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ABSTRACT

Self-regulation of health and safe;y in a Local Authority
w1thApart1cu1arjreference to satety representatives,
supervisors and safety committees

by

Anita Levinson

The Report of the Robens Committee (1972), the Health and
Safety at Work Act (1974) and the Safety Representatives and
Safety Committees Regulations (1977) provide the framework
within which this study of certain aspects of health and safety
is carried out. The philosophy of self-regulation is considered
and its development is set within an historical and an industrial
relations perspective.

The research uses a case study approach to examine the effec-
tiveness of self-regulation in health and safety in a public
sector organisation. Within this approach, methodological
triangulation employs the techniques of interviews, questionnaires,
observation and documentary analysis.

The work is based in four departments of a Scottish Local
Authority and particular attention is given to three of the main
'agents' of self-regulation - safety representatives, supervisors
and safety committees and their interactions, strategies and
effectiveness. A behavioural approach is taken in considering
the attitudes, values, motives and interactions of safety
representatives and management.

Major internal and external factors, which interact and
which influence the effectiveness of joint self-regulation of health
and safety, are identified. It is emphasised that an organisation
cannot be studied without consideration of the context within which
it operates both locally and in the wider environment. One of
these factors, organisational structure, is described as bureau-
cratic and the model of a Representative Bureaucracy described by
Gouldner (1954) is compared with findings from the present study.
An attempt is made to ascertain how closely the Local Authority fits
Gouldner's model.

This research contributes both to knowledge and to theory in
the subject area by providing an in-depth study of self-regulation
in a public sector organisation, which when compared with such
studies as those of Beaumont (1980, 1981, 1982) highlights some of
the differences between the public and private sectors. Both
empirical data and hypothetical models are used to provide
description and explanation of the operation of the health and
safety system in the Local Authority. |

As data were collected during a dynamic period in economic,
political and social terms, the research discusses some of the
effects of the current economic recession upon safety organisation.
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CHAPTER ONE

INTRODUCTION




INTRODUCTION

1.1 Origin of the research project

This study of health and safety provision in one part of the
public sector in the United Kingdom was prompted partly by a
general increase in interest in health and safety both as a result
of lTegislation and in increasing expectations of the quality of
working 1ife, and partly because, at the time of initiating the
research, there was a lack of published work in the area.
Researchers in the United States have produced some important
seminal work, for example on the workings of safety committees;
however, caution has to be used when relating these findings to
the British context because of certain important differences such

as the industrial relations systems of the two countries.

For example, there is a higher degree of unionisation in
the U.K. (approximately 50% as opposed to 20% in the U.S.A.).
Trade union safety representatives have a statutory right to
consultation with management on health and safety matters in the
U.K. which does not exist in the U.S. legislation. In the U.S.A.,
unlike the U.K., unionisation is particularly weak among white
collar and public employees which is important because a higher

proportion of the workforce are in these occupations than in the

U.K.

In the U.S.A., the trade unions are not directly connected
to a major political party as are their British counterparts.
This may mean that they have less potential influence on the

introduction of employment legislation.
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It is therefore important to build up a foundation of research
based in the United Kingdom’to use as a basis for future studies
Teading to the further development of health and safety as a
recognised academic subject area. The research work that has
been carried out in this country has nearly all been based in the
private sector, and it is therefore apposite to examine how certain
aspects of health and safety legislation are being implemented in

a Local Authority.

Local government has certain characteristics which make it
interesting to study. For example, it is bureaucratic in nature,
it is under more direct governmental control than private industry,
and it has a longer history in the use of joint consultation

between management and trade unions.

1.2 Scope of the project

It was decided to examine one aspect of the Health and Safety
at Work etc. Act (1974) which was an innovation on previous safety
legislation - that is self-regulation, and to try to define this

concept and the ways in which it can be operationalised.

The implication of the Robens Report (1972) that health and
safety is an area where a unitary perspective is appropriate also
leads to a potentially interesting research topic. Is a purely
co-operative, consultative relationship between management and
trade union safety representatives to be found? Or, is the

Robens view too simplistic and does an element of negotiation,

Ty



indicative of the pluralistic perspective of industrial relations

exist?

The scope of the research project and the breadth and depth
of the work carried out is governed by obvious constraints of
time and labour. In this case the entire project was carried
out by one researcher, and there was limited time available to
carry out the work. Because of these constraints a realistic
area of work had to be identified. Breadth of coverage was
sacrificed in favour of depth, by using a case study approach
using a Scottish local authority as the organisation to be

studied.

The aim was to obtain rich, abundant data which although
initially descriptive should generate hypotheses either to be
followed up in the present work or by future researchers. The
fact that generalisations cannot be made from the data collected
in this study was considered to outweigh the superficiality of
data described in some of the studies reviewed in Chapter Five

where larger samples were used.

Four departments (described in Appendix Two) were studied
in detail within the Local Authority, each with its own health
and safety problems, and the researcher had to be selective
about what information to use in the final study as co-operation

from those concerned was so forthcoming.

Very little research in the area of health and safety has
been carried out in the public sector and as a Local Authority

is an example of a bureaucratic organisation, the scope of the



project also includes a chapter based on the description by
Gouldner (1954) of three tyﬁes of bureaucracy. Gouldner
described Representative Bureaucracy in terms of safety
organisation which means that it was possible to try to fit

the organisation under study to Gouldner's model.

In addition, a chapter which is theory-based rather than
being restricted to the empirical data generated in the present
study, was written on the philosophy of self-regulation and an
attempt was made to describe its historical development within
a framework of increasing participation and responsibility of

workers in certain aspects of their work.

1.3 Objectives of the research

The aims and objectives of the research are outlined below:

1. To carry out a case study-based project in order
to examine the implementation of the self-
regulatory aspects of the Health and Safety at
Work etc. Act (1974) in one part of the public

sector.

2. To define self-regulation and to try to examine
the effectiveness of, and roles played by some
of its 'agents', for example trade union safety
representatives, safety committees, senior
management and supervisors; these agents being

those who mainly impinge upon the shop floor.



3. To test certain hypotheses with regard to the
functioning of the above agents of self-
regulation using relevant research methods
which can allow an element of cross-checking

or validation of data.

4. To carry out a full literature review of the
1imited available research and to use this as

a basis for the present study.

5. To examine Gouldner's concept of Representative
Bureaucracy to determine whether the Local
Authority can be described as an example of
this type of organisation in relation to health

and safety.

6. To comment upon the philosophy of self-

regulation and its development.

7. To draw conclusions from the completed study
and to make recommendations for further

research as appropriate.

1.4 The layout of the project

Chapter Two provides a short summary of the background and
legislation necessary to provide a context within which the

concept of self-regulation, which is described in Chapter Three

can be appreciated.



Chapter Four deals wi;h the various types of methodology
used in this study and explains the value of methodological
triangulation in validating data. The use of various techniques
to collect data is in itself a useful learning experience for the
researcher, as is coping with the problems generated when trying
to gain access to an organisation, which are also described in

this chapter.

The Titerature review which was carried out is described in
Chapter Five. Chapter Six contains a brief appreciation of the
differing perspectives of the management/trade union relationship
in a health and safety context which interact with the industrial

relations frame of reference within which the relationships occur.

A separate chapter is given to each of the three agents
studied - safety representatives, supervisors, and safety committees.
There is considerable overlap here; that is, some data are relevant
to more than one chapter. The result of this is very occasional
repetition of data in order to interpret them in a different
context. The other result is that compared with the chapters on
safety representatives and safety committees, the chapter on
supervisors is shorter. The reason for this is that much of the
data on supervisors has been incorporated into the safety
representatives chapter in order that comparisons between these
two groups may be made. Several questions on the two questionnaires
were deliberately made common to both and are mainly discussed in the
safety representatives chapter. It should be noted that not all
aspects of self-regulation have been considered. The role of the
safety officer, the safety policy and organisational arrangements

for example, if studied would have broadened the scope of the thesis
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beyond the resources available.

Chapter Tén is based on the study of Representative Bureau-
cracy by Gouldner and an attempt is made to show in diagrammatic
form similarities and differences between his model and the

research findings from the local authority study.

Chapter Eleven consists of an examination of the philosophy
of self-regulation and its development. Chapter Twelve puts
forward some conclusions as to the effectiveness of self-

regulation in the organisation.

Appendices One and Two describe the structure of the local
authority and the four departments under study. Appendices
Three and Four contain copies of the two questionnaires which

were sent out to groups of safety representatives and supervisors.
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RELEVANT BACKGROUND AND LEGISLATION




RELEVANT BACKGROUND AND LEGISLATION

2.1  The Robens Report (1972)

The Health and Safety at Work etc. Act (1974) was the outcome
of the Robens Report of 1972 which was produced by a committee set
up in 1970 under the chairmanship of Lord Robens. Their terms of
reference were: "To review the provision made for the safety and
health of persons in the course of their employment...and to

consider whether any changes are needed in:

1. The scope or nature of the major relevant

enactments,

2. The nature and extent of voluntary action

concerned with these matters."

They also had to consider whether any further steps were
required to safeguard members of the public from hazards other
than general environmental pollution arising in connection with
activities in industrial and commercial premises and construction

sites, and to make recommendations.

The Committee talked to inspectors, administrators, industr-
jalists, trade unions and received written submissions from
organisations and individuals. They made visits at home and
overseas to discuss health and safety issues with managers, work

people and government officials.

There are five main reasons why the Robens Committee was

-
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Tooking at the system in 1970:

1. There had never before been a comprehensive review

of the subject.

2. There was a high national rate of accidents and
disease at work with the related costs which was
considered to be unacceptable at that particular
time by the Labour Government, trade unions and

management.

3. The wide publicity given to cases of compensation
for diseases such as asbestosis had raised concern
labout the insidious and potentially deadly nature
of the long-term risks to which certain groups of

workers might be exposed.

4. There was a rapid increase in the number of new
chemical substances and mixtures being brought

intc use in industrial and commercial processes.

5. Attitudes or expectations about authority and
decision-making had changed. Increasingly, both
employers and workers expected to take an active
part in the making and application of legislation

of this kind.

The traditional approach to health and safety at work was
based upon an extensive system of detailed statutory provisions
administered and enforced by government departments and local
authorities and the legislation on industrial safety had emergec

in a piecemeal fashion decade after decade. This traditional



empirical approach could not keep pace in an age of rapid change
in industrial structure and technology as well as in social

attitudes and expectations.

The Robens Committee considered that there were three main
defects in the existing statutory system: the first defect
was that there was too much law. There were nine main groups
of statutes supported by nearly 500 subordinate statutory instru-

ments. The sheer mass of the law had become counter-productive.

The Committee maintained that "the primary responsibility
for doing something about the present levels of occupational
accidents and disease lies with those who create the risks and
those who work with them." The system encouraged too much
reliance on state regulations and too little on personal respon-
sibility and voluntary, self-generating effort. It was
necessary to influence attitudes and create a framework for
better health and safety organisation and action by industry
itself. Robens suggested that what was needed was a balance

between the regulatory and voluntary elements of the overall

system,

The second defect was that the existing law was intrin-
sically unsatisfactory to the extent of being badly structured,
and badly written, too detailed and littered with obsolete or
obsolescent provisions. The bulk of the existing provisions
were concerned with physical circumstances, for example, the
safeguarding of machines or the provision of adequate lighting
and ventilation. But equally important, according to the Robens

Committee were the attitudes, capacities and performance of

14



people and the efficiency of the organisational systems within
which they work. Such factors as the roles of training, joint
consultation, the arrangements for monitoring safety performance,
or the influence or work-systems and organisation upon attitudes

and behaviour must be included.

The third defect was the fragmentation of administrative
jurisdictions. There were five government departments (Employment,
Trade & Industry, Agriculture, Environment and the Home Office) and
seven separate inspectorates (factories, mines, agriculture,
explosives, nuclear installations, radio-chemical and alkali).

These covered nothing 1ike the whole of the working population and
overlap could create uncertainty and confusion. Fragmentation
of the legislation and its administration made the task of harmon-
ising, servicing and up-dating the various statutory provisions

extremely difficult.

This fragmentation had effects at various levels. One
establishment may have been subject to a multiplicity of safety
and health provisions under a number of acts and sets of regulations.
Some workplaces, between them employing eight million people, fell
entirely outside the scope of the existing provisions, for example
road haulage depots, airports, schools, hospitals. Inspectorial
and administrative time was being wasted on demarcation matters,

depending on the definitions of premises, processes and activities.

At the national level of policy formulation and law making it
may be difficult to make progress on a subject where administration
responsibilities are heavily fragmented and where close and

extensive consultation between several departments is needed before



a major initiative can be taken.

The Committee proposed that there was a need for a more self-
regulating system of provision for safety and health at work.
The traditional approach based on ever-increasing detailed
statutory regulation was outdated, over-complex and inadequate.
Reform should be aimed at creating the conditions for more

effective self-regulation by employers and work people jointly.

