it
was difficult to find branch representatives to serve on *he district

committee because of the problem of reporting back to three branches. &t a

special sub-committee meeting held on 27 October 1959, these problems were

discussed, but it was decided to apply for an Assistant Divisional Organiser
r

rather than apply for the district to be divided.
However, by 1970, although the district membership was no larger, it

was decided that division was necessary. Bob Wright, Executive Council

representative, put the case for division:
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"In coesiderinq the position regarding Manchester
;xecutlve Council recognise that with a loss of ,
industry in the heavy engineering sector, the growth

of smell factories and maintenance services who are
crganized in our Union, and the general pattern of

the spread of industry, close regard must be established
te the service which these industries requires from the
District Committee and the Secretary. Also, that the
level of activity generated by Plant Bargaining, legis-
lation, representations of members at Appeals Tribunals,
Industrial Tribunals and other individual forms of
liability, require that the Secretary should be able

to cope adequately with such commitments".

The problems created by the size and occupational diversity of the
membership in the district, which led to pressures for division, relate
directly to the problems of control within the activity loops between the
district committee and the branches, shop stewards and membership. As
Bob Wright's statement indicates, the increase in the variety of demands
placed upon the district organization makes more difficult the adequate
treatment of each demand and hence lowers the quality of the service which
can be exchanged in the control relationship. Similarly, this variety,
by weakening the linkages that the district organization maintains with
the membership in the plants, reduces the ability of the district organ-

ization to monitor the activities in the plants.

The structure of District Committee Membership

As Manchester is a district with more than 70 branches, the

committee is entitled to have 30 branch representatives. In addition, the

district's membership of 30-35,000 members entitles the committee to six

or seven shop steward representatives (one for every 5,000 members in the

district). A woman delegate and the District President brought the permitted

size of the committee to Jjust under 40 members.

From a copy of the statement made to the meeting of the district

committee.
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The branch representatives on the committee are elected from 30
1
groupings of branches which means that nearly all of the representatives
would be elected from, and required to report back to, three branches As

noted earlier, this led to problems in securing members willing to stand

as branch representatives. The records show that during the 1960s there

was no year in which fewer than four seats were unfilled, and in a number of

years (1965, 1966, 1967) there were as many as six unfilled branch seats

(or 20 per cent of the total available branch places). 1In addition the
minutes note that many of the branch representatives seats were uncontested
so that nominees were declared elected without voting taking place.l

The study of Boraston et al also suggests that the elections for branch
representatives are not keenly contested. They found that "it seemed

to be no great problem for a Convenor who had lost his seat as a shop
stewards' representative to regain it as a branch representative"

(1975: 26),

There is a difference however, between the Manchester district and
the "Leachester" district with regard to the election of shop stewards'
representatives. In all districts these representatives are elected
at the December quarterly meeting of shop stewards of that district.

In the 'Leachester' (actually Birmingham East) district the authors
report that "the number of candidates seeking election as shop stewards
representatives usually exceeded thirty" and the process whereby they
are elected is described as 'robust' (1975: 26). Though’the number

of available places in the Manchester district was the same (usually

seven) the number of nominations rarely exceeded ten. Thus, although

in the Manchester district the shop stewards' places on the committee

are more keenly contested than the pranch places, there is no evidence

I

election of shop stewards at the
d rarely be contested, an informal
le candidate emerged. Something
put taken with the difficulty

Beynon (1973) describes how in the
Ford Halewood plant a nomination woul
solection process ensuring that a sing
of the kind may operate in the branchesc ° .
of filling some scats at all, the lack of contest would appear o

indicate an unwillingness to stand.
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of the strong competition tosit on the district committee found in the

'T,eachester' district.

The actual composition of the membership consists of a core of

about a dozen long-serving members supplemented by a fairly high turn-

over of shorter-serving members. For example, thirteen of the members

of the committee in 1970 had served for over five years, and over the
twenty—-five year study period, twenty-one committee members served for
twelve or more years (and several for over twenty vears). In contrast,
of members joining after 1946 (but not including new members in 1969)
sixty-five left after serving only one term, and thirty-seven left after

serving only two terms (excluding new members in 1968).

The fact that elections for the committee are not robust may
severely weaken claims for legitimacy derived from the electoral process,
particularly in competitions with other collectivities whose claim to
electoral legitimacy may be as strong or stronger (for example, shop
stewards or the Executive Council). In addition, the ﬁigh turnover of
committee members may weaken claims for expert power, since this is
derived from experience and knowledge wider than that afforded by the
individual plant. Nevertheless this weakness will be offset by the

existence of an experienced core membership.

Within the committee itself this core may be expected to exercise

a considerable say in the conduct of committee businesss In the same

way as control over decision-making in an activity loop may be in part

determined by critical resources of experience and expertilse, SO too

within the committee would the longer-serving members be able to exercise

greater control of committee decision-making. The newer members, with

a lesser knowledge of precedents, previous agreements, earlier disputes

. . . ass
or current agreements, would become involved in a learning proces

. . . s  nex—
before entering fully into committee decision—-maxing. The felt 1nex

: S FReW— cte epresentatives when
perience and lack of confidence o fnenhy elected rep
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‘acod w What ap ear e an e: ert core tends to mllltate against
an

immediate involvement in decisi - i T
10n maiflng n pa i t
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erience

of the core may carry the greatest weight in defining what is possible in

terms of committee actions.

Length of experience provides one structural dimension on which to
examine committee membership. Another dimension is that of 'status' within
the union. As a craft union which has opened its membership to unskilled
workers in the engineering industry, the union's membership and government
conforms to Turner's (1962) definition of an aristocracy, in that a high
proportion of union offices are held by members of the 'craft' section
(section one). On the Manchester committee most, if not all, of the
members have been section one members of the union. This could be antici-

pated for a number of reasons. As Table 4 reveals, the skilled section

Table 4 - An analysis of the Manchester district membership by
union status 1945-1969

Section 1 2 3 4 S SA Women Total
1945 Jan 16,498 1,298 78 4,481 4,587 1,772 n/g 28,887
1950 19,760 1,078 48 2,313 5,603 2,004 n/g 30,866
1955 18, 700 803 23 2,176 3,511 2,363 1,750 ¢ 27,576
a 34,420
1960 Jan 19,800 779 16 2,265 6,869 2,278 2,300 c¢ 32,007
a 34,906
1965 Apr 18,988 551 7 2,362 7,154 2,324 2,373 ¢ 31,836
a 34,000
1966 18,646 518 2,191 7,155 2,530 2,533 c 31,046
a 34,167
1967 18,458 505 2,042 6,979 2,319 n/g c 30,298
a n/g
1968 17,968 471 1,701 6,679 2,148 , 1,807 c 28,967
a 30,742
1969 17,823 452 1,646 6,482 2,053 2,115 c 28,456
a 30,091
1+2+3 4+5+6
1945 17,874 11,013
1950 20,886 9,980
1955 19,526 8,050
1960 20,595 11,412
1965 19,546 11,840
1966 19,164 11,876
1967 18,963 11,335
1968 18,439 10,528

1969 18,275 10,181 I
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Section 1 Fully skilled member
section 2 Skilled worker registered into membership before 1945
section 3 Skilled worker registered into membership before 1926
section 4 Apprentices and junior male workers
section 5 .
cection 5A Unskilled workers
c - total calculated from branch returns
a = total in Union records (from table 3)

source: Official Union Records held at Head Office

in Manchester has been nearly twice as large as the unskilled, junior and

women's sections combined for most of the study period. On this basis alone

one
a proportionate number of elected representatives from section/would constitute

two-thirds of the committee membership. However, many writers,l have noted
the higher involvement of skilled members in union activities, either because
of greater participation in several activities (inside and outside the

union) or because of higher stakes in the organization. Thus on the status
dimension, most, though not necessarily all, of the committee members

were section one members of the union.

A third structural dimension of committee membership is that of plant
membership. The studies of Boraston et al (1975) and Edelstein and
Warner {(1975) indicate that district elections may become dominated by
large plants "with extraordinarily large turnouts, or with members in many
of a district's branches" (Edelstein and Warner, 1975: 179). Unfortunately,

the evidence for plant composition of the district committee is lacking,

¥

since district records contain no reference to the plant of origin of the

committee members. There is some evidence, however, that the largest single

plant in the Manchester district, that of Metropolitan Vickers (later AEI)

was always well represented on the committee, both through branch and shop

stewards elections. It was estimated for me that during the earlier part of

] i -five
the study period as many as nine members out of a total of about thirty fi

I
. I

C les
For cxample Lipset et al (1956) Tannenbaumn and Kahn (1958) and Sayle

and Strauss (1967) .
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came from the 'Metro-vick' plant, though this later dropped to only one
or

two.

The final structural dimension is that of political factions. Again,
evidence of factional memberships of committee members is not readily avail-
able, but in the general terms of a left-right dichotomy, the evidence of
resolutions passed in favour of 'proscribed' organizations suggests a
fairly consistent left-wing majority on the committee. In addition,
certain key posts such as the District Secretaryship from 1962 to 1970 and
the District Presidency from 1968 to 1970, have been held by Communist
Party members. But equally, it must be noted that the District President
from 1953 to 1959 was Jim Conway (later General Secretary), a supporter

of the Labour Party. In general though, the tendency was for a left-wing

majority, to the extent that the committee have been described as "all a

ioad of Communists".

Four structural dimensions of committee membership have been
identified, based on committee experience, union status, plant membership
and factional membership. The lack of records makes it difficult to
determine whether these dimensions are cross-cutting or correlated, but in
general it may be said that committee membership was predominantly section
one, with a majority of the left-wing faction, a core of experienced

members and a fairly high representation of the largest plant in the

district.

*
b

The internal processes would thus depend on the extent to which

these dimensions coincided.

Organization of committee work

The work of the committee 1is divided between the full committee and

a number of sub-committees. The full committee meets every two weeks

et

; 3 ) e Y havin
! A remark in oan interview; ascribed to & Convener Who wWas 9

difficultics with the committee.
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supplemented by special meetings when the need arises In the int
. nter-

vening week the sub-committees hold their meetings, usually all on the

same evening.

Up to 1949 the five standing sub-committees were known as the over-
time, piecework, shop stewards, organizing, and general purposes sub-
committees but, as each sub-committee's work was not restricted to any
particular field, from 1949 onwards they have been known as sub-committees
one to five. These five are supplemented by special sub-committees which
meet less regularly, such as the house and office, political, motor

trade, new machine rates, and library sub-committees.

Although the meetings of the sub-committees are normally held very
regularly, a certain degree of flexibility remains; occasionally a sub-
committee may not meet or may meet on a different night. As all of the
district committee members engage in sub-committee work the special sub-
committee meetings are always held on a different night to the standing

sub-committee meetings.

The relationship between the sub-committee meetings and the full
committee meeting is that the chairman of each sub-committee presents a

report to the full committee for adoption. As the district committee

standing orders express it:

"That the procedure in dealing with the business of

the District Committee shall be that the reports

of the sub-committee meetings be taken at eagh District
Committee immediately after letters from Executive Council,
expenses and other minor business has been disposed of.
The chairman of the respective sub-committees to move the
minutes as a correct record or otherwise. Members of the
District Committee to be given the opportunity to aise
guestions pefore they amend OY adopt the minutes” .

The adoption of the sub-committees’ minutes is not a formality, it

being guite common for the minutes to be amended, particularly the resolu-

minutes of all five sub-committees accepted

tions passed. Rarely are the
use it is the sub-committees that

—__‘_______'___’______’,,_,_———-

without amendment primarily beca
. prAmes e

— e

District Committee standing oxrders, P 5.




perform the major tasks related to trade and organization questions in

. : 1 .
the district. Communications which have arrived at the district office

from a variety of sources are allocated to the sub-committees to discuss
and upon which to formulate resolutions, occasionally summoning members

from the workshops as witnesses.2

Though the issues discussed by the sub-committee have remained
similar over the years, the context in which they are raised had changed
by 1970. Whereas in the earlier sets of minutes the district committee was
asked to arbitrate or to solve problems, in the 1970 minutes many of the
items are notifications of agreements reached in the plant, or are requests
for specific pieces of advice. There is much less actual discussion by the
sub-committees, and though the workload in 1970 appears to have greatly
increased (from about 25 items toO 59 items in June 1970) the consideration

given to each item appears to have reduced proportionately.

This development may be illustrated further by a consideration of
what happens to the items which came up for discussion. As noted, the sub-
committees pass resolutions at the end of their discussions, and in the
minutes of meetings held from 1945 to 1955 a wide variety of resolutions
were noted, each specific to the case in hand. For example, many cases
would be referred to the Divisional Organiser to follow up, or the sub-

committee would recommend the convening of works conferences. Cases which

could not be resolved immediately would result in a further sub-committee

meeting to which witnesses would be summoned. However, from 1960 through

to 1970 it is possible to observe a shift in the locus of decision-taking,

in that an increasing proportion of the decisions taken are those of the

District Secretary: the sub-committee, having considered the case and the

overtime, demarcation, dilution, redundancy and

1
! -s of wages :
The 1ssuc o to be the main preoccupatlons of the sub-

shop steward organization appear ‘
committees throughout the study period.

Though, strictly speaking, the rules only legitimate the summoning of
2 o L.

members to full committee meetings.
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Secretary's response, merely endorses his action. Out of a total of fif
. of fifty
resolutions passed by the five sub-committees in January 1970, thirty
Yy . ,

were endorsements of the ' i
Secretary's actions, and many of the others were

n " )
contents noted”. This change cannot be attributed solely to the change

of District Secretary in 1962 as there is evidence that the practice was

increasing in 1960 under the previous Secretary.

There is clearly a relationship between those two observations:
firstly, that an increasing proportion of items raised by workshops and
branches were notifications of agreements and requests for advice, and secondly,
that the District Secretary had taken over the role of framing and carrying
out the appropriate action in reply. Both developments have meant a
reduced role for the sub-committees in the formulation of district policy,
though the importance of these shifts in decision-taking (particularly
that towards the District Secretary) should not be overstated. The sub-
committees are under no obligation to endorse the actions of the Secretary,
or the full committee to endorse the recommendations of the sub-committee
(or the Executive Council to endorse the recommendations of the full com-
mittee). The sub-committee may act as a check on the Secretary's
activities, for example, by referring issues back to him for further

consideration.

Though the sub-committee work is usually the major item for con-

sideration at a full committee meeting it represents only part of the

committee's activity. In addition, there are important items which concern

the relationship with the Executive Council and with the Full-time

Officers. A typical agenda for a full committee meeting would be:

1 Minutes of previous full committee meeting
2 Delegates' expenses
3 Letters from Executive Council

4 Reports of the sub-committees




5 Correspondence
6 District Secretary's report

7 Divisional Organiser's report

These items in the minutes form the basis of a detailed consideration
of the district committee involvement in the activity loops with the
Executive Council, workshop organizations, branches and full-time
officers. It needs to be re-emphasised, however, that those items in the
committee minutes represent only the formal side of the committee's work.
Much work is done informally, through meetings and telephone conversations,
which either does not appear in the minutes or is formalised later.

For example, though there are no formal channels for individual union
members to approach the committee, individual contacts in firms
provide an additional source of information for the committee which,

though impossible to quantify, should not be overlooked.

The Executive Council

The district committee is required to forward the minutes of its
. , L2 s . . .
meeting to the Executive Council® for ratification and this forms the major
information flow from the committee to the Council. Most of the corres=
pondence from the Executive Council arises in response to these minutes.
Approval is not a formality, the most common grounds for disapproval being
that the committee had concerned itself with business which fell outside

Throughout the study period the district committee

. 3
its scope under Rule 13.

discussed and passed resolutions on guestions as diverse as the Daily Worker,

Peace Conferences, comments 1in the mass media, or donatlons to organiz-

ations proscribed py the union. In addition to disapproving these items

-

e

Usually a short, miscellaneous;, category of committee business, only

rarely containing items of importance.

to the administrative assistant to the Executive Council

They are only referred to the member
mportant

<

In practice,
member of the electoral division. {1 if very 1
himself if a query arises, and only to the full Council i

issues of policy or principle are raised.

o - ey - stions, and shop
Which limits committee activity to specific trade que '

stewards organization.
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the Executive Council normally di roved re ti ut of
T sapproved solutio 1si
jo)e ns arising o o
iscussions o i lcy I n
a f general union policy (such as national agreements or unio
s

qovernment). Heated debate often follows through the correspondence about

what is and what is not committee business.l

The determinaionof what Abell has termed the "allocational norms" in
a bargaining sphere by the explicit use of the organization's written
rules 1is fairly common in the relationship between the district committee
and the Executive Council. The rules are not only invoked to define the
boundaries of legitimate activity, but also on occasions to stress the legiti-
macy granted by the rules to particular actions. An example of the latter
is found in Appendix 2, in which it is stressed that "The above decisions

are all in strict compliance with Rule 13".

Another category of Executive Council correspondence also arises as

a response to the minutes but concerns issues of relevance to the district

rather than specifically to the committee. Broadly speaking this corres-

pondence falls into four categories:

1. Correspondence upon disputes in firms, some concerning the engineer-
ing procedure under which the final stages of negotiation would be
conducted by national officers, and some concerning the payment of
dispute benefits.2

2. Correspondence upon internal union disputes, OIr disputes with other

unions. The first type of dispute arises between many of the competing

polyarchic elements in the union and is often resolved by the Final
the Manchester district has been involved in a number

Appeal Court:

of appeals, both as defendants and appellants.

in 1950 the Executive Council disapproved a reSPlution to
send two delegates to an 'All Lancashire Peace Conference' on the grounds
that it was not district committee business. The cgmmitteﬁ resolyed that
they could not agree with the Executive Co?ncil ruling as "peace 1s @
subject matter for everybody". Minutes. 15 July 1950.

For example,

. of the benefit is through the

Though the actual administration

branches.
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The other type of dispute generally involves accusations that other
unions are 'poaching'l but such occasions are rare, and inter-union
disputes do not appear to have been a major issue in the Manchester
district.

3. Administrative correspondence on such matters as finding branch
secretaries, legal claims,acknowledgement of branch resolutions, or
appointment of delegates to Advisory Committees. The range of busi-
ness 1is large though the volume is fairly small as the branches handle
most of the administrative business.

4. Trade questions not related to disputes. This is quite a small area
of business, mainly concerning questions which affect more than one

district, or negotiations which take place at a national level.

A third category of correspondence from the Executive Council is that
which is circulated to all district committees. This general correspondence
includes circulars on such matters as education facilities, reports from
working parties and reminders of union rules, in addition to notification
of national agreements. These agreements may affect only a small proportion
of members in the district and are dealt with in terms of the minutes either
by just ‘noting' them or by recommending that the information be passed to
the relevant convenor or shop stewards. Finally, this category of corres-

pondence also includes requests to all districts to observe the blacking of

firms.

Broadly speaking, the correspondence from the Executive Council may

be classified into:

1. information;

5. clarification of the scope of the district committee's legitimate

activities (under rule);
e

t the TGWU to agree that they

3 i 50 the Executive Council go
O e raerul > ter Corporation Transport

had wrongly recruited AEU members at the Manches
Department.

contain a letter from the Execu-
ster Airport (affecting

o ‘
i nutes of 22 June 1965,
t Manche
anuary 1970 a letter referring tO

Ferguson (conducted

For example, the mi
ring to negotiations a

and those of 20 J
aining at Massey

tive Council refer
more than one district),
negotiations for dccontralised barg
nationally) .




3. approval or disapproval of business already discussed and resolved
e

upon by the committee.

It appears to be rare for the Executive Council to take the initiative

in business which is specific to the district. The Council normally

responds to the initiatives of the committee, though may derive information
from branches and full-time officers in addition to that from the

committee minutes.

workshop Organization

As Appendix 1 reveals, convenors and shop stewards constitute the
main formal source of information for the district committee on activity in
the district. Out of the total of 339 items listed, 156 were initiated by
convenors or by shop stewards. The issues raised cover a wide range of
trade and organizational guestions, but, as noted earlier, the emphasis
has changed from requests for intervention to regquests for specific advice
or notification of agreements. The District Secretary's response normally
takes the form of a letter to +he convenor concerned, though this letter may

be preceded by a telephone call if the matter is urgent.

In addition to these formal communications and any informal contacts,
shop stewards are required to send quarterly reports to the District
Secretary on trade and organizational matters in their plant (for example,

the number of engineering workers employed, the number in the union, the

‘.
number in other unions, and wages and conditions). These reports are then

considered by a sub-committee as a means of comparing wages and conditions

between plants and as a means of ascertaining whether conditions in any

particular plant are satisfactory.

In addition to the responses generated by communications Or quarterly

reports from the shop stewards the District Secretary writes to inform the

istrict policies affecting their plants. An

stewards of national or d

i i ion is shown as Appendix <.
example of this type of communicatio




Though these formal channels of communication exist, they can onl
' Y

play a fairly limited role in control relationships. At several point
: oints

in their analysis Boraston et al refer to plants "keeping their affai
rs

to themselves", most notably when they conclude:

”There.was little they (the district committee) could
do to impose their standards upon powerful workplace
organizations which chose to keep their affairs to
themselves". (1975: 40)

However, Boraston et al do not elaborate on the limitations of the formal
communications channels which allow workshop organizations to do this.

From the evidence of these channels in the Manchester district it is clear
that apart from the quarterly shop stewards reportsl there is no formal

means whereby the committee can monitor activities in the plants, particularly

on a day to day basis.

The branches

Information from the branches, however, acts as an important supple-
ment to that derived directly from the workshops. Of the 339 items in
Appendix 1, 65 originated from the branches in the district. Though the
issues raised are the same as those raised by the stewards, the branches
tend to be more concerned with individual members rather than groups of
workers. Occasionally the issue is a complaint against a workshop organiz-
ation, or at least contains the implication that the workshop organization

has not helped the member concerned. The branch would appear to provide an

alternative means for individual or group grievances to be brought to the

attention of the district committee, other than through convenors or

shop stewards. This point 1is also emphasised py Boraston et al:

e YL

Which are in any case: infrequent, often late, O missed altogetner.

. 3 3 i-—
Arising from their general misconception of the role of district comm

ttecs, Edelstein and Warner (1975: 792) understate the case when they argue

i i c i he
"There is often inadeqguate contact between the district committee and t

shop floor".




"The channel for the dissatisfiegd steward - or
member - 1is through the branch. About half the
letters from branches dealt with industrial matters
and most of them drew the attention of the committee

to dissatisfaction with the ha
ndling of the i ‘s
the plant". (1975: 29) g 0% the issue within

As was stated in Chapter Five, the relationship between the district

committee and the branches is rarely one of control. The importance of the

branch as a communication channel between the members and the district
committee relates more to control relationships between the committee and
the shop stewards. This role for the branch is made possible by the separate
pases of branch and workshop organization. Whereas the shop stewards'
organizations are based, naturally enough, on a single plant (or group of
plants in a firm) the branches are organized geographically according to
members' residence. This form of organization is normally held to be a
source of weakness for the branches, in that they are divorced from the
source of problems that individual branch members may wish to discuss.
Similarly, since each branch contains a membership drawn from many firms,
an individual member's problem in his plant would raise only limited

interest.

However, in the control model this separation of organization is a
source of branch strength, since it provides an important check on shop
steward autonomy in the workplace; firstly, by providing the individual

member with an avenue of complaint, and secondly, by providing the district

committee with information on shop steward activities. Basing the branch on

the workplace would tend to produce a single (though not necessarily

unified) plant and branch leadership and hence remove this channel from the

d
member and the district committee. Though on the one hand such a move coul

be interpreted as raising poth administrative and representative effectives

i i her hand
ness (by providing a more relevant forum for discussion), on the ot

lant leaderships would be enhanced,

the relative control position of the p

: i that
. . : ) v , while further weakenling
strengthening their position 1in the polvarchy

of the membership.




Full-time Officers

At the district level the two most relevant full-time offi
cers

: ; 1
are the District Secretary™ and the Divisional Organiser

It has already been noted at several points that the District
Secretary's actions are subject to ratification by the sub-committees

In addition, the Secretary presents a report to the full committee, detail-

ing his activities between the meetings. The full committee consider this

report, either approving it as a whole or suggesting further consideration
on specific items. The number of items in this report varies considerably
partly reflecting the amount of work the Secretary has performed, but also

reflecting the time available for the compilation of the report.

In rule the District Secretary's main role is administrative. He is
required to maintain a list of shop stewards, tabulate wage rates for all
plants, keep records of district committee meetings, compile attendance
reports on committee members for the branches, audit district funds, keep
the district seal for signing documents, and handle the flow of communic-
ations into and out of the district office. These activities occupy a
large proportion of the Secretary's time (the actual proportion varying from
week to week)2 but are not presented in his report to the committee. This
report consists of activities which are performed outside routine

administration; activities which may be classified under two headings;

firstly, non-routine administrative tasks, and secondly,,negC)tiatiOn and

organization.

The non-routine administration includes such activities as helping

. i ions
branches in difficulty, meeting with representatlves of other organizations,

; i members at
arranging nominations for advisory committees, OI representing

. . i -time.
In the smaller districts the District Secretary 1S part-t

ley of the two districts

: o at in the smal
Boraston et al (1975: 16) estimate that of the Secretary's

. o vyey 2 rcent
they studied, administration took up about 20 pe

time.



state tribunals. All these aspects of his work the Secretary usuall
ually

includes in his report.

The more important element of the report, however, concerns his

negotiating and organizing activities. The only reference that the
rules make to negotiation is that the district committee can instruct the
District Secretary to enter into negotiations with employers. An examina-
tion of the minutes, however, suggests that negotiating and organizing

takes up a large proportion of the Secretary's time, though this pro-

portion does vary from week to week.

There is a tendency over the study period for the number of items
in the Secretary's report to grow so that although in the 1950s the average
number of items was about five, in January 1970 the number was twenty
(fifteen in June 1970). In summary, the types of activity which appear in

the report are:

1. visits to branches to sort out administrative difficulties;

2. representing members at state tribunals;

3. visits to firms to negotiate over wages and conditions;

4. visits to firms to meet shop stewards for a discussion of trade

problems, organization or,inter-union disputes.

It may be observed that each of these activities involves leaving the

district office, adittends to be this that gualifies an item for inclusion

in the report. Not included in the report, therefore, arg activities

carried out in the district office, even though these activities may involve

the resolution of problems arising in firms. These items are generally

referred to the sub-committees for endorsement.

The 1linkages between the district committee and the District Secretary

iviti f the
are such that the committee can very largely control the activities ©

i i ' the Secretary under the
Secretary. Not only does the committee "instruct' t

has ratified his activities can the

rules, but only when the committee

i i i i t to note, however,
Secretary finalise any negotiations. It 1S importan ,
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that it is the District Secretary who does the negotiating, rather than
the committee or sub-committees, and this provides the Secretary with a
degree of intimacy with the subject matter not possessed by the committee.
The Secretary thus has access to sources of information about the negotiating
process which he can use to present his report in the most favourable light.
For example, the committee are not in a good position to question the
Secretary's assertion that a particular outcome of negotiations with an
employer was the best attainable. Though this places the Secretary at
some advantage it does not prevent a dissatisifed committee from instructing

the Secretary to re-open negotiations.

Though the rules make partial reference to district committees con-
. s 1, .
ducting negotiations it would be a mistake to interpret this more widely
and to argue, as do, for example, Edelstein and Warner (1975: 291),

that district committees generally negotiate with employers.

The pattern of relationships between the district committee and the
District Secretary is repeated in the rel ationships with the Divisional
Organisexr (and in Manchester, his assistant). In Manchester the
similarity is emphasised not only by the physical proximity of their two

offices on the same floor of the building, but also by the Divisional

Organisexr presenting his report to the committee in person (in the smaller

districts of the Division the report is read out 'in absentia') .

Rule 17 states that the Divisicnal Organiser 1is jointly responsible

to the Executive council and to the district committee of the district 1n

which he is working. Like the pistrict Secretary he is required to

es to the committee for endorsement, and may

present a report of his activiti

e instructed by the committee to enter into negotiations.

