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FOREWORD 

At the Fourth Session of the General Conference of Unesco a resolution 
was passed authorizing the Director-General to promote enquiries 
into "the influence of modern technology upon the attitudes and 
mu~ual relationships of peoples". 

In 195 r the Executive Board of U nesco directed that particular 
attention should be given to "possible methods of relieving tensions 
caused by the introduction of modern techniques in non-industrialized 
countries and those in process of industrialization", and the present 
publication is one of the studies flowing from that decision. The 
purpose was to have made, on a comparative basis, an international 
survey of cases where there has in practice been brought about a 
sense of fellowship, harmony and ,community, in modern industrial 
undertakings. 

This publication comprises field studies made in six countries 
(Belgium, France, Italy, Sweden, Switzerland, United Kingdom) by 
specialists, whose names are listed below, under the general guidance 
of Miss Patricia Elton Mayo. It has been prepared by Mr. Jerome 
F. Scott and Mr. R. P. Lynton, whose services were kindly made 
available by the British Institute of Management. Besides synthesizing 
the field studies made specially for the purpose of the report, the 
authors have made use of much other material (more particularly 
from the North American continent) so that the publication covers 
a wide field. 

In making the report the authors state that they have particularly 
had in mind their co-workers in the field. Trade unionists, personnel 
managers and others professionally or otherwise concerned with the 
question of good relationships in industry may find in the ensuing 
pages material of practical value in their day to day work; and 
social scientists will, it is hoped, find interest in this application of 
the comparative method to a vitally important sphere of human 
relations. 

The preparation of the study was entrusted to the above-mentioned 
authors, assisted, as has been explained, by the specialists listed below, 
and they alone assume responsibility for the views expressed, which 
do not necessarily correspond to those of Unesco. 



"!four social skills had advanced step by step with our 
technical skills, there would not have been another 
European war." 

ELTON MAYO 
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INTRODUCTION 

The history of industrialization is the history of increasing wealth. But 
it is also the history of a loss in the sense and value of community. By 
community we mean something larger than a group of people associat­
ing for a specific purpose, something greater tha:1 a permanent 
institution: we mean things shared and held in common, the free 
association and basic understanding, by which people "belong"-and 
from which they gain a sense of function and place amongst their 
fellow men. In that sense, traditional established communities have 
been disrupted and new communities have often failed to grow. Many 
people no longer have an inner sense of belonging anywhere. 

The great danger in this is only too clear: "If our social skills had 
advanced step by step with our technical skills there would not have 
been another European war" .1 Some people feel already that it is too 
late, that technical development has already irretrievably swamped the 
amalgam of social attitudes and social habits and social institutions 
which make up a community. 

We do not believe that this fear is justified. The increasing awareness 
of the problem, of which this fear is a sign, is itself the essential first 
step to improvement. 

The present study is limited to the industrial field. It explores the 
possibilities of community wherever people work together. Industry 
is, of course, only one factor in the building of a community; education, 
local government, sports and many other activities bring a feeling of 
"togetherness". Two propositions follow from this conception of 
industry. First, industry cannot ignore the need for community 
satisfactions or expect them to be wholly supplied elsewhere; industry 
is either part of a community, or it disrupts it. Secondly, industry 
cannot solve the problem alone, e.g., by "running" communities. Its 
contribution must be balanced by contributions from the other aspects 
of life. 

The general problem then is briefly this: (a) Every man needs the 
1 Elton Mayo, Tire Social Problems of 011 Industrial Civilization, 1945 Boston, Massachusetts, Harvard 

Graduate School of Business Administration. 
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mental and emotional life which only membership of a community can 
give. (b) Failure to satisfy this primary need leads to sickness or 
maladjustment and the deceptive satisfactions provided, in Mr. John 
Mack's phrase, by "some men who would remake other men". (c) The 
conditions in which men have traditionally found community are 
disappearing. We can only grow in our environment, and this is now 
an industrial environment. 

There are many examples-some to be mentioned here but mostly 
unknown and uncounted-of organizations which are effectively part 
of a community as well as the means of producing goods and services. 
Their standards must be maintained and their example fol!owed, not 
only by new enterprises, from the moment of their introduction into 
communities, but throughout industry generally. 

The trade unions have for long been one of the main agencies con­
cerned with securing for their members such rights as proper wages 
and working conditions and social security. To some they have seemed 
to go too far to se~ure these rights; to o!hers, not ~ar enough. The 
job yet to be done 1s to put these aspects m perspective as parts of a 
whole-to see John Citizen at work and at play, in union and local 
community activities and in his role as a member of the world com­
munity. Medicine, psychology and the social sciences generally are 
more and more broadening their approach to concern themselves with 
persons and groups, not merely aspects of persons and parts of groups. 
Thus, for instance, the relationship between community satisfaction 
and pro?uctive _efficiency i_s being scientifica~ly dem~mstrated-though 
some will find It a ~eveahng comment ~n m~ustnal society that we 
should have to rediscover such a relat1onsh1p. Again, we are dis­
covering, or redisc;overing, that the achie':ement of a sense of com­
munity does not eliminate conflicts, that It only makes possible the 
relationships in which conflicts can be resolved. • 

As the study of organisms, of whole individuals and whole groups 
supersedes the study of parts and aspects-as students of society come 
increasingly to realize that the whole is far more than the sum of its 
parts-the logical and useful units for study are particular individuals, 
particular groups, particular organizations. To that end, 1 2 studies 
were specially carried out for inclusion in this volume, two each in 
Belgium, France, Great Britain, Italy, Sweden and Switzerland. The 
persons mainly responsible were: Belgium: Mr. Robert C&ussin, 
Administrateur Directeur du Comite National Beige de !'Organisation 
Scientifique, Brussels. France: Mr. Jean Milhaud, Commission Gene­
rale d'Organisation Scientifique, Paris; Mr. Louis Pehuet, Comite Na­
tional d'Organisation Frarn;aise, Paris. Great Britain: Field Research 
Group, British Institnte of Management, London. Italy: Professor 
Paolo Barbi, I I Fiorentine a Chiaia 9, Naples; Dr. Aldo Ferrarotti, 
Hotel Dora, Ivrea, Turin. Sweden: Professor Sune Carlson, Ph.D., 
University College of Commerce, Stockholm: Per Ernmark, Personnel 
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Manager, Esselte Printing Co., Dothenburg. Switzerland: J. J. A. 
Chapuis, Comite National Suisse d'Organisation Scientifique, Geneva. 

For examples and illustrations we have also drawn on studies already 
published. Five studies in particular are referred to at length: 
W. Lloyd Warner and J. 0. Low, "The Factory in the Community" 

in Industry and Society, ed. W. F. Whyte. 1946, New York, McGraw­
Hill, pp. 21-45. 

Elton Mayo and George F. F. Lombard, Teamwork-and l.Abour Turn­
over in the Aircraft Industry of Southern California, 1944, Harvard 
School of Business Administration, Business Research Studies. 
No. 32. 

J. F. Scott and R. P. Lynton, Three Studies in Management, Chapter 
III: Introducing Factory Employment into a Small Community, 
autumn 1952, London, Routledge and Kegan Paul. 

Elliott Jaques, The Changing Culture of a Factory, 1951, London, 
Tavistock Publications Ltd., Chapter IV: The Service Department, 
pp. 78-105. 

F. J. Roethlisberger and William J. Dickson, Manage111ent and the 
Worker, 1942, Cambridge, Massachusetts, Harvard University Press. 

As a help to the reader, the many examples and illustrations throughout 
our text are set in smaller type so as to be distinguishabl.e from the 
main text. They are not essential to the main text which can be read 
without reference to them. • 

The matter falls into two parts: some studies deal with the disruption, 
or the maintenance, of established communities, others with the 
absence, or the growth, of new communities. Readers concerned with 
industrialization in Asia, Africa and South America may be particularly 
interested in the former. Introducing industry into some European or 
American communities is similar in many respects to introducing 
industry into communities in Thailand, Nigeria, Turkey or Uruguay. 
In fact, it is probably more useful to think in terms of industrializing 
communities than in terms of industrializing countries. 

The twofold distinction is maintained in the first three chapters. 
Chapter I refers at length to a study which traces the disintegration of 
a community and to another which describes social sickness where no 
community had grown, and then sets out the problem. 

Chapter II draws on the 12 studies of European organizations which 
have gone some way towards maintaining or fostering communities. 

Chapter III is devoted to a more intensive study of the processes 
involved. Are these organizations just freaks? It is unlikely. Their many 
basic similarities· and the possibility of interpreting these in terms of 
broad sociological concepts point to lessons of general importance. 

Chapter IV draws out some of the general concepts and lessons. One 
is that action must be closely related to the particular circumstances of 
each case. 

Chapter V indicates some of the points to be borne in mind when 
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doing this. It is written also ~or tho~e carrying out long-term studies, 
to whom it may be of particular interest. For the development of 
knowledge and understanding of social processes depends on further 
study, and this in turn depends on sound research methods. 

Chapter VI, finally, poin!s to some possible implications of successful 
community making. For instance, greater understanding may make 
the wide dispersal of indus~ry possible as well as desirable, and help 
integrate agriculture and industry, town and country. Again, the 
processes by which people bec?me effective members of groups and 
larger organizations, and obtam community satisfactions, probably 
make them also better citizens of their community, of their nation and 
of their world. 

London, 195r. 
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I. THE DISCORDS OF INDUSTRIAL SOCIETY 

"That so many city children have never seen a cow is generally regarded 
as a scandal-and rightly so. But that a great many more-specially in 
Europe-have never been inside a factory should have been even more 
astounding. Actually, all of us accepted it as the most natural thing in 
the world, precisely because the industrial system was not part of the 
social order in which we lived." 

P. Drucker. 1 

The nature and functions of communities is not a new subject. In 
growing volume studies describe the processes and the results of the 
disruption of society. The writings of historians, novelists and 
anthropologists help us to picture the nature and workings of estab­
lished communities. Pathologists, sociologists, and novelists again, have 
depicted their disruption. Some little progress has also been made in 
the social scientist's primary task, which is to learn from examples of 
social health and from the lessons of pathology how communities can 
be maintained and under what conditions new communities grow. 

THE ESTABLISHED COMMUNITY 

Descriptions of established communities of yesterday and today focus 
on stability and coherence. Attitudes, customs and institutions support 
one another in a coherent whole. The important social groupings are 
small and change is slow. 

Sabine's description of community life in the Middle Ages rings true for established 
communities at other times and elsewhere: 

"The village and neighbourhood groups in which men lived and worked were 
relatively permanent or only slowly changing, and they were relatively small. By 
long habituation men understood their positions in them. In them they had status 
and enjoyed respect. The range of opportunity was small, but expectations and 
prospects were relatively secure at least so far as they depended upon the social 

1 n,, Full/re of Industrial Man, 1942. New York, John Day, p. 42. 
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structure; the chances and mischances of life that come from living in an uncertain 
world were for the most part not the effect of conditions within the social gro:ip. 
Authority operated within relations of rank that were largely accepted as a matter 
of cour3e. The values of good workmanship, of neighbourliness, and of honest 
deal:ng were carried by codes that were habitual to the group. Within such a 
group the individual's life stretched out before him from childhood with each 
step clearly marked, and the place that he was to fill as an adult was easily foreseen. 
The gains that he could hope to make were there to be seen, the steps toward 
them were readily comprehensible, and the obligations that he was expected to 
assume appeared as the logical consequences of the training he received. By and 
large men throughout history have found their place in the world of societies of 
this kind and have developed their sense of moral obligation from the tics that 
existed within such groups." 1 

Their customs and religion, according to Homans, form "a cosmology, 
in which the questions of men could find answers; their actions, 
justification; their fears, reassurance; their wishes, fulfilment" .2 They 
had "no occasion to speak of the advantages or disadvantages of their 
customs. Either they did not think about their customs at all or they 
took them as part of the nature of things" .3 " ... a man would plow 
his field as he would woo his wife, in the manner expected in the 
community".4 

The activities of the inhabitants promoted economic ends at the same 
time as they sustained spontaneous co-operation and solidarity. The 
two were inextricably mixed. There was no strict separation of work 
and play; the present gulf is a feature only of modern industrial society. 

"Sometimes indeed the economic end in view may have been almost incidental 
to the ccmpany to be enjoyed. When in an ol~-time New ~ngla!'ld town a family 
held a bee, calling in the neighbours to help 1~ some special piece ~f work, the 
party was by all accounts among the most enJoyable of tb~ farmer s year. The 
work to be done was little more than an excuse for holdmg the_ b_ee. In any 
backward farming community much of the work has t~ese characteristics. I~ must 
be done in co-operation and is enjoyable as a gathermg of company. So 1t was 
in English villages of the thirteenth century. Th~ be~es of harveSt must have come 
near to New England bees as occasions for society. . . 

"Besides offering a thorough technical educa_tion, apprenttces~1p was. also a 
system of social training. In those days the guild was closely lmk~~ ."'.'1th the 
municipality, and the status of citizenship involved real respons!b1ht1es •.•• 
loyalty to the city was a living inspiration, and it was for apprent1c~sh1p to fashi?,n 
good citizens and to give active service to the council chamber when it was needed. 8 

In the same automatic fashion, everybody "belongs" as a matter of 
course. The "sense of belonging" just is. A book on achieving a sense 
of belonging is a typically modern phenomenon. 
1 Sabine, G. H., "Beyond Ideology" in Tl,e Pl1ilosopl1ica/ Reuieiv, January 19.;;8 llhac~. N.Y., Cornell 

University Press, p. 135. 
• Homans, G. C., English Villagers of t/,e T11irtee11th Centur)', 1942, Cambridge, Mass., Harvard 

University Press., p. 397. 
• Ibid., P· 125. 
' Ibid., p. 404. 
1 Ibid., p. 34!l. 
1 Revans, R. W., "The Status of the Professional Association Past and Pr~sent"', in Th~ .\fi11i11.~ and 

Electrical and ,\feclumica/ Engineer. August 19'►9, p. 45, 
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"The primary unit of production in the early days of gild organization was the 
independent master who worked with one or two assistants, whom he himself 
may have trained, and an apprentice ur two still learning the trade. The market 
for his products was limited and did not in general expand far beyond the city 
walls. Similarly, he was little affected by what went on in the outside , . .,.orld. There 
was little interchange of ideas, little change in the methods of work. The master 
depended on the continued custom of the small community; and the community 
in turn relied on him, as a matter of course, to provide it with its bread or meat, 
boots or dresses, cupboards or houses, in much the same way as his forefathers 
had done. 

"The relationship between the master and his workmen and apprentices was of 
the closest. No lasting social distinction divided them: for most workmen and 
apprentices would become master in due course. A unison of outlook was also 
induced by the paternal organization, in which they all not only worked but also 
lived together in the same house, ate the same food, shared in the same pleasures 
and in the same sorrows, knelt side by side in church on Sundays. Their relationship 
was similar to that of 'the head of the household to the sons of the family' .... 
The composition of the 'family' rarely changed, for apprentices and workmen 
were generally taken on for long periods of service. 

"It was natural that the immediate stimulants and deterrents with regard to 
work should take their cue primarily from this paternal organization, supported, 
as it was, alike by gild, city and church ... much of their weight was undoubtedly 
derived from the widely acknowledged authority of the gild as a corporate 
institution. The ceremonious way in which gild functions were carried out was 
itself conducive to investing in the gild something of the halo and the air of 
permanency attaching to public institutions. The width of its functions, comprising, 
in addition to matters of technical and economic interest, religious and artistic 

' activities and others connected with what are now termed the social services, 
wa5 a yet more weighty factor. Many _a 'Gilhault Court' heard and attempted to 
settle disputes between members, before they could proceed to the common law; 
it also dealt with masters who held back wages or those accused by their workmen 
of other offences, such as that they did not give proper training. Finally, the oath 
which bound all members to observe gild regulations had a supernatural backing 
and was recognized in church courts. 

"The emphasis in all this was on propriety. Standards, rigidly laid down by 
regulations, were to be maintained by equally closely regulated methods. Extra­
ordinary attainment was at a discount. Often initiative on the part of craftsmen 
was _deliberately discouraged: it might upset the equality within the group and 
possibly endange,· the livelihood of other members. . . . The regulation of 
activities did not end with the acceptance, by the gild, of the masterpiece or 
similar qualification. There was always little chance to conceal incapacity, dis­
honesty or slackness. Minute regulation covered all aspects of work. Even detailed 
supervision by the public was not unknown . . . and there was the continuous 
desire to gain and retain the approbation of the small community. Only thus 
c-0uld the master advance to honoured office in gild and city, to support and 
reverence in old age, and to a place in the Kingdom of God thereafter." 1 

We may here list four important characteristics of established 
communities as being of particular interest. First, all aspects of life are 
closely integrated-work, for instance, is not something separate and 
distinct. Secondly, social "belonging" is automatic. Thirdly, change is 
slow, and continuity is isustained by attitudes customs and institutions. 
And lastly, the important social groupings ~re small. 

1 Lynton, R. P., I11m1tives and Management in Britis/1 Irtdustry 1949, London, Routledge and Kegan 
Paul, pp. 16-19. 
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EARLY PHASES OF THE ADAPTIVE SOCIETY 

The modern history of Western society suggests some general processes 
through which established communities are broken up. Social groupings 
get larger and exclusive sub-groups and classes begin to form, each 
with its particular interest. 

"The growth of towns and markets for manufactures encouraged methods of 
organization anJ production which it was increasingly difficult to maintain side 
by side with the prevailing pattern of gild life. The large influx of workers seeking 
employment in the cities made eicisting masters afraid for their position. They 
sought to maintain it by imposing increasingly irksome restrictions on entry into 
the gilds via apprenticeship and, where entry was attained, on craftsmen setting 
up as independent Jllasters. Whole classes of people were c,xcluded outright from 
admission on the grounds of some inherent deficiency of status or physique. 
Others were confronted with staggering entrance fees .... The paternal organization 
of production declined pari passu with the workers' opportunities to become 
independent craftsmen. and by the middle of the fifteenth century there existed 
in many trades and localities a definite social distinction between master and 
workmen. 

"A rapid increase in the number and scope of regulations affecting the relation­
ship between the two parties marked the changes: they were mostly designed to 
maintain an out-of-date pattern. Moreover, it remained the business of the masters 
to enforce the regulations, and in many cases it no longer suited them to do so. 
This was so, for instance, with regard to the restrictions on the nurnbers of 
apprentices, workmen and tools that any master was permitted to employ; and 
their ineffectiveness ensured that for many a master it soon became a physical 
impossibility to house all the workers he employed under one roof. Wages, hours 
and other working conditions, again, were no longer guaranteed: to the masters 
the prospect of wealth, coupled with a plentiful supply of workmen, suggested 
lower wages_ ~nd. 1onger hour?. Thus the practices of earlier capitalist ind_ustries 
b~ca~e familiar m trades which were, according to the letter, still operating on 
gild Imes." I 

Ac_tivities become specialized and distinct and are labelled work, 
leisure-time,. etc. Old c~stoms and- cosmologies are questioned, a!1d 
new ones anse to sustam the trends, at conflict with the old. With 
!he1? ~isappears the sense of permanence of relationships and 
mstitutions. 

"The new religions ••• set gr~ater store, not less, on the supernatural value of 
good, hard work than the medieval Church had done .... But where the Church 
had regard~d good ~ork as a part only, though a necessary part, of a good life, 
the new behefs, particularly those of the various dissenting sects, equated the two, 
and found it i~possible to visualize any joy or purpose in life apart from \~hat 
could be found m work ... partly because of this very appeal of the new behefs, 
the adherents of the new sects tended to be masters rather than workmen. Of the 
workmen few took to the gospel of excessive work .... 

"Every increase in the mechanization and the concentration of production 
was a godsend to the employers. For clid it not render labour so light and 
subject to such continuous supervision that women and children could _do 
it as well as the men and at wages much lower than they? In the growing 
mills and factories strength, experience and skill in the old sense ceased to matter. 

• Ibid., pp. 19-20. 
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"Endurance to mind the machine for 16 to 20 hours a day, a memory for 
instructions and regulations, and swiftness in avoiding the hazards of dangc,ous 
and unguarded machinery took their place. Weavers, blacksmiths, tanners, sailors 
and yeoman farmers, boys of six and girls and women, merged their separate 
identities in the pool termed 'labour', whence employers extracted whom they 
would .... " 1 

Before very long some effect5 of these new conditions begin to show, 
but they are not widespread enough to command serious attention. 
And what attention th~y get is likely to be dissipated by new 
philosophies. 

For instance: 

"No longer subject to close and continuous superv1s1on by the master and the 
gild and deprived of the ladder which had formerly led to the status of independent 
craftsman and all that status entailed, the workmen no longer gave satisfaction .... 

"In practice, the insistence of the masters on hard work combined with a frugal 
standard of life could only lead them to apply but one principle in dealing with 
their workmen. It required that the attainment of this frugal standJ.rd should be 
made as difficult as possible: it involved paying workmen as little as they needed 
merely to keep alive, depriving them of all mean., whereby they might be able 
to increa~e their incomes outside of industry .... 

"Contemporary scientific thought, and economic theories in particular, strongly 
supported the Puritan methods of inducing the workmen to work. Anything that 
could not be expressed 'in terms of number, weight, or measure was excluded from 
consideration': sensible people were expected '10 use only arguments of sense, and 
to consider only such causes as have visible foundations in nature; icaving tlwsc 
that depend upon the mutable minds. opinions, appetites. and passions of particular 
men to the consideration of others'. This eliminated all but material incentives."~ 

For the moment most people continue to live as before. Prosperity 
increases. And the specialized new social groups t!njoy something of a 
community life of their own. 

"Industry and trade expanded rapidly from the late seventeenth century onwards. 
Prosperity increased with them. It was bound, eventuallv, also to affect the outlook 
of the workmen. The transition was patchy. It prnceedcd comparatively fast in 
some districts and more slowly in others; yet others remained untouched for 
many years. 3 

"Everybody in business in nineteenth century London, New York, Boston, 
Amsterdam, Hamburg or Paris knew precisely who 'belonged' and who did not, 
who mattered and who was of no uccount. why one house was powerful and the 
other one only rich, why a hint from one was an order, and an ord~r from another 
was meaningless." ~ 

But the trends interact and become strong, and successively whittle 
away the main pillars of the established communitv. So long as nothing 
equally comprl!hensive and coherent takes its place, this is a transitory 
phase. 

1 Ibid., pp. 22---6. 
• lbict., pp. 21-4. 
' Ibid., p. 28. 
• Drucker, op. cit., pp. 65-6. 
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THE GREAT SOCIE'IY 

!he ch~nges gain momentum and with them the processes of di! 
mtegrati~n. The turn of the twentieth century provided an impressiv 
example m Western society. Basic old-established trades, for instanct 
changed fundamentally within a generation or two and new trade 
grew to great size. Material things multiplied. ' 

"By 1850 industrialization and the use of power was spreading from Britain t 
other countries with great demands for energy. Between I 850 and 1900 the world' 
coal consumption expanded from I 00,000,000 to 1,000,000,000 tons a year. Thi 
half century was a time of rapid change when the modern interplay of scienc 
and technology was taking shape, and two new ventures in the field of energ} 
electricity and the internal combustion engine, were destined soon to change th 
technical and social pattern of the world, as steam had done a century before ... 

"The sinking of the first oil well in Pittsburg in 1850 saw the birth of a ne~ 
industry, whose annual output grew from 20,000,000 tons in 1900 to 500,000,00I 
tons in 1950, and during those years the number of motor vehicles in the worlc 
increased from 20,000 to 62,000,000." 1 

"In the tailoring and shoemaking trades of the mid-nineteenth century," Grahan 
Wallas wrote in 1910, "men worked in indoor workshops in small groups of ha! 
a dozen up to 20, without the noise of machinery or the presence of an employer 
Next to them came the compositors, working under much the same conditions 
and the cabinet makers, whose work, though not silent, was not so noisy as tc 
prevent conversation .... 

·• By 191 O all b?ots and_ nearly all cloth_c~, excep~ those worn. by a small rict 
class, arc made m factories, under cond1t10ns which render discussion durin 
working hours impossible. The proportion of working men who can now ta!: 
freely at their work, in convenient groups, _meeting da:y after day, must be almosl 
negligible. All the metal trades are too noisy, the agncu~tural labourers work 81 
too great a distance from each other, and modern business premises arc no 
as a rule, deliberately constructed so as to secur:c that those engaged in clcri~ 
work shall always be ~ndcr the eye of ~he superv1~or and shall be pr~vented from 
any kind of convcrsau_on about anything but their duty. The working day itself 
is shorter, but many, 1f not i:nost of the hours saved from work are now spent 
in travelling by crowded trams and trams between the place of business and 
the widely spread homes of the present day," 2 

Community life was seriously affected, alike at work and outside work. 
So much was clear to an increasing number of observers. But nothing 
was really done. Now great numbers of people find themselves without 
community, have no "sense of belonging". 

"The whole of Bromstead as I remember it and as I saw it last-it is a year ago 
now-is a dull useless boiling-up of human activities, an immense clustering of 
futilities. It is as unfinished as ever; the builders' roads still run out and end in 
mid-field in their old fashion; the various enterprises jumble in the same hopeless 
contradiction-if anything, intensified. Pretentious villas jostle slums, and sculleries 
gape towards the railway, their yards hung with tattered washing unasha!11_ed; a_nd 
there seem to be more boards by the railway every time I pass, advert1smg pills 
and pickles, tonics and condiments, and such like solicitudes of a people with 
no natural health or appetite left in them .... 

1 Sir Harold Hartley "Man's Use of Energy in the Advancement of Science", The LiJtetrer, Vol. XLIV, 
No. 1127, 31 August 1950, p. 295. 

• The Gr~al Society, 1917, New York, MacMillan, p. 282. 
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"I suppose one might have persuaded oneself that all this was but the replacement 
of an ancient tranquility, or at least an ancient balance, by a new order. Only to 
my eyes, quickened by my father's intimations, it was manifestly no order at all. 
It was a multitude of unco-ordinated fresh starts, each more sweeping and 
destructive than the last, and none of them ever worked out to a ripe and satis­
factory completion. Each left a legacy of products-houses, humanity or what not 
in its wake. It was a sort of progress that had bolted; it was change out of hand, 
and going at an unprecedented pace nowhere in particular. 1 

"We come back perhaps to London or Leeds after a visit to a place where a 
simpler form of life is still in some degree possible. . . . On the morning after our 
return, we notice from a fresh point of view the men and women who hurry with 
us out of the trains, or bend over ledgers in banks and offices or stand tired and 
vacant outside factories in the dinner hour. Here and there we see an eager 
dark-haired boy, who seems to have found the environment that fits him best. He 
has perhaps been taken on as an assistant porter at King's Cross, and is irradiated, 
not only with confidence in his own future, but with a glorious sense of identity 
between himself and the Great Northern Railway. Such faces are, however, rare 
exceptions. Of the rest, not many perhaps are consciously unhappy, but there are 
strangely few signs of that harmony of the whole being which constitutes 
happiness." z 

Mayo refers to Benjamin Disraeli's early ref!ct:tion: " ... amid arts forgotten, 
and commerce annihilated, fragmentary literatures and populations destroyed, the 
European talks of progress, because by an ingenious application of some scientific 
acquirements he has established a society which has mistaken comfort for 
civilization". 

And himself continues: 
"It is as though man himself is not expected to progress, but only his material 

surroundings, his bodily comfort; and the high gods exact as price turmoil, 
confusion, chaos-and, finally, internecine war." 3 

THE DISINTEGRATION OF A COMMUNITY: A CASE 

Where the processes of disruption have been at work for some con­
siderable time, as is the case in Western society, the problem manifests 
itself in two ways: first, in the disruption of established communities, 
which we have outlined in the previous pages; secondly, in the failure 
of new communities to grow. Before we go on to examine some 
important effects of these trends in different spheres of activity, we 
propose to devote some space to a more detailed description of each. 
For this we rely on two studies-each portraying one of the main 
trends. 

For a more detailed description of the processes of social dis­
integration we may refer to the _study of Yankee City, now a classic. 
The work of W. Lloyd Warner and J. 0. Low shows in some detail 
how the changes we have been briefly describing manifested them­
selves in a particular community-a small 300-year-old New England 
industrial town.4 

1 H. G. Wells, quoted by Elton Mayo, T/Je Social Problems of an Jnd,utrial Civilization, p. 3. 
• Wallas, op. cit., pp. 6-7. 
1 Mayo, op. cit., p. 4. 
• We are here using the summarized version, "The Factory in the Community", which Warner and 

Low contributed to I,,d,istry and Society, ed. F. W. Whyte. 
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In the course of the nineteenth century the economic life of Yankee 
City came to be dominated by one industry-shoemaking. Shoemaking 
changed from a handcraft, based on the family, to mass production. 
The job was "de-skilled". Ownership of materials, too\s, and products 
passed from the family to local owner-managers, and finally to people 
living outside bnkee City. The market for shoes became widened to 
include the nation, then the world. 