The efforts of industry and commerce to tackle their own
safety and health problems should be encouraged, supported and
supplemented by up-to-date provisions unified within a single,
comprehensive framework of legislation. Much greater use should
be made of agreed voluntary standards and codes of practice to

promote progressively better conditions.

The Robens Committee recommended that a National Authority
for Safety and Health at Work should be set up and that the
existing legislation should be revised, unified and administered
by the new authority. This authority should have a comprehensive
range of executive powers and functions, and statutory provisions
formulated should be laid before Parliament by the appropriate
Minister. The scope of the new legislation should extend to all
employers and employees and should cover the self-employed where

their acts or omissions could endanger other workers or the

general public.

As regards sanctions and their enforcement, inspectors would
be able to issue improvement notices where changes were to be

made within a stated time, or prohibition notices where a process

1€



could be stopped completely if the hazard was great. Higher
fines should be provided for and these and the notices should

be subject to appeal before industrial tribunals.

It was recommended that the new authority should play a
promotional and co-ordinating role ip safety training and it
should actively participate in some neglected areas such as

safety training in management courses.

It was felt that the costs of accidents had been relatively
neglected and a more cost-effective approach to the deployment
of public resources for accident prevention should be encouraged,
and similar work assisted by industry-level organisations and

individual firms.

To sum up, the objectives of future policy were to create a
more unified and integrated system to increase the effectiveness
of the state's contribution to health and safety at work, and to
develop more efficient self-regulating systems instead of negative

regulation by external agencies.

There must be acceptance and exercise of appropriate
responsibilities at all Tevels within industry and commerce.

There should be more management initiative and greater involvement

of work people.

2.2 The Health and Safety at Work etc. Act (1974)

The Health and Safety at Work Act (HASAWA) was brought into

4 -
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force in three stages, commencing respectively on 1st October 1974,
1st January 1975 and 1st Ap}il 1975. It is an enabling Act in
addition to and only partially replacing existing health and
safety at work legislation such as the Factories Act (1961) and

the Offices, Shops and Railway Premises Act (1964). The greater
part of the existing acts and subsidiary regulations remain
current, but repeal, amendment, revision and updating will continue

as necessary over a number of years.

The HASAWA also extends the scope of health and safety
legislation because it applies to all persons at work, employers,
self-employed and employees, with the exception of domestic
servants in private households. About eight million people such
as those employed in education, research, leisure industries,
medicine and in some parts of the transport industry, have
legislative protection for the first time. The legislation is
designed to protect not only people at work, but also the health
and safety of the general public who may be affected by work

activities.

The Act also aims at controlling the storage and use of
dangerous substances and the control of pollution emitted into

the ajr from certain premises.

A Health and Safety Commission and a Health and Safety
Executive were set up to administer the legislation. The Commission
has major research, educational and advisory responsibilities.
It also undertakes the continuing job of preparing proposals for
revising, updating and extending the statutory provisions on

health and safety at work and for issuing approved codes of

1€



practice which Tay down minimum guidelines.

The Health and Safety Executive has the power to enforce the
statutory requirements on health and safety. In particular,
inspectors now have powers to issue improvement and prohibition
notices, which would enable them to require practical improvements
to be made within a specified time or require preventive measures

immediately without first having to obtain a court order.

Employers can appeal to an industrial tribunal about, for
example, notices served on them, but in the first year following
the introduction of HASAWA in 1974, there were only 35 appeals

arising out of 6,000 notices served.

To sum up the ways in which the situation following the
1974 Act differs from that under the previous legislation: it
covers all people at work, which means that over eight million
workers receive protection for the first time. It contains very
little detail, concentrating more on the statement of broad
principles which call for positive action on the part of both
employers and employees, s21f-regulation being encouraged.
Regulations and codes of practice were to follow with a demand for
commitment to health and safety at the highest level in every
organisation. Written safety policies must be published, together
with methods for implementing them. Full information about risks
must be given to employee representatives and they must be
consulted about the solution to problems, usually done in a
regular and structured way through the mechanisms of safety
committees and safety representatives. Joint safety committees

were formed with both worker and management representatives where

—a
"M



a two-way flow of information could make both workers and manage-

ment aware of hazards and ways to overcome them.

The inspectorate must give information about hazards and
their prevention, and must therefore have direct contact with
employees. Additional powers were given to inspectors to
issue improvement and prohibition notices backed up by the
sanctions of much stiffer financial penalties than those that
existed before. Fines are unlimited and criminal proceedings

can be taken for breach of general or specific duties.

The laws that existed about such things as the guarding of
machines were tightened up and responsibility for this placed
on the designer, importer and manufacturer of machines as well

as the owners and operators.

2.3 The Safety Representative and Safety Committees Regulations

(1977)

Under the Health and Safety at Work Act (1974), Regulationswere
made on safety representatives and safety committees which became

operative from 1st October 1978 (SRSC Regulations).

Among other things these Regulations brought safety committees,
which had existed for some time in many organisations, into a legal
framework for the first time, although it should be noted that the

committees had to be established under the SRSC provisions for

this to be the case.



The Health and Safety Commission published the Regulations
and in addition, the approved Code of Practice which gives the
minimum standards considered acceptable. Guidance Notes also

offer practical advice to employers on the Regulations.

Within the same flexible framework as the HASAWA, the
Regulations and Code of Prcctice leave employers and trade unions
free to make arrangements suitable to the circumstances of each
undertaking. They set out in detail how trade unions can appoint
safety representatives and also the functions of these represent-
atives and the duty of employers to permit them time off with

pay to perform their functions.

This statutory support of workers' representatives in the
regulation of conditions governing their health and safety
heralded a major change in the system of accident prevention in
this country. Also mentioned are the obligations of the employers

to provide relevant information, instruction and training.

Regulation nine deals with the establishing of safety
committees. An employer must set up a safety cormittee if
requested in writing to do so by at least two safety representa-
tives. On receipt of this request, he must consult with the
safety representatives who made it and with the representatives
of recognised trade unions whose members work in any workplace
in which the committee would function. The employer must post
a notice for the workforce to read stating the composition of
the committee and the workplace to be covered by it. The final

statutory requirement on the subject of safety committees states
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that the committee must be established by the employer not later

than three months after receipt of the request for it.

The objectives, functions, possible composition and organ-
isation of the safety committee are suggested in the Guidance
Notes. There is particular emphasis on the promotion of co-oper-
ation between employers and employees in investigating, developing
and carrying out measures to ensure the health and safety at work

of all employees.

The Guidance Notes also suggest that agreed objectives or
terms of reference should be drawn up for the committee and
examples of these are described in detail with regard to the four

departments under study in this project.

The above three sections comprise the frame of reference
within which the effectiveness of the self-regulatory aspects of

the HASAWA (1974) are to be assessed.

For the purpose of setting out the context for this thesis,
the relevant background and legislation which has been discussed
here has been treated in a descriptive rather than an analytical
way. Other texts deal with various legal aspects of health and
safety at work from a variety of standpoints.  These include:
general guides (e.g. Jackson, 1979 Dewis, 1982; Selwyn, 1982),
reference manuals for safety officers (e.g. Dewis, 1978), guides
for managers (e.g. Howells and Barrett, 197%; Broadhurst, 1978),
Health and Safety Commission publications (e.g. HSC, 1977),
handbooks directed at workers and trade unionists (e.g. Kinnersly,
1973; Eva and Oswald, 1981), as well as numerous guides producec

by trade unions and other organisations.



CHAPTER THREE

SELF-REGULATION
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SELF-REGULATION

It is important here to clarify exactly what is meant by

this concept of self-regulation.

The Robens Report (1972) stated that a rigorous enforcement
policy from health and safety inspectors was "misconceived" and
"undesirable" and that they should offer advice to employers
rather than enforce legal sanctions. This belief was based on
the idea that self-regulation on the part of those involved ih
the workplace is the best method of achieving a safe and healthy

environment.

"A principle theme of this report is the need for greater
acceptance of shared responsibility and more reliance on
self-inspection and self-regulation and less on state
regulation. This calls for a greater degree of real
participation in the process of decision-making at all

levels.”

In other words, the Committee was advocating a minimum of state

intervention, a more co-operative approach being more appropriate.

What this means at plant level is voluntary management -
labour interaction and a general duty of the employer to consult
with employees - that is, cooperation is essential for self-
regulation to be effective. But is this unitary viewpoint on

health and safety a valid one? The extent to which management
and trade union views on safety coincide or diverge will be

investigated in the course of this thesis.

But the concept of self-regulation was not without its



critics, for example Ashford (1976), who made such comments as
'naive', 'too hopeful', 'puts too much faith in human nature'.
It was also suggested that the responsibility for safety would be

divided among all so that it would become no-one's business.

It is hoped that this research will indicate whether self-
regulation is effective in maintaining safety standards or whether
the reservations mentioned above have foundation. It will
concentrate on that part of the legislation which stresses the
importance of self-regulation as opposed to enforcement by outside

agencies.

By self-regulation is meant the setting of self-imposed
standards of health and safety performance which should be
continuously monitored internally to ensure that targets are
being met and standards upheld. Employers must accept the
responsibility for managing their organisation in a way which

ensures the systematic care of the health and safety of employees.

The important function of monitoring can be carried out at
various levels in the organisation from senior management to the
worker on the shopfloor. Training is particularly important
for those who are specifically responsible for monitoring so that
they are able to make a genuine assessment of safety performance
in the organisation. For example, trade union-appointed safety
representatives may monitor safety standards and then or the
basis of these make representations via the consultative machinery

set up under the Safety Representatives and Safety Committee

Regulations.

Training courses for safety representatives generally have a



module devoted to inspection and monitoring of the workplace
indicating that this is seeﬁ to be an important function of the

safety representative.

The internal monitoring carried out by an organisation may
vary depending on the circumstances prevailing and some of the
main areas which are useful in providing information regarding

safety performance are:

1. Safety policy

Employers must prepare a written statement related
to the health and safety of employees which includes a
statement of the organisation and arrangements for
carrying out the policy. The policy should be
displayed for all employees to see and often individual

copies are provided for workers.

Monitoring should indicate whether the organisation
and arrangements for the implementation of the policy are
effective. The degree of effectiveness of the policy
in the organisation can indirectly indicate the degree
of commitment to health and safety of the employer or

senior management.

2. Accident records

It is important that direct comparisons should not
be made betweer different organisations or, in the case of
a local authority, between different departments.
Differences in size, numbers at risk and the number and

severity of inherent hazards makes it invalid to make
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direct comparisons, and it is more useful to use
statistics to 1ndicate'a trend within a department
by comparing present figures with past ones.
Analysis of accidents can facilitate the prevention

of their recurrence.

Compliance with legal requirements and Codes of Practice

This may indicate the extent #0 which many
hazards have been controlled or eliminated.
Various methods can be used to ensure that the health
and safety laws are being upheld, for example, formal
inspections, safety sampling or audits. Staff must be
trained in these methods so that information can be
collected, recorded, analysed and evaluated in a system-
atic way. This information can also indicate the
standards of training, supervision and instruction in

the organisation.

Achievement of objectives

An important part of self-regulation is the set-
ting from within the organisation of targets related to
a time scale. Examples may be the elimination of
hazards, the provision and use of protective equipment

or the training of certain groups of staff.

This is one area which is more clear-cut for
monitoring purposes because it is easier to measure
progress against a pre-set target. Also from the

point of view of providing feedback to the workforce



this is one area which? in conjunction with trends
in accident statistics, may be used as positive
reinforcement for motivating employees to work

safely.

Having indicated what is meant in operational terms by
self-regulation in an organisation, we can now look at some of
the primary 'agents' of this procedure in an organisation.

Each has an important part to play in the monitoring of safety
standards and in this study separate chapters are devoted to each
of three 'agents' and their roles, that is safety representatives,

safety committees and supervisors.

Although these three agents represent only some of the
influences on self-regulation, they closely affect the shopfloor
procedures for safe working. Within the scope of this project,
there had to be an element of selection of subject areas to be
studied because of constraints on time and workload, and the
three areas considered to be most useful from the point of view
of directly influencing health and safety on the shopfloor, were

safety representatives, safety committees and supervisors.

These three areas are in turn affected by overall management
ﬁo]icy on health and safety. However, by confining the study to
what was essentially a single organisation, management influence
may be regarded as 'a constant', that is this study is not a

comparative study on, for example, safety officers or safety

policies.
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METHODOLOGY

4.1 The Case Study

According to Yin (1981), the main feature of the case study
as a research strategy is that unlike experiments, it attempts to
examine a contemporary phenomenon in its real 1life context.

The case study can use either qualitative or quantitative data or
as in this project, a mixture of both. There is a place for both
types of data, which can be used in conjunction to provide evidence
around specific topics. Yin (1981) notes that with care, a case
study can be conducted systematically, although he agrees with
Miles (1972) that the available methodological textbooks emphasise

fieldwork and not case study design or analysis.