;///
s 3 71 in
"District Committees may enter into negotiations with employers &

. : ked
their respective districts with a view to having ih2§zuzzrl°
cxclusively by the members of the Union". Rulel .
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D i : .
uring the study period, the engineering procedural agreement was i
as in

operation, and the responsibility under the rules for the Divisional Or
ganliser

to attend local conferences led to some division of labour between himself

and the District Secretary. The Divisional Organiser tended to concen-

trate his activities on firms which were party to the procedural agreement
(members of the Engineering Employers Federation) whereas the Secretary
concentrated on non-federated firms. However, there was a considerable
overlap in their activities and it was common for the two officers to visit
firms together, either for negotiations with management or for recruit-

ment and organizing.

Other than for cases in procedure for which he had to be informed,
the Divisional Organiser only occasionally derived his choice of activities
from the district committee. He appeared to be more independent than the
District Secretary, basing his recruiting and negotiating activities more on
his own initiative and requests from the workshops. As Boraston et al note,
if the Divisional Organiser reported back to the district committee through-
out the procedural negotiations at local conferences, these negotiations
would have become protracted. The Organiser thus tended to report only
concluded negotiations, and if the outcome was acceptable to the Organiser,

the firm, and the stewards, it was unlikely that the committee would raise

any objections. If the negotiations were concluded with a failure to

agree the committee had little option but to pass the issue to the next

¥
7

stage of the procedure.

As with the District Secretary, there would thus pe a tendency for the

. s . eficult
Divisional Organiser's report to be ratified without too much difficulty,

even though the committee had the right, under the rules, to refer the

Organiser pback to the form for further negotiations.

Though the two full-time officers are poth responsible to the

are always unanimous on the

b +he
committee, it does not follow that they
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approach to be taken to a given issue. This is illustrated by Turner,’
’

when he argues:

"Thus it appeared - at least to an outsider -

that at one stage in the Crossley dispute, the
District Secretary and Divisional Organiser con-
cerned, both elected, were pulling - from neighbouring

rooms in the AEU's Manchester Office - in opposite
directions". (1950: 183)

In such an instance each officer must try to persuade the committee to
support his views. In the above case, for example, the Divisional
Organiser persuaded the committee to recommend a return to work, a
decision which the District Secretary "reluctantly" conveyed to the

members.

Thus, although the full-time officers have significant areas of
autonomy in conducting negotiations, the committee's ability to with-
hold ratification balances control in the committee's favour, particularly
with reference to the District Secretary. The evidence from the Manchester
district indicates furthermore, that such ratification is by no means

a formality.

The communications map

Figure 1l represents an elaboration of the communication flows within
the activity loops relevant to the district committee.

Issues originate in the workshops and branches, or from other

bodies such as other district commi ttees of the union, managements, cther

unions or fund appeals. Broadly speaking, these issues may be classed

as industrial (such as disputes oOr agreements related to wages, hours,

working conditions, redundancy, dismissals or dilution) or organizational

i i i he stewards credentials,
(questions of members' status 1in the union, shop

: ent by a confusion of the

argum : .
g een districts

f : r weakens this .
Though Turner rathe and a confusion betw

Manchester and Stockport districts,
and Divisions in the AEU.
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union elections, complaints from or about stewards) The Di
. e District

Secretary receives communications f
rom these sources
and can take o
ne

of four courses of action:

1. He can pass the issue to a sub-committee to discuss and resolve
upon.
2. He can take action himself without leaving the district office

(by writing in reply, or by forwarding the communication).

3. He may visit a firm to meet management or stewards, or visit a
branch, or a tribunal.

4, Infrequently, a communication may be placed before the full
committee for consideration.

The full committee considers the action taken, either directly as in the

fourth case, or via the sub-committees' and Secretary's reports.

Before any of the resolutions carried by the committee are binding
upon members in the district they have to be approved by the Executive
Council and this is carried out via the committee minutes forward by
the Secretary. This correspondence from the Executive Council consists
largely of responses to these minutes. 1In addition, it includes notifi-
cation of national agreements and central conference.decisions, and

administrative and general circulars.

The Divisional Organiser acting partly on his own initiative and

vartly on requests for procedural negotiations, conducts negotiations

*

on a variety of industrial and organizational issues in the district,

submitting his actions for approval via nis report to the district

committee.

Reporting back to the source of the issue occurs through a number oOf

channels, though it should be noted that only when cases are referred

i i t be
to a sub-committee will contact with the source of the issue no

; i oblems of
immediate (as with visits to firms, or written replies). Pr ‘

: -1
. B se the offlcer’'s
reporting back arise when the committee does not endor
IO L jebate.
L. . . e A in commilttee aeda
\wtions, or when the decision is arrivea at



Bach branch representative is required to report back to three branch
anches,
which not only involves a heavy workload for existing representati
E ives
put also leaves many branches without representation. It is normal
. mal,

therefore, for the Secretary to write to those with an interest in a

particular decision.

Decisions are also conveyed informally (particularly when urgent)
but the channels whereby district committee decisions are conveyed to
the membership are very weak, and may be the source of considerable

confusion.

Conclusions

Information, exchange and negotiated outcomes

Information has been identified as an important source of exchange
power, and thus one dement in the control process. However, it may be
observed that information serves a dual purpose in these control relation-
ships, on observation resting on the distinction between the 'quality'
of a communications system, and the use of information as a power
resource. The former stresses the channels which enable decision-
makers to collect information, convey the decision to the area to be

controlled, and then monitor the implementation of the decision. Such

problems are often treated as communications engineering. Information

as a resource stresses the strategic role of information in the exchange

process; unless sufficient resources are offered in exchange, information

may be deliberately withheld. Mouzelis highlights this dual role of

information:

"por instance, there is a tendency among communication
theorists (especially in industrial contexts) to reduce
all difficulties and troubles in an organization to com-

munication problems, which could be solved by improving

communication channels, reducing noise OrI making

messages redundant. Al though such techniques may pe
very successful in some cases, they gre.not effectlvg
whenever the real trouble does not lie in bad communl—
cation engineering put elsewhere - for instance 1n
antagonistic groups fighting for power or scarce
resources’. (1975: 141)
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The evidence reveals that at an engineering level the formal com

munication channels between the district committee and the worksh
ops

are poor, and this emphasises the importance of the 'voluntary' excha
nge

of information. Without information, the district committee is limited

in its decision-taking abilities, a point they recognised when they

referred to "the inability of the district committee to take a decision
because of the disregard of Brother Brennan for the district committee"
during a dispute with a works convener.l It is concerning the role of

information in this sense that Mouzelis writes:

"1t is through the communication channels, running in
all directions, that the information indispensible for
establishing the factual premises of a decision, is
transmitted". (1975: 127)

Though the formal channels are poor, evidence from the Manchester
district (supported by evidence from Boraston et al's study) suggests
that there are other, informal, information channels which can ameliorate,
though not entirely compensate for, this inadequacy of the formal
channels. The branches, in particular, appear to perform this role,

and so too does the practice of summoning witnesses to committee meetings.

Communication between the committee and the Executive Council or

full-time officers is less problematic. Here there is formal provision

for scrutiny on a regular pasis, and within the framework of the rules

timation that creates ties of dependency

*
7

a system of ratification and legi
peyond those of information exchange.

1t is important not to overstate the relevance of information in

the production of negotiated outcomes, as it is only one of several

i 5 inc
sources of exchange power (for example, expertise) . Nevertheless, Since

the passive membership has been jgentified as the ultimate source of

legitimation, O arbitor of outcomes, the weak link between the membership

e

. s an
Sub-committee minutes, 18 June 1968.
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and the district committee places the workshop organizations at a
n

advantage in any arbitrated polyarchic competition between the committee

and a workshop organization.

Legitimation and negotiated outcomes

Appendix 2 illustrates that the legitimation derived from the
rules is stressed as a means of gaining compliance with decisions. The
rules provide the framework within which polyarchic competition takes
place,l though the rules themselves are often the outcomes of these
competitions. Gouldner (1954) has identified three types of bureau-
cratic rule; the work, the punishment centred, and the representative.
Rules in the AUEW tend to be of the representative type,2 in that compli-
ance is generally perceived to be for the common good. Nevertheless
there are limitations on the use of rule alone. On this point Perrow
points out:

"The conventional, structural viewpoint says that
rules direct or control behaviour. You tell a man

what the rule is and he follows it or is punished"”.
(1973: 291)

Yet in practice, Perrow goes on, rules are only part of the control
process: behaviour is shaped or controlled without reference to con-

ventional items of rules or commands, through unobtrusive means of control.

Non-contingent legitimation from the rules is thus only one aspect

of negotiated outcomes. Appendix 2 reveals an appeal to the solidarity

principle in that the committee resolves:

"Whilst recognising that there may be certain difficulties
in particular establ ishments, we nevertheless recognise.
that we must establish a common policy for all Englneering
workers in the Manchester district, irrespective of the

type of industry in which they are employed”.

Silverman (1970: 210) remarks of Crozier's (1964) study of maintenance
workers: "The participants thus interacted within the limits of the
rules of the game", though here 'rules' is being used more abstractly

than is implied in 'written rule' following.

2 years by a Rules Revision Committee

The s jated every five
fhey are roforii Fletcher (1973) notes that the

of the elected National Committee.

rules embody a mixture of detail and ideology.
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At the same time, relationships between the committee and the
Executive Council are coloured by the wider solidarity principle of the
Executive Council. Appeals by the Council to uphold naticonal agreements,

and the attempts to limit committee discussions to district questions
!

are often based on the Executive Council's ‘wider responsibilities'.

Of the forms of non-contingent legitimacy identified, least emphasis
is given to the electoral principle in day-to-day activities. This may
pe because each of the elements discussed has some claim to electoral

legitimacy, which tend to balance out.

Throughout, reference has been made to the manifestations of the
various sources of power other than external legitimation and sanctions.
In some ways this 1is misleading, since it is in the nature of these
sources that they are usually unarticulated. Control is achieved without
explicit reference to rhe rules, or to resources of information and
exchange. Though polyarchy has peen characterised in terms of competing
collectivities, such competition will be predominantly latent rather
than manifest, legitimation in particular representing a reason for

compliance without overt conflict:

Clegg has made a similar point:

"power relations are only the visible tip of a structure
of control, rule and domination which maintain its effect-
iveness not so much through overt action, as through its
ability to appear as the natural convention.’ It is only
when taken—for—grantedness fails, routines lapse;, and
'problems' appear that the overt exercise of power is
necessary. And this is exerted to reassert control".

(1977: 35)
This chapter has emphasised the taken—for—grantedness of the

day-to-day control processes within the district committees activity

loops. As Clegg suggests, it is when +his breaks down that competition

becomes manifest-



CHAPTER NINE

THE DISTRICT COMMITTEE AND THE EXECUTIVE COUNCIL

A CASE STUDY IN NEGOTIATED OUTCOMES

Introduction

when the 'taken-for-grantedness' of decision-making breaks down, com-
petition between collectivities becomes manifest in two forms. In one form
the collectivities settle their difference between them, the outcome being
determined by each competitor's sources of authority and other forms of
power. The outcome produced by this form of competition I have termed a
'negotiated outcome'. The other form of competition, in which the

collectivities appeal to agencies external to the competition, produces

what I have termed an 'arbitrated outcome'.

Negotiated outcomes in a polyarchic trade union government rest on the
balance of power sources internal to the competitive arena. These, it has
peen suggested, may be classified as sources of legitimate authority (such
as the rule book, the electoral principle and the solidarity principle),

and other sources of power (such as sanctions and interdependence).

This case study examines the production of a negotiated outcome in
the competitive arena (activity loop) which comprises the Manchester

District Committee and the Executive Council.

The substantive issue which created the manifest competition was control

over dilution policy in the Manchester district. Appendix Three examines the

background to the dilution issue for the union as a whole, but in addition,

this case study considers dilution in the Manchester district, and the per-

ceived congruence petween district committee policy preferences and Executive

Council policy preferencesS.

General levels of congruence are explored through an examination of the

i ive.
'tone' of relationships between the committee and the Execut

The core of the chapter consists of a case study in which, legitimate

bt
(P2



authority having broken down, other forms of power are mobilised
: 1lse to

produce the decisional outcome, and an examination is made of the aff
atfects

of this outcome on later decisions.

Post-war dilution in the Manchester District

Appendix Three shows how closely related have been the disputes with
management over job control and internal disputes within the union over
local autonomy. Both types of dispute have been ascribed by Hinton (1973)
to the craftsman's traditional rejection of any form of control over his
work, whether from management or from the trade union hierarchy. Though
the Manchester district has not figured prominently in the historical
struggles against dilution (as compared, for example, with the Clyde)
several commentators have noted the post-war resistance to dilution in
the district. The Donovan Commission (1968: 89), for example, heard
evidence that in Manchester the AEU refused "to allow such persons
(Government Training Centre workers) to be employed as skilled men even

if registered as dilutees" according to the national agreement on dilution

of labour.

Resistance has been particularly strong to workers from the various
post-war government training schemes. On the 21st April 1967, for

example, Ray Gunter, the Minister of Labour, opening a new Government

Training Centre in Manchester, commented:

"The district committee of the AEU, despite the
shortage of skilled engineering workers in the
area, refuses to accept our engineering trainees..

The national agreement On dilution (Temporary Relaxation of

Existing Customs) was introduced at the beginning of the Second World War,

but, instead of being allowed to lapse at the end of the war it continued

into peacetime and was amended in 1954. It 1is to this national agreement

that the district committee took exception throughout the post-war

on the other hand, as signatories to the

period. The Executive Council,
__'_'_’_’__ﬂ_ﬂ___'___ﬂ_____r_f__ﬂ___ﬂ____________,___ﬂ

———

1
Quoted in Hall and Milier (1971).
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areements, were in favour of them being r i i
g , z operated. On Vocational Training,

for example, the Executive Council wrote to the district committee in

1953, following the committee’s withdrawal of support for the scheme:

"The Vocational Training Scheme Agreement of 1951

was a permissive agreement to provide for the training
of certain individuals within the engineering industry,
always bearing in mind that such training or employment
should not be prejudicial to the employment of our
skilled members, and also should have the co-operation
of local officials, and was not intended to supercede
the Relaxation Agreement.

Within these limits Executive Council feel that the
scheme should still continue to operate and that the
fullest use should be made of local discussions on
this matter where difficulties are encountered”.

Though opposition to dilution was strong throughout the period
it must be recognised that the problem would not be felt equally in all
firms in the district. Of the twenty largest engineering firms in the
district (that is, employing about a thousand workers or over) only
half were engaged upon WoOrk which dilutee labour could perform. Dilution
is primarily required in those firms with a large machine shop. Other
firms require only very skilled toolroom workers plus a large number of

semi-skilled production workers.

The policy preferences of the Executive Ccouncil and district

committee were incongruent on the dilution question throughout the post-

war period.

General congruence - the tone of District committee/Executlve Council

relations

\Y 4 i i i O ruence
14

. ~ nd
manifested itself The historical tensions between local aucnomy a

; i i in Chapter 5
and centralised control have been examined in some detail in p ,

i i ittee and
and the mechanics of the formal relationship between the commlt

1 nutes (1953) . Unless otherwise attributed all

pistrict Committee m chapter are from committee minutes.

quotations in this and the succeeding



the Executive Council have been elaborated in ChapterS 6 and 8
n . It is

worthwhile emphasising at this point the generalised lack of c
ongruence
which persisted through the post-war period (though naturally, th
' e

intensity, or degree, of incongruence varied) This may be int
: er-

preted as meaning that some degree it congruence was inevitable or even
'normal' and that it would be unwise to place too much importance upon it.
There is evidence, however, that the incongruence was not perceived as
"normal' by the participants, but rather was perceived in terms of conflict.
Tndeed, at a shop stewards quarterly meeting in 1958 one shop steward used
the word tconflict' to describe the district committee's relationship

with the Executive Council.

In Chapter 8 it was noted that the district committee was predomin-
antly left-wing for the whole post-war period. The Executive Council,
on the other hand, was predominantly right-wing. It is notable that
during those periods when the Executive Councilman for the Manchester
district was left-wing (1957/8 and 1964 onwards) the degree of congruence

was greater, there being far fewer recorded disputes.

The disagreements with the Executive Council may be classified under

a number of headings:
1) A branch or a member appeals to the Executive Council over a

district committee decision or action. This is quite an important

source of disagreement, One or two appeals of this nature occurlng

every year. When the district committee fines or expels a member,

that member has the right to appeal to the Executive Council.

If the Council's ruling is challenged by either the member OTr the

committee the case can be referred to the Final Appeal Court,

at which, technically, the Executive council is the defendant.

As might be expected, the disagreements arise when the Council

upholds an appeal against the committee.

2) The use of funds. A number of disagreements have arisen over the

. . . o .
i s roscribed
committee using funds to contribute to organization P

by the union.
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3) The committee discussing and passing resolutions on matt
on matters not

covered by Rule 13. This is discussed in more detail in Chapter 8
er 8.

The dissension largely arises over matters about which the
committee might be expected to have some interest, such as circulars
from the Executive Council to the branches.

4) Disputes with particular firms. The Executive Council may dis-
approve of the committee's actions under this heading for a number
of reasons. The most common is that the committee gives its
support to a stoppage of work before the Engineering Procedural
Agreement has been exhausted. The Executive Council may not
only recommend a return to work, but also refuse to make the
dispute official (thus precluding the payment of dispute benefit).

5) General issues of policy. More than any other area of incongruence
this involves the complex problem of local autonomy; the ability
of the district committee to pursue a policy different from that
recommended by the Executive Council, not only on dilution, but also
such issues as piecework, overtime and redundancy. District
opposition to nationally reached agreements occurred in 1956 and

1959 over redundancy policy, and in 1965 over apprentices policy.

The resolution of these conflicts was achieved without recourse

to sanctions, and it is instructive, therefore, to consider the clrcum-

stances in which sanctions became necessary in the context of the dilution

dispute.

The Breakdown of Legitimacy

The Breaxdown Of —-o—-— ——-

At the National conference of the union held in June 1951 a new

wages claim for the coming round of negotiations was drawn up. I support

of this claim the National committee resolved that:

wrhis National Committee instruct Executivg Cogncil
that they shall not agree to any fu;ther dilution
within the engineering industry until our reasonable

By i
demands for a wage lincrease be granted .

National Committee€ Report (1951) .



A numbe i
number of points need to be made about this resolut ion Thouah
8 . ug

the resolution may be interpreted as an expression of labour market
ecconomics, it seems equally reasonable to interpret it as a form of
industrial action or policy of non-co-operation which has the advantage
of having an economic rationale (the same sort of bargaining strategy as,
for example, a temporary overtime ban). In addition, under the 1941
Agreement (see Appendix Three) the Executive Council would only be
involved in dilution at the level of the National Joint Relaxation
Committee, after agreement had failed at plant and local levels. Thus
for the resolution to prevent dilution it would be necessary for union
representatives in the workshops and on local committees to oppose
employers' applications for dilution. Equally, it should be noted that
the resolution instructs the Executive Council to break a national
agreement (though in the context of trade union bargaining, temporary

withdrawal from agreed procedures is not in itself uncommon).

The resolution was published as a matter of routine in the July
issue of the AEU Monthly Journal. The difficulties experienced in
Manchester over dilution began that month when the convenor of shop
stewards at a firm called Churchill Machine Tools Ltd., was approached

by the management wanting to upgrade some men to fitters. The stewards

considered the National Committee resolution and rejected the management

request. When the management made a further approach for the upgrading,

the stewards contacted the District Secretary for advice,’and were told

initially that guidance was being requested from the Executive Council.

On being pressed for advice by the stewards the District Secretary

advised that for the time being they should not agree to any dilution.

Later (how much later is not clear from the records) the management

told the stewards that they had peen advised by the Head Office of the

; ' indi i that
AEU that a circular was peing sent to a1l districts indicating

ce were not to be operated, and

the resolutions of the National Committ

- ; . ]\Ld
ll tion Tl‘le Ste\ddlds 1S
A \I(JW ent d(]a in (]S}‘\E!(i t S O ac ree tO d u
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h t e O e o] Y Relaxat:lo A e STl

in operation as had been indicated in the circular from the Executive

Council.

To this point, although the stewards and the district committee would
seem to have preferred to implement the National Committee resolution,
there were no signs that the issue would develop into one of principle.
Following discussions, proposals were agreed for putting to the management
as a basis for agreeing to the request for dilution. Though these
proposals were put to the management, a meeting of union members in the
Fitting Department decided that they were not prepared to accept any
dilution. Initially, therefore, the strongest opposition to the dilution

came from the members in the workshop.

The management at churchill's began to put pressure On the Execu-
tive Council through the National Employers Federation. The Executive
Council wrote to the district committee and on the 6th September 1951
the number one sub-committee carried out an enquiry into the dispute.

Letters were read from the Executive Council, the National Employers

Federation and from the local Employers Association reporting that the

shop stewards had refused to agree to the registration of four men to

milling.

After the events of the dispute had been related, the chairman of

the Shop—stewards' committee at Churchill's outlined a number of points

to the members of the district sub-committee. Pirstly, the shop stewards

wanted to have some say in the question of who should be upgraded; they

wanted to interview the men and ensure that prospective dilutees were

members of the AEU. gecondly, he said, the firm Were in the habit of

i hi i i i orms
sending for the convener and asking him to sign registration f

previous consultation. In concluding

(see Appendix Three) without any

he added +hat the members in the

his statement toO the sub-committee

shop had stated quite categorically +hat they would not agree to dilution.
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Quite clearly, this last point in particular must have placed th
e

sub-committee in a difficult position. On the one hand, the fi
' irm was

exerting pressure on the Executive Council through the Employers Federation
yet on the other, there appeared to be a clear refusal on the part of

the members to accept dilution. The sub-committee referred the matter

to the full district committee (which would have needed to ratify any
decision anyway), which advised the stewards at Churchill's not t; agree
to any further dilution pending advice from the Executive Council, and

sent a report of the dispute to the Council.

On the 20th September the District Secretary received a letter
from the Executive Council outlining the 'Official' position that the
Temporary Relaxation Agreement be operated, and criticising the district

committee for advising the Churchill stewards otherwise.

The full committee meeting of the 27th September considered this

letter and a resolution was proposed:

"That this district committee is not satisfied with
the reply from Executive Council and request that
Bro. R. Openshaw be allowed to attend a meeting of
the district committee to hear our views on this
matter as we are not prepared to advise our shop
stewards of the terms of the letter received from
Executive Council".

This resolution did not carry, however, and was succeeded by an amendment

that:

"Executive Council be informed we do not agree with

the principle of dilution in this district".

This amendment was carried unanimously. The shop stewards quarterly

meeting three days later resolved:

tewards quarterly meeting endorses
strict committee re. the
greement and its non-operation”.

"That this shop s
the attitude of the di
Temporary Relaxation A

Tt is at this point that the issue 1S generalised from dilution at

a particular firm to dilution in the district as a whole. Though opposition

on would be permitted, the implic-

in principle need not imply that no dilutil

Openshaw was the Executive Councilman with responsibility for the

Manchester District.



cation is clear that the committee ;s
and the Secretar
y would oppose an
Y

dilution applications that came within its purview. It must be b
. e borne in

mind, however, that under the terms of the Agreement, direct control of
’ rol o

dilution was not open to the committee. Only through instructions to sh
op

stewards and district officials could a policy of opposition to dilution
pe pursued. In terms of the effectiveness of opposition to dilution in
the district, the support the committee received from the shop stewards

quarterly meeting would thus be of great importance.

Executive Council and the Solidarity Principle

On 9th October the Executive Council replied to the Committee's

resolution with a fairly conciliatory letter:

"While the district committee may not agree with the
principle of dilution as stated in the resolution
ultimately carried by the Manchester district committee
until such time as the agreement is terminated it is
encumbent upon all districts and members to give effect to
the terms of the agreement. Executive Council propose to
raise with the engineering employers certain aspects of
the Relaxation Agreement but at the same time they feel
that all points raised by the Manchester district
committee are safeguarded within the terms of the
agreement entered into by the Union. Executive Council,
therefore, insist on the Agreement being operated and pro-
vided that strict observance of the agreement is

insisted upon they feel that the apprehensions of your
district committee are fully safeguarded” .

This appeal to observe agreements reached on behalf of the whole

union by national negotiations (and the hint at renegotiations), was not

accepted by the district committee. Following the phraseology implied by

the National Committee resolution they resolved at their meeting on the

1l1th October:

wphat this district committee authorise the District
Secretary to inform the Executive Ccouncil that the
Manchester district committee have only suspendfd the
operation of the Temporary Relaxation agreement .
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Executive Council and the re-affirmation of Legitimacy

The Executive Council then attempted to re-affirm the legitimacy of

their action in the eyes of the district committee. On the 17th October,

they wrote:

"Executive Council note the reasons which are
apparently influencing the district committee in their
attitudes and decisions. It is apparent that your
district committee do not as yet clearly understand

the factual position in connection with any or all
resolutions carried by the National Committee. In the
first place it must be clearly understood that National
Committee resolutions are instructions to the Executive
Council who decide when and how these resolutions are to
be operated, and there is no evidence that we know of
that justifies your committee in even assuming that this
particular resolution will not be given effect at the
appropriate time and in a way which in the opinion of
Executive Council will obtain the best results for the
members. It is quite obvious, if you examine the large
number of resolutions adopted by the National Committee,
that very often contributions to the discussion which
help to guide the members of the National Committee

in adopting the resolution have to be taken into account
by the Executive Council".

This attempt to restore legitimacy had no more effect than the appeal
to observe national agreements. It became clear to the Executive Council
that there was no longer any basis in legitimate authority to which it could
appeal, in order to get the district committee to follow its instructions.

The district committee had denied that the Executive Council could legiti-

mately refuse to operate t+he National Committee minutes, and had refused

to implement a nationally agreed procedure.

.

Application of Sanctions

Oon the 23rd October, the Executive Council sent a further letter to

, . c
the District Secretary: which was discussed at a special meetlng of th

istrict
district committee on lst November. At the request of the Di

) i wards
Secretary, the Chairman and Secretary of tne churchill shop ste
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committee were also present. The letter which was read to the g

I i i were bound to
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that "the Executive Council could no longer tolerate a flouting or evasion

of their instructions". The letter continued:

"This letter must be placed before the district com-
mittee, and Executive Council desire to be informed
of the members of the district committee who either
abstain from voting or voting against giving effect
to Executive Council instructions, and in conformity
with Rule 22 Clause 1 intimate their intentions to
proceed against such members under the said Rule and
Clause, lines 10-13-' or refuse to comply with the
order or decision of any committee, council or con-
ference having jurisdiction over such member under
these rules' and lines 25-28-' or who being an
officer shall have refused to perform their duties
imposed upon him by these rules or any of them, may
be expelled by his Branch, with the approval of the
Executive Council, or he may be expelled or otherwise
dealt with by the Executive Council. Executive Council
desire the information by 5th November 1951".

what this quotation from the rules does not convey very clearly is
that 'may be expelled or otherwise dealt with' applied not only to the
officer of line 25 but to the whole of Clause 1. Thus all of the members
of the district committee were threatened with disciplinary action, the
most extreme form of which would have been expulsion from the union.
(In the 1970 Rule book, the phrase 'or otherwise dealt with' is amended
to read 'or suspended from office or fined a sum not exceeding ESf
Though not spelt out in the Rules of 1951 these would appear to the

sanctions other than expulsion available to the Executive Council) .

The minutes of the meeting note that the discussion following the

reading of the letter was lengthy and heated. The shop stewards chairman

{111 rds on
stated that the management were still unwilling to meet shop stewa

ared to
the dilution question. He said that the management were not prep

rms of the
specify their requirements; they wanted assurances that the te

- s and when they
Temporary Relaxation Agreement would pe operated and that a

then would
wanted dilution in the factory it would be granted. Only

i i raded men
they be prepared to discuss the conditions under which the upg

would work.



Concern was expressed at the

employers rather than the shop

agreement.

meeting that it appeared to be the

stewards who were trying to breach the

In the event of shop stewards not approving an application fo
r

dilution the case should have been referred to the Local Relaxation

Ccmmittee.
a breach of the agreement, and

meeting for not supporting the

The minutes record that
very critical of the decisions

also of the means whereby they

The o Vo e . . .
employer's insistance on imposing dilution unilaterally was

the Executive Council was criticised by the

district committee on this point.

the majority of the committee were not only

which the Executive Council had taken, but

were being enforced.