"Shoemaking was always important there, but it was not until near the end of the 
nineteenth century that it achieved its place of supreme importance in the economy 
of the town. From the beginning, shipping, shipbuilding, fishing, and the other 
trades of the sea had dominated Yankee City's economic existence and set their 
mark on the community. When the New England shipping industries disappeared, 
Yankee City turned from the sea and sent its many drummers, salesmen, and 
manufactured goods westward to make the profits necessary for the establishment 
and continuance of its factory system. It was then that the t<!xtile manufacturers 
moved into the lead, but throughout the whole period shoemaking contributed 
significantly to the economic life of the city and, by the end of the century, had 
risen to a commanding place .... " 1 "During the technological development of 
Yankee City's shoe industry, the tools changed from a few basic ones, entirely 
hand-used, to machines in an assembly line; and their product changed from a 
single pair of shoes to tens of thousands in mass production. In the beginning, 
the family made its own shoes or a highly skilled artisan, the cobbler, made shoes 
for the family. In time, several families divided the highly skilled joos among 
themselves and their families. Ultimately, a central factory developed and the 
jobs were divided into a large number of systematized low-skilled jobs. The history 
of ownership and control is correlated with the changes in the division of labour. 
In early days, tools, skills and materials were possessed by the family. Eventually 
the materials were supplied by the owner manager and soon he also owned the 
tools and machines. The sequence of development of producer-consumer relations 
tells a similar pointed story. The family produced and consumed its shoes all 
within the circle of its simple unit. Then the local community was the consumer­
producer unit, and ultimately the market became national and even world-wide. 
Workers' relations changed from those of kinship and family ties to those of 
occupation, where apprenticeships and craftsmanship relations were superseded 
and the industrial union became dominant in organizing the affairs of the workers'. 
The structure of economic relations changed from the immediate family into a 
local hierarchy, and the locally owned factory changed into a vast, complex system 
owned, managed, and dominated by New York City." 2 

Two aspects of the changes were selected for more detailed examina­
tion: the worker's status in the factory and the community; and the 
participation of factory owners and managers in the life of Yankee 
City. Mass production eliminated the skill hierarchy in which the 
young had learnt from their elders ways of life as well as their craft, 
and in which they had found that integrity of existence which is called 
"security". 

"During the early periods of the factory in Yankee City a skill hierarchy dominated 
the lives of the workers and helped establish their place in the community .... 
It was really an age-grade system. Youngsters served their hard apprenticeship 

1 11:>id., pp. 24-5. 
2 Ibid .. pp. 28-9. 
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and, as neophytes, learned their task and, even more important, were taught 
to respect the skills they had learned and those they looked forward to learning. 
Above all, they acquired respect and admiration for the older men above them 
who had acquired the skills and who occupied the proud positions of journeymen 
and master craftsmen. These youngsters aspired to achieve for themselves a 
similar high position and to be the objects of a similar respect of their fellow 
craftsmen and fellow townsmen. Each young man, in direct face-to-face interaction 
with those above, imitated and learned a way of life while being highly motivated 
by the strong desire to escape the irksome limitations of his present low position 
and to attain the higher place where he would have the satisfaction of making his 
own decisions and possess the prestige and pay consequent to such eminence .... 

"In learning to respect the skill of the master craftsman. the apprentice learned 
to respect himself. He had security in his job, but he had even greater personal 
security because he had learned how to respect it. And becaust: he was a member 
of an age-graded male fraternity made up of other men like himself who had the 
knowledge and necessary skills to make shoes, he possessed that feeling of freedom 
and independence and of being autonomous that comes from leading a disciplined 
life. He spent his life acquiring virtue, prestige, and respect, learning as he aged 
and climbed upward, and at the same time teaching those younger than he, who 
aspired to be like him. 

"Slowly this way of life degenerated and the machine took the virtue and respect 
from the workers, and at the same time broke the skill hierarchy that dominated 
their occupation. There was no longer a period for young men to learn to respect 
those in the age grade above them and in so doing to become self-respecting 
workers. 
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PRESENT JOB ARRANGEMENT 

"Chart I illustrates ... how the vertical hierarchy of skilled jobs has become a 
horizontal layer of low-skilled ones, each of the skilled jobs has been divided 
into a number of simple, low-skilled ones and machines are performing most 
of the actions necessary for each job. Jobs formerly at the top and bottom of the 
hierarchy that were separated by higher and lower prestige and paid accordingly 
are now in the same category of prestige and pay." 1 

As long as the factories were owned and managed by residents of 
Yankee City, they were in many ways subject to local control. The 
owners, managers and financiers were recognized leaders in the 
community and participated in all its affairs. (The study lists 24 local 
1 Ibid., pp. 31-3. 
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institutions-business, civic, political, religious, entertainment-of 
which the most powerful manufacturer was an active memb ) These 
men were imbued with local sentiments which mov d etlr. m for 
• " k f h • l Th e 1e • instance, to ta e care o t e1r own peop e. ey we der the 

f 1 • fl f h • . re un power u m uence _o t e numerous or~amzations to which they 
belonfiged afnd of thhe~r per~~nal _cdont~ct1~ ~1th I1ocal citizens" With the 
trans er o owners 1p to outs1 ers , 1vmg e sewhere • f thes 
Joca,l ties snapped. ' most o e 

"In the early days of the shoe industry ... there was no exte . 
social structures outside the local community. The factoriesnsion of the fac~ory 
under the control of the community; not only the formal contro;,"cre_ then ~ntirely 
and laws, but also the more pervasive informal controls of of city ordm~~ces 
and attitudes. There were feelings of neighbourliness an~orn_rnunit~ traditions 
manager and worker and of mutual responsibilities of ea :nendsh1p between 
community that went beyond the formal employer-employee a c other and to the 
manufacturers were accepted by all social strata as leaders of thgreernent ..• th~ shoe 

"The Yankee City financiers, too, were men of responsi~~<:>talcommumty ... , 
sentiments of local pride. They did well for themselves b /hty, domina_ted by 
for the city. Perhaps the price wm; high, but the product bouu they also did well 
community was substantial and of high quality. Their Phil ght by the rest of the 
with thei~ power and leaders~ip, contributed enormously to t~:t~o~ies, combined 
and provided a firm foundation for the larger civic life of th city s development 
libraries, hospitals, societies to help the unfortunate and aged e r.cornmunity. Parks, 
young men to college, endowments of schools, churches and oundations to send 
civic enterprises were granted and. maintained by the ~on many other worthy 
the local financiers and manager-owners. . . . ey and leadership of 

"The advent of big-city capitalism shattered this closely 
personal relations, loyalties, and obligations. Yankee City sh Woven network of 
longer owned exclusively by local citizens. More and more ~~ f~ctories are no 
absorbed by larger enterprises whose executive offices are in ~ em have been 
At the time of our study, the largest shoe factory in Yankee City ,:w York City. 
company which operated scvc1•n~l otfher f~1ctohries tin New11 Enf gland a~~ 0,~~i~t ~s~ 
owned the nation-wide ABC c mm o reta1 s oe s ores, a o which were controlled 
I' om a central oflicc in New York. Even some of the smaller Yankee City shoe 
ir . although still locally owned and managed, sold most of their shoes to 
factories, . • . 
h • tore organ1zat1ons. • • • 

c ain-s t· 1 hierarchy of the factory system extended to executive offices 
"As the ver ica t b ,. . y k even the local factory managers came o . e, ,or the most part 

!n N~w , ~rnd members of ethnic minorities. T_hey had their fac_tories in the town 
outsiders f them drove to work in the morning and left at night. The workers 

a nd some,. 01t that the forces that controlled local men would not control these 
knew or ,e ' b h" outsiders. The vast network of relations and mem ers tps that made the former 
owners local leaders, as well as local manufacturers, had been reduced to a purely 
economic one of employer and employee." I 

The results of these developments permeated the whole community. 
Even if the managers were local people, they ceased to be in a 
position to take a lead in the affairs of Yankee City. The workers lost 
~ontact with t~eir empl_oyers. People in the highest social positions 
m the co1?mumty were isolated from the community's main industry. 
Shoemaking was no longer an integral part of the business and 
community life of Yankee City. 
I [bid., pp.~-
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.. _ .. the few local men who were managers ... were little more than the factory 
managers for big-city capitalists, for they occupied inferior positions in this vastly 
extended vertical structure. They were not in a position to take leadership. They 
were not in a position of great power where they were free to make the decisions 
that always characterized the lives of the owners of the previous period. • • • . 

"In these days of big-city capitalism, when Yankee City had lost control of its 
own destinies, few workers would go up to the 'big Boss' to tell him 'what's wrong 
in the cutting room' and those who did were not considered the respected friends 
of the workers but 'stool pigeons who were getting theirs from management'. • • • 

"The local managers, reduced to inferior statuses in the industrial hierarchy also 
occupied lower social class ranking in the community than their predecessors. •. • • 
Because of this inferior position of the managers, those men in the community 
(the former owners) who would once have been their natural allies and wh_o 
enjoyed top social class position, were now above them and shared none of their 
interests, were hostile to them and friendly to the workers. 

"In the 'good old days', the people of Yankee City felt that they all shared in a 
common way of life, in which business and industry was closely integrated into the 
community. This way of life had its frictions and conflicts, but it provided all_ the 
people with a set of common symbols to guide their behaviour, and it also provided 
effective leadership from the top of the social order. Furthermore, these personal 
ties made it possible for workers to redress their grievances by going right up to 
members of management. 

"When New York financiers assumed control of the industrial hierarchy, the 
social and civic leaders of Yankee City were no longer active in local management. 
The management of industry was no longer directly tied in with the wider life ~f 
the community. This split between management and the community made it 
possible to mobilize the workers into an organization to fight management." 1 

There was much nostalgia for the past, which further inhibited people's 
contribution to the present. Then, in the worst year of the depression 
in the early 193o's, the completely unprecedented and unexpected 
happened: the shoe workers of Yankee City struck to a man-the 
most startling manifestation of prevailing dissatisfaction. 

"Each of these local men felt what had happened very deeply and some of them 
were explicit enough about it to say so. We knew some of them well. They were 
not the weak or unscrupulous men that their opponents made them out to be. 
Personally, they were men of good reputations in the business world. Some ~f 
them had been trained by their own fathers to be community leaders, but t~eir 
place in the socio-economic structure of Yankee City prevented them from playing 
this role and each in his own way contributed directly to the defeat of the 
managerial group. Part of their inaptness was due to their inability to measure up 
in their own minds to the great men of the past. This was a dead past, glorious 
and safe, when men knew themselves to be free men and Yankee City was the 
'hub of the universe'. This whole period was symbolized in the memories of the 
workers and management by the names and reputations of the former owners. The 
lives of these men epitomized the period for all those who remembered. They 
symbolized the longing of everyone to return to those days when it was possible 
for one of them, with all his power and prestige, to stop and gently chide Sam 
Taylor, the cutter, for not calling him by his first name, and he and Sam could 
talk about 'the trouble in the cutting room'.2 

"In the worst year of the depression all the workers in all the factories of the 
principal industry ... walked out. They struck at management with little or no 

• Ibid., pp. 40-4. 
• Ibid., pp. 40-1. 
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warning; they struck with such impact that al_l tht: factories closed an~ no worker 
remained at his bench. Management had said they would never stnkc, f?r the 
workers of Yankee City were sensible, dependable, and, by a long peaceful history, 
bad proved :hat they would always stay on th~ job. Ui1ion men outside the city 
agreed that Yankee City could not be organized and held that the local shoe 
workers were obstinate and 'always stupid enough to play management's game'. 
Many of the workers had told us that there would be no strike. Most of the towns­
people, from the autocrats of Hill Street to the p_eople on city ~elfr.re in the_ clam 
flats, said Yankee City workers would never strike. But tr.ey did-the foreigners 
and the Yankees of 10 generations-the men and the women, the very old and 
tht: very young. Jews and Gentiles, Catholics and Protestants, the whole 
heterogeneous mass of workers left their benches and in a few hours wiped out 
most of the basic productive system from which Yankee City earned its living."! 

THE ABSENCE OF COMMUNITY: A CASE 

Perhaps yet more typical of the twentieth century than the disinte­
gration of an established community is what we may call the "absence" 
of a community. 

In Yankee Cty the factories had been integrated with the surrounding 
community to form the basis of co-operation; and when this basis had 
disintegrated, co-operation had ceased. Community can be completely 
absent when large numbers of people from many places and many 
waiks of life rapidly converge for work or some other limited purpose. 
They have yet to form a community, an association from which they 
can draw basic satisfactions. War and sudden spurts of rearmament 
provide extreme examples of such social vacua. To a les8er degree it is 
a common experience, particularly in large towns. 

We propose again to concentrate on one example-a wartime study 
by Elton Mayo and George F. F. Lombard of problems in th~ aircraft 
industry of Southern California.2 

For two or three years the industry grew with fantastic rapidity. As 
one executive put it, it was more than a mushroom growth, "it was an 
explosion". One works, for instance, increased its personnel from 
3,000 to 49,000 in less than three years. A community which only a 
few decades previously, had hardly been industrial at all s~ddenly 
became a teeming industrial centre. 

The dominating feature in this situation was the failure of large 
numbers of people to settle down anywhere, at work or outside for 
any considerable length of time. There was constant coming 'and 
going, a constant state of flux. This affected not merely those who were 
on the move, many of whom had no chance to become effective 
members of important social groupings or to join others in initiating 
new and lasting associations. The flux affected also the existing 
communities, since they had constantly to adjust to newcomers. 
1 Ibid., p. 22. 
• Teamwork and Labour Turnover in the Aircraft Industry of Southem Callfomia, 1944, Boston Massachi.­

setts, Graduate School of Business Administration, Harvard University, Research S:udy ,''o. 32, 
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This state of flux existed both inside and outside the factories. The 
situation was aggravated by conscription. The armed forces naturally 
tended to deprive the communities and factories of just those men 
"whose human associative capacities served to hold working teams 
together". 

"The available numerical indications of mobility almost certainly underestimated 
the problem. In one district alone, Los Angeles, the number of 'in-migrants' 
during 1943 was authoratively estimated at 300,000. In the same period between 
I 85,000 and 200,000 persons ieft the district; so that three entered for every one 
who stayed. 

"The unsettled character of the community is not limited to in-migrants; 
intra-state and ... intra-plant movement is extensive. The following table gives 
figures compiled by the War Manpower Commission on movement within Los 
Angeles County from March !hrough October. 

Availability Statistics for. Los Angelt:s County, March-October 1943 

Availability Certificates (i.e. permission for individuals to change jobs) 
issued by War Manpower Commission, Los Angeles . 

Residents entering labour market 
In-migrants . 
Transfers from less essential industries 

794,899 
221,912 
179,814 
189,119 

"In addition, approximately 200,000 availabilit:,, certificates were given to workers 
by their employers." In brief, in a district with a population of 3,508,873 (1940), 
approximately 1,500,000 people-probably more-entered war production employ­
ment at one time or another in the period March-October 1943. 

Within the factories, workers tended to be interchanged rapidly and 
working groups were continuously broken up. In one works employing 
about 40,000, for instance, changes in personnel in 1943 were as 
follows: 

Clear-outs 
Transfers 
Loans (approx.) 

Total changes 

No. of 
cha,,ges 

31,104 
65,114 

150,000 

246,218 

~~ of 1943 
A ,,era.~, person11tl 
(41,ti9= 100 %) 

75 
157 
360 

592 

"These figures take no account of movements of workers within a department 
occasioned by absences and work changes. It is impossible to estimate the number 
of these changes with reasonable accuracy. Nevertheless, the figures suffice to 
show that changes of actual work within a sufficiently typical plant during 1943 
amounted to approximat::ly 600 per cent" I-an average of six changes for each 
worker employed. 

The outstanding effect of this failure of people to participate in 
Jasting social groupings, was widespread unhappiness, "emptiness", 
1 Ibid., pp. 5--6, B. 
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planlessness-a state of what Durkheim called anomie. As in Yankee 
City there was much nostalgia for what they had left behind. In Yankee 
City' the workers expressed their fe~lings_ most_ clearly by striking. In 
the aircraft industry of Southern California dunng the war the workers 
expressed their feelings in other forms of absence-by moving from 
job to job and by staying_ away from work. Labour turnover and 
absenteeism were at very high levels, even although rates of pay and 
conditions were almost the same in all factories. Nowhere were the 
wages high. The instances of pt!i'sonal unhappiness through loneli­
ness and through the complete absence of a sense of belonging were 
legion. Interviews with leave_rs, and with oth~r workers at random, 
gave a picture of a people without a community. 

"The first observation from these interviews must be the wide range of persons 
employed-young and ol~, wit~ m~~hanical experience and without, persons with 
family problems and sohtary 1~d1v1duals. Among them were many who became 
'turnover' because for them their work was only a part of their total life all the 
demands of which they had to keep in balance. For instance, many of the ~ounger 
women had husbands in this or that branch of the services and tended to follow 
them from station to station. Othu women were compelled to be absent from, 
or to give up, industrial employment by r~ason of young families that ran into 
trouble of one kind or other when left without direction during day or night. 
• "Officers of the War Manpower Commission told us that in 1942 and 1943 

the airplane was the 'glamour girl' of industry. The in-migrant with a family 
usually took a job before ~e had_ found a home; in very_ many instances, probably 
the majority, this job was man a1~craft plant. He then d1sc_overed that he could not 
get suitable quarters for the family near the plant; sometimes he had to live as far 
as 20 miles from his work._ Sub_sequently he found work less distant from his base. 
Frequently, we were told, m-m1grants made three moves before settling dow 

"The second observation_ mus_t be that native Californians seemed to be ir;; th~ 
minority, and many of the 111:-m•g~ants from other stat~s compared the somewhat 
casual social attitude of Cal!formans u~'.avourably ~1th that characteristic of the 
smaller and more closely kmt commumt1es from which they came. This wa the 
more true the greater the difference." I 5 

THE INTERDEPENDENCE OF FORCES INSIDE AND OUTSIDE INDUSTRY 

The two cases examined above-Yankee City and the aircraft industry 
of Southern California-have several basic features in common. 
Inside the factories, both are characterized by the absence of a craft 
hierarchy and of a continuous process by which attitudes, customs and 
social skills are passed from generation to generation; by increasingly 
tenuous contact between workers and employers; and by a widening 
gap between industry and its social environment. To these the Cali­
fornia study adds a high rate of mobility. Both cases show such signs 
of social sickness as widespread insecurity, persistent nostalgia, 
considerable resentment and occasional open hostility. Finally, and 
perhaps most important of all, none of these failures in industry is made 

1 Ibid., pp. ~-



good in the communities outside. On the contrary, the communities 
take on similar features. 

Workers and citizens are the same people; inevitably they carry 
social disruption to and fro. In this sense industry and its social 
environment cannot be separated; and the term social disruption 
describes the nature of a relationship, not its absence. 

Some features outside industry exercise a similar effect. For example: 

Education 

~'Education for life" has become a catch-phrase. In fact, education has 
ceased to be a continuous integrated process and lacks some parts 
essential to a full life altogether. People are subjected to confused and 
often conflicting influences by family, school, club, factory, and more 
specific institutions, and finally by being thrown on their own resources. 
This is well reflected in the contrast which is frequently-and quite 
fallaciously-drawn between the period of schooling as one of social 
dependence, and of maturity as one of social independence. In fact, as 
Sabine puts it, "morality does not develop as an attribute of personality 
which is later applied to social situations. It develops first in social 
situations, and takes form in actual personal inter-relationships, and 
to a great extent it requires for its maintenance the continuing support 
of such relationships".1 But people lack community. and therefore do 
not have substantial relationships. Dewey points out that "the idea of 
education as preparation and of adulthood as a fixed limit of growth 
are two sides of the same obnoxious untruth. If the moral business of 
the adult as well as the young is a growing and developing experience, 
then the instruction that comes from social dependencies and inter­
dependencies is as important for the adult as for the child. Moral 
independence for the adult means arrest of growth; isolation means 
induration. We exaggerate the intellectual dependence of childhood so 
that children are too much kept in leading strings, and then we 
exaggerate the independence of adult life from intimacy of contacts 
and communication with others".2 

The attempts to extend formal education to include adults is tacit 
acknowledgement of this weakness in the social structure. (In industry 
itself some firms encourage employees to take up studies of a general 
character-as distinct from technical and vocational-by paying their 
tuition fees.) But they cannot solve the central problem, which is to 
fill the gap in what is essentially "education for responsibility".3 This 
a well-functioning community provides as a matter of routine. 

, Op. cit. 
• Dewey, John, Reconstruttion in Philosop/1)', 1920, New York, Henry Holt & Co., p. 185. 
• See e.g., Donham, W. B., Ed1icatio11 for Responsible LiviNg, 1944, Cambridge, Massachusetts, 

Harvard University Press. 
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Local Responsibility 

The lack of contact between workers and employers tends to persist in 
their role of citizens. Even where the enterprise is locally owned and 
controlled, employers and workers hardly meet. They reside in 
different parts of the town, belong to different clubs and other 
institutions, send their children to different schools, have different 
interests and different ways of following them. (This feature is also 
tacitly acknowledged. For instance, in Great Britain, much new 
housing development is planned so that it can accommodate "mixed 
communities". But this attempt to solve the problem by physical 
approximation may be rather like putting the cart before the horse.) 
There is generally a lack of appreciation of the function of the factory 
as a social institution. Unlike social institutions of the past, where 
rituals and customs sustained social roles, modern industrial organiza­
tions tertd to reward little more than economic function with little more 
than economic rewards.1 Unintegrated into local communities, 
industrial control passes increasingly into distant offices whence people 
without roots apply increasingly uniform considerations to the diverse 
needs of various localities. 

Similarly other institutions. Churches, local government, charities 
decline or become impersonal through sectional and absentee control. 
The institutions are lP.ss and .less able to support community satis­
factions. New norms and ideologies grow around the vacua they leave. 
They also draw fewer and fewer people. The process is a vicious 
circle. 

The trade unions are of particularly great relevance to our study. 
They are important social institutions in many ways. The activities 
which are peculiarly theirs-bargaining with management and care of 
sick and indigent members-point to the scope for responsible co­
operative action in local groups; the local strike is a most remarkable 
manifestation of cohesion and tenacity in face of loss of wages and 
other threats. Many unions could become more of a social institution. 
But these possibilities do not reverse the trend which limits the social 
function of the trade unions. Like many institutions with limited local 
responsibilities, they find it difficult to secure the routine participation 
of their members. Usually no more than three or four per cent of local 
membership attends union meetings-which points simply to the fact 
that the place where men gather daily is their place of work rather than 
their union hall. And in their efforts to protect their members 
economically and politically, the trades unions are not easily able to 
be primarily concerned with assisting the integration of the worker and 
his work in his particular working place. 

In short, the community loses its balance. Ri.:coming more specialized 

Sec e.g., Selekman, B. M., Labour Relations and H,mum Relation.s, 1947, New York, McGraw-Hill 
Book Co. 



in its economic production, and required to accommodate itself to 
standards devised elsewhere, it tends to be deprived of responsibility 
for many of the primary needs of its members. 

Social Mobility 

The California study indicated the amount of movement which took 
place outside the factories as well as inside them. Frequent changes of 
address are typical of industrial society. J. S. Plant, reporting a study of 
changes of address in a fairly typical and relatively "stable" county in 
New Jersey, states that 68 per cent of the families moved at least once 
in the five-year period 1922- 192 7 .1 

Americans have been foremost in developing a kind of faith in un­
certainty and in their capacity to adapt to ever-changing circumstances. 
Everybody is expected to feel immediately at ease with everybody else. 
Beyond the ground of citizenship, status is confused. The costs of 
adaptation, which Janet regarded as "the most complex human 
activity ... by far the heaviest burden on human capacities", 2 mount 
ever higher. In the aircraft industry of Southern California, rapid 
movement from job to job increased the strain to which moving was 
the temporary answer. The same is true of a high rate of mobility 
outside industry. The sense of belonging is so diluted that it comes 
near to having no meaning. 

The Americans themselves are uneasy about this state of affairs. 
Their uneasiness is reflected in their intense interest in social science, 
particularly in psychiatry. It is reflected also in much modern literature. 
Mr. J.P. Marquand, for instance, sketches the middle-class American 
as he tries "to adjust his life within the limits of a constantly changing 
frame": 3 secure in neither his community nor his place of work; 
nagged by carefully concealed worries over his status and income; 
compelled to increase his expenditure directly his income expands; 
permanently cut off from the community of his roots and origins: 
without point of reference, his goals constantly shifting and never 
achieved; leading a life, in short, which would prnbably seem incom­
prehensii:>le to societies in which satisfying and resilient, stable and 
secure relationships are built up in the course of generations. 

Social Sickness 

The desire for community satisfactions is thus continuously frustrated 
in modern society. Human association tends to be inadequate. 
Opportunities for it are not merely infrequent but often make varied, 
sometimes conflicting, and almost invariably unknown demands on 
1 Per.<c11a/ity a11d the C11/t11ral P.wem, 1937, New York, The Commonwealth Fund, p. 106. 
1 Les ,Vt',,roses, 1909, Paris, Ernest Flammarion, p. 255. For detailed expositions of these costs, see, for 

instance, the writings of Dunbar, Halliday, Horney, Mayo and Plant. 
' Poi111 cf No Retum, Boston, Massachusetts, Little, Brown & Co., p. 119. 
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potential members. Emotional and mental growth is disco~tinuo~s,. 
with little experience in participation and little adeptness m ~o~ial 
skills. But the desire for continuous, intimate, purposeful assoc1at1on 
with others remains strong. This is the final contribution to the vicious 
circle that leads to disintegration and social disaster. For, as Mayo 
saw: "It is the modern tragedy that the very strength of this persistent 
desire makes against, rather than for, effective co-operation".1 

Mayo explains: "This occurs in two ways. The first is shown in the apparent 
increase of obsessive thinking. This has been studied by Janet, by Freud. and by 
the whole mental hygiene movement in this country (U.S.A.). !he_ so-call~d 
maladjustment to which these authorities trace the origin of obsession 1s a social 
maladjustment. It expresses the strenuous and ineffective efforts of an unhappy 
individual to relate himself effectively to other persons, when he has not been 
trained to such relationships. Realization of his own ineffectiveness leads him to 
overthink the problem, to press too impatiently for some immediate and miraculous 
solution and to collapse into depression when his efforts almost certainly f~il. T~c 
other way in which the persistence of an instinct for association sh<'WS itself 1s 
perhaps even more important. There is no statistic to verify the estimat~ of_ a 
large increase in extreme cases of obsession, though all the authorities believe it. 
But, even if it is so, the consequent problem is small by comparison with that 
which arises from the intrusion of obsessive ideas into the thinking of persons 
essentially normal." 2 

The signs of very great individual unhappiness are legion. They range 
from complete breakdown-suicide or permanent mental illness­
through sicknesses with a large psychosomatic component, to the 
obsessive thinking and the morbid states of dejection which have no 
statistical tables to themselves. Divorce, delinquency, and the myriad 
examples of anti-social behaviour not classified as crime, are the 
repercussions in intimate social relations. More generally the drift is 
towards autocratic leadership and mass destruction.3 Men need 
integration, security, membership of a community. It can no longer be 
assumed that men will allow anything to stand in their way, will not 
resort to the most drastic methods, to satisfy this craving or to 
acknowledge the failure to satisfy it. Totalitarianism in Germany may 
serv~ as a warning example. Drucker heard a Nazi agitator proclaim to 
a wildly cheering meeting: "We don't want lower bread prices, we 
don't want higher bread prices, we don't want unchanged bread prices, 
we want National-Socialist bread prices"; and felt that this "came 
nearer to explaining fascism than anybody I have heard since".'­
Conrad Heiden goes on: "Hitler was able to enslave his own people 
because he seemed to give them something that even the traditional 
religions could no longer provide: the belief in a meaning to existence 
beyond the narrowest self-interest. The real degradation began when 
people realized that they were in league with the devil, but felt that 
1 Mayo, Foreword to Rocthlisbcrgc:r, Management and Morale, p. xxi. 
• Ibid., pp. xxi-xxii. 
1 Cf. E. Fromm, The Fear of Frndam; K. Horney, Tire Neurotic Perso11a/ity of 011r Time. 
• Tire End of Economic Mon, 1939, New York, John Day Company, pp. 13-14. 
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even the devil was preferable to the emptiness of an existence which 
lacked a larger significance". And Heiden concludes: "Until that 
problem is solved, the annihilation of Nazism will be no more than 
the removal of one symptom of the world unrest".1 

Bertrand Russell reminds us: "Do not imagine that ... you are by nature more 
virtuous than the people in the lawless communities. If from an early age you had 
lived in such a community, it is ten to one that you would have become a thief. 
We do not steal, not only because we arc persuaded that it is wicked to steal, but 
also because it is against our interest to do so." 

He goes on to quote the case of two boys who had a passionate desire to go 
to sea, were prevented from doing so. and he.~ceforth systematically indulged in 
anti-social behaviour: "For trivial offences at an early age they were put in the 
care of the probation officer, who did not recognize the importance of allowing 
them to do the sort of work in which they felt a natural interest. Both these boys, 
one feels, if they had been allowed to go to sea, would have become honest and 
decent sailors. As it was, feeling thwarted and angry, they took to a life of crime, 
and, in spite of constant sentences, persisted in it.·• 2 

A particularly ironic result of inadequate community satisfactions is 
that in a period of increasingly rapid technological change and in­
creasingly wide economic possibilities, people find it more and more 
difficult to adapt. The urge is towards stability and security. The 
impossibility of reverting to past forms of security is acknowledged at 
the intellectual level. Yet, scarcely beneath all the flux and change, new 
rigidities of caste and specialization-the features Toynbee attributed 
to arrested civilizations3-develop out of man's search for security. No 
longer members of living communities, officers and workers of in­
creasingly large organizations make contact-tenuous and ineffective 
contact-only up and down through the intricate maze of hierarchies. 
The unions, prepared no longer to let technological advance be bought 
at the price of individual security, seek to stem the tide of change with 
"feather-bedding", cast-iron specialization and open hostility. Manage­
ment retires into a hard shell of hurt feelings and political bitterness. 
And government seeks to assuage all fear of uncertainty by installing 
economic security. Amidst the overwhelming complexity of it all, the 
individual seeks instinctively for a community of which membership 
would be meaningful enough to capture his loyalties and give him the 
security which enables him to adapt. 