Doby (1967) describes the case study as "a way of ordering
social data with the view toward preserving the unitary character
of whatever is being studied." He says the function of the case
study is "to describe the case in terms of the particularities
that are observable." This means the intensive examination of

the specific factors implicated in the case.

In this project the case study technique was used in the form
of exploratory research. The main purpose of this design is to

generate anc¢ perhaps to test hypotheses.

Within the case study framework several techniques of data
collection will be used. Each of these techniques has advantages
for the collection of certain types of data and by using several
methods it may be possible to cross-check the data which,

hopefully, will lend validity to results. This methodological
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triangulation and the various methods used will be discussed in

more detail later.

As with all methods of research, the case study has its
strengths and weaknesses. Among its disadvantages are that it
is low on control - that is, variables cannot be rigorously
controlled as in experimental methods, and low in representative-
ness - that is, in this case one cannot generalise about health
and safety in other regional councils or other types of organ-
isation on the basis of information collected in one specific
organisation. It is also difficult to differentiate cause
from effect in such a study and it can be risky to infer from

the intensive study of one case.

The case study has as its main advantage the richness %hat
evolves from descriptive and concentrated study of one unit and
the results may suggest hypotheses which can then, or at some
later stage, be tested by other methods such as experiments or
surveys. The case study is particuarly useful for exploratory
research into subject areas such as health and safety, where
little previous research has been completed and where the

generation of hypotheses may be more important than the testing

of them.

Glaser and Strauss (1965) make the point that qualitative
research should not be seen merely as a preliminary to quanti-
tative research, but as a theory generator in its own right:

creating new theory as well as testing current theory.

Galtung (1967) sets out an interesting table which is

reproduced below.



TABLE 4.1  STIMULI-RESPONSE TABLE TO SELECT RESEARCH TOOLS
(Galtung 1967) -

Aston University

lustration removed for copyright restrictions

This useful table can help the researcher to decide what
research tools to use depending on the setting in which the study

takes place and the expected response.

However, there can be a combination of unstructured and
structured methods for example in the form of a questionnaire
containing both oper-ended and pre-coded questions.  This type
of questionnaire was found to be useful in the present study by

giving both quantitative data and descriptive data, sometimes

enlarging on the coded questions.



4.2 Methodological Triangulation

Methodological triangulation can be described as the utility
of different data-gathering techniques applied concurrently to the
same problem. Denzin (1970) explains that triangulation can apply

to data and to method.

Some years ago, Trow (1957) suggested that sociologists
should refrain from defending one research method over another and
realise that no single method is always superior. He said that
social scientists should move on to a position which permits them
to approach their problems with all relevant and appropriate
methods - that is to the use of the strategy of methodological
triangulation. The main reason for using thisstrategy is an
attempt to eliminate as many sources of error as possible and to
this end Bruyn (1966) states that the only satisfactory way to

verify research is to check through different sources of knowledge.

It may not be possible, as in this project, to have more than
one field researcher and so it may be more useful to use several
methods of studying so gaining perspectives on a particular

phenomenon in order to maximise research information.

It is suggested that no method of research is without bias,
and research without the use of methodological triangulation may
be restricted, for it is possible that interpretative errors will
not be eliminated by virtue of checking alternative data sources.
That is, without multiple methods assessed against common data
bodies, the researcher has no way of judging the reactive and

biasing effects of the methods he has used.
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So any two or more methods of collecting data can reinforce

each other and lend validity to data collected.

Fitzgerald & Cox (1975) give these reasons for the use of

triangulation:

1. To minimise error resulting from the use of any single

method for collecting data.
2. To maximise the possibility of discovering discrepancies.

3. To make full use of the principles characterising the

scientific perspective.

4.3 Problems of Field Studies

Before going to look at some methods of data ccllection in
more detail, it is important to be aware of one of the main

methodological problems of field studies.

One such problem is concern for 'hardness' versus 'depth
and reality' of data. Zelditch (1962) explains that quantitative
data is described as 'real and deep' but asks Zelditch what do you

do if you prefer data that are real, deep axc hard?

In this project a mixture of quelitative and quantitative

data were collected in an attempt to 'solve' this problerm.



Zelditch classifies field methods into:

1. Participant observation where the field worker directly
observes and participates by having social relationships
within the social system he is studying. He may or may

not play an active part in events.

2. Informal interviewing during the event itself is consid-
ered part of participant observation, or the information
may be about others or events which occurred in their

absence.

3. Enumeration and samples are used in both surveys and

direct, repeated, countable observations.

4.4 Observation

L

Vidich and Shapiro (1955) note that survey data can be used
to test hypotheses from participant observation. The manner in
which different research methods may be best combined to provide
the greatest possible overlap of subject areas is important. For
example questionnaire responses may confirm participant observation

findings in quantitative terms.

Observation can supply the impressionistic, organised, total
picture necessary for the development of hypotheses and the inte-
gretion of structured data. It can also provide a detailed descrip-

tion of social events as they can be observed at first hand.



Observation can be unstructured or structured, both methods

having advantages and disaanntages.

One advantage of unstructured observation is that the
researcher can be purely inductive, there are no artificial
constraints or pre-meditated structures imposed on her. In
view of this, however, the researcher must have the ability to
interpret accurately the events or interactions she observes.
Another advantage is that she can probe deeply into what she
observes by being flexible and able to concentrate on certain

areas.

The disadvantages of unstructured observations are mainly
ones which make the task more difficult for the researcher. It
makes it more difficult for others to replicate her research and
this opens up the question of whether it is in fact essential,
or even possible, to replicate interactions or social events
which, unlike chemical reactions, are complex, unpredictable, not
governed by any logical rules and take place within a situation
which is dynamic not static. Another point regarding the
difficulty of replicating observations is the fact that being
studied may have an effect on a group (the Hawthorne Effect
described by Roethlisberger and Dixon, 1939) and so might alter
their subsequent behaviour. According to Schwartz & Schwartz
(1955) the presence of an observer affects the situation under
study even if one does not go so far as to suggest that his

presence 'distorts reality' (Mensh & Henry, 1953).

Schwartz & Schwartz (1955) alsc state that recreation of
events in their settings for recording and interpreting is not

possible ir participart observatior. Wher observatior is usec



as an exploratory technique for example, the researcher may use
events she sees to raise questions and suggest explanations
which may then be further investigated by other means such as

interviews and questionnaires.

It is suggested that the theory produced by means of
unstructured observation cannot be validated scientifically,
but a fuller discussion of reliability and validity of data

collected by various methods is given below.

Another disadvantage of unstructured observation is that a
degree of selectivity is involved. It is possible for the
observation to be comprehensive, and for the researcher to
capture all that occurs or does she note only what interests
her or catches her attention? It is inevitable in complex
social situations that some degree of selective perception is
used in order to make meaningful what is happening. If only
one observer is carrying out the field work it would be physically
impossible to observe everything. For these reasons, even if
observation is unstructured, that is rigid categorisation schemes

are not used, the researcher can still usefully select material

to record.

Structured observation entails the development of categor-
isation schemes both during and after observation. For example,
there could be a schedule drawn up for recording categories of
verbal or non-verbal behaviour. However, it is difficult for the
observer to keep attention in order not to miss a piece of

behaviour and at the same time to be aware of what is generally

going on.



It is important for re§earchers to try to reduce to a minumum
the effects of their presence on events taking place. This is
perhaps best done by being as unobtrusive as possible and in the
case of meetings, attending a few meetings after the initial one
where introductions were made in order to get over the 'novelty'
of having an outsider (especially a female one) at a safety

committee meeting for example.

It is said that all acts of observation produce reactive
effects both on the observed and the observer. Group behaviour
will vary according to who is present and it is important for a
researcher to learn how group members define him or her and in
particular whether or not they believe that certain kinds of
information and events should be kept hidden from her. She can
interpret evidence more accurately when the answers to these
questions are known. For the above reasons, it is particularly
important for the researcher to be introduced to those being
observed and that the nature of the study is described. The use
to which any information obtained will be put should also be
clearly explained in order to allay any suspicion and distrust

which can arise as a result of lack of information.

The participant observer role has been described in various
ways. Schwartz & Schwartz (1955) describe it as being passive
or active, where an active participant observer maximises
interaction with respondents. In this study when observing
safety committee meetings, or observing work on various sites,

the observer was as passive as possible in an attempt to intrude

as little as possible.
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To sum up, it can be said that most research into social
relationships involves part%cipant observation even if this is
by unconscious intent, and in the research context as a whole,
participant observation should still be regarded as complementary
to, rather than in competition with, or in opposition to, other

research methods.

Observation was used in this study to get 'a feel' for the
general climate of safety committee meetings - the atmosphere,
the interactions between management and safety representatives,
the control of the chairman and his authority, the inputs, the
types of items raised, even the seating arrangements. This was
to give the observer the chance to savour some of the highly
individual problems related to each department and to suggest
jdeas which could later be enlarged upon by using interviewing

techniques and questionnaires.

This type of observation is fairly unsystematic and
personal because rigid categories are not counted and reported
as this might mean a loss of some of the richness of the data.
As this part of the study was exploratory, a somewhat interpre-
tative analysis was justifiable as an instrument which might
generate hypotheses which could later be tested by more

quantitative methods.

Observation of work being carried out at some sites in the
four departments gave the researcher some insight into the
potential hazards the workers encountered in their working
environment. She also observed training courses in health anc
safety taking place at the training section of the Personnel

Department at Reaional Headquarters.
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Observer bias

The two main forms of observer bias are:firstly that those under
investigation act differently because they are being investigated.
It has to be realised that this behaviour may not be representative
of that usually found in a similar situation, for example, the
researcher was told on one occasion that the language was 'toned
down a bit' when she was present at safety committee meetings.
Secondly, there may be some subjectivity on the part of the
observer who must interpret what is happening around her in order
to make sense of it all. The frame of reference within which she
structures this information will to some extent affect her inter-
pretation. It is important for observers to be aware of these
potential biases so that they may eliminate or at least minimise

them.

4.5 The Interview

Observation does not allow the researcher to study events
that have already occurred or to gain insight into the attitudes,
opinions or emotions of subjects. In order to obtain such
information, interviews can be effectively used, where key people
are asked open-ended questions. The researcher can probe for
information, that is the situation can be formal,but, when

exploring the objective, fairly unstructured.

Camell & Kahn (1968) distinguish three broad, important
concepts for a successful interview. The first is the accessib-

ility of the required informatior to the respondent - this means

rr

—



that the researcher must find out in advance who the key people
are in the organisation and must ensure that she interviews

people who can accurately answer her questions.

The second important point is that the respondent must be
able to understand what is required of him, that is he must be
asked clear, unambiguous and meaningful questions, and also that
the researcher would be well advised, at the time of making an
appointment to interview a respondent, to make quite clear what
the interview will involve, and what subject areas will be
covered. This gives the respondent a chance to look out any
material he may need and at least to be prepared to answer
questions on a particular subject. This in no way invalidates
his replies as he should not be told in advance what questicns
he will be asked, only informed of the general area to be

covered.

The third point made byCannell & Kahn is that the respondent
should be motivated to answer the questions accurately. Perhaps
the researcher should fully explain the importance of her research
and where the interview fits in with the rest of the study.
Another important way to encourage people to give truthful,
accurate answers is to assure them of the confidentiality of the
final report. In many situations, such as in the area of health
and safety involvecd in the present study, respondents may fear
that statements they make may 'rebound' on them should they get

into the hands of others, for example their superiors or trade

union officials.

There are various types of interview techniques and the

choice of which one to use will depend uporn the prevailing
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circumstances and the information to be obtained.

Fiske et al. (1956) and Gordon (1969) maintain that the
focussed or guided interview allows respondents more freedom while
still covering a given area in a systematic way. It has the

flexibility to allow respondents to develop their views in detail.

The focussed interview was used in the present study
consisting of a small number of open-ended questions around several
major topics relevant to the enquiry. This gives flexibility as
well as ensuring that the information collected is relevant. If
informants stray from the point the skilled interviewer can gently
lead them back to the relevant subject area. This is made easier
by not being forced to go through a 1ist of structured questions
which for reasons of standardisation must be answered by subjects

in the 'correct' order.

Structured, standardised, formal interviews are described by
Fitzgerald and Cox (1975) as having a fixed question content and
structure with a set of standardised responses - that is, fixed
alternatives. This technique can be used when the researcher
already knows something about her research problem and has a number

of specific questions she wants answered.

Mann (1968) refers to the standardisation that is possible
in formal interviews which allows some quantification of response.

The richness of the data resulting from uncontrolled interviews is

lost but uniformity is gained.

Unetructured, informal interviews are said by Fitzgerald and

Cox to be useful in exploratory studies where the researcher warts
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to explore general question areas and then follow up on particular
topics suggested by the respondent. The structure and order may
not be pre-determined which allows more flexibility although it

means that direct comparability between interviews is not possible

because informants are not treated uniformly.