But eventually, on the

advice of the District Secretary, the following resolutions were adopted:

committee accept the decision of Executive

Council on this matter under protest.

comnittee express concern at the terms

of the Temporary Relaxation Codified Agreement.

in the district be advised of the

decision of the district committee on the letter

received from Executive Council.

That this district committee disapprove

of the terms

of the letter dated 23rd October, and ask under what

Rule does Executive Council have the

they are the body who shall decide how a

power to state that

nd when National

*
b

Committee decisions are operated.

"]1. That this district
2. That this district
3. That the Conveners
4.

5. That we ask fo

on this guestion whic

October being sent'

A further resolution,

"we the undersigned m
Machine Tools request
s Executive Counci

Churchill

mittee to pres
National Committee

non—implementation

Resolution Number 5

signed by 27

r the voting of Executive Council members

h resulted in the letter of 23rxrd

7 members at Churchills was forwarded:

empers of the AEU employed at
the district com-
1 to recall the 1951
and explain thelir reasons for the
of the’lQSl National Committee
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It is clear from these resolutions that this issue had been re lved
SOlve

in favour of the Executive Council. 1In the Council reply to the district
ric

committee no more was said on dilution except to repeat that they intended

to raise the Agreement with the Employers National Federation. The

Council vote on the decision to send the letter had been unanimous, they

reported. The Council did make another attempt to reassert their

authority on the 'resolution problem':

"Eyecutive Council point out that in the absence

of any specified date being laid down by National
Committee for the operation or application of resolu-
tions it must be left to Executive Council as the
governing body of the union to decide in accordance
with the circumstances at what time it is appropriate

to operate certain resolutions ..... It cannot be the
prerogative of a district committee to select one
resolution and to decide to operate such ..... and it

will be for the National Committee, not any district
committee, to pass judgement on Executive Council in
respect to their actions upon decisions passed by that
bodyll .

As far as the evidence of the minutes reveals, this marked the
conclusion of this particular incident. It is perhaps worth re-emphasising
that the committee did not pursue the case to arbitration by either the
Final Appeal Court, (there being no ground (under Rule) on which the

case could have been fought) or the membership in the district.

Orientations and Dependence

I have argued that in an overt competition the importance of the

'dependence’ variable is that it makes sanctions difficult to avoid and

. . : ' i ! i ations
thus more effective. In this particular instance the 'active orientat

of the district committee members paradoxically created the conditions of

dependence. Though fines and expulsions were possible sanctions the most

: i ew
likely sanction was dissolution of the committee and the election of an

i i ttee
one. It was effective primarily pecause of the value which the comml

1
mb i liance on 'resources: .
members placed on membership, rather than because of re

; the
It is not necessary to specify the source of this value, only that

i 'h i they could
committee members clearly felt that there was something which ;



achieve as members of the committee that they could not otherwise achieve
when askedwhy the committee had not contested the issue further, Eddie Frow
(a committee member at the time, and later District Secretary) explained
that they had decided that further opposition was pointless. They would not
be able to get the Council decision reversed; all that would happen is

that another committee would be elected (albeit with some difficulty)

which would probably be less competent and certainly less experienced.

Underlying the rationale of these views is the pervasiveness of the
union's electoral system and the existence of factions. As Edelstein et al
(1975) and Martin (1968) have emphasised, the AEU is characterised by both
a vigorous electoral system and factional groupings. That the issue was
not thrown open to membership arbitration may be ascribed in part to the
risk of that arbitration producing a right-wing majority on the district
committee. It has been argued elsewhere that the Executive Council
(a predominantly right-wing collectivity) would receive the support of the
instrumentally oriented passive members pecause of the legitimacy granted
to them by the state and employers. In this context Tannenbaum (1968)

refers to the ratification power possessed by the membership as the
"potentiality of control™ (1968: 280).

In this sense, it may pe argued that the passive membership exercised

a latent arbitral role even though the issue Was not referred to them.

manifest arbitration, the

+
7

However, since the issue was resolved without
term 'negotiated outcome' remains approprlate.

In addition Eddie Frow stressed that the committee members valued

their position on the committee as participation in union activitles;

removal from the committee thus represented an important sanction.

Power dynamics - the post—sanctions phase

It has been noted that congruence petween the district committee

1 - iod. Thus
and the Executive Council was low throughout the post-war period
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the outcome in favour of the Executive Council in 1951 did not reduce th
he

general level of dissension. On dilution, however, the few years subse-

quent to 1951 show a marked change in committee decisions. In May 1952

less than six months after the Churchill dispute, a problem arose in the
Tank Shop at Ferranti's. The convenor informed the numberocne sub-committee
that the shop stewards were not prepared to operate the Relaxation Agree-
ment, because the introduction of dilutees had affected skilled earnings
(through slower working, and hence a lower contribution to a Pool Bonus
Scheme). The sub-committee resolved:

"That we cannot agree to dilution at Ferranti's
if it means our members will lose financially".

and also:

"That we instruct the convenor to open negotiations
with management to ensure that our members do not
lose financially".

By referring the matter back to the firm the sub-committee was
able to avoid having to make a decision. They were able to do this again
in July of that year when a dispute arose in the Transformer Machine Shop
at Ferranti's. The members in the shop felt that if they were accepted
the dilutees would be given the large patch, easier jobs, while the

earnings of the skilled men would be reduced because they would have to

do the jobs involving frequent setting up. The members had decided to

refuse the application and also to refuse co-operation, if dilutees were

introduced. The sub-committee resolved that:

are no real grounds
our members to comply
Relaxation Agreement”.

"In view of the fact that there
for refusing dilution we advise
with the terms of the Temporary

But this resolution was gualified with another:

nphat the district committee advise the Engineering

Employers Association that our members are reluctant
to co-operate; therefore, the management must @ake"
themselves responsible for the supervision required”.

Again, the sub-committee compromised, but nevertheless advised that
14

For the next few years the pattern of dilution

the Agreement be operated.

cases was the same Under the Relaxation Agreement the committee could



only become involved indirectly if the stewards in a firm objected to a
dilution application, and even then they could only 'instruct' or advise
shop stewards, or the representatives on the Local Relaxation Committee
(usually the Divisional Organiser). The stewards complaints were usually
over earnings, and in each case the committee either recommended a rejection
of dilution until the earnings issue had been settled, or recommended that

dilution be accepted and earnings negotiations take place. A typical

dilution resolution was the one in July 1952 over dilution at Churchill's:

"That in view of the fact that there are a number of
anomolies affecting the earnings of our skilled members
arising from the introduction of dilutees, we instruct
our shop stewards to open negotiations with management
with a view to removing these anomolies, as until they
are resolved we are not prepared to advise our shop
stewards to agree to the present application".

During this period the 1954 Codified Agreement replaced the 1941
Agreement, and the minutes record only a noting of the new clauses
(see Appendix 9/1). The district policy, as far as one can be identified,

appeared to be that the Relaxation Agreement should be operated.

The re-emergence of district legitimacy : The Platt's Closure 1956

In 1956 the proposed closure of Platt's (Barton) Ltd., manufacturers
of textile machinery, created the prospect of 2,000 jobs being lost in the
Manchester district. Of these a good proportion would have been skilled

workers and so, on the 10th October, the number five sub-committee met to

*

consider the question of dilution in the district. They resolved:

wrhat we agree to defer any further dilution until all
the skilled men at Platt's are absorbed elsewhere.

The question of agreeing to further dilutign be con-
sidered again when it is known that the skilled men.
in each particular trade have been absorbed. 'At this
stage, consideration be given to dilutees taking
similar jobs in other factories where they should be

re-registered”.

As has been shown pefore, such a blanket ban on dilution is contrary

to the Agreement, which insists that each application must pe considered,

; Ooth
and, if necessary, pursued through the Relaxation procedure. On the 3
1



October the number one sub-committee considered a number of letters from

Convenors 1in the district advising that they had received upgrading

applications from their managements. As a number of stewards were being

pressed by their managements for a decision, the District Secretary
suggested to the sub-committee that a firm decision was required. The
sub-committee agreed to the request at three firms 'in view of special

. 1
circumstances' but passed a more general resolution:

"That our shop stewards be advised that we are not
prepared to grant permission until fully skilled man
affected by the proposed closure of Platt's are
absorbed".

Just under a month later the Local Relaxation Committee considered
the closure of Platt's as well as a 20 per cent redundancy at a firm in
the neighbouring Ashton district. The trade union representatives
refused any further dilution until a more stable labour position was estab-
lished, so the Employers referred the matter to the National Relaxation
Committee. The district committee (in a resolution to the Divisional
Organiser's report) endorsed the stance of the representatives at the Local
Committee. The employers' reference to the National Relaxation Committee
was heard on the 5th December (the District Secretary represented the

district committee), and after discussion the matter was referred back for

discussion locally 'in the light of existing circumstances'. At the

subsequent Local Committee meeting in January 1957 the trade union rep-

resentatives were not prepared to change their minds and decided that

"dilution will continue to be resisted throughout the division whilst the

present conditions remain" (my emphasis).

The district committee was thus able to derive legitimacy for its

opposition to dilution from a number of sources. Firstly, the closure at

i d skilled members whose
Platt's meant not only that there existed unemploye

protect but also that the Agreement was being

job rights they needed to

operated in principle (the employers could not prove that no skilled labour

i perated
was available) Secondly, to some extent the Agreement had been oper ,
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since the matter was referred to the National Relaxation Committee which
which,

unable to reach a decision, had referred it back. Thirdly, the ban st
' ’ an stemmed

not from the Manchester district alone, but also the other district
s in

Division Eleven (Stockport, Ashton, Newton and Warrington) covered by the

Local Relaxation Committee. The policy was only outside the Agreement in so

far as blanket opposition to dilution was outside the Agreement

The Executive Council wrote to the district committee, insisting
that the Agreement be operated. After a discussion of this letter and
the correspondence related to the Employers' reference to the Local Committee

the number four sub-committee resolved:

"That we instruct all shop stewards to forward all
applications for dilution to the district committee
for agreement or otherwise".

when the full committee considered the matter a week later, the
District Secretary pointed out that he was required to write to the Executive
Council on the subject and felt that a firm opinion should be expressed

by the committee. The previous decision to ban dilution was re-affirmed.

A further exchange of letters between the Executive Council and the
committee then followed; the Executive Council insisting that the Agree-
ment be operated, the committee replying "that we are operating the spirit
and intention of the agreement'.

to the National Relaxation

¥
7

The Employers again referred the matter

Committee at which one strand of the legitimacy of district committee

opposition was removed. It was decided that:

"1n view of statements made by the Employers as con-=
tained in the short-hand notes, the Union representﬁtlves
agreed that the Relaxation Agreement be implemented” .

The district committee still attempted to retain some control over

ril 1957 the Executive Council wrote to report

dilution, and on the 26th BAp

i i S
that the Employers were considering a referral to the Industrial Dispute

xed its ban during June and July, the

Tribunal. Though the committee rela
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Employers were concerned to
ploy to remove any control over dilution £
rom the

district committee. 1In September the Manchester Engineering Emplo
yers

Association referred the case to the Industrial Disputes Tribunal Th
. e

Ministry of Labour suggested a meeting of the parties before the hearing of
the Tribunal to which the Divisional Organiser agreed, though he also
requested specific details of the Employers' allegations that the Agreement
was not being operated. The Organiser presented his report of this procedure
to the district committee, and at the same meeting the committee agreed

to an application for dilution, "bearing in mind the report of the

Divisional Organiser".

At the pre-tribunal meeting the Employers insisted on proceeding to
arbitration on all firms where agreement on dilution could not be reached,
though the trade union view was that where sufficient reason was given for
refusing the applications this could not constitute a dispute. The re-
ference to the Tribunal was withdrawn, and a meeting of the National
Relaxation Committee arranged, at which it was agreed that the matter

be referred back for decision locally. The district committee, considering

the meetings which had taken place, resolved:

"That this district committee endorse the action of

the Divisional Organiser in advising the Engineering
Employers Association that there will be no further

dilution whilst the present position obtains".

The evidence suggests, however, that in spite of this resolution

there does not appear to have been great difficulties over dilution after

this date. The issue appeared occasionally in the minutes, but usually as

a formality or where the shop stewards wanted to discuss some related

question. On the few occasions when this resulted in a refusal of the

applications the Employers usually protested to the Executive Council,

who wrote to the district committee insisting that the Agreement be operated.

cases raised any of the problems that

There is no evidence that these

occurred in 1951 and 1956.



Conclusions
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The guestion that must be asked, therefore, is why the district

X . _ . .
committee's statements on banning dilution did not arouse the same degree

of Executive Council hostility in 1956 as in 1951. Certainly, the
1

Executive Council wrote many times in 1956/7 insisting that the district
committee operate the agreement but they did not resort to sanctions.
There are a number of reasons why this may be so. Firstly, although

the district committee stated that dilution was banned there is evidence
that the ban was operated reasonably flexibly. Even immediately after
the resolution banning dilution in September 1957 there is little evidence
of dilution problems occurring. It is possible to argue, therefore, that
the district committee, mindful of the events of 1951, were not prepared

to push opposition to dilution to that level where the Executive Council

would be impelled to take more severe action. Secondly, in 1956 the district

committee could legitimise their actions on the ground that there were
skilled workers unemployed, that the procedural agreement was being imple-

mented in a way, and that all the other districts in the division were

involved in the ban. This may be compared with the source of legitimacy in

1951, which is the third reason why the Executive Council acted more

severely. The position taken by the district Committee O Resolution 54 in

may be interpreted as a challenge to the policy-making freedom of the

Executive Council, not in the single area of dilution policy, but on the

whole question of the implementation of National Committee resolutions.

As Appendix Three notes, the degree of Executive Council control over

policy-making has been a contentious issue in union affairs throughout

its history. The problems of 1951 may thus be interpreted as a dispute

; i i ot
over legitimacy in general, whereas 1n 1956 general principles were 0

at stake.

A fourth reason may pe that durind the dis

er affairs was Les Ambrose, a left-winger,

Councilman dealing with Manchest

pute in 1957, the Executive

1951



which may nave raised the general level of congruence between the parties

In several ways, therefore, the evidence from this case study bears

out some of the hypotheses put forward in Chapter Six. The 1951 conflict

may be presented in terms of that model as follows:

i
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Figure 12: The process model and conflict with the Executive Council

Sanctions in the model must be reinterpreted as the threat of
sanctions, made in an unambiguous, overt fashion. Though conceptually
not the same thing, application of sanctions and overt threat of named
sanctions may be regarded as sufficiently similar to apply the analysis.
These threats become necessary since congruence was low, legitimation

had broken down and orientations were 'active'.

¥
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Though the power capacity of the district committee was low vis-a-vis

the Executive Council (see, for example, loop seven in Chapter Six) the

district committee had at jeast sufficient belief in their own power

capacity to make a temporary stand against the Executive Council. It was

i i a threat of
in part a realisation of lower power capacity that prevented the

sanctions being converted into the application of sanctions. On the

one hand it may be argued that the district committee's perceptions

changed during the course of the conflict, but it seems more likely that

. 2 ] r
the district committee were aware the whole time that they could only



oppose the Executive Council up to the point of sanctions being threatened
In any case, the dependence of the district committee's members on membership

as a source of valued participation in union activities enabled the threat

of sanctions to be effective.

Perhaps more important in terms of the dynamics of power within an
activity loop is that the Executive Council's evident willingness to apply
sanctions acted as sufficient reason for the district committee to operate
the Relaxation Agreement in the subsequent years. Even when challenging
Executive Council authority again in 1956 the district committee were
more careful not to provoke the Executive Council too far, and to justify
their actions on grounds which the Executive Council might partially

accept as legitimate.

Legitimacy is equally important in any consideration of the threat
of sanctions and its effectiveness. Though it was a breakdown of legitimacy
which in part made the threat of sanctions necessary, the imposition of
sanctions was perceived as legitimate by the district committee; there
were no references in the discussion at the relevant committee meeting
to the Executive Council 'having no right' to impose the sanctions. This
regard for legitimacy derived from the Rule Book has been noted in Chapters

Four and Eight. And as Fletcher (undated: 4) puts it:

"Democracy therefore entails the acceptance of the

'yule of law' within the union and, as a result,

a meticulous and legalistic attitude towards the

rule book".

The outcome produced in this competition may justifiably be termed

'negotiated’, since, al though the district committee were pressed by shop

stewards, and the Executive Council by the Employers, neither party appealed

to outside arbitors in the dispute. The Executive Council used sanctions

granted to it by the Rule Book, and the district committee complied because

(If it were argued that the

of dependence on Committee membership.

district committee members might have been expelled from the union, and



tnus possibly put out of work, the basis of dependence would be altogether

different. This sanction seems to have been unlikely, however).



CHAPTER TEN

THE DISTRICT COMMITTEE AND A WORKSHOP ORGANIZATION:

A CASE STUDY IN ARBITRATED OUTCOMES

Introduction

Arbitrated outcomes have been described as those outcomes of a com~
petition which are reached by appeal to an agency (arbitrator) external to
that competition. 1In Chapter Four, the state, the employers, and the
passive membership were identified as significant sources of legitimation
for rival collectivities in a trade union polyarchy, and this legitimation
forms the basis of their capacity to arbitrate an inter-collectivity

competition.

This chapter examines the process of outcome arbitration in a com-
petition between the Manchester district committee and the shop stewards
organization in the largest engineering firm in the Manchester district.

Hyman says of such relations:

"As in the case of management-worker relations those
between shop stewards and the representatives of the
official trade unions normally involve a process of
'negotiation of order.' Reciprocal expectations,
obligations and understandings develop, and in normal
circumstances a stable working relationship (involving
the acceptance of areas of autonomy) is created. Yet
on occasion the 'negotiated order' can be disrupted and
the power balance inherent in the relationship
generate overt conflict". (1975: 163)

The firm in which this case study is located produces heavy electrical

engineering products in two Manchester district factories,’ the larger bullt

in Trafford Park before the First World War and the other a transformer

factory built in Wythenshawe in 1955. Founded at the turn of the century

by the Westinghouse Corporation of America it came under British ownership

during the First World War as Metropolitan-Vickers Ltd, reverted to part

American ownership again in 1928 (when it became part of Associated

Sy , i i 53.
Electrical Industries) and reverted back to British ownership in 195

. - 5 itan-vickers
As part of the scarch for a corporate identity the Metropolitan-Vicxe

9]
—
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title was dropped in 1960 in favour of A.E.I. (Manchester) Ltd

Takeover by the General Electric Company in 1967 was followed quickly

by merger with English Electric in 1968. The rationalisation which followed

these changes accelerated the reductions in manpower which A.E.I. had
been implementing during the 1960s, so that an estimated workforce of
15,000 manual workers at Trafford Park just after the Second World War,

was reduced to less than 5,000 by 1970.l

The plant organization contained several features likely to make
control by the district committee more difficult. Over twenty trade unions
were represented on the twenty strong workers' side of a works committee
(this committee, with representatives both of trade unions and management
was set up in 1917), density of union membership was high, and a large
number of issues (particularly concerning piecework) were traditionally
dealt with in the workplace, allowing trade union experience to develop.
However, the plant organization was not always unified, one area of

friction being between some E.T.U. and A.E.U. shop stewards.

This chapter examines three occasions of overt conflict between the
district committee and some of the A.E.U. stewards on the workers' side
of the works committee (most notably, the A.E.U. Convenor of shop stewards,
Bert Brennan). Two of these occasions centred around strike calls and

the third around the redundancy problem of the late 1960s. 1In keeping with

the 'process oriented' model of power accumulation and diminution employed

in this study, the incidents are examined in chronological order. In

addition, the external sources of legitimacy drawn on by the Convener

are examined in each case. These are the legitimacy granted by the

management, other shop stewards on the works committee, the Executive

Council, some full-time officers, and in the arbitral sense, contingent

legitimacy granted by the passive mempership in the plant.

-
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Jones and Marriott (1972).
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Before examining these incidents in detail it is worth re-emphasisirng

some general polnts about the relationships between shop steward organiz-

ations and trade union hierarchies

Sources of workshop organization independence

Although Rule 13 of the Union Rule Book prescribes a form of bureau-

cratic control relationship the extent to which a district committee can

exercise control over workshop organizations is severely limited in practice

by a number of constraints.

a)

Problems of information flow.

The information which the district committee receives from workshop
organizations is extremely variable in quantity and quality. Shop
stewards quarterly reports are a formal channel whereby information
about density of union membership and wage rates in force are con-
veyed to the district secretary and hence the committee. However,
even when these are fully and promptly returned, they cannot convey
information about issues which arise on a day to day basis such as
disputes. As an alternative to information coming from the shop
stewards the committee can and does receive communications from

individual members, either directly or indirectly via a branch, and

from managements.

However, individual members that do not attend branch meetings (and,

therefore, do not hear the committee representative‘s report) are

unlikely to be in a position to xnow what is district committee policy.

Similarly, managements will not usually be aware of district committee

policy and will only complain to the district secretary, Or the

i i i reements are bein
employers association, if they feel that national ag g

the employer's) interests. Thus the

infringed contrary to their (

certain whether or not its

committee may find it difficult to as

; ; +h i < ce.
decisions are belng complied with in the workpla
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The role of shop stewards in the maintenance of the organization.
Several writers have noted that shop stewards play an important
part in the recruitment of members and the collection of union
dues. Goodman and Whittingham (1969) have argued that the com-
petition between unions for members has limited the extent to which
sanctions can be applied to shop stewards. Many union officials,
they suggest, consider that expulsion not only creates martyrs and
hostility to the union, but also removes offenders from the union's

influence, while not preventing them from influencing union members.

In the A.E.U. the rules provide that contributions must be paid at
pranch meetings and therefore imply that collection by stewards at
the place of work is contrary to rule (Rule 7, Clause 12). However,
according to McCarthy (1966) all the A.E.U. stewards in the Royal
Commission's study collected contributions each week, and in the
Clegg, Killick and Adams (1964) survey it was found that 68 per cent
of A.E.U. shop stewards collected contributions. The Clegg et al
survey shows that shop stewards do almost as much collecting in

a union which makes no provision for it, and in which the practice
appears to be contrary to rule, as in unions whose rules prescribe
for the appointment and payment of collecting stewards. HOW else,

asks McCarthy, could the Engineers collect contributions in a large

factory in which they organise hundreds or even thousands of members

who certainly could

The introduction of " check-off" schemes would weaken McCarthy's

argument, but in their absence the shop steward plays an important
14

role.

The part played by shop stewards in carrying out essential union

i i S
functions means that full time officers oI lay commlttees such a

i im sion
the district committee must be very careful to give the impres

¢ is apy iated and to give the shop
that the shop steward's work is appreciates

: e at only in
stewards support whenever pOSSlble. McCarthy suggests th Yy

not be persuaded to attend branch meetings regularly?



extreme cases, where shop stewards have systematically defied

instructi
uctions or have led open revolts against accepted union

olici . . ' ,
policies, 1s 1t possible to withdraw credentials or expel dissident

members without giving rise to a widespread conviction that they

have been unfairly treated or punished for defending the workers

interests.

The relationships between shop stewards and work groups.

This last point of McCarthy's implies further that sanctions are
difficult to apply because shop stewards have a closer relationship
with the members than the full time officers or lay committees.
Because of the close knowledge that the shop steward has of plant
affairs, and because he is directly elected by the work group he
represents, 1t may be argued that the authority of shop stewards
is perceived by the members as being more legitimate than those of

'outsiders'. As Fox notes:

"I+ must suffice to say that in some situations the
individual may come to feel that his only real refuge
is his immediate work group. Loyalty to that group and
its leader may then rank as a prior obligation.
Especially is this likely to be the case where the
work qroup has proved the most effective instrumental
ljevel through which the individual goals are pursued.
If, at the same time, the group members find themselves
in normative conflict not only with management but also
with some higher-level collectivity of their union, and
unable therefore to legitimize the policies of either,

the strength of their identification with the work group

as their only source of legitimate leadership is likely

to be very great". (1971: 112) ]
e in mind that the

Though this is probably true it should be born

relationships between shop stewards and work groups are Very complex.

Not only is the notion of a work group itself vague, but also different

groups will interpret the role of stewards differently, as too will

different stewards. Goodman and whittingham, particularly, have

drawn attention to the divergences which may arise between shop

stewards and work groups:
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"Stewards may not know sufficiently well the tasks of
the work groups to represent them effectivelvy in °
collect%ve bargaining and may even lack sympzthy with
the attitudes of some groups within their constituencies

..... the importance of group activity can be
exaggerated”. (1969: 75)

In addition:

"Evidence suggests, particularly in large plants,

that as shop stewards become accepted by management,
and as they develop bureaucratic tendencies within
their own shop stewards associations, the senior ones
become dissociated from the work groups they nominally
represent”". (1969: 85)

Since the relationships between shop stewards and work groups can
vary quite considerably, so too will the extent to which members
orient themselves to the plant organization as a collectivity.

It is where this orientation is strong that restraints are imposed
upon the ability of full-time officials and lay committees to

apply sanctions against members of the plant organization.

Multi-unionism

Goodman and Whittingham draw attention to the way in which shop
stewards associlations may develop pureaucratic tendencies and
hence produce a rift between stewards and workplace members. These

associations are often composed of a number of unions and pose

difficulties of control not only for members but also for higher

levels in the collectivities. McCarthy (1966) notes that where

multi-unionism exists individual union control becomes difficult.

+
:

The TUC report of 1960 stated that:

"cases of muddle, duplication and even conflict have

arisen through these bodies acting as though they were
independent of union obligations". (TUC 1960: 129)

e union 1is attempting

Problems of control arise particularly when on

to impose a policy on the workshops whereas the other unions are

rcime agreement in the 'Leachester'

not. With reference to an ove

district, Boraston et al found that:
"Control was probably effective among.tbe skillea )
workers but production workers were divided betwee

i < ad little
soveral unions, and the other unions had



regard for the agreement. There was therefore no

mians of gnsurinq control of overtime worked by members
of the union (AEU) on production". (1975: 35)

A similar point i1s made by Turner, Clark and Roberts (1967: 205), and
. ’

by Hyman and Fryer (1975: 155) who comment :

”?or where, as normally happens, the shop stewards of
different unions in the same factory act jointly, control
from above by the full-time officials of the

various unions is very difficult. This point is of some

relevance for the question of control by union leader-
ships..... "

Other sources of workshop organization independence.

To some extent the factors already considered will, by making

plant organizations less liable to sanctions, be sources of indepen-
dence from control by full time officials and the district committee.
There are, however, a number of other factors which will allow
workshop organizations to build up their strength within a plant

and hence become less dependent on union assistance. McCarthy (1966)
identifies the state of the labour market, the socio-technical system
of the plant, the level of decision-taking, the wage structure, the
scope of agreements, and employer, union and work group attitudes

as the main determinants of the behaviour and influence of shop
stewards. Goodman and Whittingham (1969) see the influence of shop
stewards in a plant as being much more a function of trade union
organization. In particular they identify multi-unionism, branch

apathy, vague rule books, the paucity of full-time Sfficials

and the role of shop stewards as work group leaders, as contributing

to what they call 'shop steward power'; though in addition they also

mention loose industry bargaining and the willingness of management

to concede to force.

However, Boraston et al (1975) suggest that from the evidence of

their studies many of the factors considered above are not as

important as has been thought. For example, it does not appear to

3} 3 o 1} % - n‘.les
i ffe ~rlkshop independence whether branci
have made much difference to workshop 1 P



1 GO

are organized geographically (when apathy 1is said to be highest)

or on the workplace. Similarly they found that "the availability

of full-time officers therefore has an effect on workplace independ-
ence, but the studies also show there are limits to this effect"
In addition, "the case studies produced no instances of a wide

scope for bargaining encouraging independence" (1975: 167 and 180)

The variable that they found to be of the greatest importance was
the size of the workplace organization, since the larger this is,
the greater the resources at its disposal and the more independent
its behaviour. In addition to the size factor they argued that
resources will be larger the greater the unity within a workplace
organization, the trade union experience of its members and their

status as employees.