Mayo sums up like this: "The issue the civilized world is facing now is a rapid 
industrial, mechanical physiochemical advance, so rapid that it has been destructive 
of all the historic social and personal relationships .... While material efficiency 
has been increasing for 200 years the human capacity for working together has 
in the same period continuously diminished .... Our capacity to work together 
in a war of survival is a measure of the capacity for routine co-operation that we 
have lost. Some essential determinant of the order in human affairs has been left 

• Der Fiilirer, 1944, Boston, Massachusetts, Houghton Miffiin Company, Postscript. 
• Broadcast talk on "Crime and Community", reprinted in The Liste11er, 1 June 1950, p. 939. 
• Sec the abridged edition (Ed. D. C. Somervell) of his A Study of History, 1947, Oxford University 

Press, p. 182. 
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out of account. We have, in a word, moved out of the established society of our 
forefathers into the fast-moving adaptive society of the present without the 
capacity--yet-to adapt." 1 

THE CHALLENGE TO INDUSTRY 

We may now define our problem more closely. The studies of 
anthropologists allow of certain "cross-cultural" generalizations­
needs and modes of behaviour that men have in common the world 
over, though they have different ways and forms of expressing them. 
Among them is the human need we have been discussing, the urge to 
belong to a real community. As Stuart Chase puts it: "Every normal 
person needs response from his group. Hermits and recluses are 
abnormal everywhere" .2 This falls short of our concern in one important 
respect: we are using the word "community" to denote something 
bigger than a "group"; and a "group" is not invariably, in fact is 
often not, a part of a real community. We shall return to this point 
in some detail later.3 The emphasis on the need for effective group 
membership is of primary importance and will suffice here. 

Mayo points out that every social group must in fact deal with t,..,·o 
recurrent problems: "It must secure for its individual and group 
membership: (1) The satisfaction of material and economic needs. 
(2) The maintenance of spontaneous co-operation throughout the 
organization". 1 

We have seen how industrial development tends to split these social 
and economic aspects of community functioning. In established 
communities they are completely interwoven. In industrial society they 
tend to be treated separately; or, rather, considerations of community 
are neglected, often disdained. Industry is preoccupied with absorbing 
and exploiting new sources of energy and new technics. Man is 
assumed to be "economic" man. Dissatisfaction is attributed to the 
workers' inherent dislike of work, which the employer see ks to 
mitigate by what is known as "welfare". There is no suggestion that 
the work routines themselves or the organization of men ought to have 
the function also of maintaining spontaneous co-operation of main-. . , 
taming a sense of belonging. Spontaneous co-operation is assumed to 
maintain itself. 

We are becoming familiar with the result, and the nature of the 
break<:Iown is becoming clearer. Accep_ted routi?es and institutions 
atrophy through disuse. Personal inaladJustment increases and can be 
traced to the disruption and absence of community. Services have 

1 Mayo, quoted in Fort,mt, "The Fruitful Errors of Elton Mayo", November 1946, Vol. XXXIV, 
No. 5, p. 41. 

1 Tlie Proper Study of Mat1kind, 1948, New York, Harper Brothers, p. 89. 
1 Chapter IV, passim. 
• Tltt Social Problems of a11 llldustrial Civilization, p. 9. 
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grown up to aid the social casualties. But often the therapist can only 
wonder whether "there is any longer a social order to which the 
patient may adjust".1 Neglecting its social environment, industry fails 
to provide the satisfaction of several important human needs. And the 
environment, deprived of the full benefits of its economic resources, 
does not add up to a community and cannot provide lasting activity 
of a kind to bind men together. 

The assumption that spontaneous co-operation maintains itself is 
in fact the precise opposite of that found by anthropologists­
constant "rediscoverers of the normal"-in primitive communities, 
and by historians in earlier Western society. Spontaneous co-operation 
never maintains itself. It has always to be supported by generally 
accepted routines and institutions. 

"Then a whole village, young men and old, freemen and villeins, was called out 
to reap the lord's corn and was rewarded by a dinner given by the lord. But in a 
modern factory, work and pleasurable social life arc conceived to be two different 
things. There is a proper time to go to the factory to work, not to enjoy the society 
of their fellows. Sometimes they arc not even allowed to talk. Conviviality is for 
after hours." 2 

"The primitive leader assumes that if he maintains the discipline imposed by 
tradition there will be few economic problems. Today we make the contrary 
assumption. We assume that ifwe understand intelligently the conditions necessary 
for the getting of raw materials and the technical production and distribution of 
goods, we need to give but little attention to the problems involved in collaborative 
effort; that is, the human problems of effective and meaningful association at work 
will take care of themselves." 3 

Because of our failure to recognize this, as Roetblisberger says, "we 
have the goods but the natives have the morale". And he could have 
added that we do not produce nearly as much wealth as we might, and 
waste much of what we have. He goes on: "However, it is much 
easier to see the absurdity of primitive belief than to see the absurdity 
of our own. It seems obvious to our logical ways of thinking that no 
ritualistic performance of certain ceremonials can bring forth the rain 
that is necessary for the successful growing of crops. It is less obvious 
that the application of science to agriculture does not in itself provide 
the basis for meaningful human association at work." 4 

Can this be changed? Is rapid technological change and increasing 
wealth compatible with full community satisfactions? Can factories, 
offices and shops, the only places aside from the homes where people 
gather frequently and regularly for purposeful activity, avoid destroying 
the sense of belonging and help new communities to grow? 

Some think not. Mr. T. S. Eliot concludes that it is essential to any 
endurable culture that "the great majority of humans go on living in 
1 J. S. Plant, quoted by Mayo, Tlie H11111a11 Problems of a11 Industrial Civilizatio11, p. 135. 
1 Homans, op. cit., p. 348. 
• Roethlisberger, F. J., Ma11age1•ie11t a11d Morale, 1942, Cambridge, Massachusetts University Press, 

p. 53. 
• Rocthlisbcrger, op. cit., p. 66. 
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• h" h they were born", and that regional loyalti~s must be 
tfihe dplacedm w ic ·n order to provide vital "friction between its parts". 

xe an strong 1 . • • d" • f 
S fi ms Eliot's Judgment: "Fixity of tra 1uon, o custom, 

antayana con r . . h • 1·fi d 
f 1 · rhaps a pre-requJS1te to complete armony m I e an 

o anguage 1s pe • l h"I h d d • • d v · t • these matters 1s a esson to the p i osop er an nves mm. ane ym . h 
h• • t th old arms of reason; but it confuses the poet and t e 

1m 1n o e c ., 1 Th • f G Id 
Sa.nt d bi"tters society. e expenence o ermany wou seem 

I ' an em fli f d • h h b" d to bear out this view. Thee ect o ras~ic c an~e t e~e. so em ittere 
society as to lead it, in Mr. ~alter L1ppm~nn .. s stnkmg phrase, to 
"welcome manacles to prevent its ha_nd shakmg . . . 

Others are more hopeful. They pomt to ~he sense of belo_ngmg still 
in evidence in many places, and to the capacity for co-operation shown 
suddenly in the war-time towns and factories and on the battlefields. 
They take heart from th_e fact that th~ healthy growth o_freal commu~i­
ties, like their decline, 1s a cumulative process; that, m the one as m 
the other, one step leads to another. 

Two very recent examples of the sense of belonging under extreme conditions 
must suffice. In a U.S. Army Medical Department report, Major Raymond Sobel 
analyses the final crack-ups of 50 seasoned men who had outlasted most of their 
fellow soldiers through battle after battle before breaking. There the question was 
not, "why did they break?", but "why did they continue to endure?" Of the final 
five cushions against breaking, "distant ideals" was the first, "hatred of the enemy" 
the second, faith in making just the next hill the third, and pride the fourth. The 
fifth, the ultimate strength of these men, the last and greatest source of mental 
and nervous integrity in the fac~ o_f terrifi~ danger, was "loyalty to the group". 

An Estonian refugee gave !his 1mprcss1~n of what it meant to regain one's 
personality through membership of an effective group: "For months we wandered. 
I lost all sense of being a person. • • • And then suddenly we were in one of the 
army's assembly centres and you asked my husband to direct the education of 
~he ca~p and me to run the sewing-room, and kindergartens, and schools sprang 
into being and Sunday concerts, and we were all personalities again." 2 

Can_ ~od~rn industry w!th its r~petitive processes, rapid changes, 
specialization and large size, provide community satisfactions and be 
well integrated with its social environment to form a balanced a real 
comm~nity?_ One thin~ w~ c~n say for ~ertain. If spontane~us co­
operation did not mamtam itself even m much simpler societies, 
certainly collaboration in an industrial society cannot be left to chance.3 

:Where factories, shops and offices are the typical meeting ground, it is 
m them that people look for community satisfactions. This study is 
focused on them in the search for ways in which men may there find 
"a ~~a~ing to existe~ce short of I_e~gue with the devil", and may earn 
their hvmg by producmg commod1tJes as members ofreal comm unities. 

• Pnso11s and Places, 1944, New York, Charles Scribner, p. 103. 
1 Quoted by Francesca Wilson in a broadcast talk on "The Great Humanitarian Effort", reprinted 

in the Liste11er, 10 Augwt 1950, p. 139. 
1 Mayo, The Social Problems of an Industrial Civilizatio11, p. 9. 
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SUMMARY 

The purpose of this chapter has been to describe in detail the disruption 
of community life which so often characterizes modern industrial 
civilization. Subsequent chapters will suggest methods by which some 
work-places have either helped to prevent disruption of the communities 
in which they were located, or have helped new communities to grow. 
Industry cannot do the job alone; it must work in co-operation with 
trades unions and other institutions. We shall merely try to describe 
industry's part in this total effort. 

Men require two things, not one, for the full life as we conceive ofit 
today; (1) commodities and (2) communities. In the emphasis on 
producing the commodities, we have forgotten that it also requires 
thought and effort to make communities. It may have been true once 
that healthy communities just grew-although evidence casts doubt 
on the suggestion-certainly it is not true now. The task of every 
society, then, is two fold: to produce commodities and to develop 
communities. Wherever it springs up, industry becomes a major 
institution and the most common meeting place of people, and there­
fore it must assume a large share of the two fold task. 

This is a point of particular urgency to industrializing communities. 
By studying the experiences described in the present volume, and 
others, they may learn how to avoid serious mistakes that make indus­
try destructive of communities however productive it may be of 
commodities. 
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II. TWELVE EUROPEAN STUDIES 

:e-,t·a· _The object of the ( industrial) undertaking is the achievement of a 
111 comm d . find th I on a vantage . ... In attachment to their commumty, men 
emse vesfree . ... " 

Belgian Study 

Twelve stud· . 
volume t ~es Were carried out during 1950 for inclusion in this 
Britain,' 1;~ m each of six European countries (Belgium, France, Gr:at 
carrying Y, Swede~ and Switzerland). The persons entrusted with 
which we~:~.tte stud1~s were asked to choose organizations for s~ll:dy 
symptoms 0t aracte~ed not only by lack of conflict, but by po~:tive 
the event th adaI?tation to both the internal and external needs . In 
in size-fro~ studies relate to organizations diverse in many respects: 
textile and che20? to s,ooo workers; in the nature of the work-metal, 
store· in a mical factories as well as a coal-mine and a department 
of o~ly a !e-on~ firm had a history of over 100 years, another, one 
towns as w:.~era~ion; in the surroundings-medium-sized and large 
employed m . ai5 10 remote villages; in the type of staff-some firms 

Broadly s am ~ men; others, women; etc. 
Which help pdeaking, the 12 studies fall into two groups: organizations 

e to ma· t • • • • th and develo m am a commumty-contnbuted to the grow 
organizatioPment_ of a sense of community already in existence-and 
community ns 1~'7hich played a leading role in the creation of a sense ?f 
the first grow ere none had existed. There are seven organizations in 

~ and five in the second, as follows: 
Cou111,y 

Community maintained Community fostered ----Belgium ----------------------
Metal Works of 

L. Bakaert. 

France 

Great Britain 
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Chemical Works of 
Solvay & Co. 

Textile Finishing 
Works of Shaeffer. 

Burncoal Colliery. 

Electrical Equipment Works of 
Telemecanique Electrique. 

Sock Manufacturing Company. 



Co1111try 

Italy 

Sweden 

Switzerland 

Co1111111111ity maintained 

Office Machinery 
Works ofC. Olivetti, 
Ltd. 

Machine Tools Co. 
Ziirich Department 
Store. 

Comm11nity fostered 

Artificial Fibres Works of Cica 
Viscosa. 

Metal Engineering Co. 
Textile Manufacturing Co. 

The first group of companies may be thought of as helping to prevent 
the social disintegration represented by the case of Yankee City in 
Chapter I, the second as filling the kind of social or community gap 
represented by the Southern California case in Chapter I. 

1. COMMUNITY MAINTAINED 

The group of seven organizations which helped to maintain communi­
ties can be usefully divided into two sub-groups: the first comprises 
four organizations which helped to maintain a generally stable 
community; the second, three organizations which relied on the stable 
elements of a generally disintegrating community. 

FOUR ORGANIZATIONS WHICH HELPED TO MAINTAIN STABLE COMMUNITIES 

2 3 4 5 6 7 
Age of Size of Size of Trade Union Strength of 

Co1111try Type of 111ork organization organization community membership administratiw 
structure 

years numbers nwnbtrs of 
employed populatiori % of4 % of4 

Belgium Metal 
Manuf. 70 1,130 8,500 65 11 

France Textile 
Finishing 62 600 2,000 01 13 

Italy Office 
Machinery 
Manuf. 42 5,000 8,700 2 Not known 16 

Switzerland Machine 
Tool 
Manuf. 83 1,025 2,900 29 23 

1 The staff belong to a Staff Association. 
Commune; the population of the town is approximately 8,700 and of the whole district approxi-
mately 162,000. 
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The communities in which these factories are situated have many 
aspects in common. Even the Office Machinery Manufacturing 
Company, which draws a considerable proportion of its staff fro~ 
afar-its bus service alone transports 500 workers every day-is 
surrounded by a stable, diversified community. 

The integration of the small community is well described in the 
Swiss study: 

"The village has 2,900 inhabitants, most of whom are Protestants ... the factory 
employs over 1,000 persons; even if one takes into account workers ~hC? come 
from neighbouring villages, it will immediately be realized that, directly or 
indirectly, the whole village lives on the work of the undertaking. This fact is 
important, for it means that the community within the undertaking is at one with 
the community to which the workers belong when they leave the factory. The 
workshop comrade is also the neighbour whom one meets during one's leisure 
hours, in the street, at the cafc, or at any of the local societies. One belongs to 
the same religious community, to the same military unit; many links are thus added 
to those, more fragile perhaps, which come into being through association at work." 

Many of the workers at the Belgian and Italian factories supplement 
their industrial earnings by other gainful occupations, such as farming 
or running a retail business. For this they usually enlist the help of 
their families. 

". • • the peasant who tills a few fields-holdings are small in Flanders-adds to 
the revenue from his fields his salary as a factory worker. The factory worker does 
not want to be outdone, and adds to his salary earnings derived from a retail shop 
or ~ business with several hundred head of poultry. The visitor will see that a 
business or some form of agricultural activity is connected with every house, this 
being facilitated by the many children which one finds in every family. This 
explains the large number of small concerns, textile and other, employing from 
6 to 100 persons, which arc to be found in the neighbourhood. 

"The money thus acquired is used to improve the standard of living. Before 
1914, two-storey houses were rare. Today, one can count those which have only 
a ground floor. The villages have an air of well-being; new, bright, red-tiled roofs 
show that the owners do not wait until it is too late to repair, improve or preserve. 
At 2:wevegem, the homes are almost luxurious, the shops well stocked. In this 
locahty, which might be thought to be isolated, we saw a shop window in which 
were exhibited six of the latest model American washing machines. And they 
find buyers." (Belgium) 

"Almost every farming family here has a property, which it cultivates first of 
all for its own support and then to supply vegetables and other crops for commerce. 
Many of these farmers work in the factories in the towns, whilst their wives and 
other members of their family take care of the farmwork. When their factory 
work is over they devote all their spare hours to the work of their fields ... , 
Textile and mechanical factories are the most important here: they occupy large 
and modern premises and employ a large number of people. There are also many 
small industries and laboratories of skilled artisans, who supply almost all the 
objects necessary for domestic life and daily work, so that it is not rare to hear 
people talk about the possibility of complete economical self-sufficiency of the 
Cavanese, or hear them talk of the Cavanese as of a small, natural community." 

(Italy) 

The Belgian study sums up the main characteristics of the people in 
the factory like this: 



"These men are not uprooted, floating beings. They remain attached to their 
family, their community, their native land. And it is thanks to this attachment 
that they feel themselves free .... " 

The Growth of Industry 

The organizations are all, except one, family businesses which have 
grown from small beginnings to their present size in the same localities. 
The Belgian study describes the process as follows: 

"Its origin is quite simple. The business was founded by Mr. Bekaert in his native 
village of Zwevegem, where he ran an ironmongery. Its beginnings were modest: 
for a number of years, the firm's clientele was only regional. Thanks to the spirit 
of enterprise and to the energy of its founder, it soon began to acquire a certain 
importance. After his death, it was transferred to his children. His two sons both 
took an active interest in it. One of them, who has since died, devoted himself more 
particularly to production; the other, M. Leon Antoine Bekaert, the present 
manager, doctor of law, had turned towards external problems. He now owns 
the business in partnership with his three sisters and his brother's family. His 
brothers-in-Jaw and his son-in-Jaw are also interested in it." 

The French factory was built in 1820 and housed a paper-making 
plant and then a spinning and weaving business before becoming a 
concern _for textile bleaching, dyeing and printing. The Swiss factory, 
started m 1867, employed only 20 persons by 1873. The original 
workers were mainly established craftsmen whose place of work 
changed-and initially changed not so very much-from the small 
shop at home to the bigger workshop. Modernization of work premises 
had been effected gradually and was continuing. 

Care has been taken to respect the habits of the community-in 
Switzerland, for instance, where married women are not employed as 
a rule, none are employed in the factory. Again: 

" ... the canteen is used mostly by workers from neighbouring villages who 
wish to avoid the additional fatigue of journeys to and from their home. All 
attempts to introduce an uninterrupted working day have failed in the face of 
the workers' determination to go home for their mid-day meal." 

The Italian firm provides special bus services between noon and two 
o'clock in the afternoon to enable workers who wish to get home for 
their meal, to do so. 

Recruiting, like promotion and ownership, has been to a large extent 
automatic: successive generations of workers have filled the jobs. The 
Belgian study, for example, records that: 

"Many sons and grandsons of workers are to be found in the factory, because, 
usually, when leaving school, one goes into Bekaert's. The staff includes whole 
families. There are the six brothers Gabey, the nine Beunens brothers and brothers­
in-law; all have many children. There are about 15 Vande Kerchoves, all brothers, 
uncles, nephews or cousins. They are real tribes who feel themselves to be strong, 
and in which the elders advise and discipline the young." 
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When recruiting additional workers, the family background and local 
circumstances are taken into account. 

"The firm is exacting and, before engaging staff, seeks inform~tion about the 
family: are they sober and industrious? does the mother or wife manage her 
household well'? does she educate her children'? how do the parents behave'? 

"The aim is to recruit young workers. When they can be taken on at the age 
of 15 or 16, they can be trained in the spirit of the factory, and they frequently 
remain there all their life. If they are not recruited when young, they often go 
into the textile industry, that is to say, in the factories of the Roubaix-Tourco!ng 
area {North of France) ... the daily crossing of the frontier creates a smuggling 
mentality, encourages traffic in cigarettes, alcohol, perfumes, etc., and foster~ the 
taste for illicit gain. The morality of the workers is thereby affected." {Belgium) 

The Swiss factory "arranges occasional meetings with the parents of the apprentices, 
to exchange impressions about the results of the apprenticeship, and to discuss 
with them the manner in which the youths should be guided, not only at the 
factory, but in their own homes". 

It is thus an achievement to belong to the factory, and workers leave 
rarely except to go into family businesses of their own or to leave the 
locality. This is most strikingly shown in the Swiss study: the factory 
has: 

"Sev~nty i_,ersons with over 40 years' service; 180 persons with between 30 and 40 
years service; 250 persons with between 20 and 30 years' service. In all, there are 
about 500 persons with more than 20 years' service, that is about 50 per cent 

. of the total staff. 
"Living in a valley where generation after generation has worked in the factory, 

the worker. knows the heads, he knows what they have done in difficult times, 
he place~ his trust in them, knowing that everything which can be done is done 
automatically or can be obtained through the normal channel of the Staff 
Association within the undertaking." 

Internal Organization and Management 

The concerns have tended to remain "one-man" businesses with final 
resp?nsibility residing in the director who is also part-owner. In the 
Belgian, French and Swiss organizations, he has continued to exercise 
personal control over the affairs of his business and he relies largely 
on personal contact with all his staff. 
"Th • · ere 1~ no _board of directors, all decisions being taken by the head of the 
un~ertakmg himself on the basis of information placed before him by his principal 
assistant~. Th_e latter meet regularly every week in order to make a survey of the 
ge~eral s1tuat1on, and to co-ordinate their action." {Switzerlan~) 

~- 1:,eon A. Bekaert, takes final responsibility for all decisions. Today, as m 
earher limes, and despite the increased labour force he exercises direct control 
over the foremen. ' 

"He is_, of course, assisted by several colleagues, who share the technical, 
commercial, financial, administrative and welfare duties among them. This team 
is the principal element in the undertaking; it consists mainly of devoted men, 
most of them self-made, who started working in the business in their youth, who 
have become attached to it, and who have seen their position improve along with 
that of the firm." (Belgium) 

40 



The organization of the firm has tended to remain very flexible. 
Functions have not been divided into watertight compartments but 
have been to a large extent allocated by habitual practice developing 
into special skills. There were usually no organization charts. Co­
ordination tended to be effected by personal contact. The Belgian study 
described some of this routine contact as follows: 

"Every morning, the heads of departments open the mail together, so that every­
body is immediately informed about everything which concerns the business. 
Mr. Bekaert then discusses for about an hour current problems and activities. 
He himself deals with the purchase of machine wire (basic raw material) as he 
believes that-thanks to his personal connexions-he can secure the best terms. 

"Then, during the morning, the engineers and the foremen make their reports, 
under the chairmanship of the head of the technical department; here again, 
problems affecting two or three sections are solved in common." 

Immediate responsibility is delegated right down to the foremen and 
workers. Departmental managers tend to be held responsible for every­
thing that goes on in their departments, and similarly with foremen 
and workers. The philosophy_ behind this was well expressed by the 
head of the Swiss factory: 

" • • • if the chief wants the workers to trust him he must first of all trust them. 
If this implies a risk I have not hesitated to tak'e it and I have never regretted 
doing so." ' ' 

Part and parcel of this policy have been attempts, mentioned in the 
Swiss study: 

" ... to suppress the 'pin-pricks' which continually irritate workers, without any 
real justification. Such is the reason for the suppression of time-checks on entering 
and leaving, and for the drafting of new work rules, which include a minimum of 
prohibitions. Existing rules have also been investigated to see if it was really 
possible to respect them." 

The rules forbid the by-passing of immediate supervisors. Even where, 
as in the Belgian factory, the workers are organized in a national trade 
union and have a works committee which meets every week, the head 
insists that workers and their representatives report in the first instance 
to their foremen. 

" ... no reports or requests submitted by the staff to the management, either 
individually or at meetings, or through their trade union representatives, arc ever 
considered without the engineer or the foreman concerned having been previously 
consulted and given the opportunity of expressing his opinion .... The strict 
application of this rule avoids many difficulties." 

In the Swiss factory the immediate superior is responsible even for 
dismissals; the director, who is mainly responsible for personnel 
matters, does not possess the right to interfere. In the Belgian firm the 
social welfare department is under the charge of the head of one of 
the commercial sections. 
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Th is continual stress on the responsibility of the workers, 
II et~e ly and individually. It has been generally left open to them 

co ec ive d • h I . fi I d 
h th Or not to join a tra e umon. T e Be g1an rm 1as encourage 

w e er . "II . h t do so; and when they were asked by their 1e ow umons to 
\;m ao nation-wide strike in 1948, the director encouraged them to 
~k~e part, since the conflict, ~s he put_ it,. was b~yond the fi:m. 

I both the Belgian and Swiss factones mcreasmg emphasis has been 
pla~ed on the work of responsible teams or groups of workers. The 
Belgian factory ceased to recruit foremen in the 192o's and transferred 
immediate responsibility to "brigadiers" or group leaders of between 
20 and 30 men. The Swiss firm has been experimenting successfully 
with a form of profit-sharing with groups of workers. The chairman 
of the work's committee spoke about it in the following terms: 

"The introduction of common agreements in the work carried out by groups has 
brought about remarkable results. Instead of working merely for himself, without 
any thought of his neighbour, the workers co-operating in a group help one 
another they are all responsible together for the group's output, which has 
increas:d, and work on the basis of association has altered the spirit of the teams, 
where work is now carried out with visible interest and satisfaction." 

Briefly, the scheme is a particular application of the principle of 
autonomous teams favoured by Hyacinthe Dubreuil. For instance, the 
trimmers of all varnished parts and all the staff employed on painting 
are paid a group share of the profits, no individual receiving an hourly 
or daily wage. An agreement between the group and the firm covers 
such matters as the appointing of a representative of the community 
(i.e. group), preparation of work, transport of heavy parts. The group 
profits are allotted to individuals in the group by a points system. An 
!mprovement in work methods suggested by a member of the group, 
if accepted and applied, is the full property of the team during the first 
three months. After that, 50 per cent of the gain remains the property 
of the gro~p, and the other 50 per cent is used to reduce the cost price 
of th~ articles produced. If an improvement is introduced by the 
techmcal_ departme~ts or by the management, the time gained is applied 
to reducmg the pnce, with the proviso that it is not to decrease the 
earning of the workers. 

The Belgian, Italian and Swiss organizations share profits with their 
employees. In the Belgian and Swiss firms there is no general scheme 
and the habitual sharing is regarded wholly as a sign of appreciation 
fron:i the head of the firm. In I 949 every employee of the Swiss factory 
received a month's salary in this way when the shareholders received 
their dividends. Before that date it had become customary for the head 
of the undertaking to call a meeting of the staff's representatives, to­
gether with the executives, and to report on the results of the year's 
trading before issuing a report to the shareholders. 

Every year, workers' jubilees are celebrated and their long services 
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usually rewarded by the firm at gatherings presided over by the head 
of the undertaking. The director of the French factory uses anniversaries 
as important occasions on which to make contact with his workers. 

·"He receives individually every day two or three workers or members of staff 
on the anniversary of their joining the firm, hands them a gift on behalf of the 
management, discusses their work with them, and tries to ascertain whether they 
are satisfied. This personal contact between the management and the lower grades 
has, apparently, a good influence and sometimes makes it possible to suggest to 
the immediate superior of the person questioned, measures destined to improve 
human relations." 

Welfare 

The most striking feature of the extensive welfare arrangements made 
by the four firms is their attempt to help the workers and the community 
generally to meet needs outside the factory. The most comprehensive 
provision has been made by the Italian firm. The arrangements cover 
not merely 5,000 employees but also their 10,000 dependents, and 
some facilities, e.g. the library, are available to people introduced by 
an employee. 

Workers' wives come long distances to visit the factory medical service and to 
the infants' school, and the factory welfare services are generally well patronized. 
The following table will give some idea of the firms' medical services in 1949: 

Examinations of dependents at the surgery or at home 
Injections. 
Treatments for wounds, etc. 
Physiotherapy treatments 
X-ray examinations. 
Laboratory analyses 
Dental treatments 

Total 

17,300 
56,600 
12,305 
7,269 
2,700 

843 
13,525 

110,542 

Help with housing plays an important part. The managem~nt of the 
Belgian factory conducted a special enquiry into the living conditions 
of the staff and thereupon negotiated mortgages for needy employees, 
and supplemented them from its own resources. It has been careful, 
however, not to give the impression of wishing to limit the freedom 
of the workers. 

"The firm formally recognizes that there is no obligation placed upon the worker 
to continue his service with the undertaking. Even if he leaves, the conditions of 
the loan do not undergo any change. In this way his freedom remains intact. 
Of course, if the worker leaves, the firm no longer helps him in the payment of 
his annual charges." 
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The scheme of the Swiss firm is unusual in that the houses are erected 
at the request of those who are going to live there; they choose 
architects themselves and take part in the planning. 

Firms in small stable communities have not established clubs and 
services of their own but rather have supported and supplemented 
community efforts. The following is an extract from the Swiss study: 

" ... the undertaking has been content to give either occasional or permanent 
support to any efforts due to individual initiative. . . . It has, for instanc~, 
subsidized the building of two tennis courts, assisted in the building of a mountain 
chalet for the ski-club, provided uniforms for the musicians of the local band, 
and so on. In the cultural sphere, it supports an association whose object is to 
enable the people in the area, which is at a great distance from any of the large 
centres, to hear great artists and speakers, and to watch the acting of well-known 
theatrical companies. In a locality which seems completely lost and isolated to 
those who do not know it well, an astonishing current of artistic interest has 
thus been created, and men of modest background arc able to enjoy the most 
varied cultural performances." 

Participation in the Community 

The organizations have endeavoured not merely to fit in with, but also 
to take a leading part in, community affairs and, conversely, have 
encouraged the community to share the life of the firm. Thus the Swiss 
factory regularly organizes tours of the plant for the benefit of the 
workers' families. The descendants of the founder of the Belgian 
orga~ation have continued to reside on the spot, despite the 
expansion of the undertaking and its growing interests elsewhere. They 
~hus pr~serve the closest contact with the community from which t_he 
ente~pnse sprang. The present owner-director is mayor of the township, 
as his father was before him. 