Smith (1972) describes unstructured interviewing as non-
directive where the interviewer formulates her own questions and
the respondent formulates his own replies. He says it should be
an individual interview where attitudes, opinions and information
about underlying motives are elicited by means of the interpersonal

reaction between the interviewer and interviewee.

Mann (1968) considers informal interviews to be very natural
and good conversation flow is easy to maintain. The informant
can develop his views and may introduce points the interviewer had
not thought of. The interviewer can prompt and form real depth
and insight into complex social situations. The main disadvantages
as seen by Mann are that the interviews are not replicable and also
there will be some selection on the part of the interviewer as to
what he uses and what he discards. However, it is a good explora-
tory technique to be used before detailed hypotheses are put

forward and elaborate questionnaires or interview schedules made up.

Dean et al. (1967) discuss some of the limitations and compen-
sations of unstructured methods used in field work. These methocs
may suggest hypotheses but seldom provide the data for testing therm.
There is also the danger that relationships established in the field

may increase the 1ikelihood of bias if the researcher uses these

relationships in this way.
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On the other hand, the field worker is not bound by prejudge-
ment, the problem can be reformulated as the interview proceeds.
Because of her c1os§r contact with the field situation, the
researcher is better able to avoid misleading or meaningless
questions. The field worker may absorb information which at the
time may seem to be irrelevant but much later, when her perspective
on the situation has changed, this information may turn out to be

extremely valuable.

The conduct of the interview

It is important for the interviewer to establish a relationship
between herself and the respondent at an early stage of the interview.
Philip et al. (1975) state that the interviewee must be put at ease
and at the same time it is important that the authority of the
interviewer is established. Smith (1972) says the respondent must
be completely relaxed and sympathetic rapport established between
him and the interviewer. He suggests that a general first question
is useful to arouse interest and to motivate the respondent to
communicate and discuss his feelings fully and freely. Smith also
expresses the view that the interviewer, having established the
necessary rapport should then become a 'passive' listener with no
interruptions, indeed he says that a sympathetic silence may lead

to the expressing of unconscious motives or attitudes.

The question of probing and prompting is discussed by Philip
et al. who point out that matters of opinion are very sersitive to
suggestion, and the interviewer must not paraphrase questions.

However, open-ended questions may require probing to various



extents in informal interviews where there is more freedom to

probe and challenge which can lead to errors.
Smith gives four reasons for intervention by the interviewer:

1. To keep the respondent talking to elaborate on
what he has said; to go into greater detail and

more deeply into the subject.
2. To obtain the reasons for what has been said.

3. To introduce a new subject that has not yet been

covered.

4. To return to a point made earlier by the respondent.

Philip et al. state that replies must be recorded with scrupu-
lous accuracy at the time they are given. This point leads on to
a discussion of some of the sources of error and interviewer bias
put forward by Smith who says that response errors can be either
systematic or non-systematic. Systematic bias may stem from the
interviewer holding strong opinions, prejudices or expectations

regarding respondents' views.

Non-systematic bias can arise from carelessness in recording
or misreading instructions on the part of the interviewer. These
effects of bias may cancel each other out in the survey as a whole,
but it is important to have clear interviewer instructions, mean-
ingful questions and well trained interviewers where the research

project uses several different interviewers.

The main sources of interviewer error and bias are according

to Smith:



1. The interviewer-respondent interaction
Deviations in asking the questions

Inadequate probing

oW N

Faulty recording of the answers

Dean et al. describe interviewing as the best way to get at
information, impressions and feelings that can be verbally reported.

However, they stress three sources of possible distortion:

1. Informants may give socially acceptable answers which
may modify expressed attitudes or feelings and fail
to reflect the information which the interviewer is

attempting to elicit.

2. Selective perception is a psychological concept used
to describe the fact that we do not perceive or
process all the information around us but select
information which reinforces our expectations about
an individual or a situation. For this reason an
interviewer may select comments which back up the
responses he may have expected from the informant,
for example a senior manager or a trade union repre-
sentative. On the other hand he may select out, that
is, ignore information which appears to conflict with
his pre-conceived ideas of what he will hear. As a
result the interviewer reduces any cognitive dissonance

he may experience as a result of such conflict.

3. The interviewer may forget details when writing up an

interview Tlater. It is difficult tc take notes and

maintain some eye contact at the same time. However,in
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spite of the difficulties, taking notes may still be
better than using a tabe recorder for reasons described

below.

Smith (1972) states that the interview can be reliable but
not valid, but it cannot be highly valid without also being reliable.
Reliability is difficult to achieve when several different inter-
viewers are used, but is more attainable when one interviewer is
carrying out all the interviews. However the more informal,
unstructured and open-ended the interview is, the lower will be
its reliability. Validity may be more difficult to establish
as there may be 1ittle previous data against which to validate

the interview in question.

Smith sums up by saying that the interview is a rich source
of data, and interviewer error can be minimised if the potential

sources of error described above are dealt with.

In the present study, a single interviewer carried out all
the interviews - informal, unstructured interviews being carried
out initially followed later by more formal, structured interviews.
Only key respondents were interviewed such as safety officers and
senior managers, and there was no attempt to analyse answers
statistically because only a small number of interviews were
carried out. These provided some interesting attitudes and views

on safety and gave rise to questions asked in the twc questionnaires

described later.

Note-taking can be a problem with an unstructured interview,

but it was found that most people expect the interviewer to take



notes and, with practice, it becomes fairly satisfactory to take
brief notes which are written up immediately after each interview.
A tape recorder was not used on the grounds that it can make
people feel ill-at-ease and also because it can be very time-

consuming to transcribe the recording.

4.6 The Questionnaire

The questionnaire is another means of collecting information
about opinions, attitudes and knowledge of a group of respondents.
However compared with interviews there is an increase in the
possibility of misunderstanding and deception because it increases
the distance, both physical and symbolic, between the researcher
and his respondents, making it difficult to probe or follow up

seemingly contradictory responses.

Fitzgerald and Cox (1975) state that although using question-
naires is less expensive than interviewing, the completion rate 1is
seldom better than 60%. They make a useful distinction between the
two main types of questionnaire making the point that there is a
range in between. The first type is highly structured with fixed
alternative responses. This type of questionnaire is easily
precoded, simple to administer and relatively inexpensive to analyse.
However respondents may feel compelled to select one of the

alternatives when none really fits the respondent's position.

The second type of questionnaire is open-ended where the

respondent is not required to choose among fixed responses set by

as



the researcher. This gives a degree of freedom of-tﬁoice and the
opportunity of giving detaiied responses. However this type is
more difficult and costly to analyse. In spite of these disadvan-
tages, an open-ended questionnaire should be used if the researcher
does not know all the alternative answers or when the number of

possible alternative answers is very large.

Fitzgerald & Cox suggest that the researcher can benefit from
both types of questionnaire by using a mixture of questions. This
may be advantageous but Fitzgerald & Cox add a word of caution
saying that this procedure does not eliminate the weaknesses of
either type of question. The big disadvantage is that the

combination of questions complicates the analysis.

Berdie and Anderson (1974) say that the questionnaire must be
easy to complete with brief but clear instructions for completion.
They also suégest beginning with a few interesting, non-threatening
questions. They emphasise the importance of question construction.
Questions can be dichotomous, open-ended or ranking and much
attention has to be paid to the actual wording in order to ensure
that the respondent understands exactly what is meant by the

question and what his response options are.

Mann (1968) says that it is important to avoic ambiguous or
leading questions, and what he calls double response to a question
which because of its construction seems to indicate that two
answers are needed. Also to be avoidec are questions containing

jargon and technical terms or those couched in emotional terms.

Philip et al. (1975) say a questionnaire can consist of
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open-ended questions or those with a 1imited list of alternative
replies. The questionnaire should be well laid out, simple and
not too long. The questions should initiate responses that are
acceptable indications of those variables that are to be studied.
The presence of each question needs to be justified - it must

gather information on a specific aspect of the study or test the

accuracy of responses to other questions.

Respondents need a certain standard of education to be able
to fill in a questionnaire adequately according to Krausz and
Miller (1974) who also suggest the avoidance of loaded words such

as 'bosses' and 'strike breakers'.

Oppenheim (1966) stresses the importance of a covering letter
to respondents in a postal survey to stress the confidentiality of
information collected by the researcher. This may help to
increase the response rate which is notoriously low in postal
surveys. With regard to the response rate, Moser & Kalton
(1971) say that it is possible that only recipients having a
particular viewpoint will respond to the survey - a point to be

kept in mind by the researcher.

Galtung (1967) says that the standardisation offered by
questionnaires is a strong advantage over, for example, interviews
when the sample is a homogeneous one. When it comes tc follow-up
however, the interview provides opportunities for clarification
and recording more subtle, non-verbal cues, that are not possible
with questionnaires. The only type of follow-up here is the use

of filter questions but these apply at all respondents in & certain

category so provide follow-up of a different kind.
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Galtung makes reference to control with regard to the filling
in of questionnaires which %s difficult unless there is some sort
of supervision - respondents may get friends to assist them to
answer the questions. However at least the use of questionnaires
is free of the interviewer effect which can affect replies in a
face-to-face situation. Questionnaires are inexpensive, a
characteristic which makes them attractive to researchers, and can
generate a considerable amount of information in a fairly short
time period as all respondents can receive a questionnaire in the

one posting.

The importance of carrying out a pilot study is mentioned by
several researchers. Krausz and Miller (1974) describe a
pilot study as a small scale replica of the main survey which
tests the suitability of the data collection technique and the
adequacy of the questionnaire. For example, do the questions
provide the necessary indications to identify and measure the
variables under scrutiny and whether this is done in an unambiguous
and meaningful way. The researcher has the opportunity to confirm
or modify the design proposed or suggest alternatives to it before

being committed to the existing questionnaire layout.

Fitzgerald & Cox (1975) say a pilot study must be conducted
on a small number of respondents who are similar in background
characteristics to the target sample. This pre-test often high-
lights ambiguous questions and may indicate a need tc change the
wording, order and content of a questionnaire. Oppenheim (1966)
notes that a pilot study may show up a question to be too wide or
narrow in scope, too colloquial or too technical in wording or too
intimate or abstract. Some free answer questions may be turned

into multiple choice ones on the basis of the resuits cf a piloted
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In the present study, a questionnaire was constructed to be
sent to all safety represenfatives in the four departments under
study. This consisted of a mixture of closed and open-ended
questions and was a lengthy questionnaire, as it was important
to see if individuals would be willing to complete a long
questionnaire and to answer several open-ended questions requiring
some thought. It was thought by the researcher that the
population being trade union-appointed representatives who
presumably had considerable interest in the subject of health and
safety and their contribution to safe working, would mean that
they would be motivated and interested enough to complete the
questionnaire. This hypothesis was later borne out by the 77%

response rate.

The population on whom the questionnairewas piloted were
attending a local college of education on a TUC safety represent-
ative training course. These safety representatives were
divided for teaching purposes into two groups, one from the
private sector and one from the public sector. Each was handed
a copy of the questionnaire by the researcher with an explanation
of what a pilot study is and how valuable their co-operation
would be. There was a reasonable number of questionnaires
returned and it was noticed that nearly all of these were from

the safety representatives who worked in the public sector.

As a result of this pilot study, some alterations and
improvements were made and when the questionnaire for supervisors
was constructed, it was decidec that it was so similar (although
shorter) to the safety representative one, that it woulc not be

necessary to carry out another pre-test. However in the light
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of experience a few small changes were made in questions common to
both questionnaires, for example the addition of another category
to a graded response type of question, where it was felt that this

would be an improvement.

We can sum up some of the possible errors in the use of
questionnaires. Instructions should be clear so that all respon-
dents answer the questionnaire in a standardised way. Questions
should not be culture- or class-ridden or worded in emotive
language. An important problem with questionnaires is the
possibility that respondents are not answering truthfully but are
giving socially desirable answers. They may provide the answers
they think the researcher wants or they may suppress the truth
because they fear repercussions, perhaps from employers, if they
tell the truth as they see it. One way of encouraging truthful
answers is to strongly emphasise confidentiality and anonimity as
in the case of the present study when names were not asked for on
the questionnaire. Interpretation is another important variable
as different respondents may understand different meanings from
the same words in a questionnaire, so emphasising the need for

clarity and lack of ambiguity.

One other important potential fault occurs if the researcher,
in an attempt to reduce the amount of data from completed question-
naires and to facilitate qualification of data classifies the
responses. The categories used to classify the respondents'
answers may be too gross and so may overlook the subtilties of
meaning that the respondents may wish to convey. This point is
made in the chapter on safety representatives when it is

explained that a decision was made not to combine certain categories
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(safety representative roles), even if the numbers in each category
were small, because of the loss of interesting information.
However, categories may also be combined for the purpose of
statistical testing, providing a balance between a descriptive and

a statistical approach to the data.