Tn view of these difficulties in achieving control over workshop
organizations, and in particular in applying sanctions, 1t 1s easy
to agree with Goodman and whittingham when they argue:

"Unions have little effective redress against the

steward who occasionally exceeds his authority and

assumes the powers to extend his role" (1969: 178).
And similarly with Boraston et al when, with particular reference
to district committees in the AEU,they state that:

"There was little they could do to impose their

standards upon powerful workplace organizations
which chose to keep their affairs to themselves:.

(1975: 85)

Negotiation of legitimacy and allocational norms

. t
As was noted in the introduction, 'areas of autonomy are part of

the negotiated order between shop stewards and other hierarchical collectivi-

The questions of autonomy and legitimacy occur

ties in the trade union.

. - ! egotiation’
at the outset of this case study in what may be termed ‘overt neg '

: o ; either party to
though the outcome was probably not the one intended by either party

the negotiation.



Nevertheless this outcome was used as a source of Legitimacy twent
y—.

two years later. The problem arose with a dispute during the Second
- n

World War between the shop stewards of the AEU and those of the ETU on

the works committee, concerning the type of procedure to be followed in

the factory. The ETU claimed that an arrangement had been reached with
management allowing the ETU chief shop steward to approach the super-
intendents or higher management without the consent of the works committee
man for the area concerned. An AEU member objected to this with the
result that the works committee (which at that time had a majority of AEU
members) repudiated the agreement, on the grounds that they could not
agree to one union being in a favoured position. Mr Blackwell, the ETU
chief steward had brought the gquestion up on the Area Committee of the ETU
and they had endorsed the procedural agreement he had reached with manage-

ment.

At a joint meeting of representatives of the ETU and AEU, held on
the 29th January 1946, Hugh Scanlon, the AEU Convenor of Shop Stewards,
put forward the opinion that a question of principle was involved -
should the sole responsibility for negotiations rest with the works
committee or should any separate union be entitled to carry on negotia-
tions without the knowledge of the works committee? He suggested that

the procedure which the ETU were attempting to establish was entirely

cutting out the works committee procedure and would mean each separate

+
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union conducted its own negotiations.

It can easily be seen that Hugh Scanlon's question of principle was

anything but an either/or problem. He posed the two possibilities as

ibili i ni or 'without the
being 'sole reSponSlblllty' with the works committee, £

i are rather extreme
knowledge of' the works committee. Clearly: these

alternatives but nevertheless the joint meeting resolved:

vThat the Works Committee shall be solel¥‘ )
e Iirm .

responsible for negotiations within th



Of course this resolution established an awkward precedent with regard

ro the position of full-time officers and the district committee. Th
T . e

Executive Council of the AEU in a letter to the district committee
(dated 25th February) noted this resolution but asked for its terms to

be made clear with respect to the position of full-time officers. There

appears to be no evidence of whether this was ever done, but the resolution

was never amended.

Tt should be noted that the reasons for this dispute were more than
just inter-union rivalry. By putting responsibility for negotiations onto
the works committee the resolution gave added importance to the role of
the AEU Convener, a post held at this time by Hugh Scanlon, then a member
of the Communist Party and a notapble local militant. Similarly, the
repudiation of the agreement achieved by the ETU reduced the role of the
ETU chief shop steward, Mr Blackwell, a prominent local Catholic and
Labour Party supporter. Not only were there factional problems between
the two unions but also within them, particularly within the ETU. In
late 1948 Blackwell had his credentials withdrawn by the ETU district
committee after a minor shop dispute in which a Communist shop steward

of the same union was involved. As Turner says:

"Many of the inter-union and politico—religious
conflicts which culminated in the Blackwell affair
of 1948 had centred in this body the Works Committee
at Metropolitan—vickers)." (1950: 208)

The AEU district committee, under whose auspices the joint meeting

had been held, was probably fairly satisfied with the outcome as Hugh

Scanlon, a district committee member himself, appeared to have a good

relationship with the committee and kept them fully informed of develop-—

In 1947, however, he was elected to the post of

ments within the plant.

Bert
Divisional Organiser and his place as AEU convenor was taken by

Brennan who had been his deputy.

gitimation: phase I

Power testing and 1€

i : : . first of the major difficulties
It was not antil late 1951 that the Ilr
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rose between the district committee and the works committee. The issue

was the dismissal of a Mr B. Rothman, an AEU shop steward and works

committee man (though not on the district committee). Rothman was a militant

shop steward who spoke of himself as "a thorn in the side of the management",
and it was believed by the district committee that his dismissal was directly
related to his trade union activities. At a full district committee meet-
ing on the 22nd November 1961 standing orders were suspended to hear
representatives from Metropolitan-Vickers who had stopped work because

of his dismissal.

The dispute arose on the 20th November when a welder was given a job
to do without a fitter, previous practice in the works being that the
fitter worked in conjunction with the welder. The welder was instructed
to proceed with the job under threat of dismissal. Three leading stewards
all viewed the work concerned and agreed that it was a fitter and welder's

job, whereupon the men in the department stopped work.

Rothman decided to call a meeting in his own department, at which it
was decided to support the action of the men in the department where the
dispute had arisen. He was dismissed for ‘participating in a stoppage',
and as a result the men in the West Works stopped work. At a meeting follow-

ing the stoppage they decided that they were not prepared to resume work
until Rothman was reinstated.

Hugh Scanlon (now Divisional Oorganiser) and the Di§trict Secretary,

at the factory for a works conference on other matters, heard of the dis-

pute and asked Bert Brennan to arrange an informal meeting with the Assistant

Works Manager, Mr Main. Through the shop stewards the men vere asked to

e informal discussions to take place, and this they

resume work to allow thes

did. However, at this informal meeting between the Divisional Organiser,
- 1

the District Secretary and the management, the management refused to expand

on the statement that Rothman was dismissed for participating 1n a stoppage,

i s ] ! i i a guestion
though Mr Main the district committee was told, said, 'This 1S & gue



for the management to decide, I am running this factory and I am going t
it T o)

have discipline’.

When the results of this meeting became known the men in the West
Works again stopped work, and this was how the situation stood when the
district committee met on the 22nd November. Considerable discussion
took place and the following resolution was moved and seconded:

"That this district committee is of the opinion that
the week's notice given to Brother Rothman is a
straightforward case of victimisation and constitutes
a threat to the shop stewards in the area.

It further declares its appreciation of the action
taken by the workers in the West Works and hereby

decides to call a meeting of all members at Metro-
politan-Vickers on Friday noon 23rd November 1967

to call support of the action taken by the members
in the West Works".

An amendement was then put that the second part of the resolution
should be deleted and "that a meeting of workers be called by the Works
Committee on this issue” be inserted. The voting on the amendment was
14-14 and the President ruled that the resolution was not carried. A

further amendment was put that the second part of the resolution should

read:

"I+ further declares its appreciation of the action taken
by the workers of the West Works and instructs the AEU
Convenor to call a meeting of our members on Friday 23rd

November 1957 on this issue".

The second amendment was carried 13 votes to 12, and the whole resolution

1
7

was carried 19 to 4.

From the narrowness in the voting margins on the second part of the

resolution it seems clear that there was a large split of opinion within

the district committee, the main area of difference being whether or not

est Works to other parts of the

to try to spread the stoppage from the W

) . : ber
Metropolitan-Vickers factory. Though he was a district committee member,

i i wi he meetin
Bert Brennan was not present at this meeting. The day following th g
inf i i i mmittee's
the District Secretary rang Brennan to 1ntorm him of the district comml
he District a
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fusion, Brennan claiming initially (in a report submitted through the

Divisional Organiser) that the District Secretary had instructed him to

call a meeting to gain support. At a later sub-committee meeting after

the strike Brennan conceded that the Secretary had not actually used those
words, but that the implication was the same (Letter from A. Jones,
District Secretary, to Ben Gardner, General Secretary 25.1.51). Brennan
did not call the meeting as the committee instructed, and indeed, the
works committee, led by Brennan, urged the men in the West Works to return
to work. His view was that attempting to make an issue of the dismissal
could only jeopardise the relationships between the works committee and the
Metropolitan—vickers management. In addition, the Stretford (local)
Branch of the ETU, containing 1500 members (many at Metropolitan~-Vickers)
declared itself against the strike. Two important sources of legitimation
for Brennan's approach may pe observed here. Firstly, as was noted in
Chapter Four, shop stewards may need to preserve the relationship with
management if they are to retain the support of the instrumentally oriented

members in the plant. Secondly, support came from the other main union

on the works committee.

The District Secretary wrote to Brennan instructing that no sub-

committee minutes of the works committee meetings were to be signed until

the matter had been discussed with officials, s©o that their case should

not be weakened at Central Conference (Works and Local Conferences having

registered failure to agree), as Rothman claimed that the minutes were

inaccurate. The Secretary of the works committee was also told this over

the phone, but nevertheless Brennan and the Works Committee Secretary

allowed the minutes to be accepted.

In the West wWorks a strike committee was formed, backed by the

mper of pamphlets entitled 'Unity' were issued

district committee, and a nu

in support of the strike. On the 26th November a special meeting of all
L .

ckers was addressed by the Divisional

AEU shop stewards at Metropolitan-Vi

r ser an ist e Y Lmna ¥ trike varied
4 District Secretary- Estimates of the number On S
Organiser an e



fyom 2,800 claimed by the strike commi
mmlittee to 654 claimed b
l Y the manage-

ment. It is clear, however, that the attempt to spread the strike had
- N e ha

failed. Indeed, the works committee now declared itself united in s
upport

of the dismissal of Rothman. By the end of November work had been resumed

The passive membership had exercised an arbitral role by refusing to go on
strike and thus had registered their support for the Convenor and the

works committee.

On the 17th January the number one sub-committee held an inquiry into
what had happened at Metropolitan-Vickers, particularly with reference to
the failure of the strike. Summoned to attend were the AEU Convenor
(Brennan) the Secretary of the Works Committee (a Mr Purcell), Mr Rothman
and a witness in his favour (a Mr Shaw). The meeting began by considering
the letter from the District Secretary to the Convenor, stating that no
sub-committee minutes of works committee meetings held in the factory
should be agreed with the Employers until the matter had been discussed
with the officials. Brennan replied that the minutes referred to had been
accepted as a correct record by the negotiating sub-committee, by the

workers’ side of the works committee, and by the chief stewards of the five

unions concerned. There is a clear implication that he considered this

to be more than sufficient to accept the minutes without consulting the

officers. There also seems to be very little the number one sub-committee

could do about it. The meeting then moved on to consider why Brennan had

refused the instruction to hold a mass meeting. .

He said that C. Renshaw and J. crawford (poth militant shop-

stewards at Metropolitan-vickers and district committee members) had con-

istrict committee meeting and told him

tacted him the morning after the d

of the decision. He was under the impression that they had brought the

found that this was not true.

message from the District Secretary but later

mittee's
Renshaw said that he felt Brennan should be made aware of the comml

sort from WOrkers in the shop who had

decision before he got a garbled réei

A member of the ETU

3 ) ¢ his) .
attended the meeting (and Ccrawford supported t )
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as present in the s : .
L tewards room at the time and Renshaw had not b
' ! 10t been pre-

to di _—
pared discuss the decision of the committee in his presence

Brennan agreed that the District Secretary did not use the words 'to
gain support for our members in dispute' but claimed that the 'inference'
of the resolution was to gain support, and it was for this reason that he
felt unable to justify holding the meeting. In reply to questions he
said that he felt he could have negotiated the reinstatement of Rothman
if the men had returned to work, and that Rothman had contributed to his
dismissal by taking part in irregular action, though he had to agree that
other men had taken part in the same action without being dismissed.
Purcell supported Brennan's argument, though Shaw said he was fully satis-
fied that it was victimisation. When Rothman argued that Brennan had
initieally agreed that it was victimisation, Brennan replied that this
was because he had been misinformed by a number of members, including

Rothman.

Brennan was asked 1f he would attend the district office when
requested by the officials to discuss points made by the Employers at the

Local Conference, and he replied by saying that he was a member of the

Union and was always prepared to comply with the rules of the Society.

The sub-committee then passed the following resolutions:
"That this committee reaffirms the decision already

taken by the district committee that Rothman was
s dismissal under the circumstances

v
7

victimised by hi
and the evidence considered tonight".

"That this committee, having heard the statements by

Brother Brennan are fully satisfied that the District
Secretary at no stage instructed the convenor to call
a meeting 'with a view to gaining support for our

. . 1
members 1n dispute'.

1

"Failing to get a satisfactory decision at Central
conference ©OnN this case the district commlttee.
review the future supply of labour to Metropolitan-

vickers including dilution" .

time the District Secretary
attend a meeting of AEU

to strengthening the
the position of the

"phat at the appropriate
and Divisional Organiser
shop stewards with a view
organization and explaining

district committee and officials in this matter".
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and contingent legitimation from the membership (except those in the West
- es

Works) supported the Convenor in this dispute. It is clear that the co
mn-

ition was j i
peti n arbitrated in the Convenor's favour by the other stewards and

py the passive membership.

The Convenor later received support from the Executive Council as
well. Early in December the Executive Council were willing to pay the
dispute benefit to the members who had stopped work, and full wage benefit
(equal to the 'district rate' and payable when a job has been lost as
a consequence of union pbusiness) to Rothman. But on the 19th December they
sent a letter refusing to pay the benefit, basing their decision on the
report of the dispute sent to them by Brennan. In this letter they said
that they felt the men were unwise not to follow the advice of their own
elected representatives and to grant benefit would be tantamount to a
repudiation of the advice which the works committee gave. The Executive
Council did later relent however and paid dispute benefit, but the case

itself was never resolved in Rothman's favour.

The Convenor and managerial legitimation

Though not in itself a very important incident, it may be useful to

illustrate the strains in the district committee-Convenor relationship

created by the convenor's perceived need to maintain the support of manage-

ment for his role. Batstone et al suggest that: s

"In a sense all domestic organizations are highly

dependent upon management' . (1977: 131)

and Walton and McKersie (1965: 201) have shown how managements and Convenors

or leading stewards have an interest in protecting and maintaining tne

power of the other.

On the 24th February 1952 a letter from the Salford 4th Branch was

i e > branch,
considered by the number tWo cub-committee. A member of the br

i ; - Me i -Vickers
Mr H. Wrigley, had been late returning to work at Metropolitan-Vic

- ) . T, oA A ombor
After the one hour's extension to the dinner breax on the 24tnh Dacembel,



and the firm had refused to pay him for the two statutory holidays The

Convenor's observations had been requested and these stated that the
works committee had negotiated for the whole factory to have one hour's
allowable lateness on Christmas Eve, and as all workers knew the penalty
for lateness beforehand the works committee could not support the claim.

The district committee resolved:

"That we instruct the Convenor to register
'failure to agree' in order that application
for a Works Conference can be made”.

However, Brennan did not register 'failure to agree'. When the
case was reconsidered by the number three sub-committee two months later
he told them that he had been informed by Mr Main, the Assistant Works
Manager, that if the case of Wrigley was pressed the concession would be
withdrawn for the whole works in future. The reason for the delay, he said,

was in exhausting procedure in the factory. The sub-committee considered

the position and resolved:

"That this committee regret the delay of corres-
pondence in answer to the letter of the 25th
February but in view of the statements made we
await a full report of the position to date".

An amendment, "That we accept Brother Brennan's explanation of this case”

was defeated, and the resolution carried by five votes to two.

At the next meeting of the number three sub-committee (on the lst May)

the Convenor's report was considered. This merely reiterated that manage-

ment had stated that if the matter went into the procedure the concession

would be withdrawn. The sub-committee resolved:

"That the district committee reaffirm its previous
decision to instruct the Convenor to register

'failure to agree'."

. 1 3 A S
Voting on this resolution was two in favour and two against, and 1t wa

declared carried by the Chairman.

Three weeks later Brennan resigned from the district committee,

71in gsure ()1 A 2SO S1 y to \V-fe and L. Y »
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In a letter to the district committee he said that he would always i
assist

them to the best of his ability and perhaps at some later date he would

rejoin.
In the Divisional Organiser's report to the district committee of
10th July 1952 was the item:

"Metropolitan-Vickers - Works Conference on claim
for Christmas holiday pay to a member was not
successful”.

Power testing and legitimation: Phase II

Though there were minor disputes in the intervening years the next
important conflict between the district committee and some members of the

AEI works committee occurred in 1964.

A system of four twelve-hour shifts was introduced at the factory,
and the district committee insisted that this system must stop. The Con-
venor was summoned for a breach of the National Agreement, but returned the
summons. In view of this refusal to discuss the problem the shop stewards
and members at the factory were instructed to cease the practice, shop

stewards who failed to do so being threatened with the withdrawal
of their credentials.

However, this dispute was not followed up, for in May 1964 it was

followed by a more serious dispute, which turned out to be an almost

This time the man dismissed

v
7

exact repeat of the Rothman case of 1951.

was Cliff Renshaw, a member of both the district committee and the works

committee, and considered to pe one of the more militant of the AEI

shop stewards. Frank Parker, another militant shop steward from AEI,

t committee his version of what

on both of the committees, gave the distraic

had happened.

Renshaw and three other members were having a chat on the shop floor

. joing. Renshaw
when the Superintendent approached and asked what they were dolng
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reported to the Convenor and, again according to Parker, it was at

rennan's 1 i i & i
B instigation that Renshaw was given a week's notice. A meeting of

members in B Aisle (where the problem arose) decided to place the matter
in the hands of the works committee. A sub-committee was set up of five
representatives from each of the management and worker's sides but no
progress was made. The firm claimed that if the men had been alert they
would have seen the Superintendent approach, and in the interests of main-
taining discipline the dismissals would have to stand. On the 12th May

a meeting of the members (about 500) in B Aisle was held and they decided

to withdraw their labour, though Brennan urged them to remain in work.

The district committee meeting, held on the evening of the 12th

resolved:

"That this district committee considers the members con-
cerned were wrongfully dismissed and in the case of Brother
Renshaw his discharge constitutes victimisation. We there-
fore endorse the actions of our members at AEI in withdrawing
their labour and instruct the District President and District
Secretary to contact our shop stewards for full support of

all AEU members in the factory".

"We request Executive Council to give official recognition
to this dispute and to protest to the Engineering Employers
Federation against the actions of this firm".

e Council to give permission

"That we call upon Executiv
for a local levy".

to operate Rule 13 Clause 15

"That the District Secretary be empowered to ca}l a

special district committee meeting” .

The following day (13th May) the management sent out telegrams to a

number of strikers (estimates as to how many received these variec

between 200 and 400). The telegram read:

" 4.5 pm

Due to your unofficial action not supported by the
Works Committee unless you present yourself for work
at 7.45 a m tomorrow it will be accepted that you

have terminated your employment.

paterson, WOIXKSs Manager"
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That evening the special meeting of the district committee was held
- !
at which a deputation of shop stewards from AEI gave a report on the dispute

After considerable discussion the following resolutions were passed

"We reiterate the district committee decision of 12th

May 1964 that all our members be instructed to withdraw
their labour".

"That the decisions of this district committee be con-
veyed to the Convenor for the attention of all AEU
shop stewards".

"We condemn the telegram sent to members by the
company as denying a fundamental Trade Union right
in the right to withdraw labour".

"An approach be made to the ETU for a Joint factory
meeting to be held on Friday 15th May at 12.15 p m".

"A letter be sent to the Confederation district
committee explaining the decisions of the district
committee".

By the 14th May, estimates of how many men were on strike varied from
4,000 (the union estimate) to 2,300 (the management estimate). On the 15th
the lunch time meeting of all 12,000 manual workers was held to vote on
whether to stage a mass walkout. About 6,000 people turned up to the meeting,

though management claimed that these included "many sightseers, staff

employees, and people from neighbouring factories". However, the meeting

voted in favour of a full stoppage and on the léth a strike committee was

set up-l on the following Monday (18th) estimates of how many were oOn

strike varied between 10,000 (Daily worker), 6,000 (unions) and 3,000

i ! outside pressures’
(management) . The management continued to blame unusual ou P

i ' ifi t
for the strike saying '"Management and workpeople alike remain mystified a

2

3 3 "
ts to interxrvene in a purely domestic issue’ .

these persistent outside attemp

i rticularly to the district
By 'outside' the management was referring pa

ik ked b
committees of the AEU and the ETU, although the strike was also bac %

the Confederation (CSEU) district committee.
[
-
composition of the
—June 1964 and AET

! An account of the strike and details of the
as AEI Voice No 1, May

Committee was published
Voice No 2 June-July 1964.

Guardian, 10th May 1 9G4
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On the 18th May the works committee made its opposition to the strik
. - e strike

clearly known. Nearly 500 copies of a statement issued by the work
s

committee were put up all over the factory. These read:

n 3 3

The Works Committee dissociates itself from the self-
styled AEI strike committee and recommends all workers
to return to work forthwith to enable the dispute to

be dealt with through the proper domestic and national
procedure”.

On the 19th another call was made to extend the strike from the 7,000
which the union estimated were on strike to all 12,000 workers in the
factory. At this meeting strikers called for the credentials of the
works committee stewards to be withdrawn, and Bob Wright, secretary of
the Confederation district committee, commented that as seven members of
the works committee had joined the strike, the works committee could not

issue statements with full authority.

The works committee stewards had also refused to comply with a

summons to meet the Confederation district committee "to agree a common

policy".

It was on the 20th that the deadlock was broken when the management
cancelled the dismissal telegrams to the strikers. Their withdrawal, said
Bob Wright, meant that the main obstacle to a resumption of work had been

removed. On Thursday 2lst the strikers accepted a recommendation from the

strike committee and union officials to return to WoOrk, with the case of

the four men dismissed to pe dealt with through the proce@ural system.

As far as the strike is concerned, 1ike the one in 1951 it must be judged

. > - '
a failure. Although the union officials claimed that no 'climb-down' was

the situation was exactly as it would have

involved in returning to work,

the issue being dealt with through the

been if no strike had taken place,

procedure (a procedure which the events of 1951 and 1952 had shown was

unlikely to give the union much satisfaction) .



After t 1 1 i 1 i
he strike, the district committee tried to get the Convenor
}

to attend a meeting to give an account of what had happened, but each

time he refused. For six months he refused to co-operate in any way wWith

the district committee, sending in no shop stewards quarterly reports and
replying only by letter to the numerous demands that he attend the district

committee or have his credentials withdrawn. On one occasion he wrote:

"T will not be in attendance to consider this
matter as I consider this to be ultra vires as
far as you are concerned”.

and on another:

"I am in receipt of your summons to which I replied
on the 28th August 1964; as I am not aware of any
other dismissals no further comment is necessary,
as I have previously stated”.

As in 1951, the district committee got no support from the Executive
Council, nor did the Confederation district committee. The Confederation
committee had asked the National Executive of the Confederation to
investigate the way that the union side of the works committee had behaved.
The investigation was carried out by Bill Carron, the AEU President
and George Barnett, the General Secretary of the Confederation. However,
they concluded that the Confederation district committee had exceeded
their rights in backing the strike and organising meetings, and they
had no criticisms of the works committee.

The Executive Council at first approved dispute benefit for the

members who had gone on strike (at this Executive Council meeting were

W. H. Bradley, P. Hanley, C. Berridge and H. Scanlon, and they voted

unanimously to approve penefit), but then later reversed their decision (at

the second meeting Scanlon was on annual leave and Carron, Boyd, Tallon

onse to the district com-

and Lewis had returned from theirs). In resp

i i i1 replied that the matter
mittee's protest about this, Executive Council p

. ; benefits
was nothing to do with the district committee as the payment of bene

rvocutlv ouncil district
was a matter between pranches and the Executlve C ’

: A £ ¥ noses only.
committees being informed for information purp ¥



The procedure was then exhausted, 'failure to agree' having b
een

recorded up to and including Central Conference level. When the district
c
committee asked the Executive Council for permission to proceed into

dispute with the firm this was refused on the grounds that the Executive

Council wanted to be sure that a majority of members in the establishment

would support the action.

Knowing that the district committee could not get the Convenor to
attend committee meetings (because the district committee had written to
ask their advice), the Executive Council said they would only approve a
pallot of the membership after the Convenor had attended the district
committee to be consulted. They then informed the committee that there
was no provision in Rule for summoning members before a sub-committee,
though they could fine members for not complying with a summons to attend
the full committee. (The district committee appealed against this ruling

to the Final Bppeal Court, but lost) .

When the Convenor again refused to attend a full committee meeting to
consider further action at AEL the district committee again asked the

Executive Council for advice and Hugh Scanlon (now Executive Council

representative for Division Four) attended a sub-committee to discuss

the whole gquestion. At this meeting considerable discussion took place

and it was resolved:

e circumstances, and in the
mbership we consider no .
erved in pursuing this
fusing to attend the

"Bearing in mind all th
pest interest of the me
useful purpose would be s
matter. Shop stewards re
district committee in future when summoned, this

to be dealt with as provided for in Rule 13B Clause %,
lines 39-42". (Members failing to attend, after being
duly summoned, may pe fined in such sum as the com-
mittee may determine, such fine not to exceed 10s).

Thus, even after the strike and the conflict between the district
’

the four sacked men did not get their

committee and the works committeée,

. r sho
jobs back, no sanctions were applied against Brennan or the othe °
4 ’

istrict committee was in a worse posiltion,

stewards, and, 1f anything, the d



since they had lost one of the rights they thought they had (t
O summon

members compulsorily to sub-committee meetings)

Power testing and legitimation: Phase III

In 1967 AEI was taken over by the General Electric Company (GEC)

and then merged with English Electric. The management began to pursue

a programme of rationalisation in the factories of the new group. During

the second half of the 1960s the number of manual workers at the Trafford
Park works was reduced from 12,000 to 5,000, the bulk of the redundancies

cccurring as a result of the merger.

In response to expressions of concern from the branches, the number
one sub-committee was delegated by the district committee in March 1968 to
held an engquiry into the possibility of redundancies. The Convenocr was

summoned to attend but replied by letter, refusing to discuss the problem.

Branches were writing to the District Secretary detailing how the
problem was affecting them; for example, two branches wrote to say that
apprentices at AEI had been informed that they were liable to be made
redundant on reaching 21. The district committee again summoned Brennan
to attend but he replied that there was no problem to investigate and

that he did not intend to pe at the enguiry. The district committee

resolved:

"That we are unable to accept that there are no
problems relative to redundancy at AEI and Bréther
Brennan's refusal to attend the district commltEee
and we impose a fine of 10/- on Brother Brennan .

Complaints about redundancy were still coming from the branches, SO

¥ one sub-committee held another enquiry to

at the end of April the numbe

. . is enguir
which Brennan was summoned, put again did not attend. At thi quiry

. N rk was
it was reported that the Flectronics Department at Trafford Pa

ve months period, involving about

undergoing a phased closure over & twel

1 ffectively
500 workers The shop stewards had not taken steps tO deal e

: -l over the factory,
with the position, and overtime Was being worked all



including that department. Another member stated that sixte mb
en members

had been made redundant in the Meter Department. Overtime was being

worked and the Convenor would not consider work-sharing. Yet anothe
. r

]
'show-cause' summons was sent to Brennan but he replied:

"Everything concerning redundancy is quite satis-
factory inside the factory irrespective of what
anyone may say outside the factory to the contrary
..... I therefore will not waste my time or yours
py attending on the question”.

In May, Brennan was fined another 10/- for failing to attend the
district committee, and still the complaints from branches and members

apout redundancy at AEI kept reaching the district committee.

The AEU shop stewards at the Wythenshawe transformer factoxy
decided, along with the stewards of the other unions, to form a separate

Joint Shop Stewards Committee, unconnected with the works committee at

Trafford Park. This was agreed by the district committee and the Trafford

Park works committee, and shortly after, the new Convenor at Wwythenshawe

wrote to the district committee giving full details of the Company's

policy relative to redundancy as it affected the Wythenshawe factory
(about 300 employees peing involved) .

In June, Brennan was fined another 10/- for failing to attend the

district committee, and he also refused to attend a meeting of officials

and shop stewards held to discuss @ common policy at AEI. The district

committee was forced to the conclusion that it had little,OPtiOrl but to

. umber one sub-
withdrawn Brennan's credentials. on the 18th June the n e

committee resolved:

"Recognising the concern of a number of branchgs ;ggéiding
redundancies at AEI/GEC Trafford park agd}the inabili ?

of the district committee to take a declslon bgciuiim;ittee
the disregard of Brother Brennan for the dlStrlE . contrary,
we therefore charge that Brother Brennan has acte

hi 3 be
to the interests of the membersnipb and under Rule 13

be
summoned down to show causeé as to why he should not

disciplined”.