"They have _lived on the spot, a middle-class, simple life, without ostentati?n• 
and always m the forefront when it was a question of serving the community. 
They have helped their fellow citizens who have wished to undertake for themselves 
some ~or1;1 of industrial activity, and, for example, have advanced funds to certain 
factories in the area. Their financial independence has often enabled them to help 
the community." 

The local council of the community in which the French factory is 
situated is composed to a great extent of members of the factory staff. 

The Italian firm worked out plans with the civic authorities to 
reduce the heavy unemployment·in the locality towards the end of the 
last war and since. The firm itself had been forced to keep on its books 
hundreds of employees for whom there was no work at the time, 
spreading what work there was over a 28-hour week. Schemes were 
therefore worked out to send some unemployed to courses of re­
training and put others into building yards. In this way unemployment 
in the firm was greatly reduced within six months. During the following 
six months, work was planned in the firm for several hundred outside 
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unemployed. By 1950 it had been possible in this way to find work for 
some 700, of whom only one-half were previous employees of the 
company. 

Adaptation 

While maintaining such strong local attachment, these four firms have 
grown, at times very rapidly, and have kept in the forefront of technical 
and commercial change. This applies not only to the ultra-modern 
Italian factory employing 5,000 people and enjoying a world-wide 
reputation. The Belgian and Swiss concerns are centres of wide-spread 
organizations. The Belgian works grew from an enterprise employing 
250 persons in 1914 to one employing 900 in 1939 and 1,650 in 1950, 
and acquired in the process a factory near Brussels for the manufacture 
of spring mattresses, a steel wire works, and interests in similar 
businesses elsewhere in Belgium as well as in France and England. The 
Swiss concern also owns a small factory in Switzerland which makes 
complementary products and employs about 90 workers, a factory in 
France employing 700 persons, another in Italy with 70 workers, and 
a large network of commercial companies responsible for the distribu­
tion of the company's products in all the world markets. 

The director of the Belgian firm occupies leading positions in industry. 
He is the head of the federation of metallurgical firms ( Federation des 
entreprises de l'industrie des fabrications metalliques-Fabrimetal) 
and also president of the association of Belgian Catholic business 
heads ( Association des patrons catholiques de Belgique); he has played 
a leading role in many international trade negotiations. 

Many innovations have been introduced, ranging from the routine 
use of psychotechnical tests, at least for the higher positions, in all four 
firms, to complicated machinery and substantial administrative re­
organization. The rate of change has been high, but no higher than the 
factory and community could accept, and it has been achieved with a 
maximum amount of continuity and a minimum amount of dislocation. 
One instance described in the Belgian study will sufficiently illustrate 
this important point: 

"Until about 1930, the undertaking did not employ any engineers.The part played 
by the foremen was all important, each foreman having to manage a relatively 
important group of workers. 

"The need to keep the business up to date in the technical field, in particular 
with regard to plant and to methods of steel processing, brought about the 
introduction of engineers. This caused some trouble with the foremen. They are 
rather proud of their prerogatives, and have remained attached to the older 
conception which is well expressed by the Fiemish word Ondeermeester (the master's 
deputy). They are considered as employees and paid monthly. Much diplomacy 
was required to make them understand that the introduction and maintenance of 
new machinery necessitated the presence of persons with such special knowledge 
as they themselves had not been able to acquire. 

"The introduction of engineers-who also are recruited quite young-is carried 
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out as opportunities occur. On the other hand, no new foremen are being appointed, 
but only brigadiers (team leaders) whose authority is limited to smaller groups of 
25 to 30 persons. Of course, the authority of the older foremen has not been 
affected; a curious proof of the trust placed in them is the fact that the foremen 
alone have the factory keys, a privilege which the engineers do not enjoy. 

"The foremen's club, under the chairmanship of Mr. Bekaert, includes the 
engineers, who have on the average, four to five years' service." 

THREE ORGANIZATIONS WHICH DREW ON THE STABLE ELEMENTS OF 
DISINTEGRATING COMMUNITIES 

The division of the studies into groups is, like most divisions, an 
arbitrary one. In the previous group the organizations were not situated 
in wholly stable communities, just as the communities in which the 
next group are situated are not wholly disintegrated. No such com­
munities exist. But the adjectives "stable" and "disintegrating" point 
well enough to the two extremes of an imaginary scale, on which our 
first group would be placed nearer "stable", and the present group 
between the two. 

2 3 4 5 6 
Size of Size of 

Country Type of work 
Age of organization Trade U11ion administrative 

organization (number, 11iember1hip structure 
(year,) employed) % of4 ~~ of4 

Belgium Chemical Manuf. 87 950 
Britain Coal Mining 1,460 100 5 I 
Switzerland Retail Store 43 1,450 2 14 
1 1bis figure takes no account of the adntirilitrative structure above pit level; but would not be 

greatly affected if it did. 
1 The number of "auxiliary workers" varies seasonally from 260 in March to 700 in December. 

About 40 per cent of the total number employed work in Ziirich. 

The Stable Elements of Disintegrating Communities 

It is significant that the size of the communities of which these three 
organizations form a part is no longer clear. They all draw workers 
from one or more localities whose official size would bear little relation 
to the "real community" in which we are interested here. 

The Belgian and Swiss organizations are situated in densely 
populated areas numbering tens and hundreds of thousands of people. 
The studies describe the areas like this: 

"The business is established in the heart of the Walloon part of Belgium, in a 
very thickly populated industrial area. 

"The industrial basin of Charleroi underwent considerable expansion during the 
last century, when numerous metallurgical undertakings, glass and other factories 
were set up in the immediate neighbourhood of the coal mines. . . . Since the 
beginning of the twentieth century, and in particular, since power has been 



transported over great distances, the rate of development has declined. Some 
industries have been removed to regions with abundant reserves of man-power 
and with raw materials other than coal, or nearer the big centres of communication. 

"The industrial development of the area has other aspects. The process of 
industrialization has transformed the old villages into semi-urban factory and 
working class agglomerations; a considerable influx of labour from other parts 
has contributed to drown ancient customs and local traditions in a heterogeneous 
complex, in which material preoccupations have fatally emerged as the dominant 
factor. It has, on the whole, been possible to stabilize this influx of population, 
but there has nevertheless remained a floating fraction of uprooted persons, who 
have been ill-integrated and who constitute an ill-satisfied, unstable element." 

(Belgium) 
"In foreign eyes, Ztirich is not really a very large town. And yet . . . many 

citizens incline to think that the ideal size for Switzerland has already been 
exceeded, and that the city on the shores of the Limmat is gradually losing its 
regional characteristics, and is slowly becoming a motley amalgam, where the 
most varied types of men and women meet without really knowing one another 
struggling to make for themselves a place in the sun of the industrial and 
commercial capital. In contrast with the Machine Tools Company, there is here 
litt_le other community than that of the undertaking, if we except of course-and 
it 1s real-that which results from the civic instruction of our people and from 
their common love of their God, their country and its institutions." . 

(Switzerland) 

The ties between colliery and community have traditionally been 
strong. This is how the Scottish colliery study describes their signifi­
cance and how they are being lessened: 

"The community surrounding a colliery adjusts itself to the needs of the pit as 
transmitted to it mainly via the miners themselves. That is, it tends to support 
the customs and relations at work. In particular, miners' wives are well-known 
for the interest they take in, and the knowledge they acquire about, their husbands' 
activities and relationships at the pit; they have many anxieties unburdened on 
them and interpret them in common-sense terms· and with an eye on long-term 
relationships within and without the pit . . . it has for Jong been customary to 
make arrangements in miners' working hours to fit in with community duties and 
such events as weddings, funerals and club meetings. Welfare institute activities, 
union meetings, ambulance classes, dramatics, etc., have always played a large 
part in the miner's life. The manager of the local colliery has himself traditionally 
been a leader in many of these activities, and his duties as a village 'patriarch' 
are an essential part of his duties as manager. 

" ... Various unsettling factors have increased the movements of miners from 
one colliery to another or out of the industry altogether. Motor transport has 
broken down the physical isolation of mining communities. New employment 
offers new opportunities to sons and daughters. New housing, pithead baths and 
canteens and other factors have substantially changed the day's work and the 
status of miners' wives. Because their duties have lessened some have even taken 
on paid work, which further alters the relationship between them and their 
husbands. National trends have decreased the number of opportunities for 
responsible work in community affairs. The delegation of more authority to the 
national union has narrowed the scope of the local branches. Football and racing, 
the cinema, and visits to the city have to some extent replaced traditional activities. 
The homogeneity of the community itself has been disturbed by transfer of miners 
from redundant to developing areas, and by the recruiting of Poles, European 
volunteer workers and others to the industry. And some miners now live in 
hostels." 
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In contrast to most Scottish collieries, Burncoal Colliery was deliber­
ately set up to draw most of its workers from several mining villages 
situated some miles away and from a town of 16,000 inhabitants. The 
results have been disturbing in many respects: 

"Burncoal Colliery has been unusual from its beginning in that in addition to the 
men from the village it recruited men from a wide area. In June 1950, only 
20 per cent came from the colliery village itself; the rest came from other towns 
and villages. And these last were fairly well scattered, consisting of at least five 
distinct districts or groups of villages. It was partly because so many men travelled 
to the pit by bus that the owners of the colliery installed pithead baths on their 
own initiative and at their own expense about 20 years ago. (Normally baths 
were installed by the Miners Welfare Commission.) In the cosmopolitan atmosphere 
of such a colliery as Burncoal Colliery, the lack of social cohesion is often sorely 
felt, and it becomes necessary to attempt to counterbalance it in the work situation. 
The problem is particularly important at Burncoal because it is located in an 
exceptionally individualistic area, known both for its 'clannishness' and its highly 
developed social activities and for the tendency of miners there to 'kick up their 
heels' and go on strike at the slightest provocation. . . . . 

" • • . As a result (of the dispersion) the possibilities of trouble at Burncoal 
Colliery are multiplied several times-by as many times as there are other trouble 
spots from which men travelling daily to Burncoal Colliery can bring in the 
contagion ... several collieries in the county have been or will· be shut down 
?e~au~e they are no longer economic to operate, and this is anothe, source of 
rrntation." 

The Belgian, British and Swiss organizations have attempted to recruit 
their workers from the more settled sections of the changing communi­
tie~ which ~ave been described. They have been helped to do this by 
bemg established in the localities for considerable periods, by the kind 
of work they were offering, and by the implicit or explicit policy of 
engaging only "the best elements". 

"The _chemical industry-and consequently Solvay's factory-requires for the 
handhng and the maintenance of its machines a staff with a developed sense of 
resl?onsibility . . . offering continuous work day and night, on Sundays and 
holidays, and generally constant utilization' of productive capacity, Solvay's 
factory nece~sarily presents a fairly striking contrast to the other firms in the 
area (coal mmes, blast furnaces, steel presses, heavy engineering works, foundries) 
where economic conditions often necessitate the recruiting or dismissal of large 
numbers of workers, generally accompanied by fluctuations in wages. 

" • • • When one visits the families of members of Solvay's staff in the area, 
one invariably finds oneself in the homes of middle class people. The order which 
prevails in the 'front room' where one is received, the evidence of a certain 
~o~fort, the preoccupation with good behaviour, the pride with which one is 
mv1ted t? go round with the owner to see the garden-all this discloses a desire 
for consideration and the enjoyment of a certain standard of comfort, achieved 
by a daily effort, but also thanks to continuity of work and to great stability of 
employment. 

"Solvay's staff consists of people who do not change, either in their work or· 
in their habits of life. Without always realizing it, they appreciate and seek the 
security of tenure which gives them confidence in life and which suits their 
character. A vigorous house-wife, herself a living symbol of perfect stability, gave 
picturesque expression to her feeling when she assured us with great confidence 
that 'when one works at Solvay's, one's bread is baked'. And we did not have 



the impression that she would permit her husband or her son, both employed at 
the company's factory, to taste any other bread. 

"Most of the members of the staff own their own houses or are in the process 
of acquiring them; and the factory, as we have seen, encourages this settling down 
within a certain radius (10 kilometres). 

" .•. All this means that, in the area, the workers at Solvay's enjoy real 
consideration. Traders and neighbours say of a worker 'he is at Solvay's' in the 
same tone as they would say 'he is with the government' when they speak of a 
civil servant .... " (Belgium) 

The colliery manager "interviews job applicants, weighing each one up to 
determine whe_ther he will work we11 and fit in with his men"; family background 
and known friends are important factors. "A newcomer must be a strong man 
to go through the social initiation into mining in addition to getting used to the 
arduous p_hysical conditions. Wastage amongst new recruits is high, and in effect, 
by a weeding o~t process, a form of closed shop (in the social sense), is maintained 
amongst the miners. 

" ••• a new miner, even after 18 months of training and even after he has 
begun to work at the face (the job of mining), may still be referred to in the pit as 
'the trainee'. Old miners will swear that no man can acquire a safe 'pit sense' in 
less than five years and doubt that such a sense can be acquired by one who 
doesn·t begin his underground career before his twenties. Such examples reflect 
the strong sense of tradition and the age of the industry." (Britain) 

". • • In the not very distant past, the reputation of the large stores was quite 
deplorable. Although it was exaggerated, this opinion was based on some in­
disputable facts which were the inevitable consequences of the type of business 
and of the type of person employed. This is, generally speaking, no longer the 
case today, especially as regards our present example. In matters of loyalty, 
honesty and morality, the general management is inflexible, and every member of 
the staff knows that the slightest faltering is immediately and inescapably fo11owed 
by dismissal. The firm demands of its principals not only an exemplary behaviour 
at work, but it also expects them to set an example in their private life; it believes 
that it is indispensable that nothing should be able to affect the prestige wh!ch 
they should enjoy in the eyes of their staff, as we11 as in the eyes of the outside 
world, within the framework of the 'standing' of which the firm is so justly proud. 

"The Director-General told us: 'When I have to engage an employee, I never 
hesitate between a highly qualified technician and a man on whose spirit and 
character I can rely. One can teach the technique of a trade, one can rem~dy 
certain deficiencies in that respect, but one cannot avoid or prevent the evil wh1c? 
can result flom the introduction o( an element which is troublesome, because it 
cannot become integrated with the community'." (Switzerland) 

Top Management 

The Belgian and British organizations are parts of larger enterprises 
whose headquarters are elsewhere. The Scottish coalmine is one of 
about 1 ,ooo mines nationalized in 1947, with three or four levels of 
management, each responsible for a number of pits grouped on a 
geographical basis, between the colliery and the London headquarters. 
Both the manager of the Belgian chemical works under study and the 
Scottish colliery manager are responsible to a high degree for the 
affairs of their units, and the latter's responsibility is emphasized by 
obligations connected with safety which are placed on him by law. The 
Swiss retail store is headed by a director-general who is completely 
responsible for its operations. 
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The Swiss director and, even more, the colliery manager have come 
up "through the mill". The director-general, an engineer by profession, 
acquired his business experience in the store and was only 25 years 
of age when he was entrusted with his present position. The colliery 
manager started as a working miner-but elsewhere-and the relation­
ship between manager and men is decisively influenced by the similarity 
of their backgrounds. Both manager and men have learnt, lived and 
breathed mining all their lives, and little else. Even at social functions 
their chief topic of conversation is mining. 

"Coming up the hard way has brought with it the impression that a man cannot 
become a manager satisfactorily in the place of his birth, because people knew 
him there as a boy with all bis failings and because he is on too personal a footing 
with people who are afterwards to be under him. The other side of this card seems 
to be that the manager from outside is not completely accepted by the community, 
which adds an extra strain to what may be in any case a rather isolated position. 

"The manager (and the agent) of Burncoal Colliery, like most Scottish colliery 
managers, was once a working miner and, beginning at the age of 14, 
slowly worked his way up, by working at a colliery all day and studying at night, 
to the position of manager. This very similarity of backgrounds may explain 
why managers emphasize their status at the same time as they, often very con­
sciously, conform with the standards of the mining community. 

"All this, however, should not be construed as meaning that the relationship 
b~tween manager and men is strictly impersonal. It is surprising how many of 
his men the manager of Burncoal Colliery, for example, knows, and how well he 
knows them-in a colliery employing 1,400 men." (Britain) 

In the colliery the manager is the king-pin of an organization which 
has no more than 65 officials to supervise 1,400 men on three shifts in 
the very difficult conditions of British mining. He is a tireless officer 
with a great variety of activities. The following extract from the study 
will convey some idea of this: 

"He is like the captain of a ship in being ultimately and legally responsible for a 
large distinct unit which is constantly dependent on nature, and in his being 
alw~ys subject to call in emergency. As with the captain, his work is not limited 
!O eight ho_urs a day; many managers regularly return to the colliery for an hour 
!Il the evening to see how things are going-after having worked from 6.30 or 7 
!Il . the morning till 5 in the afternoon. He is like the captain in keeping in 
intimate touch with all the varied aspects of his unit: if he is not actual cook and 
bottle-washer, he knows the cook's job forwards and backwards. 

"He interviews job applicants, sizing each one up to determine whether he will 
work well and fit in with his men; hurries the men down the pit if they dawdle 
on the surface at 6.30 in the morning; takes charge in underground crises 
a~d supervises emergency repairs; ·forever keeps an eye out in his wanderings for 
mistakes, slackness, danger-signs, men off their jobs, development prospects; 
checks on the checking of his functional specialists; deals with the union delegate 
over rate and other grievances; negotiates new wage contracts for new coal faces 
or altered conditions; chairmans the joint consultative and other committees; 
spends most of a morning going through the wage books with a fine tooth comb 
(this provides him with many clues to wasted skills and unnecessary costs under­
ground and demands a detailed knowledge, as does the rest of his job, of the 
vast and complex underground workings, of the surface arrangements and of 
several hundred men). A detonator is missing; he must institute a thorough 
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search, lest it turn up in some householder's coal and explode. An assistant bath 
attendant is not needed full time; he is found some other work for two days a 
week on the surface. Overtime work is necessary in one part of the pit; the manager 
spends some time trying to find the most suitable people to offer this work to. 

"A boy comes in late in the morning: he has slept in, missed the day shift and 
wishes permission to make it up by working the back shift (2.30 p.m.). The manager 
must act carefully: he must beware of offending others. 'What's your name, lad?' 
he asks. 'Where do you live?' 'Who do you work for?' The manager sums up the 
case in his mind: it is a worthy boy; his father has been a good worker in the pit 
for years, and is liked and respected by his comrades: leniency in this case, he 
concludes, won't offend others or create any dangerous precedents. He sees, as 
he walks by, that the men in one part of the pit are getting careless about removing 
steel props before letting the roof fall; he makes some observations to one of the 
men over the situation. Five men arc coming to work in his pit from the other 
side of the country and will require some time to get accepted by his men; shall 
he separate them or shall be keep them together? He gives the matter considerable 
thought. One manager would break them up, on the grounds that they might 
make trouble as a group and would not get acquainted with his men if they stayed 
together. Another manager would keep them together, on the grounds that they 
might make trouble if separated, and would be lonely without their mates. 

"In some ways the manager of Burncoal Colliery is more of a key figure than 
the managing director or works director of a factory of comparable size. In a 
given day he may have contact with men from the level of picking boy up to 
area production manager or higher; he may deal with problems of all sizes and 
implications, planning new development work, problems involving sizeable capital 
outlays, ringing up the bus company to make sure the buses arc laid on to pick 
up men for Saturday (alternate Saturdays are worked, and the men have a claim 
to their pay if the bus does not call for them on schedule). 

"A single day's events may include early morning discussions in the officials' 
baths with his junior officials-at 7 a.m., so as to see the night shift officials going 
a_nd the day shift officials coming; a tour around part of the surface facilities to 
sign various report books and sec how things arc going; a talk with the agent, 
perhaps over breakfast; a tour underground; back to his desk in time for the 
stream of men waiting to sec him before they go underground on the backshift, 
or after they come up from the dayshift; this may include everything from dealing 
with an unruly boy, who has been making trouble, to receiving a deputation from 
the men. Interspersed all the time will be conferences with various officials whom 
he calls in or who come in about something; conferences with the agent, in person 
or by 'phone; miscellaneous 'phone calls, like the one to the bus company, etc. 
At available moments he may study his charts to consider development plans. 
At about 2 or 2.30 p.m. various area specialists and representatives of colliery 
equipment and machinery firms may drift in, and at 3 p.m. or so the under­
managers and ovcrmcn come in to discuss the day's problems and results; at times 
in the afternoon his office may resemble a small railway station, with groups of 
two or three chatting in various parts of the room whilst waiting to speak with 
the manager. Usually at about 5 or 5.30 p.m. a break comes, so he leaves while he 
can, usually dealing with one or two officials between office and car. 

"In addition, the manager of Burncoal Colliery must serve, usually as chairman, 
on several colliery committees-the joint consultative committee, the canteen 
committee, etc., and ad hoc committees-and he and the agent must perform many 
duties outside the colliery, e.g. calling on officials and men when they are sick or 
there is death in the family, acting as master of ceremonies at various social 
functions-even going to meetings of both political parties during an election 
campaign to show that he is willing to listen to both sides." 

The highest officials of the Belgian works and the Swiss store have the 
help of a bigger and more complex administrative structure. Their 
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activities are more concentrated on devising policy and general 
directives, leaving detailed work to lower officials. 

After careful consideration at the time of his appointment in 1928, 
the director-general of the Swiss store assumed the duties of central 
staff manager for the whole organization. Convinced of the extreme 
importance of the human factor in any undertaking, he has managed 
to combine these duties effectively by clarifying the firm's policy and 
then delegating the responsibility for carrying it out. 

"No one has ever been reprimanded for a decision taken 'in good faith' even if 
such a decision went against the established rules. This freedom of action, within 
the framework of wisely considered general principles has given everyone the 
opportunity of giving his full measure. It explains how the head of such an 
important undertaki~g ca~ find the_ time necessary to carry out the duties of staff 
manager. By delegating his authority to, and rendering responsible, those whom 
be trusts-within of course, clearly defined limits-the director-general is relieved 
of nearly all routine work, and can therefore devote every moment of his time 
to the maint?nance of a gen7ral state of 1?1ind which is the very condition of the 
success of his efforts ••• his contacts with the staff arc fairly limited. Seeming 
somewha_t distant to those who do not kn_ow_ him, he i~ certainly shy, and he makes 
~P for_ this shrncss by great coura~e: He •~ liked, but m a curious, and at the same 
time, mterestmg way • • , the spmt which he has created during the last fe 
years and which has spread throughout the whole undertaking has taken the 1 w 
of his personal contact." ' P ace 

The Lower Levels of Executive Management 

T_he . organizations are subdivided into ~epartm<:mts, divisions or 
d1stncts, each under the control of an official who 1s in most respe t 
regarded as a "small boss". Thus the Swiss organization has 6 bran~~ 
managers, 53 depa~tmental managers and 59 heads of service de t­
ments. In the Belgian works there are divisional heads for grou par f 
~rom I?O to 200 wo~kers. The colliery manager has 11 overmen ~:ih 
immediate)~ responsible i:o o~e of two under-managers for a "district". 

The Belgian study descnbes the standing and activities of the 
divisional head as follows: 

"The divisional head must get to know all his employees and must be informed 
about the principal circumstances of their lives. He is helped by his subordinates, 
engineers and foremen, as well as by the information supplied by the labour 
department. By taking an interest in everyone's fate, he endeavours to develop a 
feeling of trust on the part of h_is_ worke_rs, which brings them to explain t~eir 
troubles spontaneously. He participates m the engagement of staff and strives 
to make the new recruits familiar with the factory. When someone returns to work 
after an accident or a period of illness, the divisional head always calls the person 
concerned and has a conversation with him. This happens also on the occasion of 
any important family event. He himself pays the salaries of the engineers, employees 
and foremen under his orders. He also pays the salaries of his workers, when he 
has the necessary time .... It is he who, under the control of the director, applies 
any penalties (with the exception of dismissal); he also is in charge of bestowing 
the rewards and the distinctions granted by the undertaking. 

"These frequent contacts must tend to bring the worker to inform his chief 
directly of his worries and preoccupations .... 
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"The divisional head transmits to the director, or to the department concerned, 
all questions which go beyond his scope; he sees to it personally that a swift 
solution is arrived at, and brings it himself to the knowledge of the person 
concerned. 

"He is responsible for the safety, the hygiene and the cleanliness of his section. 
He presides over the divisional safety council." 

The nature and physical difficulties of mining over distances measured 
in terms of miles, and the small number of supervisory staff, make the 
c.:olliery manager peculiarly dependent on the quality of his officials 
and his relations with them. There exists among them a great interest 
in the work and a great sense of discipline and loyalty, which has some 
similarity to the traditions of the army. 

"E~en with his officials the manager's 'separateness', like a ship captain's, is 
noticeable. Though they spend a great deal of time together, there is still a careful 
awareness of this distinction-maintained bv, d.mnncst other things, the use of 
•~i~ter'. in addressing the manager. Other ~oc:ial dill"crences, too, maintain the 
~hstmct1on; for instance, different customs and ways of life, and different status 
m the community. But they are bound together by a great i1.terest in the work. 
The_ typical manager or the typical official works long hours and odd hours, and 
h~ hkes to talk about his work. He may complain, but he shows his loyalty to 
his job in many ways. Sitting in on the discussions which take place in the 
manager's office after the day shift is over and his officials have conferred with 
the officials for the next shift bathed and come to the manager to discuss the 
~ats problems, or listening to' the talks that take place in the officials' baths, one 
is impressed by the manager's and his officials' devotion to their j<"'Ls. One can 
see also that these discussions 'combine business with pleasure': the atmosphere, 
particularly in the discussions in the baths is relaxed and informal, and undoubtedly 
is_ looked forward to by all concerned-however sticky some of the problems and 
difficulties which are discussed. 

"The chats arc important in another way: they help to keep flexible and strong 
what must of necessity be flexible and strong relationships. Variations in conditions 
of work and the general physical nature of a pit, particularly its distance and 
remoteness, make it essential that officials be able to 'by-pass' one another without 
raising vexed problems of status and formality. . . . In pre-nationalization days 
at least, often a manager who had worked up good relationships with certain key 
officials would, when he transferred to another colliery, take with him a certain 
number of officials with whom he had developed strong working relationships. 

" ... The traditions of the industry in Scotland set certain patterns of inter­
action between manager and junior officials which might appear to some outsiders 
to be quite dictatorial, on the manager's part, and subservient on the junior 
officials part. The manager has no hesitation, for instance, in calling in an official 
and reprimanding him for such a slight deviation as letting a man off early .... 

"Yet the manager's manner in such a situation is that of man to man, not man 
to servant . . . a healthy sense of independence prevails amongst junior officials. 
An under-manager who regularly returned to his colliery after supper observed, 
however, that 'if the manager told me I had to come back in the evenings, I'd 
kick up a row'. His statement pretty well epitomized the paradoxical nature of 
authority and control." 

In all three organizations top management exercises some direct 
control over the dismissal of a worker. In the Swiss store the decision 
to dismiss a worker is left to departmental management, but requires 
the approval of the central staff department to be implemented. In the 
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Belgian and British organization the power rests normally with the 
manager. 

Below the heads of departments, divisions or districts in the 
hierarchy of executive management, there are lower officials such as 
forem~n, deputies, and principal sal_eswomen, who are in permanent 
?-nd direct contact with what the Swiss study calls "shock personnel", 
1.e., the sales staff who serve the customers direct. 

Technical Specialists 

Although executive managers i? all three organizations are h" hl 
qualified technically, they are assisted by full-time technical spe · ii~ t y 
Th bl f • t • . Cia IS S. ere are some pro ems o m egratmg technical specialists ·th h 
rest of the organization. Even at the colliery where technicals wi . 1~ e 
have been employed for many years, they are still not itecia ~ts 
accepted by officials and workers. a oget er 

"The technical specialists have not the status that line official h . 
that is: of course there are exceptions. Technical people are s ave-in general, 
daily meetings of pit officials, although engineering and ele nt a~ a rule at the 
often brought up for attention. The miner also being ace c t1ca methods arc 
relationship, it is more likely that the under-manager (or usf omcd to the line 
or an overman will give technical advice. The authoritaf ' 0 t~n,_ the manager) 
the advisory, relatively new." ive re ationship is old; 

(Britain) 

At the Belgian works, ~xperience of management is r 
essential part of the trammg of young engineers Th egarded as an 
given responsibilities in the field of human relaf· ey are therefore 
enter the works, which m~ke it easier for them t 1~n-~das soo~ as they 
relations with other officials and with the wo i ui up satisfactory 
first evidence of their social qualities and t~ _ers, a?d Provides the 
cising authority. eir aptitude for exer-

"The young engineer acts as the assistant of the h" f ... 
certain time and in that capacity ... he should bee i~e divi~1.0 na\ engineer for a 
well as things. The safety and the well-being of th ~position ~o study men as 
the object of his constant care. He must talk 1 ~hsta should, in particular, be 
of knowing the position of each individual. h. 0 c v.:orkcrs ai:id make a point 
facilitate relations between them and the divlsio1~af ~~a~~,,t0 advise them, arid to 

The ~anagcr ~f Burnc~al ~ollicry uses two technical specialists in a 
capacity_ ~f wl11ch no hint 1s conveyed by their titles-safety officer 
and trarnrng officer: many of their activities are akin to those of 
personal assistants. 