These are only a few of the potential sources of error assoc-
jated with the use of questionnaires but it is vitally important
for researchers to be aware of them and to try to eliminate them
or reduce them to a minimum in order to be able to use the

information they generate in a meaningful way,

The questionnaires in this study were used to supply quant-
itative data some of which was suitable for statistical analysis.
These data provided both factual information regarding for
example, age, trade union membership and also data regarding
cognitive variables such as attitudes and opinions in relation
to various aspects of health and safety held by safety represen-

tatives and supervisors in the sample populations.

4.7 Analysis of Documents

Fitzgerald & Cox (1975) describe three potential sources

of error in the analysis of documents.

1. Error may be built in by the recording agency
or individual, for example selective retention

of recorded data.



2. Error resulting from clerical mistakes.

3. Error resulting from misinterpretations by

either researcher or respondent.

The advantages of using analysis of document is that the
technique is relatively inexpensive and is also non-reactive,
that is the presence of the researcher has no effect on the content.
The documents can provide information about events which happened

in the past and which might otherwise be forgotten.

Content analysis can be used to provide validity. For
example, the researcher attended a sample of safety committee
meetings and later compared notes taken at the time, with official
minutes to make sure that they cross-checked. The minutes were
found, in this way and in the opinion of the researcher, to be an
accurate representation of the main issues discussed at meetings.
Other documents which could be analysed were departmental safety
policies, the terms of reference and constitutions of safety

committees and accident statistics.

Dean et al. (1967) say that content analysis can also be
used to edit field notes, to develop categories for the classifi-
cation of data, to decide upon the units to be tallied, to count
or cross-tabulate or in some other way establish relations among
variables. The analysis of documents was used in this study to
provide an additional method of cross-checking data rather than
as a research method standing on its own. For example, minutes
of safety committee meetings were analysed and the types of
jssues discussed were classified in an attempt to validate the

responses given by safety representatives in their questionnaire

respcnses.

(B3]



4.8 Reliability and Validity and Statistical Analysis

The reliability and validity of the various methods used to
collect data in this study will not be discussed in detail.
However the reliability of this type of social research can be

examined.

The degree of consistency of dependability of a measure,
that is, its reliability, had traditionally centred on some
measurement of repeated use. But repetition is an almost
impossible criterion of social situations. Suchman (1967)
suggests that it may be better to talk about internal consistency
of operational indices, that is to repeat the question or obser-
vation from another point of view which does not destroy the
conceptual meaning of the datum. The inter-relationships of
different indices of the same concept can then be examined.
Bruyn (1966) says that a study should be capable of replication
and interpretation using the same method by another independent
investigator. Perhaps there could be two observations carried
out simultaneously by two observers. However this idea is not
without problems due to the unavoidable element of subjectivity

present even in a structured observation. This is discussed in

more detail below.

Validity is a notoriously difficult concept to define but
it is an evaluative criterion as to whether a procedure 'measures’
what it purports to measure. Smith (1972) says that validity
can be difficult because there may not be previous data to vali-
date the new data against. Bruyn (1966) suggests the verification

of data by checking through different sources of knowledge - that



is through what has been described above as methodological
triangulation. However Brdyn admits that there are no
absolute methods for checking the validity of findings from
participant observation because the researcher studies the
reality directly. A situation or social interactions may
occur once only never to be repeated or perhaps even remembered
by the individual concerned. Because of the differences in
interpretation due to perception, no two individuals will put
exactly the same interpretation upon what occurred. We select-
ively perceive what happens around us for a variety of reasons
one of which is motivated perception which makes us put more
emphasis on certain aspects of, for example, an interaction.

We also, for defensive reasons, may filter out certain aspects
which do not fit in with our attitudes or preconceptions.

This demonstrates how difficult is this concept of validity
with regard to certain types of methodology. This researcher
effect is minimal when using questionnaires as opposed to

observation and interviews.

Construct validity is very important in research, for
example it is important for the researcher to define a concept
such as self-regulation and to suggest some potential criteria

for its ‘'measurement'.

Kaplan (1964) argues that "the work of the behaviourial
scientist might well become methodologically sounder if only he
did not try to be so scientific". The social sciences' pre-
occupation with emulating the natural sciences has resulted in a
tendencv to test for statistical significance rather than looking

for meaningful relationships. Rich qualitative data may be lost



at the expense of scientific rigour involving quantitative pro-

cedures.

Suchman (1967) says that sometimes conclusions are made that
a relationship is not significant, when What is meant is that the
population difference is not large enough for a small sample to
determine, although a larger sample may well show a significant

relationship.

Research can be described in terms of failure or success
(which are in themselves subjective terms) and successful research,
which may prove or confirm what is already known, gains ready
acceptance. However research which is considered to some extent

to have 'failed' can still be valuable.

The purpose of research is, in my opinion, not only to try
to produce new knowledge in a particular subject area, but also
to provide a learning experience for the researcher. Research
degrees can be conferred on the basis of the scholarship and
learning displayed by the researcher and not only in the situation

where a major 'breakthrough' occurs.

Hypothesis generation

The researcher starts off with a theory or general idea which
has to be brought down to a researchable level. Research questions
are broad and ceneral whereas research hypotheses go further and
are narrow, focussed and testable. Hypotheses turn problems and

questions into testable propositions subject to empirical refutation

(or confirmation).



Hypotheses are generated as the result of the identification
of a problem to be solved. We state, either explicitly or implic-
tly, that two or more variables relate to each other in some
determinate way. Hypotheses enable social scientists to formalise
their ideas in as open and rigorous a manner as possible where
personal bias is open to scrutiny. These propositions about the
relationships between variables can be tested empirically in a

way that isolated facts about a single variable cannot.

Becker (1958) states that a well-formulated hypothesis makes
possible a deliberate search for negative cases, particularly when
other knowledge suggests likely areas in which to look for such
evidence. This kind of search requires advanced conceptualisa-
tion of the problem, and evidence gathered in this way might carry

greater weight for certain kinds of conclusions.

In the present study, hypotheses were generated as a result
of reading, both of the background legislation and of previous
research which has been carried out in the area of health and
safety. Interviews with senior management, safety officers and
inspectors from the Health and Safety Executive also gave rise to
various hypotheses related to the part played by safety represen-
tatives, supervisors and safety committees in the self-regulation

of health and safety standards in the Local Authority.

The hypotheses which were identified and tested in the present

study are described in each of the relevant chapters.

Hypothesis testing

Baldamus (1972) describes the hypothesis as fulfilling the



need to "sort out one's ideas, to formulate a tentative pro-
position in such a manner that the possibility of an empirical
test might be contemplated, <f a convenient opportunity to do so

presented itself."

Social enquiry is of a para-scientific nature and its
associated terminology comes directly from "the scientific
method". For example tests, variables, predittion, replication
may not be appropriate when social research is so often a process
of discovery and is essentially descriptive rather than experi-

mentally based.

Baldamus says that statistical testing may be an empty
gesture, a way of pretending to be scientific unless data that
is found to be not significant is described as well as statistically
significant data. Hypotheses have to be stated before examining
the data or else there is a danger of 'data dredging' where
researchers carry out wholesale statistical tests on their data
in an indiscriminate way in the hope of discovering something

significant.

There is an opinion, in my view unfounded, that only if a
proposition can be tested by experimental or statistical methods,
is it possible for the results to be regarded as potentially

useful for administrative, political or economic decision makers.

The main statistical test that can be carried out on data of
nominal type collected in this study is the Chi-squared test.
Where this is used the significance level which will be accepted

as indicating an association between two variables is the 0.05



level and the probability value for the relevant degrees of freedom
will be given. Only association can be inferred, this test cannot

indicate cause and effect.

The present research project is considered to be qualitative
and descriptive rather than analytical and quantitative and the
study is seen not so much as hypothesis testing as hypothesis

generating and will be carried out in this spirit.

Kish (1959) describes statistical tests as designed for
distinguishing results at a pre-determined level of improbability,
for example p = 0.05, under a specified null hypothesis of random
events. After finding a result improbable under the null
hypothesis the researcher must not accept blindly the hypothesis

of 'significance' due to a presumed cause.

Child and Partridge (1982) state that statistical tests must
be interpreted conservatively and researchers must always be
aware that their results in no way indicate the substantive and

analytical significance of relationships.

In this project, the traditional convention will be used
whereby a significant level of probability, p = 0.05 (the 5%
significance level) is referred to as 'significant' and the
significant level of probability, p = 0.01 (the 1% significance

level) is referred to as 'highly significant'.



4.9 Problems of Access

Mann (1968) when discussing human relations skills in
social research, talks of the role expectations of people in an
organisation with regard to the researcher. He stresses that
it is the researcher's responsibility to develop in those who are
co-operating with him on an understanding of the meaning of
objectivity in research role, that he is an impartial outsider.
The researcher has to gain trust and to get rid of suspicion and
if he gives pledges of anonymity and confidentiality, these must
never be violated. These are all valid points which have been

taken into account in the present study.

The subject area of health and safety at work can be an
emotive one in industry and because of its obvious industrial
relations associations can be devisive. The legislation,
although clearly stressing the use of the trade union channels
for worker representatives, also stresses the need for co-opera-
tion and consultation rather than negotiation over health and
safety matters. However a researcher going into an organisation
to see how a piece of legislation is being implemented, not only
by examining what management is doing, but also what trade union
safety representatives are contributing, is bound initially to
arouse some apprehension at all levels. Management may wonder
if areas found needing improvement will be reported to the
unions or to the Health and Safety Executive. Trade unions may
suspect that the researcher is doing a bit of 'spying' for manage-
ment, and members of safety committees may wonder what the

researcher is doing listening to whet is going on and how to treat

her.
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The answer to all these potential problems is undoubtedly
information - plenty of it given well in advance and in a pleasant
unthreatening way. I feel that tackling some of these problems
in a subject area such as health and safety has provided me with
one of the most valuable learning experiences available to

researchers.

The Chief Executive was written to explaining the research
project and asking if it could be based in the local authority.
The four departments, each with a safety officer or co-ordinator,
were picked to study. Safety officers were contacted and then
appointments made with Directors and senior managers in each
department. During interviews, at this level, co-operation
was excellent when it was explained that the research project
was an academic one for a higher degree and was not to be
published in newspapers and that the local authority was to be

anonymous (although this was not demanded).

However in one department, the Director insisted that the
safety officer was to be present during the interview and indeed
he answered one or two of the questions. This seemed to indicate
some insecurity on the part of the Director and was uncomfortable

for the researcher who had already asked the safety officer some

of the same questions.

In another department, the Assistant Director apologised for
the safety officer not being present but then he relaxed and gave
some interesting comments. Indeed when he thought the official
interview was over, he 1it a cigarette and proceeded to give some
off-the-cuff but very relevant views on health and safety. The

suspicions of management were definitely reduced when they
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discovered that the research was for a serious purpose and when
they perceived that the researcher was not likely to be a

'trouble-maker’'.

When 1 was interviewed for the research post, I was asked
if I thought that being a woman would be a disadvantage when
dealing with people at all levels when I had 1ittle industrial
experience. I replied that I thought it would be a positive
advantage as a non-threatening, friendly, unaggressive approach
could gain the researcher the co-operation and acceptance of
others. I feel strongly that this indeed did prove to be the

case.

Having got management approval, I thought carefully about
the best way to approach the trade unions so that I could best
approach their safety representatives whose co-operation with
returning the questionnaire to be sent to them was vital.

Either I could ask permission from full-time officials of the
main trade unions first, or I could go to the safety representatives
direct and possibly upset the full-time officials. I decided
that formal letters to the trade unions may blow up out of
proportion this aspect of the project and may delay getting the
questionnaire sent out to the safety representatives. So on
journeys with safety officers around different areas, I was
introduced to safety representatives and they were told what I
was working on. I also sat in on a few safety committee
meetings initially to be introduced and explain to safety
representatives that in the future a questionnaire would be

sent to them. 1 emphasised that this would be anonymous and how

grateful I would be if they returned these questionnaires.



An important event took place at one of these early safety
committee meetings I observed. When I was introduced to a
member of one of the major trade unions who had a responsibility
for health and safety as well as being a safety representative, he
objected to my presence and insisted that I should contact the
full-time officials before going further. I explained the
purpose of the project and the meeting continued. I later had
a meeting with this person where I more fully described the
research project and the atmosphere was friendly and co-operative
(he later fully completed the questionnaire as a safety represen-

tative).

I then wrote to the two full-time trade union officials of
the major trade unions stating that I would be sending out a
questionnaire to safety representatives and would be happy to
make an appointment to come and see either of them to explain
the project more fully. One official did see me in his office
and was interested and co-operative; the other official, in spite
of being written to twice, did not respond and so the research
work progressed satisfactorily with excellent co-operation from

all concerned.