The .
resolution was endorsed at the full diStriCt Committee meeti
¥ ng

the following week. When Brennan failed to attend the next full committe
e

meeting (9th July) the district committee resolved unanimously:

"That the credentials of Brother Brennan as shop
steward at AEI, Trafford Park be withdrawn".

"Subject to approval by the Executive Council of the
above resolution a meeting be called of all AEU
shop stewards at this works to elect a Convenor".

The meeting to elect a new Convenor was held on the 15th August.
Forty-two shop stewards were present and a report was given of what had
happened between the Convenor and the district committee during the course
of the year. Frank Parker ( a member of the district committee) was elected
as the new Convenor, and three days later the district committee received
a letter from the AEI management stating, "We shall be pleased to grant
Mr Parker the usual facilities for Convenor in this factory". It is
difficult to assess precisely what this meant in terms of the relationship
between the new Convenor and the management. At face value it would seem

to mean that Parker had received the legitimation of management.

However, other AEU shop stewards refused to co-operate with Parker,

and less than two weeks after the election they were summoned to attend the

number one sub-committee to explain their refusal. Only one of the six

AEU shop stewards on the works committee attended, though Parker said he

; _ 1
had issued summonses to them all. Two men had 'refused p?lnt blank

to attend, and the others had decided not to attend after some discussion.

i ain refused to
All five were issued with ' show-cause' summonses but ag

attend, and were fined 10/-. A further resolution was passed to the effect

1 i ad
that they be summoned to attend, to 'show-cause why their shop stewards

credentials should not be withdrawn.

iv from
On the 19th September the District Secretary received a letter T

i i op stewards and
the Exccutive Council deploring the attituae of the shop ,
t their undertakings in accordance

suggesting that if they failed to carry out
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with Rule, they would consid i
er action in accord i
raance with Rule 13

clause 10, lines 1-9 (That distri
rict committee resoluti
utlons be enforceabl
e
by a £5 fine, suspension from benefits, or expulsion from th
e union).

This letter was read at the plant to the shop stewards concerned but th
ey

still refused to attend. Early in October the district committee resolved
ve

to withdraw their credentials and to hold a meeting of all AEU shop
stewards at the works. At this meeting the five indicated their willingness
to attend the district committee, so they were summoned once more. On

the 29th October they attended the number one sub-committee to 'show-cause'

why their credentials should not be withdrawn.

They explained that as works committee members they were in an awkward
position. The Convenor (Brennan) had refused to attend the district
committee as the works committee considered that the problem affected all
anions in the factory; and they felt they should support him in this
issue. As they said they would support the district committee in future

the sub-committee resolved:

"That we accept the assurance that shop stewards present
will attend the district committee when summoned to

do so. Under these circumstances we reverse the decision
to withdraw their shop stewards credentials”.

_The stewards' point illustrates the rival claims for the Convenor's

loyalty by the district committee and the works committee. The Convenor

chose to act as a representative of the multi-union workers side of the

works committee rather than as an AEU representative in the firm. According

to the stewards he was thus entitled to receive, and got, their support

in any dispute with the AEU hierarchy that this may have produced.

Even though the stewards agreed to support the district committee,

doing the job of Convenor

Frank Parker continued to have 'difficultieS'

at Trafford Park. A further cub-committee enquiry was carried out, at

: ittee
which Parker, Brennan and the other AEU nembers of works comml

attended.



Brennan i i
!

when the AEU and ETU had been in conflict. He quoted from the minut
- minutes:

”ThaF the Works Committee shall be solely res-
ponsible for negotiations within the firm"

He had no intention of breaking Rule, he said, the whole thing had
been a misunderstanding and the organization was bigger than himself. He
stated that he would attend the district committee when summoned, and
when asked by the Chairman if he was asking for the return of his creden-

tials he said 'yes'. The sub-committee resolved:

"That we accept Brother Brennan's assurance that he
would attend the district committee when summoned” .

"That we accede to Brother Brennan's request to
restore his credentials".

"That the district committee call a meeting of all
AEI/GEC shop stewards at an early date to report
on district committee decisions".

This meetin

his resignation as Convenor. When voting for the new Convenor took

place Brennan was elected with 28 votes against parker's l0. It is clear

from these voting figures that Brennan continued to have the support of

the majority of AEU stewards in the plant. Though his statements at the

meeting might appear to indicate a resolution of the competition in favour

of the district committee, it is clear that this meeting was only a face

i i i ' ittee's nominee
saving exercise. The lack of support for the district commlit

’
as Convenor was the crucial arbitral factor.

r from the Executive Council was read to

On the 3rd December a lette

the full district committee meeting:

is gravely concerned at the
from GEC/AET Trafford

o a body outwith the
h individuals from the
s completely unaccept-

"The Executive Council
reasoning of the members summoned
Park. The plea that opbligations t
structure of this Union exemptg such
authority of the district committee 1

able to the Executive council.

- on behalf of
No member of our union can represent Or.fCt oeneit e
21 : nt : .
or its members: in any capacity, ou .
val of Executive

our union,
4 the apprev

. A .
provisions of Rule 15 an

Council.

g was held at the end of November 1968 and Parker tendered



Attention is drawn to Rule 13 Clause 10 which gives
power to the district committee to pass resolutions
on subject matters affecting the remainder of Rule 13
which, when approved by Executive Council, shall be

binding upon all members working in the respective
districts.

Executive Council feel that there is no ambiguity about
that phrase and attention should specifically be drawn to
the fact that Rule 13 Clause 10 also provides for the
enforcement of this clause by fine, suspension from
benefits, or by expulsion.

Referring to recent circumstances within GEC/AEI Trafford
Part the Executive Council expects the district committee

to act strictly in accordance with the provisions of Rule

13 Clause 10 should repetition of these circumstances

take place in future. The Executive Council will not toler-
ate individuals or groups of individuals seeking to under-
mine or set aside the authority of the district committee.
If such individuals have reason to complain then there is
adequate scope within Rule 20."

(Rule 20 refers to the complaints and appeals procedure) .

This letter from the Executive Council is of course in complete
contrast to the one they sent to the district committee on the 19th December
1951, in which they refused to pay dispute penefit to the members who had
gone on strike, because they followed the instructions of the district
committee, and not those of "their elected representatives”, the works

committee. However, this seems to be more a reflection of the changing

composition of the Executive Council than a conversion to the notion of

district committee authority on the part of the council members of 1951.

In January 1970 the Convenor was criticised by the district committee

i otiated
for the Christmas Holiday arrangements and a plecework agreement negot:

by the works committee. In January 1971 the Convenor was 'fined £5 for

i ented.
allowing the same Christmas Holiday arrangements to be implem

Conclusions

e three incidents which make up

Having considered in some detail th

i features of the
this case study it is novw possible to re-emphasise some key

i s from the case
control model One of the first conclusicns that emerge

the Convenor and the AEU members of the

study is that the orientations of |
i ¢ e plant organiz
ected rowards th
works committce were much mOIre strongly direct

i This generalls—
33 g i committee.
tion as a collectivity than towards the gistrict




ation should be modified in at least two ways Firstly, it i
. Y, 1t 1S notable that

in the first few years of the study the Convenor (Brennan) was a memb
er
of the district committee, both while Scanlon was Convenor (up to 1947)

and then for a few years after (up to 1952). BAs one of the shop steward
s

later expressed the problem, a conflict between the district committee and
the works committee placed works committee members "in an awkward position".
1+t would seem that by his membership Brennan must initially have been
orientated towards both committees. It was after he became Convenor and a
conflict of orientations arose that the orientation to the district committee
became weak (so that he left) and later appeared to become antagonistic as
the conflict strengthened. The evidence is that Brennan was strongly
oriented towards the principle of collective organization but that he saw
this principle as best served by the plant organization. As Fox puts it:

"The relevance and importance of these different
levels of collective organization tends to fluctuate
according to which goals are most immediately press-—
ing and which level is perceived as most effective
for their satisfaction". (1971: 111)

The second modification of the generalisation is that the AEU

members of the works committee did not always represent a unified group.

Usually there were some members from this committee sitting on the district

committee and these too might pe expected to face a problem of conflicting

loyalties. (For example, Renshaw, crawford and parker). From the evidence

it would appear that these members were more strongly oriented to the

3
7

district committee.

However, as the incidents progressed the antagonism between the two

in terms
groups became greater, and it would seem reasonable to say that, 1n

i a1 i istrict
of the model, the congruence petween the decisions which the dis

; rks committee
committee tried to 1mpose and the expectations of the Wo

. i ict committees
was extremely low. In the TWO dismissal cases the distri

dec o Wi orpo ed by the works conmittee
Jecision was to call a strike, and thls was oppos Y e
- [¢ R

who preferred to negotiatc.
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at several points in the case study. The resolution passed in 1946 giving

the works committee sole negotiating rights in the factory appears to
have provided the Convenor with at least a bureaucratic rationalisation
for his actions.

He could claim, as he did in 1968, that his actions

were legitimated by this resolution and that the district committee and

district officials had no right to intervene in negotiations within the

factory.

As far as the application of sanctions is concerned it would appear
+o0 have been necessary to apply sanctions against the works committee
members, and the Convenor in particular, in each of the three main cases.
That is, in terms of the model, because of the orientations, the degree of
congruence and the perceptions of legitimacy, sanctions were necessary in
each case. However, they were not applied until the last case. This
seems to be a reflection of the degree of independence which the plant
organization had developed. The problem of 'information flows' was not
that the district committee received no accounts of events, because these

were related (though perhaps with some bias) almost as soon as they took

place, and in the redundancy case a lot of information came from the branches.

The problem was the lack of formal means of conveying district committee

decisions to the Convenor and wWOrks committee and perhaps more importantly

to the membership in the plant. The Convenor was 1in a much better position

. . . 1
to receive the support of the membership because of his syperior 'linkages

; i -unionism and
(to use Pettigrew's term) with them. The problems of multi-u

work group support appear to have been much more important constraints on

committee application of sanctions. The ]ikelihood is that sanctions would

. i idence
have been ineffective. This proposition can be tested against the eviden

. in the long run
of the last case (redundancies) where it can be seen that 1n d

= ! ' ' yis-.a-vis
. . Brennan's 'power
the sanctions were ineffective. The source OL

. : vhich he received
the district committee appears to lie in the support wh

C ©U
i i najority of other AE
from other members of the works commlttec, from the maj




o fad 1 . _ _
shop stewards in the plant, from the management, from the Executive

Council and from the plant membership. Though it has not been revealed

by the incidents in this case, it was suggested to me that when the
plant dominated the district membership statistics, the district and even

national full-ti i
ime officers tended to seek Brennan's favour for electoral

support.

Until. the district committee had applied sanctions against the
other AEU members of the works committee it was not possible even to
attempt to control the AEU section of the plant organization. Although
the immediate response was favourable in that Brennan and the other
stewards asked for their credentials to be remrnedand agreed to abide

by district committee decisions, the longer affect was less fivourable.

The model may now be interpreted directly using the evidence of the

case study:

perc?lzed congru- - — é eonctions
_ -] ence: low /7 o eded
~ i
-~ . . /
- perceived legiti- /
~ - | “mation: low ‘ /
- - _ /
| power recipient: /
convenor and —_— — — orientations: // /
stewards active sanctions
™ TS | / applied
\ ~
~ a
AN ~ exchange/dependency /
AN power capacity -
high

AN * /
AN i /
N perceived independencel

N | power realisation:

power outcome;
sanctions
ineffective

high

i i a worksho organization
Figure 1%3: The process nodel and conflict with a p

The refusal to recognise the decisions as legitimate stemsS from two

ief that the district committee had no right

sources; firstly from the bel

i i res as far
"I consider this to pe ultra vire

to intervene in plant affairs -




as you are concerned" (Brennan, 1964), and secondly, that being elected
I ecte

I .
directly by the workforce at the plant they had more right to control plant

affairs; a view supported at i :
pp the time by the Executive Council - "the men

were unwise not to follow the advice of their own elected representatives"

(Executive Council, 1951)

In each of the three phases of power testing the Convenor received
sufficient legitimation for his activities to achieve a favourable outcome.
In the first strike incident he received the support of all the identi-
fiable sources of legitimacy, and the passive membership arbitrated the
dispute ir. his favour. In the second strike incident the district committee
attempted to regain some legitimacy by obtaining the support of the mul ti-
union district committee of the Confederation of Shipbuilding and Engineering
Unions (C.S.%.U.) but iegitimation . was denied to this collectlvity as
well (for example, the report of enquiry into the dispute by the union

leaders oo socicised the CSEU district committee for overstepping its

e

role). Alchcugh more of the membership followed the district committees
strike call, the management, some stewards, some of the membership, and

the union leaderships were collectively too 'powerful ' for the district

. . )
committee. The case was again resolved in the Convenor:s favour.

The experience of these incidents contributed to the decision to

withdraw credentials in the third incident. Not only had legitimacy broken

down between the Convenor and the district committee (as in all previous

.

cases) but it had been shown that arbitrated outcomes had favoured the

Convenor. The application of sanctions thus represented an attempt to

. 1
"internalise' the outcome, by the production of a 'negotlated outcome .

i wards
Despite this intention the outcome was arbitrated by the other ste

i district
on the works committee, who refused to co-operate with the

. ]
o] nc ons werxe t',huS Ie“(ie ea e ec—-
ctee S IlOIIllIlated COnVel’l r. The sa t1

y Batsone et al (1977). Looking at

tive. Similar f£indings were reported b

i 7 3 a int Sho Stewards
policy differences between full-time officers and the JO p
C ition disa reed with a
Committee, they found that where a Convenors‘ coalitio g
o 1




wWOTl .

officers' coalition, the Convenors' coalition more

o
3
®

They note:

"The Convenors, then, were sufficiently powerful
genexally to win the day". (1977: 200)




PART THREE

RETROSPECT AND PROSPECT :

AN EVALUATION OF THE STUDY




CHAPTER ELEVEN

SOME REFLECTIONS ON THE MODEL

I began this study with an attempt to clarify those areas into which
the analysis of power and control may be conveniently categorised. These
are the thecretically and empirically contingent (or even symbiotic) problems
of definition, empirical measurement, and explanation, and it is appropriate

to begin a review of the study in terms of this categorisation.

Definition

The tradition in which my definition of power (and related concepts)
can be located is that begun by Weber and developed by writers such as
Dahl in the pluralist framework. The essential features of such a definition
are that power is a property or feature of a relationship, rather than of
an individual or group (elite), that the recipient in the relationship
acts contrary to his own preferences or interests, and that authority f(or
as some writers prefer, domination) is a form of power which is in some way
legitimated by the recipient in the relationship. This could be taken to
imply that the recipient's preferences are congruent with the instructions
of a legitimate authority, but this is not necessarily the case. Rather,
Weber was concerned to show that in an authority relationship, compliance
would be forthcoming whatever the recipient's initial preferences. It is
for this reason that authority may be viewed as a type of power. In a
relationship of legal-rational authority subordinates accépt the 'commands'
or 'demands' of superiors precisely because 'subordination’ and 'supedority'

are defined in terms of a set of rules, which are in turn legitimated.

"In this type, an individual who holds authority does sO

in virtue of impersonal norms which are not the residue

of tradition, but which have been consciously established
within a context of either purposive Or value rationality.
Those who are subject to authority obey their superordinate,
not because of any personal dependence oOn him, but because
of their acceptance of the impersonal norms which define
that authority -.--- Those subject to legal authority Qwe
no personal allegiance to a superordinate, énd fqllow.hls
.ds only within the restricted sphere 1n which his

commar
(Giddens, 1971: 157)

e "
jurisdiction is clearly specified”,




I have suggested that these norms, or rules, may themselves be
the outcome of power relations. Hyman and Fryer (1975) take this argument
to imply that the distinction between power and authority is therefore
unimportant. However, this would appear to deny the importance of the
perceptions of the relationship held by the recipient and thus restrict
the analysis of behaviour to a narrow definition of 'objective' interests.
The concept of 'false consciousness', employed by writers such as
Hyman and Fryer or Lukes (1974), discounts the value of actors' perceptions
and transfers this value to the investigator's perceptions, a procedure

which, as Martin (1977) suggests, contains a degree of arrogance.

It has been shown that the notion of rule is critical to an under-
standing of power relations in the AUEW. Fletcher has noted how trade
unionists adopt a 'meticulous and legalistic attitude towards the rule book',
and the cases have shown the importance of 'legitimation under rule' in
the process of competition resolution. The distinction between authority
and other forms of power has peen demonstrated to have been of crucial
value in interpreting both the 'taken-for-grantedness' of power relations

and overt conflicts.

Control was defined as the outcome of a power relationship; the end
to which power is the means. This definition contrasts sharply with
mannenbaum's (1968) view that the concepts of power and control may be

regarded as synonymous, a view which fails to distinguish between the

7

properties of a relationship (power) and the properties of action (control).

The other essential feature of Weber's definition of power and

authority is embodied in the phrase nfollow his commands only within the

restricted sphere in which his jurisdiction is clearly specified". Though

pertaining to legal—rational authority, the phrase draws attention to tne

non-generalisable character of power relationships, & principle central to

the pluralist tradition of power analysis, and which informs the methodology

for power identification and measurement.




Identification and measurement

The research was sensitised from the outset towards power relation-

ships in broad sympathy with the Weberian perspective on power and politics

Mommsen says of Weber's work:

"Not only did he contend that power is the very essence
of politics, but he went so far as to define political
systems primarily in terms of power relationships. To
Weber, almost any social relationship is or can be
interpreted as a display of power, however, indirectly
this may be done". (Mommsen 1974: 36).

The orientation towards union hierarchies was from the perspective of
political systems analysis and, as in Weber's work, power is considered to
be the essence of politics. The examination of trade union political
systems was framed initially in terms of the debate around trade union
democracy, particularly the efficiency versus representation arguments.

As the study progressed it appeared to me, as to Banks (1974), that trade
union political systems correspond more to the idea of polyarchic govern-
ment than to either democratic or oligarchic government. The distinction
between active and passive democracies paved the way for a dichotomous
categorisation of member orientations to their unions in terms of active
and passive orientations. It was suggested that in most unions, but in the
AUEW particularly, activists are distributed throughout the union hierarchy
and the union's political life is pervaded by the 'competitions' between
the active members of each collectivity in the hierarchy for control over
areas of decision-making (autonomy) or over specific decisions. Thus the
political systems of trade unions were found to be pluraligtic in general
and polyarchic in particular, with the AUEW outstanding among trade unions
as an example of the polyarchic type. However, political structures (cons-

titutions) by themselves do not constitute the sole determinant of action.

As Martin (1977) and Hemingway (1978) suggest:

ryariations in the administrative and political
structure of unions, and the environments within
which they operate, condition but do not determine
the distribution of power: they can make it more
or less difficult for union leaders to 'control’
their members, OF the reverse". (Martin 1977: 140)




... members may find it necessary to go beyond
the constitutional arrangements for democracy in
order to exert control over their leaders".
(Hemingway, 1978: 3)

Commitment, participation, abilities and perceptions mediate between
structure and action, so that the analysis must extend beyond structure

in order to observe and explain action.

The method most suited to this observation is the issues approach,
embodying as it can, poth the pluralistic perspective of power relationships
and the action approach to theory and empiricism. The issues approach
focuses attention on the production of outcomes in a 'bargaining' or
competitive process. In the discussion of the nature of trade union poly-
archy two types of outcome were identified. A negotiated outcome is produced
when the collectivities settle their difference between them, the outcome
being determined by 'internal' sources of authority and other forms of
power. An arbitrated outcome is produced when the collectivities appeal
to agencies external to the competition. This dichotomy was found to
be particularly useful in identifying the sources of legitimacy within a

polyarchy.

If the issues approach has a weakness it is that by focusing on
observable cases of conflict it fails to take into account the underlying
structure of power and domination. The most successful exercise of
power, it can pe argued, is that which 1is never challenged, either because
it is so absolute (as Bachrach and Baratz (1962, 1965) imply) or because
it is invisible (as Lukes (1974) implies). The force of these arguments
cannot be ignored, highlighting as they do the superficiality of an unmodified
issues approach. This study has attempted to overcome this difficulty by
power that are usually

additionally directing attention to those sources oOf

unarticulated, and as Chapter Eight concluded:

"control 1is achieved without explicit reference

to the rules or to resources of exchange and
information. Though polyarchy has been character-
ised in terms of competing collectivities, such
competition will be predominantly latent rather than

manifest".




These sources of power form part of the third area of enquiry, that of

the explanation of power.

Explanation

The distinction between authority and other forms of power draws
attention to the different sources or bases on which different types of
power rest. French and Raven's (1959) fivefold classification of the
pases of social power provided the starting point for the analysis of the
explanation of power, these five types being reduced in this study to three;
firstly, exchange and interdependence; secondly, negative sanctions;

and thirdly, legitimation.

The exchange/dependency theory as developed by Blau (1967) and

Fmerson (1962) has found its way into organizational analysis largely through

strategic contingencies theory. Imbalances in the interdependence of
organizational sub-units set up a network of power relationships. The
explanation of power is thus located in the structural dimensions of the
organization, and for this reason Clegg (1975) has argued that the theory
is too static. What Clegg suggests and what this s=. . has stressed is that
the perceptions of the structural conditions are as impcrtant determinants

of action as those conditions themselves (assuming an cbjective definition
is even feasible).

Croziexr expresses the perspective of strategic contingencies theory

in a more acceptable vein:

"Strategic analysis consists in using the comments of
the actors to trace the different sources of their
conflicts and then in analysing, through key decisions
concerning those conflicts, the type of solution
usually arrived at and thereby the implicit kind of
game that is being played". (1972: 242)

perceptions thus form the bridge between structure and strategy (action)

and the exchange/dependency explanation is only viable in the context of

: v i meanings)
a research process which focusses On the actors interpretations (meanings,

placed on the relationship. In particular I have argued that it is the




recipient in a hypothesised power relationship which is the empirically

relevant unit of study.

Sanctions are closely related to exchange and interdependence, in
that the degree of dependence in part determines the ability to avoid
sanctions. Power is here related to the strength of the sanctions avail-

able, modified by strategies for avoidance.

However, I have argued that in the explanation of power within a
trade Pnion legitimate authority takes precedence over both exchange/

dependency and sanctions. Martin notes that:

"where dependences are palanced, and it is relatively
easy for subordinates to escape, power is likely to be
pased upon authority: the relationships can only be
preserved with the consent of the subordinate".

(1977: 56)

In the absence of any closed shop agreement we may recognise this
as a description of a polyarchic political system in a trade union. The
essence of authority is legitimation and two classifications of legitimation
have been identified in this study; firstly, the internal and external
classification; and secondly, the contingent and non-contingent classi-
fication. Where outcomes are negotiated in a polyarchic competition then
the competitors may appeal to internal sources of legitimacy such as the

rule book, or general principles of democracy (such as the electoral

principle) or general principles of trade unionism (such as the solidarity

principle). However, competitors may appeal to external agencies such as

the passive membership to legitimise their actions; and arbitrated out-

comes thus rest on external legitimation. The case study of arbitrated

outcomes reveals how the passive membership conferred legitimacy on the

work-shop organization in preference to the district committee.

what 1s the basis of external legitimation? Here the distinction

petween contingent and non-contingent legitimacy is useful. FOX (1971)

suggests that the tyade union member will legitimise that collectivity

pectations. For a collectivity to

(or official) which satisfies his ex

- ; 1 i oitimation from anotne
satisfy these expectations it may require {éﬁlF%muvlv ©
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source. Thus a collectivity recognised (legitimated) by management for
bargaining purposes will be legitimated by those shop floor members with

primarily instrumental orientations.

The model stresses the predominantly instrumental orientation of

the passive membership, concurring with Hyman that:

"Whatever the limitations of sociological surveys

of workers' attitudes (and they are considerable),
there can be no serious grounds for questioning

the evidence that the majority regard trade unionism
primarily as a source of material advantage. They do
not admire collective bargaining simply as an elegant
ritual, a procedural pas-de-deux as significant for
its aesthetic sophistication as for its substantive
outcome". (1978: 32)

Legitimation by the instrumentalmember is thus contingent upon that
collectivity continuing to secure economic gains. The case study of arbi-
trated outcomes again reveals the concern showed by the workshop organiz-

ation to retain the legitimacy granted by management.

The explanation of power in a trade union embodies authority,
exchange and interdependence, and the exercise of sanctions, though the
mechanisms whereby such bases become manifest (referred to by Hemingway
(1978) as action resources) are conditioned by the opportunities open to
the actors. Voting behaviour is only feasible given the opportunities to
participate in elections, leaving the union is only feasible in the absence
of the closed shop, sanctions are prescribed by rule, and it may be rare

that members have the opportunity to demonstrate support for one collectivity

versus another (for example, by striking, or refusing to strike) .

The Model

The model embodies three stages in the development of the analysis

of power; conceptualisation, structure and process.

Clegg (1370) has noted that anofficial strikes may be a restraint on

autocratic leadership.




The conceptualisation stage is represented by a general model of
variables which sets out in a systematised form some of the arguments oOn
power and control in a trade union which are developed in Part I of the
study. As a summary of these conceptual arguments this model represents
a general orientation to the broader model of action, and 1is an important
foundation on which the broader model rests. In itself, however, the general

model of variables is only the first step in the analysis.

The second stage 1is that of structural analysis, in which the structure

of the AUEW engineering section is presented in the form of a systems model,
embodying the notion of activity loops and the sources of power (derived

from the general model of variables). Each loop corresponds to a competition
between the collectivities that comprise the loop, and contains the key
elements of child et al's conceptualisation of union activities; that 1s,

the strengths and content of pressures, orientations, decision-taking and
feedback. Nevertheless, aside from orientations, the systems model rep-
resents little more than a crude cybernetic approach to t+he analysis of power.
If the analysis were to stop at this point, the explanatory power of the
model would be weak. Enough has been said to indicate that action cannot

be explained by reference to structure alone.

Hence the third,and most important, stage of the model is concerned
with the elaboration of power as a social process, considering not only
orientations but also perceptions. The processes whereby both structure

and meanings can change over time are emphasised as key elements in the

explanation of power. The structural dimensions of each activity loop

determine what is referred to as 'power capacity' or ‘possible power ',

the element of power analysis associated most strongly with strategic con-

tingencies theory. Before possible power is translated into action the

collectivity's perceptions must be such that they assess their power to be

high in relation to other competing collectivities. This has been termed

' power realisation'. Action may consist of either power testing OY

wWas

compliance; depending on these perceptions of relative power. AS




suggested in Chapter Two, "the outcomes of the testing process may reinforce
or modify the initial power realisation and may lead to further action,
such as an attempt to change the structural characteristics of the power

relationship". Bowers and Spencer have remarked:

"phe issue of structure and process has in some
ways served as the standing 'chicken and egg'
joke of modern organization theory". (1977: 13)

In the model for this study no suggestion is made of any 'chicken
and egg' unidirectional causality. It is clearly emphasised that neither

structure nor process are prior to the other, but that both are conditioned

by the other in a reciprocal relationship.

Perceptions also play an important role in that part of the model
which analyses power in the absence of overt conflict (power testing).
Much has been made in this study and elsewhere of the atypical character
of overt conflict and the 'taken-for-grantedness’ of systems of power and
control. In this, the important factors are the perceptions of congruence
between policy preferences, and the perceptions of the legitimacy placed
on policy preferences by the recipient of any attempt to control. The
means to control perceptions of congruence (and to some extent, of

legitimacy) has been termed three-dimensional power by Lukes .

The dividing line between three-dimensional and more obvious forms

of power 1s a thin one. Fox has pointed out that:

"7o the extent that either party feels coerced by an
exercise of power from the other, legitimacy and
authority will be absent. BAs we saw, however, this
is not to say that an exercise of power by one side
necessarily results in the other feeling coerced.