"These men have as their office a room connecting with the manager's office, and 
he has a buzzer by which to summon them. Many of their duties are in the nature 
of staff assistants to the manager; the safety officer in particular, a considerably 
younger man than the manager and a counterpoise to him in personality, acts as 
a close aide, accompanying the manager on his underground trips, etc." 
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The Personnel Function 

In all three organizations some staff are wholly engaged on matters of 
personnel. But at least at top level, and sometimes at lower levels also, 
staff management and technical management are combined in the same 
person. The Scottish colliery manager has only one specialist, the 
training officer, to help him full-time on problems of staff, and he is a 
recent innovation-which means, as will be seen in the section on 
adaptation, that he is still in the process of finding his place in the 
colliery. Though the officials' duties are to a great extent laid down by 
law, the manager takes a very close interest in the way they are carried 
out. In some staff matters the training officer is the right hand of the 
manager; for instance he carries out a preliminary interview of 
applicants. We have already noted that the director-general of the 
Swiss retail store is also head of the staff department for the whole 
firm including its eight branches. In all but the largest branches the 
branch manager similarly attends also to duties which would elsewhere 
be performed by a staff manager. This is so although the creation of 
the staff department dates back some 20 years and although the 
department now employs 20 persons, including six training officers and 
a welfare officer. 

The position in the Belgian factory is similar. The central staff 
de~a~tment at headquarters is advisory only, working out general 
policies which are expected to be flexible in application at the various 
factories; its functions are primarily research and co-ordination. It 
has four sections: "a secretariat, in charge of the administration of the 
staff, of social research, and of documentation; a labour section, in 
charge of questions relating to work; a social welfare department, 
whose job is to study and to suggest measures to improve the lot of 
the staff outside their work; and a medical section, which operates in 
liaison with one or other of the three major sections, but more especially 
with the social welfare and labour sections". 

These four sections are found also in the factory but they are not 
combined in a central department. Instead they are separately attached 
to various sections of executive management and co-ordinated by the 
factory manager. 

"The labour department is under the authority of the chief engineer, who combines 
them with his technical duties concerned with production. As regards the staff, 
he is especially concerned with everything which relates to men at work. 
. "Everything relating to the worker as an individual (pensions, family allowances, 
msurance, etc.) is the administrative responsibility of the secretariat, whereas 
assistance to workers or their families comes within the province of the social 
welfare department or of the medical department. 

"The scope of the chief engineer's activities comprises the following matters: 
(a) Qualifications and salary. (b) Adaptation (psychotechnical tests, medical 
examination at the preventive health centre, etc.). (c) Safety, hygiene, improvement 
of wo~king premises, fire prevention. (d) Planning of work. (e) Training of 
executives. (f) Special technical research (concerning salaries, for instance). 
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"The labour department deals with recruiting, preliminary interviews, general 
examinations and psychotechnical tests. It submits the data collected to the heads 
of the various production departments who, in possession of the necessary 
information, can carry out tests concerned with professional qualifications, and are 
then in a position to decide with full knowledge of the case." (Belgium) 

In the Swiss store, executive management is also associated with the 
recruitment and training of staff. Bearing in mind the requirements, 
the staff manager sifts the applicants on the basis of an elaborate 
questionnaire and an hour's interview in which he fries to get a "clear 
idea of the candidate's conceptions in matters concerning human 
relations, working with others, hierarchy, discipline, etc.". Some 
applicants are eliminated at this stage. 

"The others are then called for a second interview, at which the candidate's future 
chief is usually present. The second interview is more particularly devoted to a 
~iscussion of technical and professional problems. From another point of view, 
1t means that the responsible chief is enabled ... to participate in the final choice. 
Having thus been asked to take part, the latter will not later be able simply to 
place the responsibility on a third person ir the results secured arc not those which 
had been hoped for. 

"The methods of training are adapted as closely as possible to actual conditions 
in a department or in a group of selected departments. They are based on close 
co-operation between the departmental head and the monitor in charge of training. 
Arrangements are made for the monitors to be systematically informed of anything 
which may be directly or indirectly concerned with the firm's policy and with the 
techniques applied." 

The Swiss study goes on to stress the importance of small personal 
gestures of friendliness on the part of management. 

" ••• constant attention is devoted to small gestures which can be carried ~,ut 
throughout the year, and which provide the employee with proof of the interest 
which is taken in him as an individual. Thus the management congratulates 
employees on their birthday, sends a personal letter to members of the staff who 
are sick, or provides them with some little luxury, etc. We have seen to what 
extent such small tokens of friendliness impress employees, more so even than 
important measures of staff welfare." 

The Workers' Responsibility 

All three organizations emphasize the responsibility of the individual 
worker. Hence the great stress on the importance of careful selection 
and training. Individual attention continues subsequently and is 
reflected in methods of payment, promotion, and many matters of 
general day-to-day management. 

The Belgian and Swiss organizations operate job evaluation and 
merit rating schemes. The Belgian scheme determine.s the remuneration 
of each worker according to: 
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"(a) Professional knowledge: number of years of study or practical work, time 
necessary for adaptation. 

"(b) Skill, dexterity, precision: degree of precision demanded, co-ordination of 
movements shown bv the workers. 

"(c) Other requirements ·or the job: effort, skills to be developed, posture at 
work, moral and mental qualities, appearance, education, initiative, team 
spirit, attention to instructions, monotony, etc. 

"(d) Responsibility: consequences of a mistake (cost in material, equipment, loss 
of time), vigilance in the matter of safety. 

"(e) Influence of surroundings: temperature, dampness, fumes, risks." 

In the Swiss store. a merit rating scheme is applied not only to the 
personnel but also to other staff attached to service departments, and 
other methods are being worked out to assess the proper remuneration 
of executives and principals. 

"Briefly, the system consists of the allocation of a certain number of marks up to 
a maximum which is fixed. for each of the qualities necessary for the efficient 
accomplishment of a specific task. The marks are awarded simultaneously by 
three. persons: the employee's immediate superior (representing the particular 
work•!1~ team), the staff manager (representing the firm) and the monitor in charge 
of trammg (representing the customer). All three estimates are compared and any 
differences discussed, until the principals in question reach an agreement over 
the final allocation of marks. If the number of marks awarded exceeds the average, 
an increase in the basic salary of the employee concerned is recommended. • • • 
If the number of marks awarded is too low this enables the staff manager to 
~ealize the ~mployee's weakness, and 'to assist' him in perfecting his knowledg~. or 
m overcoming the obstacles which prevent him from showing proper results. 

These schemes help also in assessing the qualifications of workers for 
promotion. 

"Apart from the specialists with a well-defined job, such as the machine-tool 
operators, the boiler men and fitters of the maintenance shops, the majority of 
the staff recruited consists of unskilled workers .... Those who show themselves 
to be good workers from the point of view of judgment and stability, are some­
times appointed to replace workers on production, and may later be given tas~s 
where they have to carry out well-defined duties: manipulate valves or taps m 
certain closely specified circumstances, watch the levels of pressure gauges and 
clocks, etc. This turns them into production workers who, in the chemical indust_ry, 
are skilled workers. The duties are usually very simple, but they demand a _high 
degree of attention and a sense of responsibility." (Belgium) 

In the Belgian works even compensation for accidents varies according 
to the degree of the worker's responsibility for an accident. 

"Thus the worker who is entirely responsible for the accident receives on!~ the 
compensation laid down by law, whereas the worker who has suffered an accident 
through no fault of his own, receives, during the period of temporary total 
disability, an allowance equal to JOO per cent of the salary which he has lost. 
When responsibility is shared, he receives two-thirds." 

In the Scottish colliery these matters are not formalized to such an 
extent, but the responsibility of the individual worker and the small 
team of workers is at least as great. 
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"One of the strongest traditions of miners is their tradition of resiliency and 
adaptability. Miners may be moved about between sections, to start a new section, 
to team up with somebody on another shift, to take the place of an absentee, to 
help until a certain difficulty has been overcome. Miners have always emphasized, 
and admi.-ed men for qualities of toughness and manliness .... When a breakdown 
occurs anywhere near him, the miner automatically gives a hand, and in the course 
of his normal work he does small tasks of repair and prevention .... If he is 
paid by results his earnings arc liable to fluctuation, in accordance with the 
bargain that he manages to strike, or his predecessors have managed to strike, 
with management; or in accordance with the extent to which breakdowns hold 
up output, with the concessions made for special conditions, with the amount of 
overtime he works. Although in setting a day's 'task' allowance is made for 
in~rruptions, some interruptions and delays cannot be made good during the 
shift, and it is not unusual for miners to work overtime without notice in order to 
complete the day's job .... Special jobs, both below and above ground, which 
require individuals to be left very much on their own and which are difficult to 
sup~rvise, are given to people with good records .... Teamwork is the essenc~ of 
mm1~g. The miner, an individualist, prefers to work in small teams. There 1~ a 
considerable amount of supervision of one another by members of working 
groups. Teams of three or four men arc frequently to be encountered who have 
worked together for years, on brushing, repair work, etc. C:ertain mc_n get to be 
known as the best teamworkers, and it is they who arc appointed leading men of 
small squads on special jobs. Similarly the training officer finds that certain men 
make the best training supervisors, and he tries to team up recruits with these men." 

The physical conditions of mining support traditions which emphasize 
the man to man relationship. of manager and miner. Individual 
judgment counts for a great deal in all aspects of mining. The best 
methods of performing certain crucial operations are still subjects of 
disagreement amongst experts; therefore hard and fast rules cannot 
always be laid down, and the miner's detailed knowledge of a particular 
working place is often the determining factor in an important technical 
decision. With so few officials to supervise groups of men distributed 
over large, disjointed areas, much responsibility again falls naturally 
on the miners. They have several established means of communicating 
direct with the manager-through personal contact below and above 
ground, through the union representatives, through deputations, 
through social contact in the village and in miscellaneous activities 
which often produce situations where matters of work can be satis­
factorily discussed. Through attaching great importance to knowing 
his men well the manager can deal considerately with the affairs of 
individual men. 

"The instance, some pages back, of the boy who had slept in and wanted to work 
on the back shift was a case in point: the manager gave the greatest care and 
thought to the boy's standing in the community and consequent ramifications of 
his decision, before deciding whether to let him work on the back shift after 
missing the day shift." 

The organization of the Belgian works has included a variety of joint 
management: worker committees which had been in existence for many 
years before the establishment of works councils and safety committees 
was made compulsory by law and before the workers' association 
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became a trade union in 1947. For instance, there were a safety council 
and three divisional safety committees; the divisional committees have 
been r_e-organized to meet the requirements of the law, and the safety 
council has been retained, though not legally required. In addition, 
there are committees composed wholly of workers and employees 
to administer pension and mutual assistance funds and the affairs of 
the social club, to all of which the firm contributes substantially. 

The joint consultative committee at Burncoal Colliery is only a few 
years old, being set up as required by the Act under which British 
collieries were nationalized in 1945. Its integration in the, organization 
of the trade union is even more recent. Though its values are therefore 
still being explored, some are already evident. 

""Certainly, one function the committee does have very clearly, viz., as an additional 
op~ortunity for explaining management decisions, and for the men to explain 
their decisions. Thus, for instance, management may decide that a good block of 
coal, now being worked only partially, might better be saved until such time as 
men and equipment would be available to extract it more intensively and with 
greater efficiency. Men very strongly dislike leaving a good face, and it might not 
be at all clear to the men involved, in this instance, why they were being moved. 
!he opportunity for explanation provided by the joint consultative meetings is an 
important addition to the other means of communicating the reasons for such 
a decision." 

In the Swiss store there is no organized representation of the staff 
within the firm apart from the trade union committee established in one 
of the branches. 

"The director-general has often pondered the question of whether or not it was 
!1ecessary to create such a body, and he has had the question_ investigated !:'Y his 
1 mmediate assistants. Until now, he has always decided against the creation of 
a committee as he has failed to see what additional advantages it would procure 
for his staff,' and has wished to avoid at any cost the creation of an organization 
which would have no real substance or meaning." 

Welfare and Participation in the Community 

The Belgian and Swiss organizations, situated in densely populated 
areas and drawing their workers from many dispersed points, 
participate in the lives of their workers outside working hours to the 
extent of providing welfare and recreational facilities for them and 
their families, and sometimes for the community in general. The 
activities of the Belgian factory in this direction are focused on the 
staff association. 

"In 1936, the company erected a truly remarkable building near the factory, which 
was to centralize all the social activities arranged for the staff. It includes a large 
hall where stage or cinema shows can be given; a restaurant with a bar; a swimming 
pool equipped in such a manner as to make it the finest in the Charleroi area; a 
gym hall; a library; and a sewing room where courses in housewifery, etc. are 
given. In addition, there is a sports section which includes a bowling club, a 
football club affiliated to the Inter-corporative Association, and a swimming club. 
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"This building and the activities centred there are managed by an association 
created at the instigation of the management, and called the 'Staff Association of 
the Solvay Factories'. This is the staff's club. All members of the staff. workers 
and employees of all grades, belong to this association, which is also open to 
their families. The company helps to provide adequate funds. Members of the­
staff form the committee, and the management of the whole affair is entirely in. 
their hands." 

The welfare facilities in the Swiss firm include a free library, a sports club, 
and a holiday centre where the staff can spend week-ends and holidays. 

Although some of the facilities are well used, this type of social 
measure has in many ways not met with the success hoped for it. 
Probably of greater significance have been the welfare services extended 
to individual workers and their families. They include pensions, 
sickness benefits, and help with housing. All these discriminate in 
favour of the worker with long-service and probably play their part 
in attaching workers permanently to the firms. The help extended by 
the Belgian firm to workers wishing to become house-owners has the 
interesting condition, in addition to five years' service with the firm, 
that the house to,be bought is within 10 kilometres of the tactory. 

"In this way the company seeks to support the stability of its staff, the help thus 
given becoming a real favour for members who remain attached to the factory." 

The Belgian study mentions welfare policies to encourage personal 
initiative and to avoid substituting the firm's efforts for those of its 
employees. For instance, 

"As a general rule, the feeling is that the interventions of the social welfare 
department should avoid taking the form of granting, in particular cases, allow­
ances in money or in kind, which may be looked upon, by the beneficiaries, as 
charity from the 'boss' .... With adequate salaries, the social welfare institutions 
should enable the worker to avoid real difficulties. If cases of hardship are 
unavoidable, it is better to have recourse to the mutual assistance fund managed 
and financed, at least in part, by the members of the staff." 

At Burncoal Colliery fewer welfare facilities are concentrated on the 
work-place, but there is closer participation by colliery management in 
the social life of the mining community. 

"Traditionally, managers and agents have looked upon their participation and 
leadership in community affairs as of first importance. The manager of Burncoal 
Colliery takes part in village concerts-usually as chairman-attends the various 
competitions-swimming, bagpipes, etc.-for which the district has some fame; 
maintains regular contact with the school master; is an elder of the church, and 
friend and supporter of the parson; attends political meetings; is a heavy con­
tributor to, and a leader of, local charities; bowls at the local club. 

"AJI these contacts are particularly important not only because they reflect 
his interest in the community life of his employees and his sense of responsibility, 
but also for another reasons the reserve between manager and miner at the colliery· 
is such that there must be these other contacts away from the colliery in order to 
make for a balanced relationship. The wisdom of tradition has contrived community 
responsibilities for the manager and agent which bind pit and community, men 
and manager." 
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Adaptation 

The organizations have grown and adapted themselves to many 
technical and social changes. The Belgian chemical works started off 
with so advantageous a technical process that it quickly revolutionized 
the soda industry, and set up factories in France, Spain, Italy, and 
branches and associated companies in a number of other countries. By 
1950 it was part ofan important international network with varied and 
powerful interests. By an active policy of research and improvement it 
has kept in the forefront of its trade. 

The Swiss store has eight branches in different parts of the country. 
It has applied management techniques developed in other countries, 
particularly in the United States. Among these are many concerned 
with ensuring good human relations. Methods of selection, for 
instance, have been elaborated into a comprehensive programme which 
in the case of principals includes, besides interviews, a questionnaire 
and, in keeping with local attitudes, use of graphology and occasion­
ally of astrology. A research department has been developed which 
works with the International Association of Large Stores. The study 
co1:cludes that it is a "prosperous undertaking which has carried 
ratI~nalization as far as its size and its means permitted, without 
causmg harm to its staff". The Scottish colliery has also assimilated 
new technical and administrative methods. 

B~t the process of adaptation has not always been smoothly 
contmuous and there have been times in each organization when 
important policies have had to be reversed or when actions sometimes 
involving great outlays of resources have had admittedly unsatisfactory 
results. 

"After an acute regression from 1914 to 1919, the increase in (sales) turnover 
started again, but there was a notable decrease in the net profit earned. The 
contradiction between these tv,ro factors . . . revealed a defective organization, 
unable to secure the really economic management of the business. 

"This fact did not escape the management which, in 1928, took a series of 
drastic measures. Far-reaching reforms were made in the composition of the 
general management. From including several members, it was placed in the hands 
of one man. He is the man who today controls the firm's destiny, and under 
whose authority it has developed along normal lines, profits increasing side by 
side with the turnover .... Whereas during the first years of the re-organization, 
the tendency was towards complete centralization, the trend which has developed 
since is more subtle, and aims at combining technical centralization with 
decentralization in the matter of human relations." (Switzerland) 

"When the social centre was erected, the staff, and in particular the factory 
workers showed some distrust, as they thought that the company had some 
ulterior' motive in placing these magnificent premises at the disposal of the 
personnel, and they suspected it of attempting to fetter them even in their leisure. 
Yet the creation of a centre of this kind in a place like Couillet could be considered 
as a necessity for there was absolutely nothing which could provide the workers 
with suitable 'means of entertainment in an adequate setting. Despite this, with 
the exception of the four or five events (ball, theatre show, etc.) which the 
staff association gives every year, the employees do not use the centre ..•. 
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"Sports have not met with much success, except perhaps swimming. The fact 
of having a swimming pool which one cannot find elsewhere is a favourable 
element, and the swimming lessons given every Thursday to the children of the 
staff for several years past mean that the swimming club has gradually been 
reinforced by younger elements, who have not the same prejudices as their ciders, 
and in whom the love of sports takes precedence over other considerations. A 
dramatic association has also been set up, but seems to be on the decline. 

"On the whole, it is observed that the swimming pool and the other premises. 
are largely frequented by persons who do not belong to the factory, whereas the 
staff prefers to seek its entertainment elsewhere. A pointer to the position is the 
fact that the theatre hall is now let several days a week to a cinema concern. 

"It should be observed that in other factories belonging to the company, 
similar measures have been taken on a lesser scale, and have met with considerable 
success ... this usually occurs when the factory is far removed from any centre 
capable of providing such recreation." (Belgium) 

Burncoal Colliery was in such a period of great pressure and difficulties 
of adaptation when the study was carried out, and we may here extract 
some paragraphs which characterize this sort of situation. The general 
background was that substantial social and technical changes had 
taken place in British collieries and mining communities over a period 
of several decades without being satisfactorily assimilated. Many 
collieries had got behind, as it were, in their adaptation to changing 
social conditions, while these changes were increasing in tempo and 
in degree. The result was a great complex problem of adaptation. 

Technical change: "Mechanization, though seldom encountering active resistance 
was not generally received by the men with enthusiasm, no doubt in the fear that 
more machines meant fewer men at a time when unemployment was widespread· 
and, where machinery was installed, its potential savings seem largely to hav~ 
been dissipated by a quiet but effective determination that the number of men 
discharged should be kept as low as possible. This must have been a contributory 
cause of the overstaffing in many of the operations at or about the coalface .... 
It is often very difficult to follow technical history while it is in the making and 
this is perhaps especially true of machine mining. Before the system of Longwall 
mining with face conveyors became common, coal had been gotten by small 
self-reliant teams of men, able and accustomed to perform all the operations 
required in their working places for keeping themselves secure and for getting 
the coal. With the introduction of machine mining larger teams were a necessary 
corollary. Where payment remained on a piecework basis, the wage was often 
pooled over these larger groups of men, so that the personal efforts of the 
individual made less and less difference to the total earnings of the pool. . . . It 
gradually came home to the miner that, though he was spared on these faces the 
severe physical toil of hand getting, he was still involved in considerable effort 
with little scope for the exercise of the skill he had acquired through the old system. 

"Although the adverse effect of this change in the individual status of the miner 
was, and largely has been, confined to the coalgetter, it is he who has always been 
recognized as representing the miner's calling. Any lowering of his status, therefore, 
tends to react unfavourably on the workers throughout the mine. ~nfortunatel_y 
it was not appreciated that machine mining was resulting in an impairment of his 
status, and that the effect of this upon his outlook and behaviour would be likely 
to reduce the advantages in productivity expected from the change of met~~d." 
(Quoted from Report of the Technical Advisory Committee on Coal Mmmg, 
1944--commonly known as the Reid Report.) 



Ne111 jobs a11d 11ew methods: "In the complexities and inaccessibilities of pit­
work, each introduction ofa new kind of specialization raises complicated problems 
not only of physical division of labour but also of status and communication ... 
a specialist has no direct authority; he is not supposed to interfere with production. 
Yet it is felt that if he is to be adequate he must be experienced in production and 
must, indeed, have been accepted as a real fellow-member by mining men. With 
such a background, a background in which the traditional relationships are 
authoritative, not advisory, the new training officer must suddenly reorientate 
this approach based on years of habit and experience. And in addition, he must 
stand up to the insecurities of his status and cope with undue resistance or 
indifference on the part of line officials and employees .... 

"The specialists are occasionally apprehensive of their functions being infringed 
PY line officials. Partly as a result of this, production officials have reacted by being 
u~wi_lling to take responsibility for as great a width of operations as they used to; 
th_1s 1s also because they see the specialists 'around' and feel they might as well 
'give those people some work to do'. A certain amount of uncertainty and 
'buck-passing' results from this; and it even becomes necessary at times for the 
manager to tell a specialist to get after the production people to get a job done-a 
reversal of the situation of line officials getting after the specialists. 

"New managerial methods imposed from above are very liable to clash with 
accepted relationships. Thus it is natural that the introduction of formal joint 
consultation in collieries (required by the law under which the National Coal 
B_oard was set up) would lead to some expressions of scorn and to some real 
difficulties. It is felt by some, for instance, that joint consultation will not produce 
workable suggestions for increasing efficiency because 'the men have always 
assumed that management thought of every possible way of raising profits'." 

The study recapitulates, as follows, the traditional bases of team work 
among miners and notes how they have atrophied or have been 
destroyed: 

"The traditional unity of pit ·and community has been undermined. This relation­
ship used to be close-knit and comparatively undisturbed by the presence of out­
siders. Now there are workers from the continent and from Ireland, Bevin Boys, 
new recruits from other industries ... miners are drawn daily from other districts 
by bus; an increasing number of miners are being transferred to other parts of the 
country as a result of closing uneconomic pits; and all this is in addition to the 
general trend away from the isolation of individual communities. This aspect is 
especially important at Burncoal Colliery, which lies in a particularly individualistic 
community, slow to assimilate outsiders. 

"Then there were the specific community activities-local government, charity, 
etc.-which were focal points of responsible participation and teamwork. These 
are being displaced very considerably by the removal of many of the functions 
and responsibilities in such affairs to higher levels of government and paid civil 
servants. 

"There were union affairs. Nationalization of the mines, national collective 
bargaining, the wage-freeze, etc. have substantially reduced the functions of the 
local branch of the union. Thus the local branch union is stripped of many 
important official functions which could be focal points for responsible and 
satisfying co-operative endeavour. 

"There was the community leadership provided by executives who have since 
been shifted to other communities as a result of the nationalization and re­
organization of the industry. Few quantitative data are available on this point, 
but observation of the moves plus a knowledge of the importance of the industry's 
executives in community affairs makes the suggestion very forcible. It stands to 
reason that if the best leaders are chosen for central posts, their communities will 
feel the loss. 
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"There was the contracting system. This was subject to ~erious abuse, so serious 
that it was discontinued. But the essence of the system, as already noted, was 
teamwork, with the aims, scopes and members of each team very clearly specified 
and differentiated. 

"There was the method of work in general. Teamwork pervaded it-the teaming 
of son with father, of cousin with cousin, teaming up to do jobs which were 
clearly distinct from other jobs, and which were done from beginning to end by 
the one team. Now there are long longwall faces involving scores of men: work 
is done in three cycles, each cycle by a different lot of men; specialization by 
Junction, both required by the new techniques and encouraged and enforced by 
union practices, replaces specialization by association. A man's pay depends no 
longer on the efforts of his small team, but on a team of as many as 50 or more-on 
the whole pit for that matter, for a stoppage in one place may hold up the entire 
colliery. Mechanization, in some senses, displaces or reduces the importance of 
men, restricts the opportunities for team work and modifies its results. 

"All these factors have limited and impaired the miners· opportunities for 
spontaneous constructive co-operation. Yet their habits of teamwork arc strong 
and deep-seated, their habits of mutual assistance arc as strong as their individual­
ism, and they will unite at the slightest danger. Deprived of traditional oppor­
tunities for team work, they will team up in resistance-to outsiders, to innovations, 
to rnechanization--0r in hostility, in the form of strikes, for instance. The kind of 
response will depend on the skill of management in sensing and utilizing their need 
for responsible daily participation in small stable groups." 

The results are that custom itself has become inflexible, that manage­
ment's job has become much more difficult and that the coal industry 
may be said to be living on wasting capital, particularly on the capital 
represented by the officials' traditional loyalty and devotion to mining. 

"Where change has clearly conflicted with custom, custom has often won. As the 
Reid Report pointed out: 'The miner preferred to preserve his traditional methods 
of work and the customs with which he had grown up, unsuitable though they 
sometimes were, to the changing circumstances of the time•. All these changes 
-some big, some little, all adding up to something quite substantial-have, among 
other things, made more difficult the managers' and officials' job of knowing 
individual miners and their personal backgrounds .... The manager has about 
as much knowledge of his men now, perhaps more than before. But much more 
knowledge is needed now to understand them; the manager of old could take 
more for granted. Similarly, the manager is just as attentive to 'human relations' 
now, in fact probably much more attentive than in times past. But the situations 
he must deal with are considerably more complicated and varying, and coloured 
by factors outside and beyond the local community. Moreover, it is a greater 
struggle to keep abreast of the men's personal situations today because there is 
so much else to do-more machines and regulations fo.- the manager to deal wit~, 
workings more difficult and remote-and because the turnover of the men 1s 
somewhat greater .... Some manifestations of this circumstance arc quite obvious. 
Some management personnel work at full capacity as a matter of routine; some 
are away from home so much as to have an adverse effect on their family life. 
Until very recently the colliery official ate, slept and breathed mining; many still do. 
But it is unlikely that these habits will persist as officials and their wives become 
better acquainted with the ways of life of other people in the national community 
and their interests widen. In this sense the mining industry is living on its capital, 
in the same way that in the past century its treatment of the miner could be 
regarded as a form of living on capital." 



2. COMMUNITY FOSTERED 

The groups into which the 12 European studies have been divided 
illustrate different aspects of the problem of community and merit a 
close comparative study. Such a study can be usefully made only if the 
information available on the various cases is set out according to a 
consistent method of exposition. Accordingly, in the ensuing section, 
dealing with five organizations which fostered community, the method 
of presenting the data is the same as in the study of organizations which 
maintained community. In order to facilitate a comparison, not only 
of the main groups but of individual organizations, the matter in both 
parts 01 the chapter is arranged in the same order and deals in turn 
with: social environment of the organizations: top management; 
lower levels of executive management; technical specialists; personnel 
function; workers' responsibility; welfare services; participation in 
community affairs; adaptation to changing needs. 

2 3 4 5 6 7 

Age of Si:::e of Nature of Trade Unior, Stren.~th of 
Coumry Type of ivork organization orJ!tttrization community mcmbn.sl1ip admini.strativt 

.structure 

ytars ~'lumbers Numbers of 
~~ of 4 % of 4 

employed pop11/atio11 

France Electrical equipment 
manuf. 26 950 Suburb 70 1 36 

Great 
Britain Hosiery manuf. 140 3,100 Town 

Italy Artificial fibres manuf. 520 2 Suburb 45 3 15 2 
Sweden (a) Mechanical Town/ 

engineering 59 2,145 suburb 98 25 
(b) Cotton textile 

manuf. 90 1,285 Town 95 15 
1 Four out of five workers have left the CGT (Confederation Generate dr Travail) to fonn an auco­

nomous union. 
1 These figures are temporn:, Wnen rebuilt, the factory will employ between 1,500 and 1,600 people. 
1 One-third of this figure belong to the Communist trade union. 

Towns and Suburbs 

The five organizations in this group of studies are all situated in large 
towns or in suburbs of large towns. Therefore this general distinction 
has been substituted for that of size, in the table. 

The dispersal of the worker:; is most striking in the case of the 
Italian factory. Of the 520 people employed there, 150 (including most 
of the staff) live in the large town, 200 in the outskirts and the rest in 
no fewer than 45 country villages nearby. These three areas have 
distinct major characteristics in addition to many smaller internal 
differences. In the town much progress has bren made in the provision 
of cultural and recreational facilities. The people are conscious of this, 



tend to disdain the simpler country life and to claim a higher standard 
of living for themselves, and are very individualistic. The outskirts 
have little social cohesion. They are peopled mainly by a class of 
workers who "tend to assimilate most of the defects and very few of 
the merits" of the town's inhabitants; they are characteristically 
proletarian but tend to vote for the social democratic parties. The 
smal1 towns of the provinces are predominantly agricultural. Their 
inhabitants tend to be small property owners, artisans or cr_aftsmen; 
and although they have easy contact with the town, they live more 
simply and unpretentiously, are more thrifty by nature, and are much 
less influenced by the communists. The whole area is notoriously 
poverty stricken. But the workers living in the country are not as strongly 
bent on securing higher wages as their urban mates because they are 
less exacting in matters of comfort, pay even less for food_and housing, 
and have greater opportunities to supplement their ea~nmgs. 

~here was much coming and going in this area, as rn the towns in 
~h1ch the other firms studied were located. 