This highlights the problem of whether it is best to approach
certain bodies with the attendent risk of delay or even a decision
to withhold co-operation, or to try through informal ways, for
example, social interaction, to get oneself and one's work known

about and then officially inform these bodies when foundations

have been laid.

Access to an organisation needs to be handled carefully,

often in planned stages, in order to gain the vitel co-operation
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of people at all levels.~ The essence of the procedure is to
adopt a pleasant, non-threaiening approach to keep people
informed well in advance of what is to take place, emphasising
confidentiality and the value of their contribution to a useful

piece of academic work.

During the writing of Chapter Eleven on the philosophy of
self-regulation, approximately ten sources were consulted,
mainly academics and health and safety experts, who were inter-
viewed by the researcher using a flexible approach which allowed

the conversation to cover a wide range of topics.
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CHAPTER FIVE

LITERATURE REVIEW




LITERATURE REVIEW

5.1 Relevant Previous Work

As explained above, there is a lack of published empirical
work in this area of health and safety in organisational terms,
although since the field work was initiated in the present study,

other work has been published.

In the United States, Kochan et al. (1977) carried out a
study on safety committee effectiveness and in the United Kingdom,
Beaumont has been the most prolific writer on, among other things,
safety committees and safety representatives and their relationship
both with management and with the workers they represent. The
work of both Kochan and Beaumont is discussed below in relation to

the present project.

In the 1950s, Gouldner studied the effect of a change in
management on the organisational structure in a gypsum mine in the
United States. As part of this study, he looked at the safety
rules and procedures in the organisation and developed the model
of bureaucracy he described as representative bureaucracy. The
local authority to be studied is an example of a bureaucratic
organisation, and an important part of this study is to test the
relevance of Gouldner's model to the safety procedures in a 1980s

bureaucracy in the United Kingdom.

These then are the three main authors of empirical research
into organisational aspects of health and safety which form the

basis of the theoretical background to this study.



5.2 Gouldner's Study

Perrow (1979) in "Complex Organisations: a critical essay",
describes local authorities as having elaborate bureaucratic
hierarchies where the bulk of the people in the lower and middle
levels are prevented from giving their all for goal achievement
because the hierarchical structure promotes rigidity and timidity.
The top of the pyramid is where the power is located. Subordin-
ates are not encouraged to express ideas for change which might
imply that their superior should have thought of the change but
did not. For this reason, Perrow suggests that people prefer

familiar to new situations.

This lack of opportunity for individuals to use their
initiative and make decisions promotes delays and sluggishness
which Perrow says results from "everything being kicked upstairs
for a decision". This could be because the superior insists on
this or because people do not want to risk making a poor decision.
Eventually, it is suggested, closely watched subordinates may
give up using their initiative or imagination, and may suppress

or distort information.

In the course of this study of a local authority, a watch
was kept for these manifestations of bureaucratic organisation

particularly with regard to health and safety issues.

Having described local authorities as bureaucracies, it is
now important to examine an important study carried out by Alvin

Gouldner in the United States in 1954 and described in his book

‘Patterns of industrial bureaucracy'.
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Before describing Gouldner's work in more detail, it may be

useful to briefly summarise the main points of the study.

Gouldner revised and extended Weber's conception of bureau-
cracy and considered that Weber described three types of bureau-
cracy. One of these is the 'representative’ form of bureaucracy
based on rules established by agreement and which are justified
technically and administered by specially qualified personnel.
These rules are consented to voluntarily. The second pattern
described by Gouldner is the 'punishment-centred' bureaucracy
and is based on the imposition of rules and on obedience that is
externally imposed. The third type is 'mock bureaﬁcracy'
where bureaucratic rules exist but are ignored - that is they are

not enforced by management and are not obeyed by the workforce.

The research project was carried out by Gouldner in order
to clarify some of the social processes leading to different
degrees of bureaucratisation, to identify some of the crucial
variables, and to formulate tentative hypotheses concerning their
interconnections. Details of Gouldner's study are given in

Chapter Ten.

The model of representative bureaucracy which will be featured
in the present study was, according to Gouldner, characterised by
numerous, complex safety rules to which workers willingly conformed
as there was little resistance to the safety programme. The
reason for this lack of resistance was considered to be that the
safety programme was in conformity with the workers' values of
personal well-being, cleanliness and neatness, as well as their
knowledge that injury meant loss of earnings. Any deviations are

explained by well-intentioned carelessness or ignorance. The
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rules are made and enforced by experts with acceptable authority.

Another typical aspect of developed bureaucracy was the
complex system of paper work and reports centred on the safety
programme and the regular meetings to discuss accidents. Accidents
were associated with a careful system of statistics and reports,
rules, special meetings, posters and inspections. A specialist
safety manager was employed which is also typical of a bureaucratic
organisation. The safety work in the organisation could then be
described as being highly bureaucratised. So it was not safety
as such that Gouldner was studying, only the social characteristics

which happened to be associated with safety in the plant.

Gouldner states that safety work was unique because management
believed that adherence to the safety programme could be secured by
way of 'education' through meetings, posters and discussions rather
than via discipline and punishment. When accidents were discussed
prevention was what was important, not fixing the blame. ~ When one
party defines the other's failure to perform, in an expected way as
being due to the latter's 'carelessness' or ignorance - the
'utilitarian conception of deviance' - the response will take the

form of developing a 'representative bureaucracy'.

In opposition to this idea, where one party defines the others
failure to perform in an expected way as being deliberate and
intentional - the 'voluntaristic' conception of deviance - the

response will take the form of developing a '‘punishment-centred

bureaucracy'.

Gouldner sees a convergence between Weber's conception of



bureaucracy based on expertise and his own conception of the
'representative' pattern. For example, the safety engineer is
expected to use his technical knowledge to prevent accidents.
However, Gouldner states that the expert's authority is validated
only when used to further the workers' ends and when workers have

a say in the enactment and administration of the experts' pro-

gramme .

Some of the specific aspects studied by Gouldner and
followed up in the present study will be discussed later in more
detail, but included are: workers' attitudes towards safety,
the education as opposed to punishment effect, the role of the
supervisor, the interdependence of safety and production, the
opinions of senior management with regard to health and safety

and the effects of safety meetings.

In the course of this study of a Scottish Local Authority
the question of whether the organisation can be described as an
example of representative bureaucracy will be examined.  Some
aspects of Gouldner's model will be operationalised and a number
of hypotheses generated concerning the existence of these pheno-

mena in the organisation under study.

Examples of hypotheses derived from Gouldner's model include:

1. Safety rules are given by experts - is there a
Safety Officer in the department and if so what

is his input to the system of safety rules?

2. Both groups, trade unions and management,

initiate the rules and view them as their own.



3. The safety rules are felt by workers to be

imposed upon them.

4. There are shared norms on health and safety
(a unitary perspective). For example,
what are the views of both management and

trade unions on disregard of safety rules?

5. Both workers and management can legitimate

the rules in terms of their own values

- s neither group's values violated under

most conditions?

6. The standard explanations of deviance from
the rules are ignorance or well-intentioned

carelessness.

7. The rules have an effect on the status of

the participants.

8. The safety programme generates few tensions,
little overt conflict, diminishes conflict,
and increases solidarity between workers and

management.

It is suggested that the Local Authority to be studied can
be classified as a representative bureaucracy for the reasons
given below, and that when its safety programme is studied, its
organisation and administration will reveal some of the

characteristics listed above.

With regard to the Local Authority being classified as a



bureaucracy, Weber (1947) described the 'ideal type' of bureaucracy
as being the most rational method of work for administration on a
large scale. A Local Authority is an example of a large scale
administrative organisation which displays other characteristics

of bureaucracy identified by Weber. There is a hierarchy of
several levels with the higher levels being the locus of power.
Relationships are impersonal with loyalty to the office held by

an individual's superior not to him personally. There is a

large number of rules which clearly define procedures and commun-
ication is generally written necessitating the need for complex
filing systems for storage purposes. Officials are trained and
qualified for the job (for example by the Civil Service examination

system) and there are experts in certain fields such as safety.

Information to test the above hypotheses will be gathered
using the techniques of interviews, questionnaires, observation
and analysis of documents such as safety policies and minutes of

safety committees.

5.3 The Work of Kochan, Dyer and Lipsky

Because employees and employers 1in organisations have
different and often opposing interests, collective bargaining has
emerged as a process to accommodate the needs of both parties.
Conflict and mistrust is often characteristic of this bargaining
relationship. Therefore, the overall trade union-management relation-
ship which exists in an organisation will influence the degree of

success of a joint attempt to tackle such issues as improved safety

performance.



Kochan et al. (1977) suggest that safety in the United States
is an example of an '1ntegrdtive' issue within the bargaining
relationship over which the parties share more common goals. This
has been discussed by Walton and McKersie (1965) who suggest that
co-operative problem-solving strategies within the context of the
overall bargaining relationship have to be developed to deal with

safety issues.

It is important that safety is differentiated from the issues
that characterise the formal bargaining process and which polarise
the two parties' views. Kochan et al. suggest that where this is

done successfully, an improvement in safety and health may follow,

whereas failure to use problem-solving techniques will constrain

the ability of the parties to achieve safety improvements.

Kochan et al. carried out a study of safety committees on
the assumption that they would be highly suited for problem-
solving as safety issues tended to be ones where the union and
the employer held basically common goals. They interviewed
managers and trade union representatives and sent out question-
naires in order to collect information concerning their views on

safety committees and their functioning.

Kochan et al. found that management viewed safety committees
as advising bodies with the power to make recommendations, and not
as decision-making bodies with the power to establish or implement
policies. They suggest that advisory status is crucial to
obtaining management's acceptance of and commitment to these
committees. Management feel less threatened as they are not

locked into a decision and as an advisory committee is not an
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extension of the collective bargaining process it encourages
co-operative problem-solving behaviour rather than bargaining
strategies. The two parties share information and ideas, the
scope of issues is less circumscribed and it is possible to

discuss alternative solutions without commitment to a position.

The safety committee being an advisory body can be advantag-
eous to the trade unions because this reduces the threat of
being co-opted into decisions that are unpopular with the rank
and file members. The trade union can still reserve the right
to take new safety issues or issues that continue to be rejected
by management in the committee process, to the bargaining table

in future rounds of negotiations.

Respondents were asked by Kochan et al. to rate the extent
to which they perceived the goals of the union and the management
in their plant to be in conflict. Twelve different industrial
relations issues were rated and it was expected that the degree of
goal conflict would be lower on health and safety issues than on
others such as wages, grievance procedures and fringe benefits.
The results showed that management officials saw a greater
potential for union-management co-operation on safety and health
issues than did union officials. Kochan et al. hypothesised
that if these perceptions carried over into behaviour then the
union representatives would mix negotiating strategies with the

more co-operative approach of problem-solving in their interactions

with management on health and safety issues.

The data suggested that union officials appeared to rely
more heavily on problem-sclving than on negotiating strategies

but neither the union nor the management officials abandoned
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negotiating behaviour on safety issues. So the position is
rather more complex than the original hypothesis suggested, with
union-management interactions appearing to be mixed-motive
relationships characterised partly by problem-solving and partly
by negotiating behaviour. The predominant mode of relationship
appeared to be one of problem-solving, but in addition there were
variations in the amount of pressure the parties exert on each

other by using negotiating strategies.

Kochan et al. found that employers tend to choose either
problem-solving or negotiating behaviour in dealing with the
union on safety but that unions tend to employ a mixed strategy,
combining both problem-solving and negotiating strategies in

dealing with management.

Kochan et al. went on to study the determinants of the
degree of problem-solving or negotiating found in the interactions.
They stated the following conclusions from their analysis.
Management behaviour when interacting with unions was largely a
response to external pressures from legislation and from the union.
This pressure has had a strong effect in deterring the use of
negotiating-type responses to union influence attempts and in
inducing active problem-solving behaviour by management. Union
problem-solving is more directly a function of the pressure and
involvement of rank-and-file members. Management commitment
and policies have an important impact on deterring the union
from using pressure or negotiating strategies in health and safety
committees. This demonstrates how strategies are developed as a

result of a two-way process of interaction between the parties

involved.
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Kochan et al, found that unions only become involved or
active at plant level on hedlth and safety issues when they
perceive the need to induce management to improve existing
conditions. When they see pressure from legislation making
union pressure unnecessary they do not tend to active]y’pursue

either problem-solving or negotiating strategies.

Kochan et al.'s methodology of using interviews and
questionnaires was broadly similar to that used in the present
study. However, their sample of organisations was larger and
therefore the present study of one organisation has more descrip-
tion and depth. Another point of difference is that the
industrial relations system in the United States differs from
that found in this country which means that the frame of
reference within which employers and trade unions interact can
affect each side's perception of the situation. Some examples
of these industrial relations differences given in Chapter
One are the higher degree of unionisation in Britain and the
statutory right to consult with management on health and safety
issues enjoyed by trade union representatives. Ashford (1976)
states that the Occupational Safety and Health Act 1970 in the

U.S.A. puts no obligation on employers to closely interact with

workers.