It may contribute to a shift in perceptions which results

in a fully-legitimised normative agreement”. (1971: 186)

Tt must be recognised that the model makes no attempt to account for three-

dimensional power, though at the same time the possibility of its existence

is admitted. I have argued, however, that within the action frame of

reference three-dimensional power may be legitimately downgraded in favour

of the actors' perceptions, however these are determined.
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?he Case Studies

Though the lack of detailed knowledge of how local union organizations
actually operate represents a regrettable hiatus in our understanding of
trade unionism, the purpose of these case studies was not solely, Or even
primarily, an attempt to remedy this deficiency. Rather, the case studies
have been used as settings in which to examine the ideas about the pro-

cessual nature of power and decision-making in a trade union.

;In the two activity loops considered, the model is shown to be a
fairly accurate representation of these processes, the case studies corres-
ponding to the type referred to as 'representative' by Eldridge (1968).

As in most social research, the construction of the model and the develop-—

ment of the case studies proceeded jointly. As Scott puts it:

"most field researchers 'explore' and '+est' concurrently,
and one is often hard put to determine where one activity
leaves off and another begins”. (1965: 269)

The model and case studies must therefore be viewed together as com-
prising a statement about the nature of decision-making in a trade union,
rather than as a hypothesis-test formulation. This statement emphasises
the polyarchic nature of the AUEW and the role of the membership as
arbitors of arbitrated outcomes, and in a ratification sense, even of
negotiated outcomes. It was seen that structure, in soO far as it
creates differential access to the membership, cannot be ignored as a
determinant of power, put it was seen also that structure 1s not immutable,
and may itself be the outcome of differential power. The key to the problem
is the concept of time. It is the processual, rather than static, analysis
of power which provides the greatest insight into the determinants of

decision-making and control, an observation for which no claim of originality

is made, Weber having made the point that:

wphe empirical facts which are used by sociology in a
paradigmatic manner, in order to develop its own
concepts, are largely, though by no means exclusively,
identical with the concrete processes of action which
are relevant from the viewpolnt of the historian'.

r1Taco. 1QY




N

Structure, perceptions and orientations are thus all subject to
modification over time, not least among the reasons for such modifications

being the experiences of competition.

In this discussion I have given considerable attention to the concepts
of structure and perception, but rather less to the concept of 'orientation’'.
For the purposes of the model a rather crude dichotomy between active and
passive orientations was utilised. This may be developed further in terms
of Fo¥'s characterisation of a trade union as a number of collectivities and
the notion of polyarchy in which activists are distributed among these
collectivities. The existence of activists at each level (shop stewards,
distrct, Divisional and National Committees, Executive Council) suggests
that not only the passive membership, but also the activists, may have
differential orientations towards each collectivity. 1In the same way as
I have argued that the passive membership will confer contingent legitimacy
on that collectivity which it sees as appropriate to its ends, so too may
the active member be more positively oriented to that collectivity in which
he is a participant, again in the belief that it is the most appropriate to
his ends.l The notion of competitive polyarchy stresses that a positive
orientation to collective action need not be equated with a positive
orientation to any particular trade union collectivity (such as the leader-

ship or hierarchically dominant collectivity).

Implications

The power of the district committee

1f the evidence of the case studies accurately depicts the relation-
ship between district committees and other collectivities in the AUEW, there
are considerable grounds for questioning the widely held view that the

district committees possess 'too much power'. These criticisms became

Though it must be recognised that sctivists may aspire to nigher
collectivities than the one in which they are participating.




embodied 1n the Donovan Commission's conclusion that the district committees
had powers to obstruct reform which derived from "the tradition of regulating
work practices on a district basis, and the constitution of the district
committee which tends to make it a coalition of representatives of the most

powerful groups of stewards in the district”. (1968: 42)

It is clear from this study that though tradition may imbue the
district committees with certain advantages for the exercise of power
(for qxample, derived from rule), these advantages are severely limited
by the weak structural linkages with those whom they would wish to control
(the membership) and by the existence of rival claimants to membership
legitimation. Although tradition may be one element in an authority
relationship (as Weber suggested) it is not sufficient on its own to
explain why groups comply with decisions which they feel are against their
interests. To suggest that the tradition of district autonomy led to the
creation and maintenance of an organization structure in which few
restraints are placed on the activities of the district committees, and
that sanctions are placed at their disposal for the enforcement of
district policy, would come closer to a correct appreciation of the role

of tradition as a basis for committee powers, but would still be wide of

the mark as an assessment of their overall power.

It is equally misleading to suggest that district committees derive

power from any bargaining role. As I have shown, the committee members do

not themselves negotiate but instruct and ratify the work of the local

officials.

suggests that attention should be directed at the '"new

warner (1972)

district centres of power which are developing" from a coalition between

district committees and workshop organizations. While correctly seeing the

i i i and influence to the
district committees as"a rival source of authority I

headquarters of the national union" he tends to overstate the unity of

Y o paY \ o+ ..".
interest between the committees and workshop organizations. As this stuqy

has shown, there is no more reason

TO suggest & unity




policy preferences) between the district committees and the shop stewards
as opposed to the head office, than between any other of the hierarchical
collectivities in the trade union. Indeed, a workshop organization may

find more common ground with the head office (to use Warner's expression)

in competition with a district committee.

Hyman correctly characterises the relationship between district
committees and workshop organizations as one of the negotiated order, 1in
which "reciprocal expectations, obligations and understandings develop"

(1975; 163) but which may be disrupted.

The evidence on the extent of district committee power revealed by this

study is broadly in line with the conclusions of the only other study which

has examined local organization in the AUEW in any detail. Boraston et al

(1975) noted several examples of plant organizations over the activities of

which the Leachester district committee had little control. In one plant,

other unions had production members and "there was therefore no means of

ensuring control of overtime worked by members of the union on production“.

In another plant the Convenor "was openly at odds with many of the current

members (of the district committee) - ---- , handled all issues personally:

and referred nothing to the district". The Leachester district committee

had policies on overtime, piecework, productivity, redundancy and measured

day work but:

"+he committee and the shop stewards sub—committee
could not impose these principles throughout the
district. They could act only where their attention
was drawn to a draft agreement or to excessive overtime
working, and they had no effective means of ensuring
that their decisions were carried out”. (1975: 35)

In an endeavour to correct the erroneous picture of district committees
held by several commentators there is a danger that the 'powerlessness' of
the committees has been overstated. There are several means whereby
the committees can gain control over the activities of workshop organiz-
ations. They can derive legitimate authority from the provisions of the

rule book, and from the electoral and solidarity principles. Appendix
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indicates the appeals to legitimacy derived from representing the whole
district (solidarity) and from the rules. As was noted of traditional

authority, however, these forms of legitimation may not be sufficient to i
ensure compliance. The district committee can also offer the workshops !
some expertise, information, strike approval and perhaps also external

legitimation in their dealings with management.

part of this 'service' is a fund of information about agreements,

poth local and national, which may be used for comparisons, and as a ﬁ

.
s

source of expertise for assessing agreements. Under rule, all agreements

should be sent to the district committee for ratification, and 1t was

suggested to me that only workshop organizations confident of not 'getting

into a mess' with their agreements would risk ignoring this rule.

The approval of strikes (if in turn ratified by the Executive Council) i

opens the way to the payment of dispute benefit to the strikers and to the

levying of a district strike fund. This is a 1gervice' (in the sense of i

exchange theory) and should not be taken to mean that the district committee

can control strikes. Boraston et al found that only a fraction of the

L.eachester districtg strikes come pefore the committee and hence the

committee had little power to control strikes.

In the event of legitimation and exchange power breaking down I

have shown that negative sanctions may pe wielded against workshop organ-

izations, but that this strategy is rare.

A further important source Of control over the workshops derives

from the relationship petween the committee and the district officers.

I have shown how the committee can vinstruct' the district officers in

their negotiations, and that the officers' work must be ratified by the

committee before it can pe finalised. Although I pointed out in Chapters

5 and 6 the limited nature of this power, it nevertheless represents an

important addition to the committee's means of control over the workshops

On balance, therefore, 1 would argue that the district C mrnitteesoiaY
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an important role in the union's polyarchy but that this role is limited
py a number of restraints which throw considerable doubt on the current

orthodoxy of the district committees possessing 'too much' power.

The role of the branch

current orthodoxy has it, and I have argued similarly, that the
branch plays a negligible role in the activities of the AUEW. In terms
of branch attendances and the extent of branch control over decision-making
this ﬁroposition would seem to be valid. Hyman and Fryer state that "few

union branches genuinely function as instruments of intra-union democracy"

(1975: 155),
Nevertheless, this study has identified a branch yole which is worth
emphasising. After workshop organizations as a source of information,

district committees receive most information on plant activities from the

branches. This information is often, though not always, concerned with

members’ complaints about the way in which shop stewards are handling either

members' grievances or general policy issues. In the case study on

the control of workshops it was seen that the main source of complaints

against the Convenor's handling of the redundancy issue was the branches.

In this way the pranches provide an important communication channel between

the members and the district committee which serves to 1imit the autonomy

of the workshop organization. This role 1is made possible by the separate

pases of branch (geographic) and workshop organization.

Those who argue that the branch should be based on the workplace

should at least be aware that any gain in administrative or representative

effectiveness may be at the expense of a further increase in the autonomy

of shop stewards. Since it has been argued that the immediacy of the shop

stewards relation with those he represents yields an approximation to

primitive democracy, such a move may be welcomed. However, tO the

extent that shop stewards may themselves be formed into bureaucracies which

"possess thelr own institutional interests, to be defended aga

zinst mempersincy




as against management and unions" (Goodman and Whittingham, 1973: 127)
there are grounds for arguing that some alternative channel of membership

complaint is desirable.

McCarthy (1966) suggested that compared with the South of England,
AEU branch life is more vigorous in the northern industrial areas where
shop stewards were initially only a supplement to strongly organized
pranches. To the extent that this is true, it may pe argued that the

observed use of the branches as a channel of complaint may reflect more

active branch life in general, and that the observation, while not atypical,

may be characteristic only of northern areas. However, Boraston et al

found that in the Midlands (an '{ntermediate' area on McCarthy's branch

activity scale) the branch is widely used by the dissatis®iad member to

draw attention to the handling of an issue within a plant.

The conclusion is that the branch, far from being completely redundant

as an element in the polyarchy, plays an important moderating role in

relationships between district committees, shop stewards organizations,

and the membership.

Amalgamation and bureaucracy

The current AUEW has developed out of a series of amalgamations, the

first phase of which culminated in the formation of the Amalgamated Society

of Engineers out of a merger between the '0Old Mechanics' (the Journeymen,

Steam Engine and Machine Makers Friendly Society) and a number of small

societies in 1851. These amalgamations between local craft associations

set the pattern for the district organization of the early ASE, and the

tensions between district autonomy and centralised direction which were to

characterise both the ASE and (following the ASE's merger with nine other

unions in 1921) the AEU. Hinton (1973) has shown how the anti-bureaucratic

craft tradition manifested itself in a desire for autonony from be

management and trade union hierarchy. This desire was an important Getor-

rminant of the polyarchic srructure of the AEU, in which provisicns -
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election of officials and representatives were supplemented by a formal
division of powers between a legislative (the National Committee), an
executive (the Executive Council) and a judiciary (the Final Appeal Court).
As the dominant force behind the 1851 amalgamation the 01d Mechanics were
able to secure the continuation of the craft organization in the ASE. As
the dominant force behind the 1921 amalgamation the ASE was able to

continue this fradition in the AEU.

When the AEF (Amalgamated Union of Engineering and Foundry Workers)
was fo;med in 1967 out of a merger petween the AEU and the amalgamated
Union of Foundry Workers, the dominanf role of the AEU in the merger
again meant that the old constitution survived almost unscathed. The
last amalgamation occurred in 1970 whenthe AEF amalgamated with the
Construction Engineers Union (CEU) and the Draughtsmen and Allied
Technicians Association (DATA) to form the AUEW. This amalgamation pro-
duced a trade group structure more akin to a federation than to an amal-
gamated union. The engineering section continues to work under the

constitution of the AEU.

The current constitution of the engineering section of the union
thus embodies many of the anti-bureaucratic elements retained from the
days of the 0l1d Mechanics and the ASE. However, at the time of writing,
discussions are taking place to explore the possibility of a further amal-
gamation between the AUEW and the Electrical Electronic/ggéegﬁgggg%ga %38n
(EETPU) to form a larger craft organization in the engineering industry.
As a move towards industrial unionism many would applaud the logic of the
proposed amalgamation but several points need to be noted about the
implications for internal pbureaucratic control in the new union.
among the initial suggestions for the form which the new union should take
it was proposed that the policy-making national committee be enlarged from
52 to 2,000 members, and that officials be appointed rather than elected

(at the EETPU conference of 1970 the rules were changed from selection of

O e e~ -




233

officers bas i i
ed on election to appointment based on technical qualifications)

Negotiations between the national leadershipsof the two unions have led

to modification of these proposals. Suggestions now include a policy-
making body of about 500 members to meet biennially, and it has been

agreed that the joint union would have elected, rather than appointed,

officials.

The first proposal would mean an important change in the character
of the National Committee. Though more representative, its role as a
deliberative body would be considerably reduced. Whether on balance this
change would strengthen or weaken the control of the Executive Council is
difficult to suggest, a priori, though several writers, most notably
Allen (1954) would argue that the larger conference would be less able
to formulate policy. Though the suggestion of appointed officials appears

to have been shelved, it is interesting to consider what its impact would

be in terms of the growth of bureaucracy in the union. The Webbs, Michels

and Gramsci adopted a uniformly pessimistic view of the growth of bureau~

cracy in trade unions. Eldridge notes of Michels work, for example, that:

"In discussing trade union organization Michels
emphasises the increasing need for a bureaucratic
organization staffed with technically competent
men who become better educated, and separate in

1ife-style, from those they represent". (1971: 176)

On the other hand, Weber, to whom much of the discussion of the nature of

bureaucracy can be traced, stressed that the election of officials is

incompatible with bureaucracy. He argued:

npureaucratic authority is carried out in its purest form

t is most clearly dominated by the principle of

There is no such thing as a hierarchy of
elected officials in the same sense as there is a hierarchical
organization of appointed officials. In the first place,

t impossible to attain a stringency of
discipline even approaching that in the appointed type- For
it is open to a subordinate official to compete for elective
honors on the same terms as his superiors, and his prospects
are not dependent on the superior's judgement” (1969: 30),

where 1
appointment.

elections makes i

and

"Elective officials whose legitimacy 1S gerived from the

suthority and TO

t to their

hose subjec!
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recall if confidence ceases to exist, are typical of certain
types of democracies, for instance in the United States

They are not 'bureaucratic' types. Because they have aé
independent source of legitimacy, they are not strongly inte-
grated into a hierarchical order". (1964: 387) .

Donaldson and Warner's (1974) study of the relationship between

dimensions of bureaucracy and the presence of elected officials strongly
supports Weber's hypothesis that the two would tend to be incompatible

features of organizational life.

Though Weber probably overstates the evenness of the competition
between encumbent and challenger, his view of election versus appointment
must be placed in context of his political sociology. He saw the develop-
ment of bureaucracy as profoundly depressing, referring at one point to

"the dictatorship of the official™ (Mommsen, 1974: 58) and arguing that:

"In combination with the dead machine it (the bureaucracy)
is at work to set up the iron cage of bondage of the future
to which perhaps some day men like the fellaheen in ancient
Egypt will helplessly be forced to submit".

Elections he saw as a means whereby charismatic authority could be

introduced into the government Process, not as a means of democratic

control. Thus the arguments whereby Weber came to his conclusion that

elected officials were fundamentally anti-bureaucratic were quite different

from those of the early craft unionists. Nevertheless their conclusions

were the same, and this study has shown not only that the electoral principle

is an important source of legitimacy but more importantly that the

membership can exercise an arbitral role in decision-making through the

electoral process. Edelstein and Warner (1975), and Donaldson and Warner

(1974) attribute even greater explanatory power to the role of the

electoral process in the government in the AUEW than I have in this study-

They would therefore interpret the replacement of elected with appointed

officials as of even greater importance than I have, since I have tried to

show that political structure, though important, is not the sole determinant

of the distribution of power in a union. Nevertheless, such a proposal

could only be intexy
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STRATEGIES FOR FURTHER RESEARCH

Introduction

Though the discussion of the present research is now complete, it
remains to consider a number of possibilities for further research that
this study has suggested. Not all of the proposals carry equal weight,
nor is it suggested that each proposal has been given the attention in
terms of detailed empirical strategies that>an actual research programme
would entail. Rather, the purpose of this final chapter is to indicate
the directions in which the present study can be developed, both in

theoretical and empirical content.

The following sketches are the outcome of an awareness (common to
most social science research) that much remains to be done before a com-
prehensive theory of the internal power and control relations in trade

unions can be constructed.

The Comparative Method

The task of developing a comprehensive theory will require a great
deal of research. Several chapters have vemarked on how little is known
about the actual workings of trade union political systems, particularly
at the local level. One of the first tasks in the development of the

theory would be to examine some of the propositions by the comparative

method. I have argued that one of the weaknesses of the case study approach

lies in the danger of over-generalisation from unique cases, and though I

have attempted to minimise this danger in this study, it is nevertheless

true that a broader empirical base would create greater confidence in the

validity of the theoretical propositions.

This broader base could consist of other districts in the AUEW, or of

Cclegg (1976), Carew (1976) and Edelstein and Warner (1975) have extended

5
the comparative method to consider trade unicn differcnces between

countries.
236
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in the AUEW strongly suppcrts the propositions of this study The work
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Boraston et al (1975) has been quoted on several occasions, particularly

as i i 1 i
t pertains to the relationships between district committees and workshop

organizations. Of equal interest in terms of the broader polyarchic

model is their observation that whereas in one district (South Marlshire)

the committee generally approved the District Secretary's actions after
the event, in the other (Leachester), the committee "had intervened in

plant affairs with some success, and had done so in spite of the district

secretary rather than with him" (1975: 163). This draws attention to
the proposition that the balance of power and control between any two
elements in a trade union polyarchy is variable, and thus Boraston et al's

concentration on full-time officer (district organization) relationships

with plant organizations unnecessarily constrains the theoretical potency
of their analysis. They argue that some workplaces are. more independent
because of greater accumulation of resources such as time, skill and
experience; those resources being generally (though not entirely)

related to the plant's size. These structural factors may be important,

and I have indicated as much in my analysis, but what then accounts for

the greater independence of some full-time officers from their district

committees? I would agree that the same factors may again be relevant, in

terms of the respective 'resources' of skill, experience and time possessed

by the committee and the officers. But more importantly, the perceptions

the collectivity orientations, and the

of such control over resources,

contingent legitimacy which skill and experience migh engender from the

instrumental membership are perhaps equally as strong explanatory variables.

I have already noted that the Leachester district was actually

Rirmingham East, and it was in this district that Boraston et al found

control over district policy-making balanced in favour of the committee

rather than the full-time officers. Derber (1955) also studied the

Birmingham district (before division into Fast and West) and he too

found the "full-time officers dominated by the district committee" (1955: 8¢




a feature which he generalised to the AEU as a whole. Boraston et al's
evidence of the officer-dominant district committee in the South Marlshire

district serves to indicate that such generalisations are invalid.

It must be recognised that Boraston et al's findings on independence
and resources were based on an analysis of many different types of union in
the public and private sectors, including not only the Engineers' and
Electrician's Unions, but also the two main general unions (TGWU and GMWU) .
In this respect their findings have greater validity, considering as they
do those variations in trade union policy and structure (number of full-time
officers) and in bargaining scope, which might have been expected to have
an important impact on workshop independence. That these features appear
not to exert an independent influence is significant, though they note that
trade union policy can act as an important encouragement or inhibitor of

workshop independence, 1if this policy is translated into structural
conditions.

Chapter Five briefly considered some of the structural features of

other unions which make their polyarchic government different from that

of the AUEW (if, indeed, polyarchic atall). A distinction was drawn

between those unions that have descended from the "New Model" unions

(such as the AUEW) and those that have descended from the "New Unionism"

(such as the general unions), particular emphasis being placed on the vary-

ing degress of tcentralisation' in the two types. A comprehensive theory

of trade union government would need to consider both types of union as the

minimum stage of comparative analysis.

This method of comparative analysis (as often employed by Hugh Clegg,

for example) generally relates to causal explanations of social action, 1in

that a search is made for variability across cases and for the factors

which are believed to have given rise to (caused) those variations. The

the fairly general one of observational

problems associated with this method are




bias (in which degrees of variance are ascribed to cases as a partial
result of the prior categorisation of expected variance), and the more
difficult problem that occurs where the variance across cases is nil.
Where two or more cases yield approximately identical measures of control
based on a decision-making model, then it is difficult to explain the
bases of control in terms of the presence or absence of hypothesised
causal factors. For example, if a comparative study yielded the

(unlikely) conclusion that all district committees in the AUEW exercised

.
.

complete control over decision-making in their districts, then it would be
difficult to define which factors made such control possible. In a rather
different context, Abell (1977) has suggested that teleological explanation
is probably of greater value than causal explanation where there is

insufficient variance across cases to attribute causality to key variables.

For the purposes of teleological explanation, it is argued that

actor B does something for actor A because A can provide something which B

values, and thus evidence is needed on B's intent, his beliefs about A,

his beliefs about relevant forms of action, and his belief that A's

behaviour was because he (B) acted as he did (that is, some confirmation

of the 'correctness' of the action). Such explanations, though closely

related to the'control over resources' approach to the explanation of

power capacity, also embody the notion of perceptions, central to the power

realisation element of my model. The distinction which Abell draws between

manipulation and influence in terms of B's cognitive premises (A changing

B's mind) is similar in approach to the grounds of my distinction between

power and authority (though I would stress that it is the use of the

recipient's cognitive basis for the distinction which 1is similar, not the

distinctions themselves) .

But as Abell points out:

npdmittedly, there may be rather acute problems
in ascertaining the ‘truth' about peoples intentions,

beliefs and sO on". (1977: 18)




This problem relates to the second area in which further development of the

model would be useful.

Orientations and Perceptions

The action frame of reference stresses the actors'’ interpretations of
social situations as important determinants of behaviour, these interpre-
tations being conditioned in turn by the actors' orientations to and per-
ceptions of the institutions and relationships which make up the arena of
socialibehaviour. The theory of a socially constructed reality tends to
emphasise that orientations and perceptions are to be treated as inter-
related (though not co-terminous) explanatory variables. The relationship

is implied by Silverman when he argues:

"Adequate analysis of the orientations of members of
organizations would require attention to the specific ways
of perceiving situations which they bring from extra-
organizational experiences". (1970: 123)

considering orientations first of all, the typology of orientations
towards the trade union which was adopted for this study is rather crude in
that it distinguishes only between active and passive members. A further

assumption was made that the passive membership would be primarily, though

not entirely, instrumentally oriented both to their work and to the trade

union. Such consistency in orientations may not be present, and part of

the further study would need to examine the relationships between sets of

orientations. The 'Affluent Worker' studies tended to assume that orien-—

tations would be consistent, an assumption strongly contested by Daniel

(1969) and by Nichols (1976, 1977). Writing with Armstrong, Nichols

argues that attitudes, ideologies and orientations are not logically

1

coherent but are "inchoate For example, an instrumental orientation

to work, they argue, is not necessarily associated with a lack of class

consciousness. Nevertheless, they conclude (though reluctantly) that

the predominant orientation to work which they found was instrumental.

bout the same workers' orientations to their trade

Writing with Beynon a
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on, Nichols notes: 'The union, they felt, gave them some sort of

protection" (1977: 161), and

”Crugially, these men experienced the union as a
serv%ce organization: a deductor of taxes and a
provider of facilities". (1977: l6l)-l

van de Vall (1970) has also stressed that the 'insurance' function was the
most often quoted reason for union membership in his study, and Sayles
and Strauss (1967) found that while the inactive majority showed little

interest in their union's internal political life, they supported its

s
3

economic activities.

It was on the basis of studies such as these that it was felt that
an assumption of consistency in the orientations of the passive membership
was not unreasonable for the purposes of my study. Rather more problematic

are the orientations to the trade union held by the ‘activist' members.

These are less easily described. Fox, for example, has suggested that one

of the ‘'emergent properties' of a collectivity is the part played by

activists in the maintenance of the organization:

"Those taking up leadership roles in the collectivity
soon realise that their responsibility for maintaining
and enhancing its strength obliges them to think

in terms of its 'institutional' interests". (Fox 1971:

117)

that the assumption of a consistency between

It is with the activists

orientations to. work and orientations to the trade union 1is most likely to

break down, though even here writers such as Hinton (1973) have noted that

the anti-bureaucratic character of the craft ideology created a consistency

of orientations towards work and union (dislike of hierarchical control)

that was compatible with union activism.

In Chapter Three it was noted that attempts to consider the problem of

orientations to trade unions have generally involved consideration of

ted that workers experienced frustration because of this

1
It should be no
tey felt that the union should be something

limited role of the trade union:

more.
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'types' of worker, and mention was made of the typologies of Seidman et al
(1958), and Child et al (1973). My study has stressed that there are varia-
tions in orientations according to collectivity, and it is apparent that
considerable research is necessary in order to extend our understanding of

the nature and bases of these differential orientations.

Such research is particularly difficult. The most common form of
methodology for the assessment of orientations is the type of combination

of at?itude survey and interviews which was characteristic of the 'Affluent

Worker' studies. Such methodology is reasonably adeguate where orientations
are believed to be stable over time and independent of context, but needs
to be treated with caution where orientations may be 'inchoate'. Fox

remarks on the use of attitude surveys to uncover orientations to trade

union collectivities:

"The whole question of the interaction between the
individual and the collectivity reminds us that, as in all
other social contexts, the individual-in-society, may
figuratively be said to have two selves, the ‘private’

self and the 'social’ self, which are sometimes in tension.
The perspectives and interests of the private man may
diverge from the perspectives and interests of the social
man. This may pose methodological difficulties when attitude
surveys are conducted within work organizations. Some
respondents may reply to questions from a purely individual
standpoint and others with group norms and values in mind.
Others may move from one stance to the other without

being aware of it. It is important to know which pattern
of responses is being tapped". (1971: 120)

Similarly, Nichols and Armstrong argue:

"the construction of typologies out of workers'
'attitudes', usually as ascertained from one-off
interviews, and sometimes from standardised forced-
choice questionnaires, is as likely to obscure as it is

to clarify". (1976: 127)

Though Nichols and Armstrong perhaps undervalue unnecessarily the

methodologies available for uncovering orientations the point is valid.

In his criticism of the 'Affluent Worker' studies Daniel notes the danger

and difficulties inherent in making central to an investigation some-

thing which 1is as elusive and intangible as the actors' subjective

whilst arguing in favour of the

gefinitions of work, and even Silverman,




social action approach, is obliged to recognise that:

It? critics would suggest that analysis at the level
of human motivations is at worst highly subjective, at
best non-sociological. (1968: 22) ’

Yet teleological explanations of power require that those motivations
be revealed, and if attitude surveys and interviews are suspect, what
alternative methodologies are available? The approach taken by Nichols
et al is to combine detailed non-participant observation over a lengthy
period‘of time with analysis of statements and conservations with the
actors. Clegg (1975) goes further in this direction by combining parti-
cipant observation with an analysis of conversations in terms of both the
'deep structure' of the language used and also the 'surface structure'
revealed by taking statements at face value. Useful as these approaches
may be they still require a certain degree of interpretation on the part

of the investigator which, unless treated cautionsly, may merely result in

an analysis of the subjective by the subjective.
The alternative to a deep immersion in the social situation on the

part of the investigator is to take a view of orientations which is suffic—

iently limited to be amenable to questionnaire or interview methodologies.

Rather than attempt to derive a total picture of the actors' orientations to

all situations (work, family, leisure, class and so on), this approach focuses

on those orientations which are believed to be relevant in the restricted

context under investigation. For example, Poole (1976) has analysed the

distribution of power in four Sheffield factories in terms of latent power

(numbers, bases and resources, which in my study has peen referred to as

structural power capacity) and values (role expectations and attitudes to

managerial authority, which approximate to my use of the term orientations).

values were assessed by asking the shop stewards in each workplace to define

their own duties and then interpreting the answers in terms of the number

of stewards who desired greater influence in decision-making and who had

non-harmonious conceptions of theilr role vis-a-vis management. These

values are then encapsulated into a more general dichotomy between mili-

tancy and non-militancy. No attempt is made to relate these orientations




to any wider context, nor to account for them. Nevertheless, Poole is

able to show how neither the structural bases of power nor an orientation
to militancy is in itself a sufficient explanation of the power process,
but that it is "the interplay between aspects of social structure and of
consciousness, between objective and subjective variables and between
latent power and values which is clearly so crucial to understanding satis-
factorily the particular patterns of labour relations which obtain at

workplace level" (1976: 39).