• • • • worldly materialism ... the moral neo-paganism propagated by all means 
d~r_ing the fascist period ... the war, the famine that followed ai:id the foreign 
military occupation between 1943 and 1946, large numbers of soldiers belonging 
to many nations, races, and religions passing through the area have substantially 
lowered the moral tone ... and weakened the family-structure. 

"Easy gains during the early period of the occupati~n followed by fearful 
unemployment have multiplied economic needs. The blasting of many thousands 
of homes combined with the indiscriminate requisition of many others for military 
use have driven many families to Jive 5 to 10 persons together • • • it is easily 
understood how a Communist workman, who takes part in a d<:monstration for 
the engagement of unemployed workers for jobs now filled by wives and sons of 
employed workers, goes afterwards to the factory management to try to get his 
own son engaged." (Italy) 

"···since 1936 the population has increased. During the last seven years 
more than 1,000 persons have moved into the town each year ... • About one-third 
of the workers were born in the town and its vicinity. A relatively large number 
are recruited from one of the naval bases in southern Sweden." 

(Swedish engineering company) 

Even with this flux the organizations ha~e managed to recruit a certain 
number of workers through the channels of human association outside 
the works, and they manage to retain some for long periods. 

"I_ lived near the mill and took a job here because that was what the girls in the 
ne)~hbo~rhood did." (Quoted in study of Swedish cotton mill) 

• • • if someone is employed by that company, he has the feeling that he 
can well earn his living there for the rest of his life. " 

(Quoted in study of Swedish engineering works) 

But generally the flux outside the works is reflected in a high rate of 
labour turnover and other movement in the organizations, and in the 
~act_ th~t there is liale sustained contact between the works and local 
1~stit_ut1ons. The British study deals briefly with the separation between 
t_ e hves of workers during working hours and their lives at other· 
limes in a Midlands town: 
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"For centuries the hosiery industry had been concentrated in certain districts of 
the Midlands. Its rise to prosperity came late: even in 1870 the great majority of 
hosiery workers still worked in their own homes or in small workshops. Another 
generation passed before most of them worked in factories. Many of the towns 
including the one in which the firm here under study is situated, are therefore 
relatively clean and modern. 

"It is probable that the improvement in material working conditions involved 
a Joss of social atmosphere. Traditionally, the work had been done at home, the 
men knitting the hose and the women finishing it off. Family and working life 
had been well integrated. This pattern was destroyed when the menfolk were 
brought into the factories to look after the technically improved knitting machines. 
At first the knitted hose was taken out to be finished by the women at home. 
When the women themselves were also drawn into the factory, they joined as 
individuals not as members of families: so that what had looked like a reunion 
was in fact invalid, since the main social grouping was ignored. 

"It was not because women as well as men worked in the hosiery industry that 
factory life was inadequate: much of the work was woman's work by long tradition 
and this persisted, particularly as the work was relatively restful. As in other 
industries, the inadequacy lay in the disintegration of the workers' Jives into life 
inside and life outside the factory. 

"The results of this break-up of the social pattern could be seen in a number of 
directions. People in the community described themselves as 'dull and unfriendly'. 
Their circles of friends and acquaintances tended to be very limited. For recreation 
they drifted to the cinema, which is even less of a social event then other forms of 
passive amusement. In short, they appeared to Jive in a social vacuum, in a state 
of what Durkheim has called anomie, which was, and still is, typical of British 
suburban life-not that there were no social clubs of any sort, but the social 
forces generally favoured isolation." 

Besides the general flux and the sharp division between the affairs 
inside and outside the works, some studies noted that the localities in 
which the organizations were situated seemed to lack the machinery 
for any substantial community life and that, in the words of the French 
study, "in the matter of politics the population ... most frequently 
holds what are commonly described as advanced opinions". 

"In the particular area in which the company is located and from which about 
50 per cent of its employees are recruited, the Labour Party won 50 per cent of 
the votes in the last election and the Communists 25 per cent. This area lies on 
the outskirts and consists only of workshops and dwelling houses. There are no 
restaurants and very few shops and cinemas. It has a decidedly industrial 
character." (Swedish cotton mill) 

"The centre of the town is typical of any small Swedish town. Industries and 
residential areas are located in the outskirts. Though heavily industrialized, the 
town does not give the impression of an industrial centre. It is to a remarkable 
degree lacking in administrative institutions .... The town is in many respects 
affected by its nearness to Stockholm .... 

"The company was earlier located at some distance from the town, but the 
development of factories and residential areas has brought the town right up to 
the boundaries of the company's premises." (Swedish engineering works) 

Top Management 

Members of the families who established the firms were to be found in 
all five organizations some of which were predominantly "family 



firms". Thus there was an important element of continuity which, in 
most of the organizations, found expression in the general policy of the 
undertaking and in the men whom the director selected to manage the 
business. In the Swedish cotton mill, for instance, the position was 
as follows: 

" ... two local families ... still have an important interest in the company. 
An elderly member of the second generation of one of the families resigned his 
position as managing director of the firm 15 years ago. He is today chairman of 
the board. A member of the third generation of the other family is also a member 
of the board. The present managing director does not belong to the original 
owning families . . . is now in his sixties, joined the company in 1929 and was 
appointed managing director in 1935. During his time as chief executive the firm 
has acquired a better plan of organization ... this transitional organization with 
its relatively high degree of centralization must be retained for some time until 
the company is stabilized, and until the question of a successor to the present 
managing director has been solved." 

Where the family played a leading part in the management of the 
organization, continuity clearly affected directly the manner in which 
the affairs of the enterprise were conducted, and the structure of 
management. This was the case in the British organization. 

"Throughout its history members of the owning family had worked their way up 
through the firm and in du~ cour~e become worki~g directors-the only form of 
directorship-carrying on mcreas1_n~ly _well-established policies and procedures. 
Because of the family's active part1c1pat1on the succession of directors was never 
in doubt and their position was secure. Members of the board felt free to 
suggest any changes, how~ver radi_cal, without any ~oubt arising as to their right 
to do so, their long-term m!erest m ~he firm, or t~e1r competence to judge after 
long years of intimate acquamtance with the orgamzation .... 

"Three factors in particular_ seem_ to have m~de_ it possible for the firm to grow 
greatly in size and complex1~y w1t?out sacnficmg great flexibility. First, the 
directors' experience of workmg with one another, and their long first-hand 
acquaintance with the_ firn:'s people, products and processes, have conduced to 
the growth of an effective higher manage°:ent team who share their activities more 
generally than is indicated by the functional titles of the individual members. 
Secondly, by delegating many day-to-day functions and generally carrying on the 
tradition of departmental autonomy, they are free to spend a considerable 
proportion of their time on the factory floor, visiting different parts of the works 
according to their own inclinations or responding to calls for special assistance. 
They rely, largely, on personal contact to retain their 'feel' of the situation in 
the factory. 

"Thirdly, the directors tend to draw. new permanent forms of organization as 
well as future policy out of the problems as they arise and as the forms suggest 
themselves. There have been no_ lar~e-scale schemes of re-organization, and the 
process of developing the orga01zat1on step by step is expected to continue." 

(Britain) 

In all five organizations a level of senior management, variously called' 
assistant or senior managers or superintendents, performed many of 
the day-to-day functions of more than departmental relevance. Many 
of the officials who filled these posts were young, exercised general 
supervision over a number of departments, maintained personal 
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contact with affairs in the departments and concerned themselves with 
effecting improvements. 

"Altogether the number of departmental managers has increased to 50, of whom 
20 manage production departments. All have continued to be formally directly 
responsible to the directors, but by 1950, three senior managers exercised general 
supervision over the three major groups of products of the firm, acted as a link 
between the managers of production departments and the directors, dealt with 
matters affecting all the departments in the group but no others . . . and carried 
out some functions for each, such as costing." (Britain) 

"The managing director . . . has delegated most of the daily executive work 
to two assistant managers ... both young men with good university training." 

(Swedish cotton mill) 
"The managing director . . . is a young man, a little more than 40, with a 

university degree in engineering. He joined the company in 1939 as assistant 
manager, and in 1940 he was appointed managing director. Under his leadership 
the company has not only expanded but has been completely re-organized .... 
Most of the executives are young people who have had great opportunities for 
developing their own personal skills. Promotions have been frequent. 

"Compared with the textile company there are more levels in the management 
hierarchy in this firm, and the organizational structure is to a larger degree built 
on informal committee work. It is not clear in all cases to which executives certain 
department heads report. The manufacturing departments are divided up into four 
?roups each under the leadership of a superintendent ... it is only the super­
mtendents who have the right to dismiss a worker, though there are cases when 
the department heads claim that they also have this right. . . . Hourly wages are 
decided upon by the superintendents .... " (Swedish engineering company) 

_"A manager is responsible for running his branch (one of several in a concern 
with head offices in Rome). The present manager, a mechanical engineer, was for 
four years in charge of the technical department before his promotion in 1935. 
He has an assistant manager, who is a chemical engineer and is especially concerned 
with the manufacturing processes ... punishment can be inflicted only by the 
manager. . . . The workers trust him because they see him always among them­
selves exercising personal control and taking an interest in everything and everybody 
with an ability and experience acquired over many years of management. Some 
regret the coldness of his natural disposition and his severe manner; but even this 
is considered by the same people as a guarantee of impartiality of judgment and 
of treatment." (Italy) 

Departmental Management and Supervision 

The firms studied were divided up into departments or divisions, each 
headed by a manager. These departments had a large measure of 
autonomy, which was reflected in variations in practice and organi­
zation as between departments in the same firms, e.g. in the British 
hosiery factory. 

"The firm was divided into 12 largely autonomous production departments each 
covering most activities connected with the production and sales of a certain 
type of article, such as fully fashioned stockings, children's socks, or knitted 
dresses. These were clearly designated as the hub of the organization. Each 
production department was under the charge of a manager who was responsible 
for its affairs; the activities of service departments, such as machine maintenance, 
were charged against him. . . . He had little contact with other production 
departments. Before the war ... the firm resembled a collection of 12 independent 
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units drawing ~o~e common services from a central organization. This feature, 
~part from ~mngmg forward as managers men of all-round experience and 
independent Judgment, gave considerable ncxibility to the organization. Different 
departments were already characterized by different arrangements in numerous 
matters, and in due course changes could be introduced and observed in all the 
complexity of real situations in a limited area of the firm. 

"About 90 per cent of the departmental managers had worked their way up 
through the firm, mostly by doing handwork from the time of leaving school till 
the age of 18, then moving on to forcman·s help, foreman and finally manager. 
Traditionally they stayed with the firm for many years, often for a life-time. In 
a high degree, therefore, the same considerations applied to them as to the 
directors: unquestioned loyalty to the firm and extensive knowledge through long 
acquaintance with the firm's personalities and processes. . . . As a matter of 
policy the directors have kept the formal organization very nexiblc so that they 
could, as the need arose, add new units with separate responsibility and vary the 
individual manager's scope according to his particular inclinations, experience 
and capabilities. 

"For instance, a separate quality-control department was set up but it covers 
only the knitting and footwear side of the business; in the other sections its func­
tions remained part of the engineer's activities. A sales manager was appointed with 
direct responsibility to the managing director to look after the work of the outside 
representatives who formerly reported to the warehouse t!cpartmcnts, and an 
engineer with special experience was put completely in charge of erecting new 
knitting machines. 

"Given the large measure of departmental autonomy, considerable variations 
have continued to exist in the formal arrangements of duties within the departments. 
For instance, managers of production departments and the chief mechanic share 
in varying proportions the responsibility for the maintenance staff based in the 
departments. In one department a mechanic is wholly employed adjusting 
machinery to the requirements of short runs of export goods." (Britain) 

"Below the superintendents there are department heads, supervisors and foremen, 
but the organizational set-up varies from group to group. . . . Although the 
formal structure of the organization with all the different staff departments gives 
an appearance of rather strong centralization, there is definitely an atmosphere of 
freedom all the way down the line. The rapid expansion of the company has 
brought with it a lot of new problems and a corresponding increase of the staff. 
Every member of the staff has had more than enough to do to organize his own 
work which has made him willing to co-operate both with other line executives 
and with functional specialists. Authority is thus distributed among a great 
number of persons, and most problems arc settled in co-operation with other 
people. 'I have been with this company for two. yeacs. The organization and 
planning is better here, and you arc given more service from the staff departments. 
There is also an atmosphere of democracy and decentralization. There are very 
few reports, and everything is done as simply as possible'. (A department head.)" 

(Swedish engineering works) 
"The organization of the manufacturing departments is of two main types. 

Jn some of the departments the foremen arc direct subordinates to the department 
heads, who have one or more staff assistants at their disposal. Those staff assistants 
have no right to give orders. They handle questions concerning machinery, quality 
conllol, buildings and equipment, introduction and training of new workers, etc. 
In others departments the department heads give direct orders to the special 
supervisors, who in their turn have the foremen under their command. 

" ... all department heads are placed on the same formal level. Our interviews 
showed clearly, however, that their social status within the firm was quite different. 
If we exclude the assistant managers, who are regarded as of superior status, the 
rest of the executive staff ... was divided into at least four, if not five, levels of 
informal rank." (Swedish cotton mill) 



With authority and responsibility diffused throughout the organi­
zations, supervisors had varied jobs and methods, and were in charge 
of different numbers of workers. 

"The strength of supervisory staff varies greatly: there are about 110 supervisory 
staff, e.g., foremen, forewomen or charge hands, in the head factory which employs 
about 3,000 workers; but some supervisors are immediately responsible for as 
many as 80 workers, while others supervise 20. Their responsibilities usually include 
giving out work and materials, and normal supervisory duties. Some forewomen 
have an assistant to help with the routine tasks. There arc also many ad hoc 
arrangements by which the workers themselves take over some of the duties, such 
as looking after incoming trainees." (Britain) 

"The present staff of supervisors and foremen is recruited from among the 
,~orkcrs. They arc generally young, and all have been promoted to foremen class 
smce 1939. It is possible for the foremen and supervisors to be promoted to 
department heads, even though they have not had the formal education which is 
generally required in other firms for these posts." (Swedish engineering company) 

~isciplinary action generally provided an exception to the tendency to 
diffuse authority and responsibility throughout the organizations. In 
that case the recent trend seemed to be in the opposite direction. That 
the labour shortage prevailing in some countries provided at most a 
partial explanation for greater care bestowed on problems of discipline 
was borne out by the Italian organization. There, despite heavy un­
employment and poverty in the area, any disciplinary action of greater 
seriousness than a verbal reproach could be imposed only by the 
manager of the factory. 

"Every supervisor is allowed to propose that a member of his immediate staff 
be subjected to disciplinary action. For this purpose he has to show a written 
report to his own immediate superior, e.g .. the foreman to the shift-head. The 
shift-head considers the report, listens to the workman who. is to be pun_ished 
and then proposes punishment to the manager; only he decides and punishes. 
The worker is allowed to justify his behaviour and to defend himself before the 
disciplinary action takes effect. He is also permitted to appeal to the 'Interior 
Committee', which is elected by all workers. If the committee considers that the 
incriminated worker was right, or that there were mitigating circumstances, it can 
step in and defend him before the management. After disciplinary action has taken 
effect, the worker has also the right to appeal to the top management." (Italy) 

Technical Specialists 

The British and the two Swedish undertakings-the three studies in 
which particular attention was paid to this point-sought to promote 
co-operation between functional specialists and executive management 
primarily in two ways: first, they stressed the service function of the 
specialists; and secondly, they left the formal organization sufficiently 
flexible to allow all sorts of adjustments to be worked out between 
executive management and service departments. Line managers, even 
when they had not at one time been specialists (as they had in the 
Italian works), tended to be recruited from staff with a technical back­
ground. 
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These policies did not prevent arrangements whereby technical 
specialists reported in the first place to their own rather than the 
production department, and in some matters the specialists took 
effective decisions. The following two paragraphs are taken from the 
study of the Swedish engineering works. 

"In the various departments there arc also functional specialists, who do not 
take orders from the department head, but report to the head of their respective 
staff departments. 

" ... Hourly wages are decided upon by the superintendents, but before wages 
are finally fixed the head of the time-and-motion-study department must be 
informed. Piece rates are of two different types. In the one case, the piece rates are 
set after the work has been studied by a time-and-motion study officer. The final 
authority then lies with the head of the time-and-motion study department, who 
decides upon the piece rates after having informed the department manager. In 
the other case, piece rates are set by a special group of people within the time­
and-motion study department, without any formal studies. This system is used 
when new details are introduced and methods have been changed, and there is 
no time for formal studies. The leader of the group has earlier held the positions 
of foreman and supervisor, and all the other members have exp~rience on the 
particular job. In some cases, e.g., when raw materials are changed, the supervisors 
and even the foremen have the right to adjust the piece rates." 

The Personnel Function 

All five organizations had personnel officers and personnel depart­
ments. Usually the personnel officers were basically in much the same 
position vis-a-vis executive management as were the technical specialists; 
they combined reporting to executive management with reporting also 
to their own department, and the advisory function with taking final 
decisions on such matters as selection and placement. Their position 
differed inasmuch as their responsibilities usually covered the whole 
organization rather than a single department, and they were conse­
quently immediately responsible to the technical manager or director 
or other member(s) of higher management. The British firm had a 
director of personnel as a member of the board. 

The number and organization of specialists concerned with personnel 
varied widely. 
"The personnel department is comparatively new in the company. Factory, 
housing and welfare services are old institutions, but the first step in the direction 
of a modern personnel department was the hiring of a personnel counsellor in 
1943. Today it has 10 people on its staff, which means that there is a personnel 
officer for every l JO workers. That is an unusually high figure for a Swedish 
firm. The department has little to do with the salaried staff which in personnel 
matters is under the supervision of the comptroller .... In its main character the 
department is a staff agency. It has no representatives in the various manufacturing 
departments." (Swedish cotton mill) 

"The personnel department is separated from the employee services department, 
an arrangement which is almost unique among Swedish industrial firms. The 
function of this department is to handle all questions concerning salaried employees, 
personnel records, employment, transfers and promotion of workers. . . . Although 
he (the head of the department) has to report to the managers of manufacturing 
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and of sales and finance, he has close contact with the managing director in 
questions concerning personnel policy and organization." 

(Swedish engineering company) 
"Personnel, wages, training, surgery and canteen are organizationally distinct .... 

All have continued to be formally directly responsible to the director .... " 
(Britain) 

The Swedish and British studies give some instances of the ways in 
which the personnel officers co-operate with executive management 
and others for which they take sole responsibility: 

"Department heads and superintendents have the right to decide how many 
workers shall be hired in order that the department shall be able to carry out the 
~anufacturing process given by the planning department. The recruitment policy 
1s a matter for the personnel department which also has charge of the actual 
recruiting .... 

"The personnel department decides to which department an applicant shall 
be sent. ... As soon as the test results are available the personnel department 
arranges an interview between the applicant and the head of the department 
where he may be going to work. The department head docs not do the actual 
hiring but informs the personnel department whether he has accepted the applicant 
or not." (Swedish engineering company) 

"The employment officer has a right to refuse any applicant, but before hiring 
a person he must have a conference with the department head concerned." 

(Swedish cotton mill) 
. "If a_ new employee docs not seem fit for the job ... the decision whether 
instruction shall be stopped or not is usually taken by the department heads ... 
the d_ep~rt_ment heads and superintendents are authorized to decide upon questions 
of disc1phne . . . transfers within a department are decided upon by the depatt­
ment heads. Transfer to another department is a joint matter for the personnel 
department and the other departments involved. . . . Promotion within a depart­
ment is decided upon by the department head, but the personnel department will 
us a rule be informed beforehand." (Swedish engineering company) 

"Tod~y whole-time instructors are placed in certain departments. . . . If a 
worker 1s proposed for promotion to foreman the matter is handled jointly by the 
de~artment head in question, the head of the personnel department, and ~he 
assistant manager." (Swedish cotton mill) 

"Since systematic selection was initially wholly the responsibility of the training 
department, and subsequent action was always closely associated with t~at 
department managers of production departments had additional grounds on which 
to consult with the training centre manager. 

" • • • For instance, a shop supervisor came in to see the training manager one 
da>: about a girl who was engaged on a lower grade operation in the finishing of 
la~ies' outer garments-sewing parts of the dress not readily visible to the eye-and 
wished to be promoted to higher grade work-fine seaming on the outer parts ?f 
the garment. The training manager examined his records and found that the girl 
conce~ned had been keen from the start to do the high-grade work, but that her 
work m the training centre combined with the results of selection tests, had thrown 
doubt on her ability to do this; they had agreed with the girl that she sho~ld do 
th~ l?wer gra_de work until her skill improved. The supervisor stated that 1~ ~er 
opinion the girl's work had not improved sufficiently, and agreed with the trammg 
manager that the girl required a few more months before a final decision could 
be made." (Britain) 

Some of the .firms were far advanced in the training of executive 
management in appreciation of personnel problems and of the 
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potential contribution of the personnel department. The British firm 
for instance had gone as far as regarding several months' work in the 
training department, where personnel aspects were highlighted, as a 
regular step in the advancement to manager ofa production department. 

The Worker's Responsibility 

As a matter of policy, the organization placed great responsibility on 
the workers, both individually and collectively. This found expression 
in a variety of ways, e.g. in leaving workers some discretion in 
organizing their work, in generally treating them as responsible 
persons, and in involving them in policy making and in some adminis­
tration. In addition, all organizations had machinery for formal 
discussions between management and workers. 

Sometimes the worker gave verbal expression to his appreciation of 
greater freedom, like this Swedish textile worker: 

"The planning is better here than in the company I worked for before, and the 
direct supervision is much better here, because the workers arc allowed more 
freedom and can plan their own work." 

Others workers showed appreciation by the way in which they behaved 
under new conditions. 

"The third object of management was to abolish as far as possible the feeling 
of class distinction between manual workers and intellectual workers. It was felt 
that one of the factors in the creation of this sentiment was the feeling of insecurity 
of workers paid by the hour, in comparison with the relative security of those paid 
monthly. . . . Accordingly, all hourly wages have been replaced by monthly 
wages, and this measure has not increased absenteeism." (France) 

"You must treat the men as individuals now. I have for example, a boy, who 
lives far away from the factory and I know that it is not always easy for him to 
be in time on the job, so I have got to help him a little, even if he docs not always 
behave according to the rules." (Foreman in Swedish engineering company) 

The workers are encouraged to take an interest in their own and the 
company's activities and suggest improvements, and, in the French 
organization, they share in the profits in proportion to their formal 
responsibility. 

"The directors are inclined to let persons who suggest changes try to carry them 
out and thereby ensure that the change is designed to meet a real need and that 
it is introduced as fast as, but no faster than, the situation allows." (Britain) 

"The second aim, which has been pursued since 1937, has been to interest the 
whole of the staff in the prosperity of the undertaking. In order to do this, a 
working account is drawn up monthly, according to an established system of 
accountancy, and 50 per cent of the net profit after deduction of all costs and 
amortizations is then shared among all the members of the undertaking; the 
balance is paid to capital. The management considers . . . that the mobile 
percentage of the salaries should increase in proportion to the degree of responsi­
bility involved. The sharing of profits is therefore carried out on the basis of a 
scale which runs from I to 21, and not from I to 6 as in the case of the fixed 
salaries." (France) 
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The British company had experimented in re-organizing production 
so that permanent small groups of workers were responsible for 
completing a product, and had found the result so satisfactory that they 
were changing over the greater part of manufacture to this method of 
working. 

"It took three months to evolve a satisfactory new breakdown of the manufacturing 
process and the composition of the first team. The results exceeded expectations ... 
the advantages of teamwork qua teamwork became clear. With the workers 
organized in permanent groups whose members depended on one another in 
many ways, group standards grew up concerning late coming and absenteeism, 
and standards of work. Yet members continued to be paid according to their 
individual output, and there were wide variations in earnings. (Group payment 
i~trodu_ced experimentally for earnings above certain basic rates of pay was 
discontinued upon the workers' request.) The dependence of group members was, 
therefore, probably based less on material consideration than on the values of 
close personal association, the continuity of which depended on satisfactory work. 
And _th~ standards were probably set in the light of t~is agreeable personal 
association at work and transmitted by example and experience. 

"In many cases unit production grouped together workers who had traditionally 
tended to be hostile towards each other ... traditionally the knitters and mechanics 
were habitually blamed if anything went wrong in the finishing departments. But 
the people at whom the criticism and resentment were aimed were an amorphous 
set who worked in the knitting shop some distance away from the finishing 
departments. There was more satisfaction in being angry with people nearby; and 
so the seamers traditionally blamed the linkers, and the menders blamed both. As 
long as linkers had sat in one group, seamers in another and menders in a third, 
the strain between them had been regarded as an inevitable corollary of hosiery 
production-and possibly not altogether regrettable since it could be assumed 
that this rivalry was a sort of check on quality of work . 
. "Unit production changed this. In the case of fully-fashioned stockings, two 

lmkers, three seamers an examiner and a part-time mender worked together as a 
team _and were supplied, whenever possible, wi~h hose from the same knitting 
machines. There was a considerable reduction m the amount of damaged hose, 
-;1nd in times of difficulty a spirit of co-operation tended to take the place of 
mter-group hostility. 

"Successful attempts were made to enlist the co-operation of the teams in 
helping to plan the change-over to a new style _of garment. _Often they _k~ew better 
than anybody else one another's special aptitudes and hkes and d1shkes, and, 
given a job, could sort it out largely among themselves." (Britain) 

On a wider basis workers could be associated, through their repre­
sentatives, with w~rking out such matters as job evaluation and cost­
of-living allowances. Thus, in the French electrical equipment works, 
" • .. to give the staff the feeling of justice which generally prevails when salaries 
are calculated according to the qualifications required for each particular task ... 
the management, the engineers and the foremen co-operated with the workers' 
representatives and proceeded to classify in a rational manner the 600 jobs carried 
out in the und~rtaking. 

"Salaries are adjusted when the average variation of the cost of living index 
exceeds by JO per cent that of the 12 preceding months, on condition that gross 
profits show an increase corresponding to the sum necessary to meet the adjustment 
m wages. 

"The official cost of living index was accepted after a Cost of Living Committee 
consisting of four workers-three men and one woman-had conducted an 
enquiry and agreed that the official index corresponded with reality." (France) 
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----- - --- -- - ---------------------

Works committees or councils had the right to participate in many 
important matters and were frequently associated with yet more. In 
France and Italy, where the setting up of works councils or com~it_t~es 
was obligatory and some of their rights were laid down, the act1v1t1es 
of these bodies generally extended beyond the scope prescribed by Jaw. 
The French works committee, for example, had access to the firm's 
financial records and could ask for explanations of them; it could also 
investigate the workings of the (Quaglioni) system by which the staff 
from the level of team leader to that of departmental manager checked 
their activities. 

The British organization had not only set up formal machinery for 
joint consultation but had also provided for joint committees at 
departmental level: 

"The organization for formal joint consultation started early in 1950. Briefly a 
works advisory committee was set up 'to discuss matters of a general nature 
affecting the progress and efficiency of the factory', and departmental committees 
to deal with problems relating to departmental needs. The Works Committee 
consists of seven workers and seven management representatives, with a 
management-appointed ch_airman. and a permanent secretary. Meetings are held 
once a month in works time. Minutes arc kept and circulated to the board of 
directors and to departmental managers, and a bulletin of concluded business is 
circulated around the factory. Representatives hold office for two years, with half 
the committee being elected annually to ensure continuity. The committee docs not 
concern itself or interfere with th~ functions of management, nor docs it discuss 
a matter likely to become the subJect of an agreement between the company and 
the trade union. 

"Departmental Comm_ittees are of a size suitable to the department and rather 
less formal. Each consists of the manager as chairman and elected worker 
representatives, including a supervisor if the manager d~sircs. and usually a 
member of the personnel department. Meetings are held once a month, and the 
managing director receives a copy of the minutes." 

Most of the organizations studied had joint or wholly workers' 
committees in addition to the central works committee or council. The 
Swedish cotton mill, for instance, had, in addition to the Labour­
Management Committee, c<?mmittees dealing specifically with safety, 
fire prevention, study outside working hours and with employees 
funds; and also so-called "evening clubs", for wl~ich the head of the per­
sonnel department and the counsellor invited the department head, the 
shop steward, and the workers of one department at a time to discuss the 
problem of absenteeism. Some sub-committees of the works committee 
were responsible for the social affairs funds, the sports club, or the 
canteen. The canteen in the Italian factory, for instance, was in the 
charge of a subcommittee of the "Interior Committee", consisting of 
workers. 

The connexion between internal machineries for workers' consul­
tation and participation and the trade unions represented in the organi­
zations varied in strength and nature. The Italian "Interior Committee" 
was both the smallest trade union organism and also a proper repre-



sentative body inside the factory, since all workers, and not m~rely 
union members, took part in its election. "But the Interior Committee 
is closely associated with the trade unions and its members generally 
belong to one or other of the trade unions." The Committee's terms 
of reference therefore included trade union matters, which were 
explicitly excluded, for instance, from the concern of the works 
committee of the British company. 

In the two Swedish firms the workers were fully organized: there w~s 
no formal closed shop, but the managements were not interested in 

hiring workers who wanted to stay outside the unions. The works 
councils, therefore, consisted wholly of union members and included 
union officials. Despite this, the terms of reference of the works 
councils excluded union matters, which were discussed between 
management and union officials direct. In both organizations one or 
two officials, and not necessarily the most senior, were usually entruSted 
with the negotiations. 