5.4 The Work of Beaumont et al.

One of the most prolific and important writers on the subject
of health and safety in the United Kingdom is Phil Beaumont of

Glasgow University. Some of the most relevant pieces of research
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he has carried out are reviewed here and it must be remembered
that these have been published since the present research study

was initiated.

In 1978, shortly before the official introduction of the
Regulations regarding safety representatives and safety committees,
Beaumont wrote a paper entitled 'Management perception of the
institution of collective bargaining'. In this he commented on a
statement made by Allan Flanders (1967) to the effect that in
Britain there is a poverty of subject matter and a limited range
of substantive issues regulated by written and formally signed
agreements - the principal subjects are wages and working hours.
Beaumont suggested that the situation described by Flanders
would change with a broader range of subject matter being settled
by collective bargaining. One example of a new subject area is
a wide range of health and safety at work matters. It is alleged
that workers' interests have shifted away from wages and hours to
the quality of their working environment and that there has been
a shift in worker values or priorities, resulting in an interest
in job enrichment or employee participation. Although there has
been a shift in emphasis with regard to the subject matter settled
by collective bargaining, the inclusion of health and safety is
not at the expense of other areas. That is, there has been an
enlargement of the range of subjects bargained over rather than an

actual substitution of some new subjects for ones previously included.

Beaumont (1978) elicited the views of a group of managers about
the value of the collective bargaining process as a means of dealing
with a variety of job-related issues for manual workers. The
group were asked to indicate on a questionnaire, their opinion of

the importance of twelve issues to manual workers. 'Safety' appeared

7¢



third on the 1ist after 'earnings' and 'job security'.

Walton and McKersie (1965) describe the traditional subjects
of collective bargaining as 'distributive issues', that is they
are job-related matters in which there is a clear cut distinction
between the goals of the unions and of management. It is suggested
that where there are conflicts of interest between workers and
management, negotiation is necessary as management cannot be

expected to act in the best interests of their workers.

In contrast, consultation takes place over matters where there
is alleged to be a fundamental similarity of trade union/management
interests, that is over 'integrative' issues. There is a problem-
solving orientation where there is the possibility of joint gains

to unions and management.

To investigate this suggestion, Beaumont asked the group to
rate the extent to which they felt trade unions and management
were attempting to accomplish the same or conflicting goals on each
of the issues. This time 'safety' was placed second out of the
list of twelve issues with a high rating in terms of basic similarity

of aims.

Respondents were next asked which issues they felt collective
bargaining was most helpful in dealing with. 'Safety' was third
out of the twelve job-related issues, and Beaumont sees this high
ranking as encouraging in view of the legislate measures which

have been designed to bring about negotiations over these matters.

When the managers were asked what they considered to be the

'ideal’ means of dealing with the various job-related issues, the
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result with regard to safety showed that 75% of the group thought
that joint consultation was the 'ideal' means. The results

found over the whole study suggest 1ittle management support for
extending the subject matter of collective bargaining except for

the area of job security.

An interesting point noted by Beaumont is that all the
respondents were highly doubtful of the ability of management to
maintain a distinction in practice between consultation and
negotiation on matters of prime concern to workers and unions

such as safety matters.

Beaumont's sample of personnel and industrial relations
managers on courses gives a very specific perception of collective
bargaining and it is hoped that the present study, which is based
in the public rather than the private sector, can shed more light
on the perceptions of both supervisory staff and trade union safety
representatives as to the nature of their relationship. That is,
do they see negotiation, joint consultation or a mixture of both
as the most prevalent process used in interactions over health and

safety matters?

Beaumont (1980) carried out a study which throws some light on
the function of the safety representative with regard to his
relationship with management. Beaumont hypothesised that
consultation and negotiation will be the main strategies used in
this relationship and defines consultation as being used where the
basic aims of unions and management are held to be essentially
similar. Negotiation is used where there is held to be a

fundamental divergence of interests between the two parties.
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Beaumont asks if a basic similarity of union-management aims
over a subject favours joinf consultation to negotiation over that
subject. He suggests that the subject area of workplace health
and safety is considered to be particularly suitable for joint
consultation because of the consensus view, that is, the unitary

perspective.

The Health and Safety at Work Act (1974) provides for safety
representatives and management to consult jointly on setting up
and monitoring measures to ensure the health and safety at work of
employees. However, this formal obligation to consult may not
work this way in practice as described in an extract from a Labour
Research Department document of 1978  "...the union representative

who consults and is consulted by the employer is also a negotiator".

Beaumont states that a number of union and labour movement
guidance notes have argued that unions should emphasise the role
of the safety representative rather than the joint health and
safety committee because the safety representative is more Tikely

to use a negotiating strategy.

In Beaumont's study, questionnaires were given to 162 safety
representatives on a training course. Just over half of the
subjects held the dual role of shop steward and safety representative,
the others being only safety representatives, this division being
mainly affected by which trade unions were involved as their

policies on the matter differ. This issue will be discussed more

fully later.

Beaumont wanted to know how similar safety representatives



perceived management/trade union aims and objectives in relation
to health and safety matters to be. Two thirds of the sample

stated that they felt that unions and management were trying to

accomplish essentially similar things in relation to health and

safety matters - this supports the Robens view of a unitary

perspective.

Variables related to this viewpoint were identified as:

1. Size - nearly half of the number of safety
representatives who perceived a similarity

of aims came from the smaller plants.

2. The accident rate of the industry - safety
representatives from the high accident rate
shipbuilding industry tended to see a basic
similarity of union and management aims on

health and safety issues.

3. The general quality of the union/management
relationship - where this was seen as
essentially co-operative as opposed to hostile
a large percentage (78%) perceived there to be
an essential similarity in union/management

aims over health and safety matters.

The results showed that the more likely a representative was
to see an essential similarity of union/management aims over health
and safety matters, the more likely he was to describe his basic
representative function as one of consultation. 73% of the

respondents described this function as consultation and 27%

described it as negotiation.



S0, the two main factors related to the consultative function

were found to be:

1. The degree of similarity of union/management aims.

2. The safety representative's view of the extent of
management's concern to minimise the involvement
of unions in workplace decision-making. Those
who felt that management were not trying to
minimise union involvement in plant decision-

making saw their basic function as consultation.

Beaumont draws the conclusion that the terms 'consulting'
or 'negotiating' are situation-specific, that is, they are defined
in terms of the general attitude of management towards the question
of management rights and the extent to which they will allow trade
unions to be involved in decision-making. There may be
different operating styles used by safety representatives who
see their function as either consultation or negotiation, but
Beaumont writes that those consulting with management are no less

active or 'successful' than those safety representatives who

negotiate with management.

Some points emerge from this study by Beaumont which will be
followed up in the present study. Beaumont's sample of safety
representatives was drawn exclusively from the private sector,
whereas in the present study the sample of safety representatives
sent questionnaires is from one local authority. It will be
interesting to see whether the findings are similar from these
public and private sector studies. Beaumont used only the

survey method to collect data. In the present study additional
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methods were used such as interviews with senior managers to
determine their views of 1s§ues such as co-operation. A
questionnaire for supervisors contained questions concerning
negotiation and consultation thus illustrating the viewpoint of

junior management.

Other areas to be examined are: the relationship between
the consultation and negotiation processes and the perceived
degree of management commitment to health and safety. This
subject of commitment will be assessed by questions in the
questionnaires to safety representatives and supervisory staff,
and indirectly by looking at such issues as what level of

management chairs safety committee meetings.

This public sector study will add to the information from
the study carried out by Beaumont with regard to the negotiation
and consultation processes used by trade unions and management

in the area of health and safety.

Beaumont (1981) used the same sample to examine the nature
of the relationship between safety representatives and their
workforce constituencies. He wanted to find out how the safety
representatives saw their function in relation to their workforce
constituencies, and in addition, how they saw their workforce

constituencies as a resource in carrying out their representative

function.

The provision of such information concerning the attitudes
and behaviour of these trade union-appointed representatives is

seen by Beaumont to be important because of the high cost of



industrial accidents in Britain, and also because of the special
position of safety represeniatives in the workplace, with legal
backing given to their representative functions by the Health
and Safety at Work Act. This is in direct contrast with the
position of shop stewards who receive 1ittle support from
either official union constitutions or legislation although they

do get support from management.

71% of the sample reported that health and safety matters
were of some degree of concern to employees at their workplace
and three-quarters of the sample described the trade union/
management relationships as reasonably co-operative with 68%
reporting at least one instance of industrial action at their

workplace during the preceding year.

Through a questionnaire, the sample were asked what they
considered to be their single most important function as safety
representatives. Over half of the sample answered "taking up
individual worker's health and safety complaints with management",
that is they saw themselves as a channel of communication. In
contrast, two further groups answered that "routine inspection of
the workplace to identify potential health and safety hazards",
and "investigation of actual accidents" were their most important
functions. Beaumont describes these as more technical functions
requiring technical training and making safety representatives

different from other trade union representatives.

When looking for factors to explain these findings, Beaumont
found that safety representatives from larger plants see their

role as taking up workers' complaints because these are likely to



be forthcoming. On average, there were found to be more worker
complaints in larger plants because of the greater potential for
health and safety hazards due to the greater alertness to such
hazards in the workforce. Beaumont suggests that this could be
due to more complex technology or to the more 'regimented' work-
ing environment sometimes found in larger organisations. There
may be more complaints in larger plants because greater trade
union consciousness may make the workforce more willing to convey
information to safety representatives to he1p them in their role.
There may also be more highly developed collective bargaining

arrangements than is the case in typical smaller workplaces.

Beaumont describes the roles of inspector and investigator as
adaptive and which emerged when safety representatives were not
confident of worker complaints being forthcoming. It was found
that those who emphasised the representative role, said that
employees and management at their workplace were relatively
concerned about health and safety matters and management were
relatively receptive to the presentation of workers' grievances.
Conversely, where management was felt to be relatively unconcerned
about health and safety matters, safety representatives acted on
the assumption that only the representation of 'hard evidence' of
work hazards in their capacity as well-trained, well-informed
individuals stood any real chance of convincing management of the
need to make changes in workplace organisation and practice in

the interests of health and safety.

Beaumont also wanted to determine the extent to which safety
representatives value and rely on their workforce constituencies
as an important resource in their work and the group were asked

what was the single most important factor necessary for them to
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function effectively as safety representatives. Half of the
sample replied that a safety representative must be well-informed
about the relevant safety regulations. Beaumont interprets

this by stating that there is a need for an effective safety
representative to be a well-informed, well-trained individual
capable of carrying out a specialist technical function rather
than simply being a negotiator who relies basically on the
strength of workforce commitment and backing. An alternative
reply to the above question stated that the safety representative
must have the full backing of the workforce in his activities

implying that there must be a concerned workforce.

Beaumont claims a relationship between those likely to stress
the importance of workforce backing and the perception of manage-
ment as being relatively unconcerned about health and safety
matters. There is likely to be a need for 'hard negotiation'
with the implicit potential conflict which accompanies it.

Safety representatives who answered in this way may perceive

some difficulty in convincing management of the need to change
workplace organisation and practice in the interests of health

and safety. Other replies stated that the safety representative
must have the ability to convince management of necessary changes
and also that the safety representative must be well-informed

about the potential causes of accidents.

The safety representatives were asked if the health and
safety matters which they had taken up with management were
identified by the safety representatives themselves or by members
of their workforce 'constituency’. 42% answered 'themselves'
suggesting that they see the onus of a contribution to improved

health and safety at the workplace to fall on safety representatives.
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30% answered that the workforce identified matters to be
raised with management - pa%ticu]arly those from the larger
plants - and 27% answered that both safety representatives and

the workers they represent identified these matters.

Beaumont states that safety representatives attached
considerable importance to the function of communicating workers'
complaints to management. Less importance was attached to the
role of the workforce as a back-up resource, although they had
identified and passed on information regarding potential health
and safety hazards to safety representatives. If the workforce
are not interested in the safety representative function, they
do not pass on information about hazards and the result of this,
according to Beaumont, is that the safety representatives adopt
an adaptive role in the form of a more active personal search for
potential hazards. That is, the safety representatives adapted
their attitudes and behaviour to the favourableness or not of
certain environmental circumstances in which they found themselves,
for example, their perception of workforce interest and attitudss
to themselves as safety representatives, and to health and
safety matters in general. However, Beaumont makes the
point that there is a two-way relationship here as a safety
representative who personally did the minimum and as a result
relied on his workforce constituency to convey information to
him - that is he assumed their interest in his activities - could

perhaps find their interest waning because of his own lack of

activity.

In the present study the perceived roles of the sample of
local authority safety representatives to emerge from open-ended

questions will be classified. Safety representatives who have
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attended training courses will be asked which aspects of the
course they had found most useful, and it is suggested that the
aspects identified will relate to the perceived role and
functions of the safety representatives. A further issue to
be addressed is whether safety representatives receive support

from various groups in carrying out their role.