[

If Poole's analysis of the subjective dimensions of power relation-
ships does not go far enough, it is notso much in its deliberately restricted
view of orientations but in its limited attempt to deal with perceptions.
Certainly, orientations may be thought of as "ways of seeing" but this is
conceptually different from the narrower idea of perceptions. For example,
Poole refers to 'weaker' and 'stronger' bases of power, but does not
examine how the participants themselves perceive weakness and strength,
except to mention the 'rule of anticipated reactions'. Nor does he
consider the complex relationship between orientations as general approaches

to social situations and the actors' perceptions of those situations. 1In

terms of teleological explanation, orientations relate to the problem of

motives or intent whereas perceptions relate to the appropriateness

of actions to achieve that intent. In my model the concept of perceptions

is embodied mot onmly“in-the igeaof power realisation, that is, the

actors’ assessment of relative power in a competitive (bargaining or non-

bargaining) arena, but also in the ideas of perceived congruence and

legitimation. Poole regards a militant orientation as equivalent to the

questioning of managerial legitimacy across a range of issues. I would

argue that the relationship between orientations and perceptions is more

complex, in that even given a militant orientation some managerial

decisions will be perceived as legitimate while others are not, and further,

that the non-militants may not accept the legitimacy of managerial decisions

the 'negotiated order'. Tne definitions

that fall outside the scope of
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what is and what 1s not legitimate and therefore of what is and what

is not militant are the outcome of this negotiation of order

Edwards (1978) has suggested a fairly straightforward way in which to
analyse the impact of perceptions on power and control in a competitive
arena. She distinguishes between bargaining power, the measure of which is
based on an analysis of disputed decisions, and control, the measurement of
which is based on managers' and union representatives' perceptions of

. . . ..
their own and each other's control over a uniform set of decisions. These

/
i

perceptions were gauged by asking both sides to put forward a list of
important decisions (twenty-eight in all) and then for each decision asking:
who made the decision, how important it was to influence the decision, how

much influence they had, and how much influence the other side had.

In this way it was hoped to achieve a measure of control over cutcomes

which would be complementary to a measure derived from overt conflicts

(pargaining power). Of the four strategies to determine outcomes, bargaining

power would only be in evidence when objectives were not sel f-modified in

advance (as in the law of anticipated reactions), when they could not be

modified by persuasion and when they were not seen to be of mutual

interest (congruent). Edwards notes that:

ticipant's own estimates of

"The measure based on par
s to some extent, but

control covered all four processe
the accuracy of this coverage could be expected to

vary between individual respondents, depending on theilr
degree of insight into their own situations”.

(1978: 13)

But

"perceptual measures can also be expected to show a high
degree of accuracy in situations where issues and out-

comes are clearly defined". (1978: 13)

Again, if there is a weakness in Edwards' analysis it derives from

an over-concentration on perceptions, to the virtual exclusion of orient-

ations (the reverse of Poole's emphasis). For example, she found significant

-

1 assessment of militancy pased on now

This may be compared with Poole's
ught to have.

much influence the shop stewards felt they O




and positive correlations between the perceived right to make a decision

in the first place and the importance attached to controlling the decision
In view of the managers' recognised right (that is, perceived legitimation)
to make most of the decisions, she suggests that either the lower importance
which the union attaches to these decisions is a rationalisation, or is
because the union considers these decisions irrelevant to their members'
interests. "In either case", she argues, "the situation reflects a
normative system which operates very much to the advantage of the manager"
(1978: 9). The basis for this normative system, I would argue, lies in the
orientations of the trade union representatives to the decision-making
process, orientations which Poole has dichotomised as militant oxr non-
militant, but which would surely be worthy of deeperxr investigation. At its
simplest, all that is required is to combine Edwards' questionnaire on

perceptions (for example, "how much influence do you have?") with

Poole's questionnaire on orientations (for example, "how much influence do

you feel you ought to have?") An intermediate methodology between total

immersion in the research context and externally administered questionnaires

and interviews was adopted by Batstone et al (1977) . They spent four

months as non-participant observers in one plant, and combined the data

from informal interviews OX conversations with that from structured

interviews and questionnaires to develop a typology of shop steward

orientations (leaders and populists) and to examine workshop member

orientations (primarily instrumental) .

In Batstone € al's study thexre is again atendency to equate gene ralised'ways of seeing’

(orientations) with the more 1imited idea of perceptions of particular

structures or events. Nevertheless, this methodology provides a much

richer source of data on subjective variables which might be extended

to consider 'activist' orientations and perceptions at collectivity levels

other than the domestic organization.
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A cybernetic development of the structural model

Cybernetics is concerned with a unifying theory of control and hence
it might be expected to have something to contribute to the analysis of
social control. Wiener, widely regarded as the founder of the science,
defined cybernetics as the science of "control of communication in the
animal and the machine" (1948) but its applicability to social control
has been emphasised more recently by Beer, redefining cybernetics as "the
science of effective organization” (1974: 13), In Mouzelis' description
of cy%ernetic analysis of organizations as g system of loops within loops,
or rather as a hierarchy of interlocking loops at the bottom of which the
loopsbecome smaller and more numerous" (1975: 133) it is possible to

recognise the crude cybernetic basis of the structural model presented in
Chapter Six.

vet cybernetics has not made the impact on sociological theory that

its proponents might have wished, and the reasons for this can be found in

the writings of the chief exponents of cybernetic theory. Ashby, for
example argues that:

"Many workers in the biological sciences - physio-
logists, psychologists, sociologists - are interested

in cybernetics". (1961: V)

N . ",
This view is echoed by Beer Wwho writes of 'systems wherever they occur :

"They may be psychological, or physiological, or
sociological, and so on: in a word biological".

(1967: 105)

In short, the cybernetic model seems to be arrested at an elementary

stage of sociological systems theory, putting greatest emphasis on

functional teleology as the explanation of systemic behaviour. The

systems models as described by cyberneticians are incapable of incorporating

such things as values and status, Or group struggles.

Nevertheless, at the structural level, cybernetics can offer some

useful insights, provided that its analogies between machines, organisms

accepted uncritically- Cnapter Eight, for

and organizations are not
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is at this level that cybernetic analysis can play its greatest part.

Central to the cybernetic model is the concept of variety, or the
total number of behavioural configurations possible in any system. As
Beer (1975) notes, variety in social systems is so great that institutions
and organizations are developed in order to reduce this variety in the
systefm by setting up hierarchies and sets of rules. The task of effective
organizations 1s to cope successfully Qith variety and this can only be
done where the variety of the input to the decision-making (controlling)
unit is matched by the capability of that unit to receive and deal with that
variety. The decision-making unit thus requires equal variety to 1its

input. This is termed Ashby's Law of Requisite Variety, popularised by

Beer as "only variety can absorb variety".l Since the input normally has

greater variety than the decision-making unit some form of attenuation is

required (such as the 'gatekeeper' in Easton's (1965) political systems

model) . Similarly, in order for control to be effective, some form of

amplification of the output is necessary. Thus in successful systems,

systemic variety 1is attenuated and regulative variety is amplified.

The second aspect of a successful system is that it can accommodate

disruptions to the system via an automatic process of feedback and 'course

correction'. The system is thus self regulating and will tend towards an

entropic state (a uniform distribution of energy) of homeostatic ultra-

stability (a stability against all perturbations). A system that is disturbed

will pass through a number of states (transformations) which can be analysed

by the stochastic processes of ergodic theory (the ways in which a pro-

bability system settles into predictable forms) before reaching its new

equilibrium, the total time taken for this to occur being known as

e

e

1 Beer uses the phrase in most of his books. It should be noted that

what Ashby actually said was "only variety can destroy variety". (1961:

207) .




the relaxation perxiod (Beexr) or transient (Ashby).

These characteristics of requisite variety and ultrastability are
common to all successful systems, the systems themselves nesting one within
the other at different levels of recursion (society, institution, organiz-

ation, department and so on) so that

"We shall gradually be able to devise a more complicated
model, redolent with feedback loops, which is of
practical value. In doing all this we pass from the
notion of a straightforward feedback mechanism to the
notion of multiple loop systems". (1975: 107)

Success is defined in terms of the system's survival, and though
Beer generally regards ultrastability as desirable,l he is clearly as
uneasy about the implications of such a definition as most sociologists
would be. Writing of bureaucracies, for example, he argues that "their

systemic organization is directed not primarily at our welfare, but to

their own survival” (1974: 78)., It is this problem of values with which

cybernetic models have failed to come to terms. Though Beer disclaims the

functional teleology of cybernetics ("Much of the language of cybernetics

involves teleologicd shorthand" (1967: 205)) he nevertheless writes:

"what matters about the institution is not its set
of dependencies but its performance". (1974: 8)

Though internal tension may exist, it can be turned to constructive use

since Beer argues, "I continue with the hypothesis that everyone is well

intentioned" (1974: 79).

Though still within the systems framework, the most comprehensive

attempt to reconcile cybernetics with sociology has been made by Buckley

(1967). Rejecting the idea of homeostasis Buckley concentrates on the

ideas of variety (for example, as in deviance), communication and feedback,

and an adaptive decision-making system. Power is here defined as control

or influence against the will (with or without knowledge) and is distinguished

from authority which is defined as informed, voluntary compliance. Enough

M

He remarks, for example, 'We are now well on the rrack of that desiranl

systemic property, ultrastability". (1972: 50).




has been said in previous chapters to indicate that I would not regard
either of these definitions, nor the distinction, as valid, since I have
argued that "voluntarism" is a rather tenuous base on which to rest the
analysis of authority. Martin, who follows Buckley's scheme to some

extent, argues that:

"The cybernetic model remains a highly elaborate
analogy rather than an explanation for what
happens in the social world". (1977: 17)

, The principle value of the cybernetic model lies in the sophisticated

elaboration of the role of communication and information in terms of variety,

amplification and attenuation, rather than the functional analysis of homeo-
stasis and system survival. As such, cybernetics represents an important

development in that structural analysis which I have argued 1s an integral

part of the model of control processes.

competition, Bargaining and Costs

Discussion of the competitions between collectivities may be filled

out by reference to the costs involved in both bargaining and non-bargaining

power. Several writers have discussed bargaining power 1in terms of the

costs incurred by the bargaining parties. For example, Chamberlain (1951)

has argued that the bargaining power of A is equal to the ratio of the costs

to B of disagreeing with A's terms to the costs to B of agreeing with A's

terms, while the bargaining power of B is egual to the ratio of the costs to

A of disagreeing with B's terms to the costs of A of agreeing with B's

terms.

Similarly, Harsanyi (1971) has argued that the guantitative character

of power relations must include the opportunity costs of A's power over B,

and the opportunity costs to B of refusing what A wants him to do (A's

strength of power) . Harsanyi argues that A can manipulate the opportunity

costs to B of refusing, by providing new advantages OX disadvantages

(with or without conditions attached), by supplying B with additional

es, or by creating legitimate

information on the advantages and disadvantag




authority or personal affection (B attaches disutility to disobeving A).
In Harsanyi's model, the opportunity costs of A's power are defined as ;
objectively measurable, whereas opportunity costs of B's refusal are
defined subjectively in terms of B's perceptions. Though Harsanyi intro-
duces the notions of legitimate authority and perceptions these become sub~

sumed in th i i ini i
e general discussion of bargaining costs in terms of 'control over

¥ : . . .
resources (time, money, etc). Power 1S discussed in the schedule sense of

a production function which describes how an individual can transform these
resources into social power, but additionally, suggests Harsanyi, we need

to know how much resources an individual is prepared to use (that is, his

e —————Ts,

utility function).

Bilateral or reciprocal power situations are then analysed in terms
of two-person bargaining games, in which willingness to use sanctions

(rewards and penalties) on the part of A is combined with the opportunity

costs of compliance on the part of B.

These analyses tend to assume that all types of power may be

regarded as identical with regard to costs, regardless of the context in

which the analysis is applied. Whereas Harsanyi has concentrated on

sanctions, Abell (1975) has made a useful distinction between power and

influence so that persuasion (without sanction) can be introduced into the

model. This distinction can pe elaborated to indicate the relative costs of

using different forms of power 1in different contexts and comparing these

costs with the efficiency of different forms of power across contexts. Thus

it will be possible to include both bargaining and non-bargaining costs in

the model.

In Abell's model of bargaining and influence the production of certain

outcomes 1s a prerequisite in any actor's (A) ability to 'control' another

actor (B),tough B may also comply with A's objectives because of what Abell

terms 'residual compliance’. Total compliance is thus made up of control

Power is seen as the means whereby control 1is

and residual compliance.
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secured i i
and influence is one means whereby residual compliance is raised
infl i ' &l
( uence 1is said to exist where B changes his objectives because of A)
In hi i '
is discussion of control loss, Abell seems to argue that residual

complia i - i
o] nce is cost-free, whereas securing control involves a cost element.

However, I would argue that in a trade union an important means of
creating residual compliance is through the legitimation of authority by
the representative system. This legitimation may be derived either from
the impersonal rules attached to specific offices (the Weberian sense)
or from the representative system via an acceptance of the democratic
ideology. The time expended on creating influence or the conditions for
normative consensus and legitimacy does involve some costs. Influence
generally involves information transmission costs (Pondy, 1970: 282)
and the time consumed by the representative system involves costs not
only in terms of the foregone opportunities for officers to be engaged
elsewhere, but also in terms of any time lost between the need for a

decision arising and its eventual implementation.

The problem may be interpreted as one of achieving a given level of

compliance in the organization for the minimum outlay of control costs plus

residual compliance costs, and we may solve this problem conceptually by a

consideration of the relative costs of using power (control costs) and

influence/legitimacy (residual compliance costs) compared with the relative

efficiency of power and influence for producing compliance. It is helpful

to assume that to produce compliance requires some combination of control

and residual compliance even though this assumption excludes the possibility

of a completely consensual organization or an organization dominated by

control. In addition we may assume that both power and influence are subject

to decreasing returns in their production of compliance. The application of

each additional unit of either, while the other is fixed, produces a less

than proportionate increase in compliance. Abell suggests this when he

argues that the function AgXB = f(wA) may be expected to be non-linear.




3]
(G2}
[O%)

In this function, AgXB i i
gXB 1s the compliance co-efficient of X (outcomes produced

by A) on B (actor B) expr
) pressed as a probabilit
Yy, and W_ are t
, A e the control
costs incurred by A in attempting to control B. A non-linear function

indicates the reduced probability of compliance as gXB # 1 (Abell, 18975)

Compliance is a function of control and residual compliance

c = f(a.b)
where C = compliance
, a = power (control)
b = influence /legitimacy (residual compliance)

The marginal rate at which the organization can substitute between power

and influence for any given level of compliance may be found by differen-

tiation:
fada + fbdb = dCc = O
- _d_b. = E £ MRSab
da fb

The partial derivatives fa and fb are the marginal outputs of compliance

(M.C.C.) of power and influence respectivelv.

Here we are concerned with the marginal efficiencies of power and
influence which may well depend upon the type of organization and the

expectations (orientations) that members bring to the organization. With

reference to the nested contingency of power in organizations we might

expect the efficiency of power in a trade union to be low relative to the

efficiency of influence and normative consensus.

Lerner (1971: 190) notes that, "while the rank and file may outwardly
be held in check by the formal aspects of institutional control, unliess

their varied and sometimes conflicting needs and interests are met they

eventually revolt®, the result sometimes being the secession of the dissident

factor. The group disaffection may arise pecause the union fails to Ymain-

tain sufficient administrative elasticity to meet the diverse interests of

their heterogeneous memberships" and because the representative system may

leave some groups unrepresented or unable to affect the union's decisions

(1971: 187).




However, such 'admini i ] i.ci
;, such 'administrative elasticity' does not come free to the

organizati P i
g ation. The relative costs of using power ('formal aspects of institu-

tional control', i ! 1
; in Lerner's terms) and creating legitimacy can be con-

cept i i i i
P ua}lsed in the form of prices paid, where the price per unit of power

»

is given by:

total costs of using power
power units used

and the price per unit of legitimacy by:

total costs of creating legitimacy
units used

any given level of resources can be divided between power and legitimacy

such that:

T = apa + bpb )
where T = total resources (costs)

a = powver

b = legitimacy

Pa = price of power

P = price of legitimacy
Cost minimisation may be presented as

m = +
T apa bpb

for a given level of compliance
c = f£f(a.b)

By differentiation and substitution we find the minimum cost conditions

where:
pa _ fz
pb fb
or MRSab = pa
pb
or MOCa _ pa
MOCb pb
1
or MOCa _ MOCb
pa pb
1 Wheré the assumption of diminishing returns to the inputs does not hold,

the tangency solution is not the cost minimising solution. Increasing
orner solution in which the cheaper

returns to the input will produce a cor _solution n Mo c e 2 SR nt
resource is used entirely; constant returns (wherc the MRSab has a €O T
slope) may also produce a corner solution except where MRSab = pa
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Thus the decision on the part of any organization whether to use
power or residual compliance will be based on the interaction between
their relative efficiencies (ability to produce required levels of compli-
ance) and their relative costs. Although the cost per unit of building
normative consensus might be high relative to the cost per unit of power,
normative consensus may be employed in a trade union because of its greater
efficiency. Conversely, the failure to build sufficient normative CONsSensus
and create sufficient legitimacy will leave control over outcomes (power)
as thé chief means of ensuring compliance and thus bargaining over outcomes
becomes an important area of activity in the trade union. Hemingway (1978)
argues similarly that in a trade union 'persuasive' or "manipulative’

strategies for control will be used first, since these entail lower costs,

but that if these strategies fail, higher cost 'coercive' strategies will

be employed.

As with all models that rely on the analysis of costs in this way,

The role of information

problems of knowledge and rationality are posed.

as a strategic resource pecomes critical, Chapter Six having indicated the

ways in which limits on information restrict a party's power (ability to

control). The acquisition of information (where possible) must be regarded

as an additional control cost, along with the costs of positive or negative

sanctions.

e the notion of 'rationality’

Roulding (1962) has attempted to introduc

into the analysis of bargaining and conflict resolution. He argues:

son has a view of the relevant
universe which is partial and incomplete, OX false in
the sense that pehaviour according to this view leads
to unexpected results, but which also may be rigid, not

subject to modification by information received, and
valued by inconsistent and constantly shifting orderings,

so that one state is preferred at one moment and a
y state at another". (1962: 151).

"The irrational per

contrar

Conclusions

These four sketches have indicated some directions in which further
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Op)
(C))

research would be useful . 1B p éli four areas

would be rather broad, but at theﬁéaﬁé a be recognised that

these are not four discrete areas of study. A better knowledge of ori

tations and Pércépt&éﬁéfw§ﬁid provide_apiessentiél unéégﬁinﬁiﬁgﬁﬁéj%ﬁ§ “ V*”V
measure of control costs. Do or@énééﬁiq@§ éﬁd/thus/control costs vary
between: trade unions and be#weenéiffefeﬁ£ g£6upsi;f‘Qorkgrs? Etzioni's
(1961) typology of complianée would suggest that they do. The more
‘calculative' the orientation to the trade union the greater would be the

respoﬁSe to 'remunerative power'. The more ‘moral! the’brientation, the

greater the response to 'normative tent do different

_either up or down,

control in a trade union mu

any comprehensive theory can b
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APPENDIX ONE - Sources and te

1945-70

table shows the sources of ianrmationiéhd,type of issue as théY appéa£ 

in the ‘committee minutes at~fivefyeériy¥périodé/ffdm 1945 to 1970. As

January 1945

dilution

_overtime

‘setting up of joint
works council

management shop stewards
: appointments

branch

shop stewards

/ gredentials
14 items b%gnﬁh téxciusions
" shoprgteward ;éucation pamphlets
june 1945 con&enor pieeewgrk ’
branch i@ilution
shop stewards Wagés
convenor wages




_member

branch

member

branch

convenor

branch

28 items

January 1950 convenor

convenor

member
branch

shop stewards

branch

demarcation dispute

ihe)
Ui
Xe}

racy of district
ommittee minutes

shiftwork

membershipH
jrading
redundancy

ék@ﬁiéion from branch

7=Séction of membership

alspﬁte between members

demarcation dispute

nter—union dispute

complaint againSt shop
steward

piecework
foreman working

shop stewards' creden-
tials

o

sickness benefit

wages
joint industrial council
wages
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ctimisation

inter~uhion'di$éqﬂé \
(G+M) -

nter-union dispute
(NSBMA)

shop . 'steward dismissal
shop steward wages

shop steward

of ggineeripé
and ied Trades shop
stewards council

filiation

wages

‘joint production council
A overtime

sh;ftwork

-ecruitment posters

association “evictions

parliamentary candidates

- wages

= dismissal

convenor dilution

convenor refusal to implement
district committee
decisions

shop stewards maintenance WOrk




»

___branch

British-China
Friendship
Association

League of Democra
in ( ¢ ‘

sub-committee

dismissal

wages
redundancy

‘election of stewards

circular

erman re-armament

working conditions

minutes
outing

shop stewards
(appointment)

inter-union dispute
(ASSET) o

inter-union dispute
(ETU)




member

_convenor

By

venor

25 items

_convenor

branéh

shgp;steward

convenor
convenor

shop. steward

/wagééff

‘thidays

June 1955 shdp/stewards

dispute between shop

, stewards and convenor

efusal to give Full

Wage Benefit

resigning DC

ems for agenda of

sultant committee

lieu notice

wages

holiéay pay

WO. ?sagpuncil
dilution
working conditions
overtime
allowances

inter-union dispute
(ASSET)

work study




P

18 dtems

January 1960

shop. steward

shpp,s;eward

ircle for the
_ Elderly

Méidrnéf Salford

Leamx?of Democracy

in Greece. -

tre .

convenor

branch
convenor

convenor

executive council

_working arrangements

ifferentials

complaint against

request for booklet

_ _incentive schemes

demarcation~dispute

week

a/peéi/for funds
appeél for funds

arrests of unionists

shop. steward
appeal for support
wages

dilution

diihtion
redundancy

holidays
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25 dtems
yside ‘ndus;
\$‘aI’DeVéIopment,
Association ”
June 1960

wages

ive coun ~ membership campaign
. .~ competition

_conveno
branch

o

member

- Local Employment
Committee

__convenor bonus scheme

convenor holiday arrangements

member and4branch

dismissal, workshop
~organization

dilution

“divisional organiser . =

20 items

~shop stewards (election)

January 1965 conveno /
& “ regrading
shop stewards holiday\pay%
shop ‘stewards \ wages
convenor wages
convenor dilution

bonuses

convenor




__executive

shop éte&éﬁéé

shop stewards

status
Zéiéééwork

= redundancy

29 items

June 1965 - s z&agéé
:;6h§enof Egérking week
convenor working week
branch.. \
convenor adult trailning centre
convenor wages, regquest for

strike approval




£
o)
1

working week

shop stewards request for wages
information
- __ merit money

working week

steward resignation

nal organiser incentive schemes

ecutive council Economic Development
Committee

firms dilution

CONVENOT. .o =

shop stewards
(éfédghtials)

convenor

productivity agreement

convenor
’ ) (request for advice)

céhVéﬂgr expenses for a meeting
convenor 1ré§uest for g§é§£ime
bfanch;/:;::/‘ mémberé‘ complaint
branch wages

dilutiocn

convenor




demarcation

/1‘:Stfike

status
“agreement

divisional organiser .-—..

olution for

~branch .
cutive council

advice on wages

nformation on dispute

_seeking advice
_another district

Qéﬁop/stewards (cred-

i entials)
convenor seeking advice

shop stewards

disagreement between
shop stewards and
__convenor

request information on
wages

stewards

production of card
b;anéh,>:2 wages
branch ... .. members complaint
shop stewards Hgﬁgéeﬁégﬁ broposals
shoprété@éfds working week
branch members employment

_ dismissal




\divi51ona1 organiser

branch

branch

o

CONVENor

retiring

dismissal

in entive scheme

non-union wbrkéfuC\

_ giving information

members complaint about
+ shop stewards

_dispute report

~ seeking advice

shop stewards
convenor -

shop stewards

shop stewards

shop stewards

shop stewards

Confederation
convenor

District Secretary

~ redundancy

general election
wages

election of convenor

request for information

/shop steward (credentials)

transfer of members to AEE
agreement on.wages

wages: during sickness
prices and Incomes
Roard report

bonus rates

wages



V‘ter—union di
SDAW)

_convenor

convenor
onvenor

divisional organiser wages

1ational conference

outworking allowances
“convenor request for information

Oldham District
Secretary i

wages agreement
Tﬁoliday pay
shop étewérdé' wages
convenor - =geeking advice on pay
CONVEenor: = == fi//feléction of committee

branch representation of
members

branch redundancy

branch inﬁerpretatiqn Qf\
agreement

convenoxr seeking advice on

‘training
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opy of agreement

foremen working

_ dilution

s

roduetivity agreement

b@.us'payments'

foremen wo.rking

59 items emen working

Where the sou ed n}this table then

either the source was I /va lable 1n the mlnutes, or the discussion took

the form of an enqulry into an issue Wthh had prev1ously been drawn to

in a _the

ub mmmﬁtEé%s attention (so that the source was,

committeeitself).




APPENDIX TWO - LEGITIMACY AND THE SOLIDARITY PRINCIPLE

1l4th January 1972

To all Conveners and Shop Stewards

Dear Sir and Brother,

. On Tuesday 7th December 1971, the Manchester District
Committee adopted the following policy on the current employment
situation:-

"Overtime policy - Whilst recognising that there may be
certain difficulties in particular establishments, we

, nevertheless recognise that we must establish a common
policy for all Engineering workers in the Manchester
District, irrespective of the type of industry in which
they are employed.

We, therefore, resolve that:
a) All overtime will cease on the lst February 1972.

b) That no requests for overtime working will be con-
sidered by the District Committee, for whatever
reasons, until the effects of this policy can be
fully assessed, and in any case, not before 1lst March,
1972. Such requests will then be considered on their
own merits, in strict rotation, and at all times,
will only be considered relative to their effect on
the employment situation.

The above decisions are all in strict compliance with
Rule 13".

On Thursday 6th January 1972, nearly 500 Conveners and Shop
Stewards, at a specially summoned meeting at the Houldsworth Hall, over-
whelmingly voted in support of this policy with fewer than 30 voting

against.

The District Committee policy decisions have been fully approved

by Executive Council and the District Committee, therefore issues the

following instructions:-—

1) all A.U.E.W. (Engineering Section) members will cease
working overtime in the Manchester District from lst February
for one month.

There are no exceptions, irrespective of the Industry Or
current agreements, except for safety purposes, and
permission to do sO must be requested in writing to the

District Committee.

2) Overtime will not automatically resume oOn 1lst March but will
be subject to a written application to the District
Committee stating all relevant details,

not be worked without the written authorit

and overtime will
y of the District

Committee.
veners and Stewards to

3) The District Committee requests Con
regularly report their factory position.

271
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‘ Confederation Policy. At its December meeting, the No 29 District
Committee of the Confederation of Shipbuilding and Engineering Unions
adopted the following resolution:-

"The Committee welcome the initiative taken by the
Manchester A.U.E.W. District Committee, and agrees

in principle with the overtime policy. Further the
Secretary to circulate to all Affiliated Organizations
the proposals, for the consideration of the Organiz-
ations concerned".

In the light of this decision, A.U.E.W. Conveners and
Stewards, in establishments where there is joint membership, are
asked to seek the full support of the other Unions.

. Mass Meetings. Conveners and Stewards are advised that it is
the intention of the District Committee to ensure that the total
membership should fully understand its policy and the reasons for
it. Therefore, mass meetings should be arranged at which the
District Secretary or a member of the District Committee would

be prepared to speak, if required.