"The club president who works in the spinning department is a communiSt- T~e 
shop stewards and the other officials in the club belong to the Social Democratic 
Party. The real authority lies with the vice-president, a woman between 50 a~d 60, 
who is a weaver. She is as a rule the sole delegate when settling dispute~ m the 
weaving department, while the club president usually calls for her ass1stance 
to settle disputes in the spinning mill. Her influence on her follow wor~ers 
may be illustrated by the following incident which happened some years ago· 

"When rationalization was introduced in the weaving mill the management 
wanted each weaver to take care of almost twice as many looms as she had ~ad 
before. On this demand the female weavers threatened to quit. The club's vice­
president, who was away on leave of absence at the time, was called back by the 
ma_nagement, who were fully aware of the fact that they had to ask for her 
'.1-ssistance. She convinced the weavers that this step would be to their advanta~e, 
if ~he management agreed to unchanged piece rates, which the management d_id. 
Without her assistance the question could never have been settled in such a qui_ck 
and efficient way." (Swedish cotton mill) 

"T~e club president, who is a Salvationist, has held his position for eight years. 
Elec_t1on of club officials occurs once a year .... Negotiations are in most cases 
earned out by the president alone, and they are frequent. They have more the 
character of discussions than of disputes and there is a definite atmosphere of 
co-operation between the union leaders and the management. There is a l?cal 
branch officer in the town, but he has never had anything to do with the relations 
between the company and the club." (Swedish engineering company) 

The c~1ief trade union member of the British organization, who also 
occupied one of the highest positions in the national trade union, was 
an instructress on the staff of the training department; and the president 
of the foremen's club in the Swedish engineering company was a 
former president of the engineering workers' club. 

Welfare and Activities Outside Working Hours 

All five organizations take part-some an extensive part-in providing 
their employees and their families with amenities and services in their 
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leisure hours, but couple this provision with the policy of not doing_ 
"too much" and taking care not to interfere, or appear to interfere, 
with the private lives of their workers. This combination appears most 
clearly in the two Swedish studies which list numerous welfare activities 
supported by the organizations but stress that, in the case of the cotton 
mill, "the management holds that services to the employees shall be 
given only insofar as they promote efficiency", and in the case of the 
engineering company, "the welfare services do not cost the company 
anything but are financed by the interest on the savings funds". Thus 
the Swedish cotton mill has established factory nurseries "on the 
grounds that female workers cannot hold an industrial job without 
convenient facilities for taking care of the children"; and the manage­
ment had told the trade union that it would shortly discontinue a special 
bus service which cost more than seemed justified by the employment 
of some workers living in outlying areas. In both cases, the financial 
contribution to employees' recreational activities was held to be 
"rather limited compared with many other companies". 

In the Swedish engineering company, as in the Italian and British 
organizations, welfare was the earliest part of the personnel pro­
gramme, and the first part to be separately organized. 

"The present personnel programme in the company started with an employee 
services department in 1945. Under the head of this department are sections for 
welfare services, for housing and recreation, and also a vestibule school. The 
welfare services are regularly used by 60 per cent of the employees. To members 
of a saving club the company pays a dividend of 31 / 2 per cent. Loans-arc given for 
the building of houses, purchasing of automobiles, furniture, etc., and for helping 
employees to straighten out their private economic difficulties. The section staff 
sees that deductions are made from salaries and wages for rent, insurance 
premiums, telephone bills, etc. and arranges these payments for the employees ... • 
The employee services department also takes care of the contact with the different 
employee clubs, e.g., art club, athletic club, bridge club, orchestrn, etc. When a 
new club is started, the head of the employee service department as a rule acts 
as chairman for the first year. The company has built a special house for all these 
recreational activities .... The head of the employee service department acts also 
as personnel counsellor." • (Swedish engineering company) 

Sports, cultural and educational activities, and financial provision of 
one kind or another for individual workers featured in all welfare 
programmes. In addition, the Italian organization sought to support 
the traditional standards and practices of the area: they employed a 
Catholic priest who, among other things, prepared the workmen's 
children for their first communion and their confirmation-for which 
ceremonies each child was given a white dress; and at certain religious 
feasts the firm followed the tradition of distributing gift parcels with 
toys, sweets and clothing to all workmen's children younger than nine 
years. 

A number of executives of the organizations played leading parts 
in the affairs of the towns and areas in which they worked, as also in 
their trades' councils. In the Swedish cotton mill the managing direc-



tor's participation in many public and other commissions was held to 
contribute to his tendency to delegate most of the daily executive work 
to his two assistant managers. Senior executives of the British organi­
zations held leading positions in a variety of organizations in the town. 
The head of the personnel department of the Swedish cotton mill had 
many contacts with organizations in•the town and was also in charge 
of public relations. 
"The head of the personnel department is a young man who has been with the 
e~mpany for only 2½ years. He has a university training in psychology and a very 
wide practical experience. He has worked as office boy, has been unemployed 
during the depression years in the thirties, has been the leader of a Socialist boys' 
club, and an official in a public temperance agency and a public employment 
agency. One of his main functions in the company has been to take care of the 
public relations. The reputation of the company as a working place was not too 
good before the war, and great efforts have been made lately to bring about 
better co-operation with the local institutions in the vicinity of the company." 

(Swedish cotton mill) 

Adaptation 

All five organizations had adapted themselves successfu1ly to many 
changes, and most had grown rapidly in recent years. 
"The undertaking ... was established in 1924. Its staff consisted then of 
20 persons, of whom 15 were factory workers, housed in fairly simple premises. 
In 1939, the number barely exceeded 300 workers .• • • 

"Since the Liberation its activity has developed in order to meet the immense 
demand for automatic• electrical equipment. Its labour force increased from 
447 in 1945, to 612 in 1945 756 in 1947 936 in 1948, and now includes 1,300 persons 
~istributcd over three fact~ries. • 

" ... Thanks to a well-equipped research department, the undertaking has 
made constant progress, and has succeeded in pr~~erving its lead in the techni~al 
sphere, so that it is able to place on the market d1ffe~en~ types of apparatus which 
are much appreciated by consumers. The standardization of spare parts and of 
complete products and the development of a very thorough technical planning 
of the work has made mass production possible. 

"In France the company has a network of very active commercial agents. In 
addition, it has branches and distributors in Great Britain, Italy, Belgium and 
commercial agents in Spain Portugal, Sweden, Norway and Brazil." (France) 

"In less than JO years ~he relations between management and workers, and 
between the firm and the trade unions and the community, have drastically altered. 
Systematic quality control dates from 1944, systematic training and the personnel 
department from J 945. From these beginnings change has spread through the 
organization-new machines, new layouts, unit production, more adequate 
selection and supervision, growth, new factories. 

" ... Between the end of the war and mid-1950 the labour force increased from 
2,000 to 3 llOO of whom just over 3,000 worked at the parent factory .... 

"In the p'rocdss of change the organization has become considerably more complex. 
Besides the three branch factories, two new production departments have come 
into being." (Britain) 

"In 1943 the factory was completely destroyed by air-raids .... Soon after the 
war, top management, whose head-office is in Rome, started to rebuild the 
factory .... The former labourers, who became unemployed in 1943, contributed 
to the rebuilding of the factory by their manual labour, salvaging what was left 
after the bombing and taking part in the rebuilding." (Italy) 
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"One example of the rationalization efforts (of_ the Swedish textile industry 
generally) is the increase in the number of ~utomat1c looms. In 1930 40 per cent 
of the looms were automatic; the corresponding figure for 1946 was 75 per cent. ... 

"The rationalization process (in this company) has included heavy investment 
in new equipment. Production is now about 150 per cent higher than in 1935. 
During the same time the number of workers has declined by 200 persons while 
the number of executives, supervisors, and other salaried employees has increased 
by more than JOO." (Swedish cotton mill) 

"It was only during and after the second world war that modern mass production 
was introduced. During the years 1940-45 the manufacturing programme was 
changed over completely to war production. 

"The company is not a member of any cartels and is working under severe 
competition from foreign manufacturers. It has lately started an export drive and 
has at present a sales organization in six countries .... 

"During the last 10 years many new buildings have been erected, including a 
mechanical workshop, an assembly shop, a vestibule school, and an office building. 
The foundry and another building have been modernized. Part of the expansion 
is due to the purchase of a company in the immediate neighbourhood. The 
workshops will be still further enlarged during I 950. 

"When the last period of expansion started in 1940 the company employed 
750 workers and 150 salaried employees. The number of workers is now 1,620, all 
of which are male, and the staff of salaried employees numbers 525. . . . During 
the last JO years the company's production has increased sixfold." 

(Swedish engineering company) 

In the two Swedish organizations these major adjustments followed 
financial difficulties in the 192o's and 193o's. In the British organization 
the pressures for change stemmed mainly from the serious shortage of 
skilled workers and from difficulties connected with the supplies of 
yarn and the export drive. 

The following are a few examples of detailed changes effected in the 
operations and structure of the organizations: 
"The problems which required the most urgent attention were how to control 
standards and quality, how to enlarge the skilled labour-force and how to obtain 
additional space for production. It was possible to take step; in connexion with 
the first two problems, quality of production and skilled labour which could be 
effective at an early date. In the process of effecting change in th~se limited areas, 
r'!lated problems of policy and organization forced themselves on the attention 
of the firm. These were followed up. And in this way the arrangements made to 
deal with the problems of quality of work and skilled labour became channels 
through which much wider changes came to be effected and the atmosphere of 
change was diffused throughout the organization .... 

"The need to enlarge the skilled labour force was met mainly by developing 
systematic training for skilled operations. As in the case of quality control, the 
development of training opened up many other problems ... and indicated and 
helped in their solution. But the establisliment of training as a recognized function, 
and of the training centre as an institution which was acknowledged as valuable 
throughout the firm, met with many serious difficulties; for there was no experience 
of systematic training in the industry, the operations for which training was most 
urgently required were most intricate, responsibility for training was transferred 
from the managers of production departments to the manager of the central 
training department who had equally direct access to the directors, and the new 
manager had no well-established relations with many of the managers of 
production departments. There was a long period of general scepticism about the 
value of the venture of experimentation before training was successful, and of 
sustained resistance on the part of managers of production departments. 
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"Before they would make full use of it, they had also to be reassured that the acti­
vities of the training centre were not designed to infringe upon their authority. For 
this purpose the directors and the manager of the training department stressed the 
fact that the new department was a service department, and that it was largely up to 
the production departments to decide how much use to make of it. This permissive 
attitude was maintained in the face of severe testing by the production departments. 

" . . . the main difficulties were social difficulties. People were naturally 
sceptical of an innovation which went right against common experience and 
understanding, and they opposed it when it threatened to upset established 
relationships which had grown up in response to then existing conditions, and which 
were maintained usually with very good reason. 

"For instance, managers naturally allocated trainees to the old machines in the 
department. This was established practice. It also ensured that as great an output 
as possible would be obtained from the very scarce new machines, since they were 
operated by the fastest workers. And, selected for their capacity for independent 
judgment and for strength of character after long years of experience with the 
firm, they naturally resented the transfer of some of the functions which they had 
carried out satisfactorily in normal times, to a new department of unproven ability. 

"The effective reduction of difficulties depended therefore, on convincing ... 
the 1'.lanagers that the nature and size of the problem had changed so much that 
no single one of them had the resources to solve it-in other words, that the 
change was demanded by the new conditions and not by personal failure. And it 
also became essential to convince the firm and community in general that the 
inno\'~tions could provide an effective solution without radically upsetting 
established relations and practices. It was a first necessity, therefore, that those 
whom the change was going to effect should have full opportunity to appreciate 
the need for change and the implications of any suggested innovations. As long 
as they felt that traditional methods were criticized and that the patterns of 
relationship and behaviour of which the traditional methods were only a small 
part were likely to be substantially upset, the introduction of anything new, 
irresp':ctive of whether it was a new process, a new machine, a new way of 
behaviour, or a training department, tended to arouse anxiety and cause frightened 
action on the part of those closely identified with the existing arrangements. 

" • • • when training schemes were being devised and when, in particular, the 
mov':ments of experienced workers were being studied, many improvements in 
physical working conditions suggested themselves and were immediately applied 
m. the training centre. For instance, with work-benches and seats of uniform 
heights! workers could not adjust their position to the machines to suit their 
convemence. Seats were therefore designed which, though fixed to the work­
benches, were freely adjustable in all directions. Lighting was also improved, and 
machines were regularly overhauled. 

"Similar changes could well be made in the production departments and became 
more urgent when trainees were transferred from the training centre. In February 
1945, machine maintenance in production departments was regularized; and in 
time the improvements made in the training centre were generally applied. This 
movement continued: further improvements were made in the training centre and 
passed on to the production departments; and the training centre became a 
recognized place in the firm for thinking out, and trying out various technical 
developments and alterations in working conditions. 

"The policy of placing new machines in the training centre and transferring 
them into the shops together with the trainees, eventually covered new and later 
types of machines in addition to new issues of machines in general use. 

"Concern for improving the worker's environment drew attention also to some 
deficiencies in lay-out and work-flow which were increasingly taken into account. 
For instance, the low grade of work of one girl sent to the training department 
for retraining after two years' experience, could be attributed, first, to the situation 
of her machine in a dismal corner of the department, which 'got her down'; and 

81 



secondly, to the variety of styles she was called upon to do, which was greater 
than her span of attention permitted. 

" ... towards the end of the war, with consumer goods in short supply, work­
people were greatly tempted to pilfer articles made in the factory. Here in fact 
was a problem of personal adjustment. The personnel department tackled it by 
setting up a factory shop where employees could purchase, every few months, a 
fixed quota of goods made in the factory. In this way, not only was pilfering almost 
certainly greatly reduced, but employees were given the opportunity of possessing 
the goods they had helped to make and of exhibiting their craftsmanship to their 
families and friends in the community .... The formalization of joint consultation 
and of managers' and supervisors' meetings also started with the need to meet a 
definite problem. Prior to I 949 there was little thought of setting up any machinery 
for joint consultation: informal contact seemed adequate. But late that year 
there was some quite unexpected opposition in one department against the 
introduction of foreign workers: in other words, the established lines of com­
munication had clearly failed in this instance. Thereupon outside advice was 
sought, and joint consultative machinery was evolved to supplement the traditional 
modes of communication." (Britain) 

"When the manager was first appointed, the factpry had a system of punishment 
by fine which was so drastic that it affected as many as half the workmen every 
day. The manager studied the psychology of the Neapolitan workman and found 
it greatly different from that of the North Italian workman. He therefore instituted 
the present system of discipline. This is quite strict. But in applying it the manager 
tries to maintain familiar, even cordial, relations and to avoid unduly hurting the 
workman's feelings. For the Southern workman feels the need of trust and 
something close to friendship from his superior. Nowadays fines are rarely imposed, 
and the more serious punishments very rarely needed ... a timely reproach from 
the immediate superior or from the head of the workshop, or a written note of 
warning from the manager in more serious cases, are sufficient to maintain 
sa~\sfactory discipline." . . . . (Italy) 

It took a very long time to introduce time-and-motion studies here. but they 
hadn't the right people in the time-and-motion study department to start with. 
Now everything is different, there are new people, and it often happens that the 
workers themselves ask for studies._" (Union official in Swedish cotton mill) 

"We foremen are much better informed now. Only a couple of years ago it 
often happened that the workers were informed by the shop steward about things 
that we knew nothing of." (Foreman in Swedish engineering company) 

Since circumstances and needs continually changed, the process of 
adaptation had likewise to be continuous. Some of the problems which 
the organizations were facing when the studies were carried out were 
described in the British and, more particularly, in the Swedish studies. 

"For instance, the supervisory str~c~ure n~eds to be strengthened. f'.ormally 
established supervisors have found 1t increasingly necessary to share their duties 
with full-time helpers, or with operatives to whom they have given, ad hoc, some 
additional responsibilities. The need to shed some of the load has probably arisen 
from the greater attention they feel required to give to their primary duties: for 
instance, though it has always been customary _to make some allowances in the 
hours worked by married women, the proportion of women workers who ask 
for some concession in the normal day has increased very greatly, and this means 
extra care to ensure an even flow of production. Again, problems of all sorts 
outside the factory, but affecting the performance of workers within it, demand 
greater attention from th_e supervisory staff. Si~ce these increases ?f pressure on 
the supervisory staff are llkely to be permanent, 1t may well be possible to support 
informal arrangements for shedding the load by such formal steps as providing 
more helpers or increasing the number of supervisors." (Britain), 
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"On the whole, the foremen seem to be a little isolated from the other salaried 
employees. They are recruited from the workers, while the department heads and 
their assistants join the company as graduates of technical schools and are never 
placed in a foreman's position .... There is a lot of gossip in the various 
departments and in many cases workers seem to 'know' a lot of things regarding 
other departments which are not according to the facts. The average worker does 
not seem to be very well informed about the factory as a whole, nor does he 
appear to desire much information. . . . The informal communication system is 
good between workers and foremen, and between department head,; and top 
management, but there seems to be a lack of communication between the foremen 
and the department heads .... " (Swedish cotton mill) 

" ... we personnel people . . . have no real contact with the dominant 
personnel problems. The top management sometimes decides vital personnel 
problems within our field without asking us first .... " 

(Member of staff personnel department, Swedish cotton mill) 
"I don't believe much in the personnel department. There is too much red tape 

connected with it. Before we had a personnel counsellor, when a worker was 
injured, we just called for a taxi: and gave him a JO-crown note to_ pay the fare 
to the nearest clinic. Now there arc a lot of forms to fill in and a personnel 
counsellor has to accompany him in the taxi and hold his hand." 

(Foreman, Swedish cotton mill) 
" • • • it seems that the workers in the old and small workshops fc:el happier 

than the workers in the new shops. These new shops are regarded by the workers 
as too large. There arc too many people in the same room, and the different 
departments arc not divided by walls. This arrangement makes the formation of 
natural working groups more difficult, and the workers get a feeling of not 
belonging anywhere. In the old shops the various house rules are less strictly 
enforced. Even if the official attitude of the union is that of appreciation of what 
the company has done with regard to work faciliti~s, wash-room etc., many 
workers seem to prefer the conditions as they were earlier. • • • 

"When the workers arc being most critical, the questions of unskilled work 
and time studies are generally brought up. But the criticism is not so much against 
this particular company as against the general trend in the industry." 

(Swedish engineering company) 
"I ~ave worked for a couple of years in a small workshop. It was often hard 

and difficult, but you had more freedom and could plan your own work. In this 
company almost all jobs are unskilled and I really miss the responsibility I had 
before. I think the workers do not have responsibility in any of the larger shops." 

(A worker) 
" • • . They have to give us more responsibility in the work; otherwise one 

does not care much about production, and the whole job gets meaningless. I think 
they could find a way to give us more responsibility even in mass production." 

(A worker) 
" ... many workers and some foremen seem not to be too well-informed 

about the company. Department heads meet their superintendents regularly, but 
do not seem to carry the information gained at the meeting down the line to their 
subordinates .... " (Swedish engineering company) 

"The office staff is so large now that we do not know each other, nor what they 
are doing in other departments. The expansion has been so rapid that management 
has not had time enough to give us information. I think that both clerks and 
workers should be informed in small groups. A couple of years ago it happened 
that the work had to be stopped for a few days in one of the shops. The assistant 
in charge of manufacturing then arranged that the workers of the department 
should be given information about the company. I know that such a programme 
would be much appreciated among the clerks too." 

(Member of the office staff) 
" • .. a marked tendency to restrict output among certain workers 
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exists. . . . I don't think that the boys pretend to work to a great extent, but of 
course I know that they are not allowed to earn as much as they can when given 
a good piece rate." (A foreman) 

"You can always arrange that the take-home pay docs not vary too much. 
If the superintendent knew this, I think he would change things at once. There 
was a guy here who thought he could take out 5 : 75 on a job, on which we 
others were content with 2 : 50, but he was not long here before we had him 
quit." (A worker, Swedish engineering company) 

Most of these problems were recognized by the organizations and 
some were clearly on the way to solution. Perhaps the best criterion 
for determining whether adaptation is successful is not its speed or 
its magnitude but the extent to which it has provided means for 
continued adaptation. And on this basis the organizations were 
regarded as successful and sound. 

SUMMARY 

This chapter dealt with seven organizations which helped to maintain 
existing communities and five which fostered the growth of new 
communities. The organizations differed in many respects, as did t~e 
sit~ations in which they found themselves. Consequently, the ways 111 

which they set about their problems and the means which they had 
evolved for coping with them differed widely also. The uniqueness of 
each case is perhaps the most important fact emerging from the data. 

The variations in practice from firm to firm were brought out very 
clearll by discussing the data under such headings as "top mana~e­
me~t ;, "the personnel function", and "participation_ in commumty 
affairs • For mstance, on page 41 it was stated that m one firm the 
foremen had full authority to dismiss a worker. Again, on page 6r, the 
use of astrology in selecting executives in the Swiss department st0re 
was rep~rted. In connexion with the same firm, it may have ~eemed 
paradox1~al to some readers that while a policy of decentralization w~s 
followed m matters of human relations, the managing director was his 
own personnel officer. 

It ?'1ay be questioned whether these are "good" or "consiste.nt" 
practices. Two comments seem to be relevant: firstly, these practic~s 
are reported here not because they are necessarily and generally "¥00~ • 

but because they are parts of the observer's picture of an orgamzation 
whi,:h ha~ been considered effective in toto; secondly, what is "good" 
or consistent" must be determined largely but not altogether, by 
individual circumstances. Thus, astrology ~ay be a useful selection 
device in a locality where belief in astrology is an important determinant 
of human thinking and behaviour. Thinking can, in this sense, "make 
itso".1 

1 Sec Chapter V, pages 131-2. 



This point is important because it is so often and so easily overlooked. 
It is natural, for instance, to question whether the use of astrology is 
an "application of management techniques developed in the United 
States". In fact it is. For one of the most effective management 
techniques being developed in the United States, or anywhere else, is 
that of adapting management methods to local circumstances.1 

But we noted that what is "good" practice is determined largely, 
but not altogether, by individual circumstances. An analogy with 
medical practice may be useful. The doctor knows what is good 
practice, or rather what the good practices are, in certain broad 
categories of circumstances. But he must always suit his action to 
individual patients and their particular circumstances-that is the 
primary consideration. In this book, the studies have been grouped 
according to whether (a) the firm helped to maintain a healthy 
community; (b) was a healthy element in a disintegrating community 
or (c) fostered the growth of a new community. Within those categories, 
variations in practice have been shown in sequence. By a combination 
of these two devices-necessarily a compromise in the technique of 
presentation-it was possible to show both broad patterns and 
particular variations in management practice. 

Earlier in this chapter (page 36) it was noted that the firms studied 
were to be "characterized ... by positive symptoms of adaptation to 
both the internal and external needs" of the particular firms. It is 
worth emphasizing in conclusion, that perhaps the most important 
fact brought out by studies is that each firm had to find its own method 
of adapting to its own particular circumstances. 

The studies, therefore, have three major practical functions: 
I• !hey emphasize that the unit of organization in its environment­

i.c., factory or office in its community-is a most valuable unit for 
study. 

2. They provide data on some organizations which have succeeded in 
the two major situations· of modern industrial society where the two 
co_mmun~ties described in detail in Chapter I showed symptoms of 
fail~re: 1.e., the present organizations have either managed to 
mamtam community instead of disintegrating it, or have managed 
to become the core of community where none, or little, existed 
before. 

3- T~e studies support and strengthen, and in some cases perhaps 
discover, certain general lines of guidance on how to maintain real 
com~unity or how to foster community in places where it has not 
previously existed. Together with more detailed studies, of which 
t~o will be described in the next chapter, the European studies 
wll! afford material from which generalizations ~nd pointers to 
action may be extracted. 

1 See, e.g., Ma11ageme111 and 1/rc Wrrker, or Brunner, Sandro and Emminge, Farmers of tl,e World 
1945, New York, Columbia University Press. 
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III. THE PROCESSES OF MAINTAINING 
AND FOSTERING COMMUNITIES: 

TWO CASE STUDIES 

" ... they have set in motion a process and an institution which will 
ensure for them that ... they will be able to deal more readily with 
similar.problems in the future by being able to recognize them earlier and 
by being better equipped to cope with them as they arise." 

Elliott Jaques.1 

i::he studies described in !he _last chapte~ were too limited in scope, 
time and method to describe many detail the processes by which the 
organizations either managed to maintain existing communities or 
fostered the growth of new ones. The pictures the studies conveyed 
were largely static. Only very occasionally-by way of a bonus over 
and above what it was possible to expect-did they give a glimpse of 
how the organizations lived and functioned. And these glimpses were 
almost wholly retrospective: the studies gave usually only an approxi­
mate idea of the time spans in the lives of the organizations and 
outlined only some of the bigger problems encountered in their 
development. 

To obtain a more comple_te picture-a moving picture-of the 
processes involved in meeting the two major problems specified in 
this volume, recourse must be had to more detailed analyses. Two 
additional studies recently carried out in Great Britain, have therefore 
been drawn on. The first, the work of the Field Research Group of the 
British Institute of Management, describes the processes of introducing 
skilled factory employment into a northern mining village.2 In this case, 
methods were applied "{hich led to the effective integration of incoming 
industry in the existing community. Within a short period the new 
factory became an established social institution. This success was 
reflected in the speed with which the new factory became financially 
solvent; in the rate of output; in recruitment, labour turnover and 
absenteeism; and in many other and more complex ways. For the 

1 Tile Cha11gi11g C11/t11re of a Factory, London, 1951, Tavistock Publications, p. 105. 
• "Introducing Factory Employment into a Small Community", in 11iree St11dies i11 l\1anagement, 

by Jerome F. Scott and R. P. Lynton, London, Routledge & Kcgan Paul, Autumn 1952. 

86 



initial six months, starting with the opening of the factory in May 1948, 
the research worker collaborated with the consultant charged with the 
project; and intermittent contact has been maintained with the factory 
since that time. 

The second and more intensive study was part of a continuing 
project in which the Tavistock Institute of Human Relations collabo­
rated with an engineering company, The Glacier Metal Company, Ltd., 
situated on the outskirts of London. We propose to concentrate here 
on one of the five projects reported in 1951.1 At the request of the 
management and the workers of the service department, the research 
team assisted them, in an advisory capacity, in discussions on whether 
or not they should change over from piece-rates to hourly wage rates. 
This problem was the starting point for much wider consultation and 
subsequent changes. 

By the time this sub-project started, the Institute and the company 
had been in touch for about three years, and field study in the company 
had been building up over six months. Other sub-projects were carried 
out concurrently. For six months, from January to June 1949, one or 
two of the five members of the research team attended, and advised at, 
the numerous formal meetings held in the service department on the 
wages issue, and such other meetings as were agreed to. The present 
study was jointly prepared, and was subsequently approved by all 
concerned in the project, and contact continued to be maintained with 
the department. 

Much that is of interest in the studies cannot be dealt with here. 
We propose to concentrate on those aspects which seem to be most 
clearly relevant to the process of maintaining a community in the one 
case, and the process of community-making in the other. 

THE PROCESSES OF MAINTAINING A COMMUNITY 

The first study, as the authors describe it, was "concerned with the 
establishment of a small branch factory for the finishing of hosiery in 
a northern mining village-Minetown we shall call it. For this purpose 
the parent firm secured the services of an industrial consultant with 
experience in this field. At his suggestion a member of the research 
staff of the Institute (the British Institute of Management) joined him 
to record what happened". 

The Community 

Minetown's 6,500 inhabitants were rather isolated. One thousand 
three hundred out of the 1,700 employed men worked in the local 
collieries. There was paid work for only 80 women. With poor housing 
1 Elliot Jaques, op. cit .. Chapter 4, "The Service Department" pp. 73-105. 



·t· '"or spending money, and with local 
. portuni ies 1 ' 1 t d cy conditions with few op · h assured future the genera .en en , . d try wit an ' • h h t e coal mining an in us h were For instance despite t e s or ag 

• as t ey • ' f was to accept things there was little effort to create more or 
f r women, d "d "th of employment o d d to regard outsiders an new I eas wi 

M . t wners ten e . . . 
them. me O h. was reinforced by their 1solation. 
suspicion, and t is 

than 1 000 women of working age there were hardly 
"Briefly, for !ather more hops the pit canteens and the one little garment factory. 
80 paid jobs in the loca : lse\~here 40 of them in cotton mills an hour's bus ride 
Another S? w;ti;::e:\:~rng \mages, ~ steady trickle of girls left their birthplace to 
~:~k° els~:iere but for the most part the girls stayed to help at home, to marry 
young and in t~rn to bring up large families. . "d 

"Local employers had gained an immediate advantage by the scarcity of ~a1 
work for women. They were used to having 10 applicants or more f?r each Job. 
Standards of wages and working conditions were low, and occas10nal ?-b~ses 
remained undetected because the workers were not prepared to lose their Jobs 
in consequence of raising a protest .... In the little garment factory the girls were 
frowned upon for talking or singing at work. . . 

"Management-worker relations were naturally patterned on those preva1hng 
at the pits, where 1 300 of the 1,700 employed men -.vorked. Most of the remainder 
v.:ere employed on' the prosperous dairy and sheep farms some of which jutted 
ng~t into the built up area. Other crafts had practically died out, leaving a clear 
spht between the mining and farming folk. Even the building industry employed 
only a dozen people, and those were engaged on house repairs; house building 
was carried out by large contractors who brought their own workers week by 
week._ Built in the immediate vicinity of the various pitheads, both past and present, 
the different blocks of houses were up to two-and-a-half miles apart. Many of the 
1,500 houses were old. Some 60 had been condemned; a further 520 had been 
declared to be unfit for habitation according to modern standards. Over one-fifth 
were overcrowded .... Mining subsidence or the danger of it, was the main 
factor that prevented the physical parts of the community from being joined up 
and, but for an agreement with the previous coal companies, would have prevented 
any new building. 