A similar analysis of data obtained from a questionnaire to
supervisors in the local authority will be used to describe
supervisors' perceptions of the role they play in maintaining a

safe working environment.

Beaumont (1981) examined the enterprise response to indus-
trial relations legislation by looking at the position with
regard to the rights of unionised employees in an organisation
prior to the passage of the industrial relations legislation ip
question. He suggests that there are three sub-groups of

firms:

1. Those firms where the rights and arrangements
embodied in the legislation have been
established on a voluntary basis well before

the passage of the legislation.

2. Those firms that move quickly to comply with
the provisions of legislation which is either

imminent or has just been passed.

3. Those firms who only get round to establish-
ing the arrangements called for in the

legislation after some time has passed.



Thus, in looking at the variation in the impact of industrial
relations legislation at the level of the individual employment
establishment, Beaumont used as an indicator the speed or time

profile with which the provisions became operative.

The Health and Safety Executive conducted a survey in
October 1979 which was designed to assess the extent to which
safety representatives had been appointed under the Safety
Representatives and Safety Committees Regulations during their
first year of operation. The basic results of this survey were
analysed by Beaumont (1981). For the purpose of the present
study, the most interesting part of the analysis concerns the

public sector.

Beaumont hypothesised that there was a significantly greater
1ikelihood of the Regulations having been invoked during the year
in question in industries predominantly or solely in the public
sector. This hypothesis is based on the government's acceptance
of an obligation to act as "good employer" if labour in the public
sector. (See Beaumont (1981) "Government as an employer: setting

an example?").

Beaumont states that this good employer obligation has
frequently placed the public sector to the forefront of the process
of introducing new institutional arrangements and structures in the
industrial relations field in Britain, and he suggests that this

effect may haeencouraged a relatively rapid introduction of the

safety representative Regulations.

The use of joint consultative preccedures within the public

0O
3



sector before the Health and Safety at Work Act may also have
meant that procedures such as those for safety committees were

not as new in concept as in some areas of the private sector.

As a result of this study, Beaumont found that the safety
representative Regulations were most 1ikely to have been invoked
during their first year of operation in industries characterised
by high accident rates, high collective agreement coverage,
single employer bargaining, large sized establishments and
establishments where there was a member of senior management
specifically responsible for industrial relations and personnel
matters. Statistical tests showed that there was a greater
1ikelihood of the safety representatives Regulations having been
invoked in public sector industries. It will be interesting to
see if this concept of the Government as a 'good employer' has
resulted in the operationalisation of the Regulations concerning
safety representatives and safety committees within a short

period of time following their introduction.

Over the period 1980 to 1982 a study was carried out by the
Centre for Research in Industrial Democracy and Participation at
the University of Glasgow to look at safety committees. High,
medium and low accident rate sectors were represented in the sample
of 51 manufacturing plants that were studied. The study was
carried out by a group headed by Phil Beaumont, and the main
objective was to assess the effectiveness of health and safety
committees in the sample using certain external and internal
criteria. The main part of the study concentrated upon the
internal determinants of effectiveness as they are more control-

lable by the organisation. These are described more fully in



Chapter 8 and data from other sources, such as the work of Kochan

et al. and from the present.loca1 authority study, are also examined.

After collecting background information, the methodology used
by Beaumont et al. was interviews, carried out with members of
safety committees at all levels in the organisations, to collect
information regarding the objectives of the committee and the
factors which the interviewees felt made their committees either

effective or ineffective.

The methodology used meant that only a fairly superficial
study could be made of the 51 firms concenred, and no attempt
was made to cross-check views given at interviews using other
methods. The firms were all in the manufacturing division of
the private sector and so the findings cannot be generalised to

all organisations, for example to those in the public sector.

The determinants of effectiveness described by Beaumont et al.
do not produce many surprises and many of them seem to be almost
obvious, for example the committee must meet regularly and should
not be too large. The study will not be further described
here as the details are given fully in Chapter 8, However, it is
hoped to use the study as a framework within which to present some

of the data collected in the present Local Authority study.
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CHAPTER SIX

MANAGEMENT /TRADE UNION RELATIONSHIP
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MANAGEMENT/TRADE UNION RELATIONSHIP -

CONSENSUS OR CONELICT?

6.1 Introduction

As some of the empirical studies in the area of health and
safety are concerned with the relationship between management and
trade unions, it is necessary to set out some of the perspectives
which provide a frame of reference within which health and safety

issues and procedures are dealt with by the parties.

Fox (1974) describes three perspectives which are used here
as frames of reference to aid interpretation of HASAWA. The
first of these - the industrial enterprise as a unitary system,
has one source of authority and one form of loyalty. It can
be 1ikened to a team unified by a common purpose - the football
team analogy. This system is characterised by voluntary self-
regulation and the virtues of joint consultation, exemplified
by safety committees, are emphasised. Mangement is willing
to share its authority in order to create a unified working

environment built on harmony and mutual trust.

The effects on industrial relations within this unitary
frame of reference are many. The trade union presence is seen
as an intrusion into what should be a private, unified structure
anc there may be resentment by management against trade union or
work group claims. There may also be a refusal by management

to negotiate, and the trade unions are left ignorant of management

policy affecting them,



So the unitary frame of reference described by Fox denies
the validity of conflict in industry. Any conflict which is
admitted by this model is unnatural and is due to incompatible
personalities, faulty communication, the result of stupidity
(failure to grasp the communality of interest) or the work of

agitators inciting others who would otherwise be content.

This use of stupidity or ignorance to explain conflict is
also used by Gouldner in his model of representative bureaucracy
as an explanation put forward by management as to why the work-
force break safety rules. This 'careless worker' approach is

described later.

So to sum up, the unitary frame of reference emphasises
managerial prerogatives and management's disposition to play
down the realities of divergent workgroup attitudes and values

in the interests of a strong unified team.

The second perspective described by Fox is the industrial
enterprise as a pluralist system. Here the organisation is
considered to be a coalition of divergent interests and sectional
groups. These many groups, related by separate interests and

objectives, must be maintained in some kind of equilibrium.

From the industrial relations viewpoint, the individual
worker is seen to be so much weaker than the employer that he
is allowed to combine with his fellows in collective bargaining.
Acceptance of trade unionism came through its being recognised
as a necessary protection for the worker and therefore management

must share its decision-making with other sources of authority.
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It follows that, according to the pluralist frame of
reference, conflict is endemic to industrial organisations
with the inevitable conflict of interest between management
and workforce being resolved by negotiation and compromise.
However, it does not follow that trade unions introduce
conflict into the industrial scene, rather they provide a
highly organised and continuous form of expression for section-
al interests which would exist anyway. A high degree of
organised conflict does not necessarily mean low morale as
there is a belief in the inherent fairness of collective bar-
gaining. The pluralist approach assumes that compromise
solutions to health and safety problems would be acceptable

to the workforce enduring the risk.

The third of Fox's perspectives is the radical approach
which suggests that management use their power to achieve
their aims by exploiting the workforce, that is the parties
to conflict are nof equal. Fox argues that given a low
trust and low discretion relationship, labour will respond
in a Tow trust manner and have a purely instrumental attachment

to work.

For the purpose of this research project, attention will
be concentrated on the unitary and the pluralist frames of
reference as according to Ramsay (1975) the radical perspective

is little used by either side in industry.

In the course of collecting information as part of this
project it is intended to shed some light on the pluralist/

unitary approach tn organisations in relation to health and

safety issues.



6.2 The consensus approach

The unitary perspective can be illustrated by a strongly
held belief in a basic similarity of union-management aims in
the area of health and safety in the workplace as stated by

the Robens Committee.

"There is a greater national identity of interest
between 'the two sides' in relation to safety and
health problems than 1in most other matters. There
18 no legitimate scope for bargaining on safety
and health issues but much scope for constructive
discussions, Joint imspection and participation

in working out solutions.”

Consultation and participation are the concepts which are
stressed in the Robens Report (1972). The Robens Committee
envisaged joint safety committees where representatives of
management and workers would work together to apply themselves
to the health and safety problems of the organisation. That
is, that there would be a united attack on hazards and the
reduction of accidents. It is suggested that safety represen-
tatives on joint safety committees would be 'consulted' by
management on various safety issues, but that their prime
function would be to assist management to get 'apathetic'

workers to comply with regulations.

Lewis (1977) claims that the consensus view is based on
the concept of the industrial enterprise as a team unified by
a common purpose. He states that this approach is consistent

with the view that consultation is the means of promoting action
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where there are no obvious conflicts. This consensus approach
entails workers' and managehents' representatives acting together
in the formal safety syétem of the organisation to improve

working conditions and practices, and to introduce safety equipment,
safer machines and work procedures. The joint safety committee
would be influenced by technological and economic constraints,
making trade union representatives more aware of management
limitations. Lewis's consensus approach is illustrated in

Figure 6.1.

6.3 The Conflict Approach

However, Lewis notes that there will inevitably be conflict
because of the differing biases of management (for maximising
production or profitability) and of workers (for protection).

This conflict approach sees management as being primarily respon-
sible for unsafe working conditions and at the same time being
subject to economic constraints. Workers must organise them-
selves to force a re-ordering of priorities in favour of safety.
This would be done by bargaining as suggested by Grayson and
Goddard (1975), who consider that bargaining on safety matters
must be kept separate from that on other subjects such as canteens.
The conflict approach is illustrated in Figure 6.2 in diagrammatic

form.

When comparing the two models of control of work hazards,
the consensus view and the conflict view, several important
differences can be seen. In the consensus model, research,

advice and information concerning economic constraints are avail-
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able to both safety representatives and management through the
safety committee, This seems to be a more realistic context
in which joint action can be taken, than the conflict view
where research and advice is given separately to safety repre-
sentatives and management. This information may differ,
complicating the situation by providing each group with a
different frame of reference within which to interpret the
existing safety situation in the organisation. If the trade
union representatives are not aware of the economic constraints,
their demands (for example for improvements in the workplace)
may be unrealistic. They may not appreciate the necessity for
the setting of priorities often emphasised by management.
Ashford (1976) notes the problem of inequality of access to
information, for example between management and labour. He
suggests that this inequality of access creates incentives to
withhold or distort information which may be either damaging or
beneficial. Differential access converts information into a
bargaining advantage for the more knowledgeable party.

Examples may be information about newly introduced substances

and processes.

Information is only one of the variables which has been
examined in experimental studies of the negotiating relationship
carried out by, among others, Morley and Stephenson (1977).
Other variables include, the medium of communication, the size

of the group and the seating arrangements.

The consensus model shows some allocation of responsibil-
ity for hazards from both groups. Unsafe working conditions
(management) and apathy (workforce). The conflict view acknow-

ledges only management's contribution through providing unsafe
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working conditions. This view may question the neutrality or
credibility of the source o% research and advice information
in the consensus model and may justify the use of two separate
sources of information, or emphasise the importance of safety
representatives being aware of the source of information they
receive. The Lewis model will be adapted to the situation
found to exist in the Local Authority on the basis of the data

collected. This will be described in Chapter Nine.

The unitary approach to health and safety has been challen-
ged by, among others, Nichols and Armstrong (1973). They
suggest that Robens' contention that accidents must be due to
apathy because everyone is anxious to reduce accidents and to
gain from safe working, is theoretically suspect and lacking
in evidence to back it up. They describe his view of accident

causation as being derived from 'purely homespun psychology'.

With regard to safety committees for example, the Robens
Report suggested that there was a necessity for common goals
to be agreed between the trade unions and management. This
idea has been received by trade unions with some scepticism
and A.S.T.M.S. has said that 'a successful safety committee

may not be the same thing as a co-operative and harmonious one'.

Grayson and Goddard (1975) consider that there is over-
whelming evidence against the consensus view of safety. They
contend that the law recognises the essential conflict between
cash and safety in the use of the flexible term 'reasonably
practicable'. This takes into account the fact that management

will at all times have to allocate resources according to a
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system of priorities, and the Health and Safety Executive claim
to be realistic in their acknow1edgement that often safety
cannot be 'brought up to standard' all in one procedure when
there are other competing claims for money in the organisation -
cost and trouble is weighted against the severity or extent of

the hazard.

Grayson and Goddard suggest that in an economy dominated
by the pursuit of private profit, conflict between the aims of
workers and employers is inbuilt and inevitable. In addition,
they put forward the view than an end to trade union bargaining
over safety would mean an immediate deterioration in the

conditions of workers in industry.

It is suggested that it is too simplistic to assume there
will always be an identify of approach between management and
trade unions in the area of health and safety. Among the many
matters which could be legitimately discussed by managers,
safety representatives and inspectors are: the severity or
extent of a potential hazard, the cost/benefit equation with
respect to various alternative preventive measures and the

allocation of priorities where resources are limited.

Ashford (1976) states that in the United St<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>