Yours fraternally,

B. Panter

District Secretary




APPENDIX THREE - Dilution and the craft ideology

Introduction: the meaning of dilution

Dilution has been defined by Cole as:

"the introduction of less skilled workers to undertake
the whole or part of the work previously done by
workers of greater skill or experience, often but

not always, accompanied by simplification of machinery,
or the breaking up of a job into a number of simpler
operations". (1973: 48)

However, as Turner (1962) has argued skill is not something which is
independent of collective bargaining. The sharp demarcation between skilled
and unskilled workers in engineering is, according to Turner, partly a pro-
duct of the apprenticeship system. That is, the AUEW categorise workers

as skilled or unskilled according to whether or not they have satisfied

the union's apprenticeship system. Further, by 'custom' certain jobs become
established as the preserve of those union members who have served an
apprenticeship. Dilution may be said to occur when a jobl which has
customarily been done by an apprenticeship-served union member is performed

by a worker who has not served an apprenticeship. Unless, as Cole suggests,

the machinery or the job is simplified, then, apart from individual differences

in ability, the worker who takes over the job must be as skilled (at least

as perceived by the employer) as the union member from whom he takes over.

There are several distinct, but related questions, in any analysis

of the meaning of dilution in the context of a union with a large 'craft’

section such as the AUEW.

Firstly, it may be argued that the craft ideology embodies the principle

of collective property rights in jobs (Barkin, 1954). According to this

principle, the union 'owns' the jobs and can thus allocate them as it wishes,

either collectively to a section of the membership, or at the workshop

level to particular members. The manifestations of this principle include

1 The range of activities embraced by the term 'job' varies. It may refer to

to the operation of a machine, OY, under piecework,

a particular occupation,
to just the single task peing carried out at the time. Normally, 1n the
context of dilution, the_term 'job' refers to & set of operations assoclated
with a particular identified machlne.

27
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”Fhe claims of the unions were simply but fundamental.
Firms wereto pay the union rate; they were to accept

that the unions should control the supply of skilled

labour through limitations of numbers of apprentices;

they wgre to concede that unions had the right to establish
when piecework should be introduced, to determine what
grade of worker should be employed upon a machine and, in
the interests of equity between workers, what overtime
should be worked". (1965: 14)

In order to attain control over (or property rights in) Jjobs, the

union must establish that certain categories of work are the preserve of
its members alone. In the British engineering industry this control has
historically taken on added importance because the employers, for their

part, have asserted their own right to allocate labour. Attempts by both

parties (the employers and the unions) to allocate labour unilaterally, rather

than by joint consultation, have played an important part in employer/union

relationships from the formation of the union. The concept of 'managerial

functions' held by the employers, but bitterly contested in the lockouts

of 1897-8 and 1922 is well expressed in the term "The Employers have the

right to manage their establishments" at the beginning of the National

Procedural Agreement. Marsh noted in 1965:

"while the nineteenth century clamour over craft control
and managerial functions which was so compelling a factor
ture (of industrial relations in

in the original struc
fundamental problem

engineering) has become muted the more
still remains". (1965: 19)

One element in the dispute petween the principles of 'property rights

in jobs' and 'managerial functions' is sometimes known as 'the machine

question’; that is, the question of which party shall determine the worker

or class of workers to operate a particular machine or type of machine.

The Terms of Settlement after the lockout of 1898 contain the follow-

ing paragraph:

the work turned out Dby their

"Employers are responsible for
machine tools,
the man they consider suitab
the conditions under which s

and shall have full discretion to appoint
le to work them, and determine
uch machine tools shall be worked.
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The employers consider it their duty to encourage
ability wherever they find it, and shall have tﬂe right
to select, train and employ those whom they considerggest
adapted to the various operations carried on in their ’

workshops,'and will pay them according to their ability
as workmen". (Marsh 1965: 254)

These provisions were also written into the Carlisle Agreement of 1907,
and although the union (at that time the Amalgamated Society of Engineers),
withdrew from this agreement in favour of the York Memorandum in April 1914
(Provisions for the Avoidance of Disputes) thoée parts of the Agreement
relating to the managerial functions remained in force and were reiterated

in 1922 by the managerial functions clause quoted above.

The union's claim to determine the allocation of labour to jobs on
the basis of classes of workers is not upheld in any agreements with the
employers. Such 'rights' as there are, and which may be defended when

dilution is opposed, are those arrived at by 'custom and practice'.

Those sections of the National Agreements which relate to dilution during

and after the Second World War thus refer to the "Temporary Relaxation of

Existing Customs".

Though autonomy and job control form'one important part of the craft

ideology it is impossible to ignore the wage related aspects of the ideology.

) . . . .
Reder, for example, argues that a unions concern with job control 1is simply

the obverse side of its attempt to set wages in excess of competitive equili-

brium levels, and that to assign priority to either job control or wage

setting as a union objective 1is arbitrary and misleading. Reder (1968)

d in texrms of the "ethic

suggests that the craft ideology may be interprete

of the gqueue":

"+he ethics of the queue state that newcomers shall not
usurp the places of those already having them, or more
generally that scarce and desired things shall be rationed
first come first served". (1968: 126)

Though the principle of the ethics of the queue involves some control

the mechanisms of craft control in the

over jobs, it does not correspond to

s of worker are claimed to have

whole classe

engineering industry. Here,
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not merely priority, but the sole right, to perform designated jobs. The
apprenticeship-served members (section one) of the AUEW are not obliged

to compete with other sections of the union membership on a first come
first served basis. 1In so far as the union permits dilution (other sections
of the membership to perform these designated jobs) during periods of labour
shortage then the ethics of the gueue may be said to be operating in an
amended form. The skilled (section one) members are placed at the front

of the queue for these classes of work.

KNevertheless, Reder's more general point concerning the intimate
relationship between job control and wage setting is an important one.
In terms of the 'primitive' economics of the labour market, the wages of
existing workers depend upon the demand for and supply of, that class of
labour. Given a demand falling slower than supply, or rising faster than
supply, or remaining constant as supply falls, then the wages of existing
workers can be raised. Restrictions on entry are thus used by many

groups of workers for the maintenance or increase of wage levels.

Dilution during the First World War

Though the craft ideology in general had played an important role in

industrial relations in engineering from the formation of the craft unions,

it was during the First World War that the specific issue of dilution

(upgrading of unskilled workers to the tgkilled' jobs) came into prominence.

The Committee on Production, appointed by the Government in February 1915

to maximise war output, was strongly in favour of dilution as a means of

relieving the relative shortage of skilled manpower created by recruitment

to the armed forces and by the rising demand for munitions. A measure of

dilution was introduced on 5 March 1915, with the Shells and Fuses Agree-

ment, but the more important agreements between the government and the

leaderships of the engineering unions were reached later that month with

the signing of the "Tyreasury Agreement'. Though the other unions signed

ed to sign

9 March, the leadership of the ASE refus

the agreement on the 1




until t 2 R} ivi
he 25 March, after receiving assurances from the Government In

particular, the Government undertook

a) to limit any increased profits that might arise from dilution;

b) to make further guarantees of the temporary nature of the change;
c) to confine dilution to war work; and

d) that dilutees would be paid the rate for the job.

The leaderships thus confined their conditions to the economic aspects
of dilution, the Treasury Agreement embodying only the most rudimentary
provisions for consultation between employers and workers. There was strong
opposition to dilution from the workers themselves, but even when compulsory
powers for the introduction of dilution were granted to the employers
under the Munitions of War Act in July 1915, provisions for consultation
were not greatly enhanced. Schedule II of this act, embodying most of the

clauses of the Treasury Agreement, contained the following paragraph:

"Due notice shall be given to the workmen concerned,

wherever practicable, of any changes of working conditions
which it is desired to introduce as a result of an establish-
ment becoming a controlled establishment (that is, under

the Act) and opportunity for local consultation with

workmen or their representatives shall be given if desired".

(Cole 1973: &7)

There was no mention of whether consultation should taken place in the

workshop, or between the employer and the district trade union organization.

According to Cole, the employers usually contended that the procedure to

pe followed was that of the 'Provisions for the Avoidance of Disputes',

the procedural agreement 1aid down in 1914. Under this agreement, 1t was

the district official who was responsible for the first stage of negotiations

rather than a workshop representative.

Jefferys relates that the workshop resistance to dilution was fierce

and prolonged. The dilution clause in the 1915 Munitions Act was opposed

because it did not give the workers enough say in how it was to be operated.

on the Clyde, where much of the opposition was focussed, the Workers

their broadsheet “"The Worker":

Committee wrote in




4 It is not intended that the int
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"We regard it as progressive from the point of view
that it simplified the labour process,—makes laboﬁr
@org mobile and tends to increase output. In short
it is a step in the direct line of industrial evolution".

But they went on:

"this scheme of dilution must be carried out under the
control of the workers ..... unless this demand was granted
they would fight the scheme to the death".

(Jefferys 1946: 178)

The ‘'scheme' referred to was the 'Dilution Scheme' drafteg by the
Centr?l Labour Supply Committee (appointed in September 1914 as an
advisory body to the Ministry of Munitions). Associated with the scheme
was the issue of circulars (known as " circulars), of which the most
important, according to Cole, was circular L6 (issued in October 1915)
which defined the forms of consultation with the trade unions to be
followed in carrying out the provisions of the Treasury Agreement and

Schedule II of the Munitions of War Act. The principle clauses in the

circular were:

1 The workmen in the shop in which a change is to be made should be
requested by the employer to appoint a deputation of their number,

together with their local Trade Union representative 1if they desire,

to whom particulars of the proposed change should be explained.

2 At the interview the employer, after explaining the change pro-

posed and giving the date when it is to come into operation, should

give the deputation full opportunity of raising any pecint they

desire in connexion therewith, so that if possible the introduction

may be made with the consent of all parties.

3 Should the deputation be unable at the interview to concur in

the change, opportunity should be given for further consultation,

when representatives of the Trade Union concerned might be present.

roduction of the change should be

delayed until concurrence of the workpeople 1S obtained. The change

should be introduced after a reasonable time, and if the work-

es desire to bring forward any guestions

people oOr their representativ
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relating thereto, they should follow the procedure laid down in

Part I of the (Munitions of War) Act.

5 It is not desirable that formal announcement of the proposed change
should be put on the noticeboard of the shopuntil intimation has
been given as above to the men concerned, or their Trade Union rep-

resentative.

While this is so, the Minister is of opinion that it would be con-
sistent with prudence that every endeavour should be made by employers
to sectire the co-operation of their workpeople in matters of this description”

(Cole 1973: 68).

Though representing a substantial advance for the principle of woxrk-—
shop consultation, circular L6 contained several weaknesses from a trade

union viewpoint. In common with the principles laid down in the "Provisions

for the Avoidance of Disputes" the employers had the right to implement

any change while negotiations ensued. Even after these negotiations

neither the workshop organizations nor the trade union officials had any

formal method of preventing dilution taking place. More importantly, circular

L6 was only a recommendation, not having the legal force of the Munitions

Act. According to Cole, many employers disregarded the circular, causing

a good deal of friction by attempts to introduce dilution without workshop

consultation. From the end of 1915 onwards trade union efforts were

directed towards making circular 1,6 compulsory on all employers who intro-

duced any measure of dilution, through their aim was never achieved.

Mainly as a result of the lack of progress on dilution during 1915

special Dilution Commissions for the Clyde and Tyne were appointed in

January 1916. The most notable feature of these Commissions was that they

concentrated their attentions on the workshops, negotiating with both

official and unofficial shop stewards. The schemes which they drew up

contained provision for workshop negotiations, including the establishment

The work of these

confer with managements.

of Shop Committees to
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Coml . . : .
SS10NnsS was repllcated 1n various [OlmS il’l most © ther el’lgi l’lee.‘[i q
cen i 1 g

.Yes as lt be(,ame rOCOgI’llSQd that "e\)en the most water ti ht scheme

of dilution could in practice be rendered useless by workshop organization” !

However, even with circular L6 and the special commissions it was not
until the end of 1916 that dilution was introduced in all the main engineer-
ing districts, and there were constant disputes over the failure of

employers to consult workers.

‘The Treasury Agreement restricted dilution to work carried out on
government contracts, but by the beginning of 1916 some employers were
_attempting to extend dilution into non-government, non-munitions work.
In April 1917 the Government attempted to legalise this extension with a
Dilution Bill. The introduction if this bill brought protests from both
the membership and the Executive Council of the ASE. Cole notes that

there were protracted disputes on the question of extending dilution to

non—government work, but that it was only a serious problem in most of the

workshops for a few months. That the issue yemained a problem for such

a short time may be attributed to the strength of trade union opposition.

For example, at the beginning of May 1917 a Rochdale firm, having completed

a shell contract, put women dilutees to work on grinding machines to grind

cotton spindles. When the men refused to instruct them the men were dis-

missed. ©On 3rd May workers throughout Rochdale left work and by 5th May

60,000 had stopped work in Lancashire. The strike spread quickly and

within a few days the only two areas not affected were the Clyde and Tyne

(ironically, where the initial resistance to dilution had been greatest) .

ests that Cole overstated the concil-

1 cole (1973: 51), Hinton (1973) sugg
Oon the Clyde their role was to

iatory aspect of the Commissions' work.
break the Workers Committee.

t recovered from the

e of its members after the 1916 strike. On
us terms from the Dilution
ent to develop, contri-

Though on the Clyde the workers' leadership had no

trial and deportation of som

the Tyne, Hinton (1973) suggests, genero
lure of a workshop movem

Commissioners plus the fai
buted to this inaction.




The Dilution Bill was withdrawn and discussions opened with the ASE.
Although the Government refused to withdraw the clause extending dilution
to 'private' work, amendments were made which the ASE Executive Council
considered would be satisfactory to the membership. However, when the
amended terms were put to a vote of the membership they were rejected by
46,851 votes to 8,945. By August 1917, when a new Munitions Bill was
introduced, the Government appeared to have revised its intention to legalise
the extensiondf dilutionto private work, the new bill containing only
minor‘revisions to existing arrangements. (For example, the employer was
required to give twenty-one days notice of dilution and produce a certi-

ficate from the Ministry of Munitions to prove that it was necessary) .

at the end of the war nearly all of the dilutees returned to their
former jobs. With the lapsing of the Munitions of War Act the industry

reverted to the 'custom and practice' of the pre-war period.

The opposition to dilution during the First World War can only be
fully understood by reference to the growing shop stewards movement and

the parallel movement for workers' control. Cole notes:

"prom 1915 to 1917 at least, the introduction and
extension of dilution were certainly the most power-
ful factors in promoting the development of the shop
stewards movement, and in securing for the stewards,
and for the Works and Workshop CommitteeS,a degree
of recognition from the Employers and from the
Government which they would otherwise have found it
very difficult to achieve". (1973: 52)

At the end of the war the Employers permitted the pre-war customs

and practices to be reasserted, a move which would appear contrary to the

principles of ‘'managerial functions', and to throw away the advantages

that dilution would pring via the more flexible use of labour. The

Employers' strategy is more easily understood, however, as a successful

attempt to undermine the increasingly politically—oriented shop stewards

1 ) o
movement. As Pribecivic says:

ey

L th of the socialist and related movements at this time was further

The grow
accentuated by the revolution in Russia 1in 1917. See, for example,

K. Coates and T. Topham (1970) .




'The movement suffered a grave set-back early in 1919.
The unexpectedly smooth process of 'restoration' of
pre-war industrial practices greatly reduced the need
for workshop bargaining. This cut at the very roots of
the’workshop organizations. The trade unions, with
their rights fully restored, resumed the initiative in
trade matters and took up many claims originally formu-
lated by the shop stewards and workers control movement.
M?reover, there were in many districts large-scale
dismissals of the leading shop stewards". (1957: 102)

The shop stewards were incorporated into the trade union movement, with
their powers substantially reduced. Pribecevic again:

"As far as the workshop organizations were concerned
they tended to become official ..... The 1919 Shop
Stewards Agreement worked in the same direction. A
workshop organization with greatly reduced powers
and functions was now recognised both by the union
and by the employers. In the long run, only those
workshop organizations which accepted the provisions
of this agreement had any chance of survival".
(1957: 104)

)
In any case, the Employers concessions were short-lived. Unemploy-

ment in the early 1920's gave them the opportunity to reassume the offen-

sive. A carefully-timed lock—outl drained the union (by now the AEU)

of funds and in June 1922 the membership was forced to ask for work on

the Emnployer's terms, these terms restating the "managerial functions'

clause and in addition that "the employers have the right to decide when

overtime is necessary", the main issue in dispute.

The Second World War and after

With the possibility of war in early 1939 discussions took place

between the union and the Ministry of Supply to reach a new dilution

("Temporary Relaxation of Existing Customs

agreement. The new agreement,

as to the employment of skilled men, members of the Amalgamated Engineering

to provide for war conditions") was signed on the 28 August 1939 and

Union,
amended slightly on the 11 September 1939. The Agreement provided that:
1 The union's funds were already low because of the large amount of

unemployment penefits it had had to pay out.




"1. In order to supplement skilled manpower in a Ministry of Supply
Establishment, where it can be shown that skilled men are not
available and production is prejudiced it is agreed that an alter-
native class of worker may be employed on jobs hitherto done by
such skilled men under reservations to be mutually agreed.

2. Supplementary to this, semi-skilled labour may be utilised for the
purpose of working with skilled men or under their direction or
performing such duties as may supplement the work of skilled men.

3. ;In the case of machinery, the employer shall be allowed to put
men of a semi-skilled character on to machines previously operated
by skilled men under reservations previously referred to.

4. These reservations shall include that a register of standard type
shall be kept of changes made under this Agreement and an under-
taking given by the Ministry of Supply Estaplishment that as and

when skilled labour becomes available restoration to the pre-

Agreement practice shall be made.

5. The procedure for operating this agreement shall be as follows:

a) An application for a change in practice shall be considered

by a local joint Committee including representatives of the

Ministry of Supply Establishment concerned and local repre-

sentatives of the AEU whose agreement shall be effective,

subject to confirmation at a later stage by a Central Committee

at the Ministry of Supply consisting of representatives of the

department and of the AEU.

b) Failing agreement by the local joint Committee the matter shall

be referred for consideration by the Central Committee men-

tioned in (a) above.

c) Changes made under this agreement shall be registered oY the

Ministry of Supply on a standard form and a copy of such reg-

istration supplied to the worker or workers affected and to

the local representative of the Union and the Executive Council

of the AEU




The amendment of the 11 September provided that:

"Under clause 5(a) of the main agreement it shall be
understood that if any local joint Committee approve

a change such change may be put into operation subject
to confirmation by the Executive at a later date".

The 1939 agreement is notable for excluding workshop representatives
from any role in the implementation, (though unlike the Treasury Agreement
of the first war, there is no suggestion that a change be implemented while
negotiations take place). Nevertheless, the 1939 agreement did not arcusSe
the same degree of hostility as the earlier agreements. For one thing the
shop stewards' movement, where it existed, was still in considerable dis-
array following the reverses of unemployment and the General Strike, and

for another the rank and file leadership was broadly supportive of the

war effort, particularly from 1941 with the German invasion of the Soviet

Union. Coates and Topham remark-of this period:

wThe call for Joint production Committees might have
produced derisory remarks from the leading shop stewards
of 1914-18: but in the context of the Second World War,
poth because of the general suppression of independent
trade unions by the Hitler regime, and because of the
fact that the Soviet Union had been attacked, there were
many Socialists, who were by no means at one with the
Communist Party. who were prepared to join in advocating
a 'truce' in the class struggle". (1970: 141)

This improvement in the relations between workers and management

showed itself in the 1941 dilution agreement, signed, for the first time,

petween the AEU and the Engineerihg'and’Allied Employers National Feder-

£s having been reached between the union and

ation (all previous agreemen

the Government) . The 1941 agreement set out to simplify the dilution pro-

cedure and provided that:

"1 A change of practice, for which application has pbeen made by an

employer, shall be put into operation after the acquiscence of the

shop steward or, where shop stewards have not been appointed, the

appropriate representatives of the workman involved in the

department concerned has been obtained, without the necessity of

Local Joint Relaxation Committee.

prior reference to the
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The negotiation of a change in practice approved as in Clause 1
above shall be endorsed by an employers' representative and a union
representative at the Local Joint Relaxation Committee. A meeting
of the Local Joint Relaxation Committee shall not be deemed necessary
for such endorsement unless discussion of the registration in question
is desired by either party.
3. In the event of non-approval by the shop stewards or appropriate
representatives concerned of an application it shall be referred to
{ the Local Joint Relaxation Committee for decision if it is desired
to proceed with the application. Alternatively, an application may

be referred in the first instance direct to the Local Joint Relaxa-

tion Committee for decision.

4. Failing an agreement on any appropriate question considered by

the Local Joint Relaxation Committee the matter shall be referred

for consideration to the Executive bodies in the usual manner.

5. Henceforward, registration forms will not be signed by the Executive

bodies. Approval will be recorded by an exchange of notes between

the parties, embodying the serial numbers of the registration forms

w

concerned or by some other agreed method .

Unlike the agreements of the First World war, the 1941 agreement did

not lapse at the end of the warj; neither did the extension of dilution to

ouse-the same degree of hostility. Indeed,

non-goyvernment work.appear Lo ar

rather than being allowed to lapseée; the 1941 agreement was amended in

June 1954.

In the 1954 agreement "Ministry of Supply Establishments” was

replaced by nTndustry"” in Clause 1 and "Ministry of Supply Establishment"

A new clause was introduced as Clause 5:

by "Ccompany' in Clause 4.
"It being the spirit and intention of this Agreement
that steps shall be taken where found necessary to
ensure that production is not restricted, the parties
undertake to review the operation of this Agreement

at necessary intervals for the purposes of ensuring
that the Agreement is fulfilled. It is further agr
expedition should be employed by al

ed

=

that the utmost

in dealing with applications made"




The procedural clause became Clause 6 and was amended to read:

a) A change of practice, for which application has been made by an
employer, shall be considered with the shop stewards, or where
shop stewards have not been appointed, the appropriate represen-
tatives of the workmen involved in the department concerned.

If, after any necessary enquiries, the parties are satisfied
that relaxation of existing customs is necessary, having regard

to domestic and local conditions, the change of practice shall be

-

put into operation following endorsement by an employers'represen—
tative and a Union representative on the Local Joint Relaxation
Committee, which shall be representative of the local Employers

Association and local representatives of the AEU. A meeting of

the Local Joint Relaxation Committee shall not be deemed necessary for

such endorsement unless discussion of the registration is desired

by either party.

b) In the event of non-approval by the shop stewards, or appropriate

representatives concerned, of an application, it shall be referred

to the Local Joint Relaxation committee for decision 1if it is desired

to proceed with the application. Alternatively, an application may

be referred in the first instance direct to the Local Joint

Relaxation Committee for decision.

c) Failing agreement on any appropriate guestion considered by the

,ocal Joint Relaxation Committee, the matter shall be referred for

consideration by the Executive Bodies, i.e- representatives of the

Federation and the Executive Council of the AEU.

d) Changes made under this Agreement shall be registered by the employer

on a standard form and a copy of such registration supplied to the

o the local representative of the

worker OY workers affected and t

Union and the Executive Council of the REU. approval will be

recorded by an exchange of notes between the Executive Bodies empodyin

the serial numbers of the registration forms concerned, or by some

other agreed method.




e) additional dilutees may be introduced on to a previously registered
job but their introduction shall be the subject of prior consultation
petween the management and the shop stewards or, where shop stewards
have not been appointed, the appropriate representative of the workmen

involved in the department concerned.

Dated 10 June 1954 Reference 7.111
AGREED NOTES

1. when dilutees are registered, in addition to their name, brief

particulars of their length of service and previous experience

should be given.

2. Dilutees registered as alternative labour on any of the operations

covered by the Agreement of 6 January 1942, relating to the wage

conditions of certain classes of skilled timeworkers should receive

the "make-up" of 8/- under that Agreement.

3. Dilutees registered as alternative labour on work customarily

performed by men covered by the Agreement dated 4 June 1940, relating

to the Condition of Employment of Skilled Toolroom Operatives, come

within the ambit of that Agreement”.

differents between the agreements con-

There is not a great deal of

cluded in 1939 and the agreement of 1954. It may be argued that the pro-

cedure of 1941 gave recognition and an increased role to the shop stewards,

thus making a small inroad- into 'managerial functions', but this should not

be overstated. Marsh suggests that the Agreement maintained implicitly the

principle that dilutees should not be introduced without the approval of

s in the establishment in which they

shop stewards OT trade union member

are proposed, but this is not strictly true. The Agreements lay down that

if stewards object, the employer can refer the application to & higher body

(first a local, then a national, committee) - If agreement is reached at

either of these tWO higher levels and stewards would pe obliged to accept

Clause 6(b) of the 1954 Agreement (Clause 3 of the 1941

that decision.
of

Agreement) not only limits the stewards role to acceptance or referral

put even provides for their exclusion

the proposed dilution,



by direct reference to the Local Joint Relaxation Committee

In addition, the 1954 Agreement created a new class of jobs; that is
;. tha '

those which were registered under the agreement. On these jobs 'additional'

dilutees could be introduced with only ‘'prior consultation' with the shop

stewards (the agreement adding no detail of the foxm of consultation) .

All jobs registered between 1939 and 1954 came into this category as well

as jobs registered after 1954.

The continuation of the Relaxation Agreements from war time to

peacq.time may be attributed to a number of factors. For the trade unions,

the agreement reduced the likelihood of the widespread introduction of

dilution that had characterised the First World War and had caused such
internal dissension. In addition, the employers agreed to pay 'the rate
for the job' to upgraded workers. For the employers, the advantage lay

with the right to propose dilution whenever they thought it necessary.

Marsh (1965: 107) estimates that since 1939 (to 1965) over 100,000

dilutees have been registered under the AEU agreements, at a rate of about

one thousand registrations a year in the 1960s. These registrations are

ead over the country but are highest, Marsh suggests, where

not evenly Spr

craft traditions are strongest; in other areas upgrading to skilled rates

has taken place without using the Relaxation procedure.

Conclusions

There is little justification for attempting to establish a monocausal

explanation of craft ideology. Trade union attempts to establish property

rights in jobs through the apprenticeship system, resistance to dilution

| and maintenance of demarcation lines, is inextricably related to the

problems of job security and wage levels. To this extent the craft

"collective instrumental" ideology- Beyond

ideology may be considered as a

this, however, there is little doubt that, at least during the disputes

of the late nineteenth century, the craft ideology alsoembodiedthe crafts-

Burgess relates that:

tional dislike of supervision.

man's tradi
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"Millrights could have won much higher rates, at
least.during booms, if they had conceived th; iaoe
pargaln in purely market terms. But custom femained
1mpoFtant in the settlement of wages, reflecting the
pr§~1ndustrial milieu of the first engineering 3orkers
This emphasised non-economic satisfactions like mobiliéy

and freedom from supervision as
much a "
(1975: 6) s monetary rewargd".

Hinton goes further, and argues that the craftideology embodied resis-
+ance not only to supervision by management, but also regulation of wages
and conditions by national union negotiators. The anti-bureaucratic
character of the craft tradition manifested itself in a desire for autonomy
from bdth management and trade union hierarchy. Hinton argues:

"In conditions of war collectivism, when the collabor-
ation of employers, state and trade union officialdom
presaged the growth of a pureaucratic regulation of
every aspect of economic life, and the withering away of
social and economic freedoms previously enjoyed, the
specifically anti-bureaucratic character of the craft
tradition could take on a revolutionary significance".

(1973: 15)

That the exclusiveness and profound conservatism of the craftsmen

could be mobilised into the vanguard of the shop stewards movement, Hinton

privileged position caused by the widespread

ascribes to the shock to their

dilution of the First World War. The tradition of craft control became the

i i S ss instru-
basis for workers' control precisely pecause the craftsmen were le

mentally oriented than the semi-skilled workers. Hinton argues in a similar

vein to Burgess:

attitude towards his work was not
despite capitalism, and

£ the cash nexus, work
rds". (1973: 93)

"put the craftsman's
merely an instrumental one:
in defiance of the arid logic ©
continued to have its spiritual rewa

As has been seely however, the restoration of pre-war practices and
the incorporation of shop stewards into the trade union hierarchy, signalled
the end of the shop stewards movement. The craftsmen, with their exclusive-
ness and privileges restored, ceased to actéﬁsarevolutionary vanguard as
lass goals among the rank and file of the move-~

"in the end craft conquered C

16).

ment" (Hinton, 1973:
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