"The opportunities for spending money, particularly on furniture and other 
durable consumer goods for the home, were thus limited, yet over a period of 
years the earnings of the miners had greatly increased and goods had become 
scarcer. With local coal mining also an expanding industry, there was no pressing 
need to look anxiously abroad for new industries, or to worry greatly about new 
ideas and new methods. In fact the community had the reputation of placidly 
accepting things as they were, of taking a long time over accepting such few 
newcomers as arrived to stay (mainly in connexion with mine management), ana 
of being particularly wary of people from t~e South, s_ome of whom had in y~ars 
b;Jck set up and then closed again enterprises of various sorts. There was little 
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" ... there were numerous occasions when these and the more intricate features 
of job and community appeared in different forms and under various guises. Two 
of the many indications of the kind of difficulty presented by the interacting 
problems even before the first trainee started may be given here as illustrations. 
There was only the word of a suspect outsider that the job could be done at all 
and was. in fact, being done in places only 40 miles or so away; why then for 
instance, had this community been chosen to try this admittedly difficult job? 
Again, in a community as cut off from other hosiery districts as Minetown, there 
was no way of estimating likely success or failure in applying for the job or, later, 
in doing it. The first applicants could not weigh their qualities, however fictitiously, 
against those possessed by girls whom they knew, and who had been accepted 
or rejected for work; nor their likes and dislikes against those of girls who had 
taken to or rejected the job later." 

In so far as experience of broadly similar projects could serve as a 
guide, problems of this kind were anticipated, and the methods of 
approach were modified accordingly. But some conditions, such as 
wages, could not be altered to suit the particular case. 

"The framework within which the problems of recruiting and training linkers, 
and of establishing a factory were to be solved ·existed in rough outline before 
contact was made with the community. It was built up on the basis of recent 
experience of similar tasks; of the accumulated knowledge of selection techniques 
and the lately evolved training ~cheme for linkers; and of conditions of work ~hat 
were fixed by national agreement between hosiery employers and trade unions 
and could therefore root easily be altered in this case even should it have been 
desirable to do so. 

"Mai'lly on the assumption that the most useful part of a linker's working life 
ended with marriage, it was intended to recruit single girls, preferably betw~en 
the ages of 16 and 20. Each applicant was to be subjected to an interview which 
was t_o determine whether she was a 'good type' and, in particular, whether she 
was hkely to get on well with other people .... 

"The scheme for the systematic training of linking had been worked out some 
years back jointly by one of the leading firms in the hosiery industry, a group of 
specialists_ in training, and a university department of applied psychology.··· 
It ~as believed_ that the trainees' rate of progress was influence~ ~ready by group 
attitudes, and 1t was intended deliberately to foster these. Ind1v1dual and. gr~up 
targets were among the techniques to be used. There was to be full consu tation 
with the workers. Wages and hours of work were covered by national agreement. • • • 

."In both wages and hours the factory was going to compare very fav~urably 
with _o_ther ~ocal employment. Physical conditions, too, were to be_ modeiled on 
cond1_t1ons m the Midlands; in some respects they were, even m tempor~ry 
premise~, to be superior. Fluorescent lighting, scientifically arranged, was go!ng 
to prov1~e 8:dequate illumination for linking. Thermostatically controlled h~atmg 
and ~enttl~t1on ~8:s held to be necessary in a place liable to have v~ry cold wmters 
and m which mmmg was considered by some a sheltered occupation. The work­
place was to b~ bright and comfortable, standards of cleanliness high, and tea 
was to be served twice a day. It was intended to minimize hostility on the part of 
other en:iployers to these innovations by not engaging, at least initially, any_ ~irl 
~)ready m local emplo,ment, and to do everything possible LO secure ~he pos1uve 
mterest and co-operation of the community for the project. Of greatest importance 
in this endeavour were the decisions to do all training locally and to transfer the 
management of the factory to local people at an early date." 



Recruitment and Selection 

The formal channels of contacting the community proved inadequate. 
Subsequent attempts to contact it through community leaders started 
a large and sustained flow of recruits. 

"The normal methods of obtaining recruits were all employed in the second week 
in May. The local Labour Exchange, located in the burgh some five miles away, 
was approached. Small posters, to the effect that female workers were required 
in the new hosiery factory, went up in shop windows and public bars. These 
methods seemed to have only little effect .... 

"The next few days were spent in visiting local councillors, the vicar, the 
solicitor. Through the activities in connexion with getting things ready at the 
factory, contact was also made with many other people. Through one or other of 
them the existence of an active girls' club was discovered, and contact was made 
with the club leader, the school masters and the local press reporter. A group 
of club members and a class of school-leavers were met. These opportunities were 
used to get to know more about the community and to get known by them. On 
the third day, as a resu!t of an article in the local paper published that morning, 
appeared the first apphcant. A group of seven girls from the club applied the 
following day. There began to be a regular stream of applicants-sisters or friends 
of those who had already been at the factory, people who had been given the 
latest news about the factory by the craftsmen still engaged in fitting it up or by 
the life assurance agent, or who _had P!cked up inf~rmation in shops and 0 ~ street 
corners as they went about their business. One girl was so dissatisfied with her 
current employment that she took the whole day off merely to apply. There were 
63 applicants during the first month. . • . The flow was greatly reduced in sub­
sequent months, but neve: ~eased, not even when there wer_e no more vacancies 
and little prospect of obtammg employment before the openmg of the permanent 
factory, months, perhaps years in the future." 

Applicants for work were even more an~ious and disturbed than 
applicants for work usually are. The select10n procedure was altered 
to take account of this fact. 

"Applicants for work were generally very anxious when they arrived to be 
interviewed and tested. Some of their anxiety was based on the fears familiar to 
applicants for work anywhere .... 

"In this case there were additional grounds for anxiety. There was the very 
newness of factory employment in the community. It was work of a type at which 
nobody had been known to succeed. Applicants had, at any rate initially, no guides 
at all about what made for success. They were conscious only of a few obvious 
factors: they had learnt somehow that smooth fingers and good nails were an 
asset and that good eyesight was required. Girls who lacked confidence in the 
adequacy of their fingers and nails came into the factory holding their hands 
behind their backs, or wea_ring thic~ gloves-in summer-and in the hope that 
they would wear gloves dunng selection. For one reason or another the emotional 
tension was therefore unusually high, in most cases very high. 

"The tests yielclecJ no useful results as long as the tension persisted. Several 
applicants, whose eyes turned out to be perfectly good, affirmed r~peatedly and 
forcibly in the initial stages of the eye test, that they cou!d see nothm~ at all •••• 
The whole selection procedure was. geared to removing the tens10ns of the 
applicants.... . 

"Unguided interviewing was used to elicit information. about the applicant's 
family background, her previous employment and earnings, her reasons for 



wishing to work at the factory, her social relationships in the community and in 
the case of later applicants, her relationships with girls already in the factory .... 
To have the interview as a distinct part of the procedure seemed initially to add 
only further tensions, which it took some time to remove. After the first day of 
selecting applicants, the interview was therefore interwoven with the rest of the 
procedures. Nothing seemed to reduce the general tension of the applicant more 
quickly than that she should be made to feel free, and be encouraged to talk 
freely from the very first. By chatting with the applicant as the occasion arose-in 
between tests, during the eye test, and while getting tests ready for her to do-two 
major objects were pursued at once: tension relaxed, thus rendering test results 
credible; and information was accumulated about the applicant. The applicant 
left greatly reassured about the humanity of management and the fairness of their 
methods, and the interviewer secured a wealth of information about the girl and 
her immediate environment, and also about the community in general." 

All but one of the conditions on which the choice of workers of tested 
ability was based were occasionally waived, mainly in order to procure 
potential instructors and supervisors. The only principle applied 
relentlessly was that the girl was likely to be a socially desirable 
member of the factory community. It was envisaged that this regula­
tion would be relaxed when the factory had got well under way and 
built up its habits and norms and social structure. 

"One of the girls rejected on these grounds shared with two others the distinction 
of scoring highest in the tests.·. . . In comparison with the other girls she was 
strikingly well dressed. Her hands were fine and well tended but bore stains of 
heavy smoking. Obviously used to getting 'her own way with the boys', she paid 
little attention to any girl except her admiring follower." 

It was possible to learn not merely whether a girl was liked, tolerated, 
or disliked by the others, but also whether she herself had any 
preference for working next to one person rather than another. On the 
basis of this knowledge, account could be taken in the organization 
of the factory of the existing social pattern of the community, and it 
was possible to a large extent to make the existing informal structure 
extend into the factory. 

"Six of the first IO girls engaged for work·were members of the girls' club. Of the 
first 29 trainees, seven lived in one short street and six in another. One linker, 
two menders, and the woman who swept up and made the tea were closely re­
lated. There were also two pairs of sisters. In four cases close friends worked 
next to one another. All the other pairs not only knew and, at worst, did not 
mind each other, but were as nearly a·s possible of similar age and capacity." 

The Workers' Responsibility 

Throughout, a great deal of responsibility was placed on the workers, 
as individuals, as groups and as a community. Methods of training and 
general management were flexible and care was continually being taken 
to ensure the workers' participation. 
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"The training programme previously worked out was only a guide and of use 
chiefly for determining the sequence of stages. Each trainee had her own 
programme for each day, worked 01:1t each morni":g jointly by th~ instruct~ess and 
herself. . . . Programming ... provided an occasion for the girl to raise any 
points of difficulty, and the instructress 1;ould form an opin_ion wheth~r the c?urse 
was progressing too rapidly for the tramee and thus puttmg excessive stram on 
her or whether there was any other, perhaps personal, reason for varying the 
pro'gramme. Sometimes circumstances conspired to make the trainees feel strongly 
that they wanted to do the same as other girls who in reality were more advanced 
than they. 

"One day early on, for instance, two girls found themselves isolated at the 
training bench in one corner while the others had moved on to machines on the 
other side of the hall. They clamoured to be allowed, too, to go on to machines 
and their wish was granted even though their training on devices had not been 
quite completed. On a later occasion Group II wished to try for a bonus at the 
same time as Group I and were allowed to do so. On both occasions the changes 
were beneficial in terms of output. More often such alternations proved premature; 
a fact which, having had their way, the girls readily recognized and accepted. 

"Immediate working companions were selected in agreement with the girls; 
individual and group targets were fixed jointly; any special questions or difficulties 
were resolved together. In fact, joint decisions were reached continuously. If the 
value of a training device was in question it was 'talked over' with the instructress 
and some trainees. Faulty workmanship was jointly discussed and corrected. The 
girls advised on the allocation of difficult work .... 

"The change-over to Joe~! instructresses provided many occasions of joint 
effort. They were chosen, with the agreement of all, after only six weeks in the 
factory. One was a young, vivacious girl, well liked, who had been the first 
applicant for work. The other was 25 years old, nervous when she came and 
saddled with a marked feeling of inferiority. . . . She had overcome occasional 
set-backs, gained confidence, and exerted a good influence on her group. 

"Each instructress gave only a part of her time to instructing, spending the rest 
of the time on building up her own performance. This dual role involved difficult 
questions of pay: the girls immediately. lost piece-work earnings; and they 
inevitably failed to build up speed on the Job as fast as they would have done if 
they had spent all their time at it. The matter was settled jointly, on the basis of 
average earnings of selected girls and a small addition; and later, when there was 
a decline in the amount of_ training to be done, way~ and means were jointly 
devised to reintroduce the girls as full members of their group .... 

"On the condition that she would maintain her rate of progress in efficiency 
~ girl was occasionally _allowed for some reason to come late or leave early; and 
m every case where a girl was absent for less than an hour her output for the day 
was higher than immediately before or after." 

The policy of involving the workers, particularly groups of workers, in 
the affairs of the factory resulted in the rapid growth of a sense of 
responsibility, showing itself in concern for maintaining high rates of 
output and regular attendance, and continuous co-operation in matters 
large and small. This combined well with a general air of freedom in 
the factory, with singing and numerous other signs of exuberance. 

"It became the accepted thing to work on if difficulties had not been overcome 
to ;he girls' sat!sfaction during the day, or_if they considered their rate of progress 
too slow. Durmg the first few weeks this keenness could be attributed to the 
novelty ofth~ venture. But it never ceas_ed to be common usage to be in the factory 
at least JO mmutes before, and after, time and to start work early and finish late. 
Yet there was no work clock for clocking on or off and regular signing on was 
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discontinued; each operation took less than a minute to complete so that there 
was no difficulty about leaving the work at any time; and payment for additional 
output could not explain the pressure of trainees not yet on their own time for 
continual extensions of the working day .... The pressure for extending working 
time was particularly heavy when work had been held up generally for some 
reasons, during the day, or when a girl happened to have come some minutes late 
in the morning and insisted on making up time. This seemed to be only right." 

Relations with the Community: the First Three Months 

The community had officially welcomed the establishment of the 
factory, and people seemed to think generally that it was advantageous 
to secure this new opportunity for employment. But for all that, the 
attitude most frequently encountered at first was one of reserve. Some 
leading members of the community were apprehensive for personal or 
general reasons. Some employers, for instance, feared competition 
from the factory for women workers. Others worried about the social 
effects of greater employment for women, or about the implications of 
the factory's ties with the parent firm in the Midlands. "The newcomers 
tried to allay and, where possible to remove, all apprehensions, 
sectional as well as general. The formal means for doing this were 
limited. There were occasional contacts with the local council for some 
specific purpose, such as a discussion of possible sites for the permanent 
factory or a formal visit by the Council to the temporary premises. 
But there were no speeches or regular forms of publicity. To provide 
continual opportunities to reassure people about the purposes of 
management and to associate them with the project, reliance was 
placed on the numerous and widespread contacts with the community 
which arose in the normal course of the work." 

"Thus, the shopkeeper who was anxious lest she should lose her assistant to the 
factory was told of the intention to recruit only girls not already at work; and 
another, that he stood to gain along with the other shopkeepers, from the 
increased trade that was bound to follow new employment. A leading lady 
parishioner who was apprehensive lest the introduction of employment for women 
should disrupt family life, felt easier when she was told that the factory would 
employ single girls, many of whom had so far been obliged to travel long distances 
to work, or had gone away for good, with much more serious effects on family 
life. The manager of the Co-operative Society was visited and his agreement 
obtained before one of his staff was recruited (as the future manager of the factory). 
The husband of a married woman, who had applied for work and would possibly 
become a supervisor, was consulted before she was taken on. 

"There was a parents' day during which the factory, by then already humming 
with activity, was open to all who cared to come. School-leavers and their parents 
were encouraged to sec for themselves, at any time, the conditions under which 
they would work if they cared to apply and if they were accepted. Frequently, 
other people came by quite informal arrangement, and brought friends to see the 
output graphs, the training devices, the general methods; often they suggested 
that these things should be in operation elsewhere. There was great stress 
throughout on the intention to make the factory a local enterprise, with a local 
manager and local instructresses and supervisors, and a permanent accession to 
the community." 
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As a result, "much valuable help was immediately secured. In 
innumerable ways local people helped to get the factory started and to 
prevent management from making mistakes, some possibly serious, 
through sheer ignorance of local facts. They suggested suitable 
premises. They knew the best way of contacting possible applicants 
through local clubs, schools and churches. They had the addresses of 
the most reliable local craftsmen and suppliers whose help was required 
for erecting machinery and getting the place fixed up for work. They 
advised against the choice of the site suggested by the local authority 
for the permanent factory, because only they knew that the stream 
which looked so low and slow would flood it practically every winter. 
They were not aware of the value of this help to the newcomers; and 
the offer of payment for what was to them elementary knowledge to 
have, and common courtesy to give, would only have aroused a 
suspicion of the newcomers' motive". 

But these were only the beginnings of integration. There were 
sections and factions in the community who disagreed with one an­
other over many issues and had their peculiar interpretations of the 
coming of the factory and the ways in which it was being established. 
For instance, while shopkeepers were assured that their workers would 
not be taken from them, workers were pleased to note the improved 
wages and conditions which, they felt sure, would follow the establish­
ment of the factory. Again, it was not possible to follow rigidly the 
policy of-not recruiting anybody who was already in employment. 
These were only the simplest kinds of discrepancies and inconsistencies. 
Others were imagined. All kept alive many suspicions. 

"The early uncertainties showed themselves in the factory in many ways. Even 
slight changes in procedure aroused the girls' distrust, and this was kept alive by 
a suspicious community .... 

"Occasionally there were rumours, some based on misinterpretations of fact, 
some without factual basis. The most blatant example was the rumour which 
circulated about three months after the factory had started-when the girls were 
showing already that they would be able to do the job well-to the effect that the 
factory was about to close down and the girls would shortly be paid off." 

During this first period, which lasted approximately three months, the 
community was preoccupied with testing out the newcomers. The 
newcomers on their part were trying to get to know the patterns of 
hopes and fears of the community and the best ways of fitting into 
them. They tried to avoid favouring, or even appearing to favour, any 
sectional interests, and to maintain a rough balance in the contacts 
with the community. 

More Developed Relations with the Community 

As the factory got under way, a number of suspicions faded away and 
others assumed definite forms. They were dealt with as they arose. 
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"By mid-summer it had been possible to show in several instances that the 
assurances given were valid. There had been, for instance, no large-scale exodus 
of girls from the shops. The summer school term had ended and other employers 
had found that all the school-leavers they wanted were available for work. The 
girls had started a holiday savings fund with the local bank. Although a number 
of shopkeepers had had to raise wages and to spend money effecting improvements 
in physical conditions of work, the factory girls' earnings were beginning to find 
their way into the shops, and there were clear prospects of the trickle growing 
more substantial soon; and so shopkeepers were on the whole satisfied, and even 
pleased." 

The girls in the factory ceased to be merely the channels through which 
the community's suspicions could be unloaded on the factory and 
became also the main channels for promoting the cause of the factory 
in the community. In the factory, "the increasingly secure relationship 
between the factory and the community showed itself, for instance, in 
reduced resistance to changes at work, in the absence of further 
rumours, and in the spontaneity with which help was offered for 
present or future exigencies". In the community, "an increasing number 
of people went out of their way to express their appreciation of what 
had been done, an approval which often took the form of at-tempts to 
make social contacts with the newcomers. The factory began to be 
regarded as a permanent anchor for social relationships and was 
accepted as a new sectional interest in the community". 

Comment 

The study suggests that good relations with the community were 
essential to the success of the new factory, that they facilitated many 
aspects of its operations, and that they depended on making the branch 
factory a responsible unit in the larger organization, the community. 

"In Minetown the aim was to enable the factory to grow up as part of the 
community. Failure in this endeavour might well have been serious. In large 
i!1dustria! cities the social pattern of a factory can seri?usly diverge fro'!! what 
llttle social structure there is outside, without ever causmg an open conflict; the 
antagonists are not sufficiently organized. In small communities, such as Minetown, 
where everybody knows everybody else, it is unlikely that any differences that 
arose between factory and community could have failed to have immediate and 
often serious repercussions. 

"The community's informal channels immediately served to start the flow of 
recruits. On the basis of knowledge acquired through the selection procedure 
and through the numerous ad /roe contacts with the community, it was possible 
to take account of the existing social pattern of the community in the organization 
of the factory. What is known about good organization indicates that a close 
conformity of the formal to the informal structure may well be a major 
characteristic. 

"An immediate advantage of this arrangement was that the new employees did 
not have to enter a totally unfamiliar situation. When a girl in a town enters new 
employment she usually starts as a complete stranger and is expected to build 
up her social relationships as she goes along. She may or may not succeed. In any 
case, yet another problem, and more uncertainty, is added to what is already in 
many other respects a novel situation to which she must adjust herself. In this 
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factory the girls already knew one another well; and this seemed all the more 
important in a job like linking which, especially during training, could lead to 
great tension. 

"The process of learning was facilitated by continual adjustment of the methods 
of training to local knowledge, customs and habits. Initially this required fine 
sensitivity to all indications that could throw light on the detailed nature of any 
problem. This became easier as the girls, and the community generally, felt freeer 
to communicate their problems and approvals to the newcomers and the new­
comers began to be more familiar with the community's social str~cture .... 

"Success in the whole venture depended on the willingness of the parent firm 
Pc'[mit its branch ·factory the use of managerial methods most suited to its 

[O . 1 r needs. In some important respects, for instance in training, supervision, 
~~;~t~_~,r~munity relationships, the methods used were very different from those 
employed at the firm's headquarters. The results certainly throw doubt on 
industry's adherence to traditional methods and traditional areas." 

THE PROCESSES OF COMMUNITY-MAKING 

The second study was concerned with the processes of working through 
a series of morale problems in one department of the Gla~ier Metal 
Company in London. We will try as far as possible to leave aside the 
kinds of problems "that arise whenever there are groups of people 
living and working together" and concentrate on those parts of the 
study which "were related more directly to the attempts . . . to 
introduce a relatively new system of human relationships." After 
briefly describing the background of the factory, the community and 
the service department, we propose to follow the processes chronologi­
cally: problems and methods of ove~coming them_ will ~e mentioned 
in the sequence in which they were discussed at the meetings attended 
by the research team. 

The Factory and its Location 

The Glacier Metal Company was founded in 1899 to manufacture 
anti-friction metals. Since the first world war it has become the largest 
manufacturer of plain bearings in Europe. In 1950 the company 
employed 1,800 people, of whom 1,300 worked in the factory in which 
this study was carried out. 

The suburb in which the factory was situated had the typical 
characteristics of little homogeneity and an absence of close ties 
between factory and community. 

"The London factory is situated in the city's north-western industrial belt a 
su~urba_n ar~a with a mixture ~f i_niscellaneous _new industries and sprawling 
res1dent1al neighbourhoods; there 1s little ~omogene1ty, and no organic relationship 
between the life of the factory and the hfe of the community round about. The 
employees live in widely scattered areas, so that even workmates in the same 
shop may be members of different branches of the same trade union catering 
for the craft. The split in modern society between home life and work is particularly 
marked in suburban industrial settings of this kind." 



The first world war and the inter-war years were periods of intensive 
growth and technical development. Further drastic changes followed 
during the second world war and its aftermath. The company estab­
lished several branch factories; and its labour force, which had num­
bered 1,000 in 1941, at one time reached 3,000. 

From 1939 onwards the company "introduced most of the modern 
methods in progressive management and ... made certain innovations 
which are very much its own. The quality of group relations has 
steadily improved ... and the firm is now accepted by its members at 
all levels as a very satisfactory place in which to work". This gains 
added significance from the fact that before the war the firm had a 
poor reputation in the community, and was still considered 10 years 
later a "black spot" by many outside who were unaware of the radical 
changes which had taken place. 

By then the advanced development of social relations had thrown 
up the new and unfamiliar problems which we wish to illustrate here. 
Many were regarded by the research team as similar to those which 
occurred in other communities. Only there they could not usually be 
discussed because people were not secure enough "to allow either their 
expression or their recognition". That the problems could be faced and 
worked through in this factory was an indication of the generally high 
state of morale. 

The Service Department 

The service department was one of the seven divisions in the London 
factory. It employed about 100 people when the sub-project started 
early in 1949. It was similar to a small company in that it was a 
relatively independent unit with its own administrative staff, drawing 
office, and sales organization. 

"Until the war years the new shop felt itself to be separate from the rest of the 
factory. It had its own customers, with whom there was close personal contact, 
for much of the pricing of jobs was done by direct meeting between customers, 
supervisors and operatives. This feeling of independence was fortified by the shop's 
having its own gate and working different hours from other shops; its operatives 
were not asked to take part in the 1935 strikes; and during the depression years, 
its members were able to feel better taken care of than other Glacier workers, 
because the shop was steadily growing and able to take on workers laid off in 
other parts of the factory." 

During the war the activities of the department were increasingly 
systematized and informal contact with customers came to an end. By 
1949, relations in the department, and between the department and 
the rest of the factory, were regarded by management and workers as 
not entirely satisfactory. 

"In 1947, the shop manager retired, and the present divisional manager and shop 
superintendent were brought in. They were most anxious, in line with the general 
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policy of the firm, to establish good relations in the department, and t0 bring it 
into closer contact with the rest of the factory, but felt only partially successful. 
The workers' representatives, led by the convenor of shop stewards of the 
Amalgamated Engineering Union, remained suspicious, not only of their own 
departmental management, but of the whole consultative set-up of the factory. 
They had withdrawn their works committee representatives in i 944 because they 
considered the Glacier model of joint consultation out of line with normal trade 
union practices, and had only consented as late as November 1948 to elect 
representatives once again, for a trial period of one year, during which they 
intended to consider their position further." 

The Nature of the Problem 

One of the changes introduced during the war was the replacement of 
payment by contract for a given job-which the operative would then 
complete as quickly as he wished-by a scheme of payment by results 
in which rates were calculated in standard minutes. Forty out of the 
hundred members of the department were paid according to this 
system. 

The proposal to change over to hourly rates was first mooted by the 
divisional manager in February 1948. Besides using up time and in­
volving complications in the costing and financial organizations, the 
system of payment by results was recognized by management and 
workers alike as one leading to "chronic irritation". The proposal 
to abolish it was favourably discussed at meetings throughout the 
year; and on 31 December the divisional manager called a meeting of 
all operatives and offered an average hourly wage to the piece-workers. 
This wage was one penny per hour lower than the average earned on 
the piece-rates system, and pointed to management's main doubt: 
whether output would be maintained when piece-work incentives were 
withdrawn. 

The workers had numerous other doubts. Facilities were therefore 
given to the chairman of the (workers') shop committee to carry out 
checks. 

"A 'wages committee', composed of the shop committee, the divisional mana"er 
the shop superintendent and the shop accountant, was set up to consider th~ 
matter in more detail. It held its first meeting on 2 January 1949, when the workers' 
representatives reported mixed feelings in the shop, some workers being in favour, 
and some suspicious, of the proposed change-over. The latter attitude expressed 
itself in such comments as 'What are the management up to now?' and 'What 
are they going to gel out of this?'" 

It was also decided to enlist the co-operation of the research team "to 
obtain advice on how to avoid likely pitfalls". 

Negotiations about Payment 

The chairman of the shop committee spent much of January and 
February reviewing the wages figures and consulting with his district 



trade union officials. Thereupon various meetings took place at which 
the details of the wages proposal, referred to a sub-committee, were 
further discussed, and the basis of representation was widened to 
include supervisors. Though the committees formally refused to discuss 
anything other than the wages proposal, most time was in fact spent 
on raising and discussing issues of general morale. For instance, at 
the wages sub-committee, 25 February: 

" ... during the next hour and a half not more than 15 minutes were spent on 
the proposals themselves; the rest went, in discussing a wide variety of general mo­
rale issues, such as: how much will the change-over alter the existing relationship 
among workers, between workers and management, and particularly between 
workers and supervisors? what happens if wages arc fixed and production goes up? 
what technique can be used to get general agreement in the shop? how will the 
supervisors behave under such a scheme? can a supervisor be guaranteed that no 
worker on his 5ection will earn more than he does? 

"When the consultant commented that their talk was demonstrating how 
inextricably the wages proposals were tied up with other morale issues in the shop, 
the divisional manager suggested that each supervisor might be asked to enquire 
into the feelings of his section. The shop committee chairman opposed this 
investigation of workers' attitudes, since all supervisors were on management'.s 
side .... The atmosphere was charged with tension. 

" ... it was suddenly recognized that there was no n:prescntative of super-
vision on the wages committee, and they decided to remedy this shortcoming 
before the next meeting." 

At the shop committee meeting on 2 March: 

"Members expressed far more anxiety than they had dared reveal openly in the 
wages committee. The management, they feared, was trying to put something 
over on them, and if output went down, would scrap the whole scheme and put 
them back on piece-rates. They were uncertain what to do, because the people 
on the shop floor whom they represented were deeply suspicious of the proposals." 

Attitudes on the Shop Floor 

At the suggestion of the consultant, the shop committee decided to 
undertake serious discussions throughout the shop before proceeding 
further. The 40 piece-workers were divided into five groups of eight, 
with one shop committee member delegated to each. The group dis­
cussions ran smoothly, each session lasting its full hour. The suspicion 
was aired that the shop committee were in league with management 
and were just "management stooges and buffers". 

Many safeguards and guarantees were asked for; which provided 
one indication of the state of morale in the shop. It was felt that 
management "must have something up its sleeve; they must be getting 
something out of it or they wouldn't have proposed the scheme in the 
first place". Many workers recalled previous experiences, in particular 
the way the piece-rate system had been introduced four years before. 

On the wages issue, the shop committee was instructed to press for a higher rate 
than had been offered, to secure a proper distribution of the savings which were 
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expected to accrue from greater co-operation and lower overheads, and to see that 
a uniform productivity was introduced into the shop to which the hourly wage 
could be related. " ... the shop committee was asked to secure some kind of 
guarantee that any agreed rate would be upheld. If another department changed 
over to hourly wages at a higher rate than that which they obtained, would they 
be able to re-open negotiations to increase their own rate? Or if they settled for 
too low a rate, this could be used by higher management to drive hard bargains 
with other piece-rate departments making a change over. 

"Under a flat hourly system supervision might begin to 'push them around, 
and tie them to their benches'. A trial run of the new system for a period of three 
~onths was demanded, with the provision that there would be a minimum of 
interference from supervision, otherwise the workers would never be allowed 
sufficient time to get used to the new system and show what they could do when 
they had settled down. The sick, the elderly, and other categories unable to work 
so quickly, might find themselves penalized, and how could they ensure that a 
man would be given satisfactory opportunities to increase his skill and hence his 
basic rate. Appropriate protection against such eventualities had somehow to be 
obtained .... 

" • • . had management not originally put forward the proposal that the 
operatives should drop a penny an hour on theh existing rates, on the grounds 
!ha~ there was likely to be some drop in production if the piece rate system with 
Its incentives was discontinued? Surely here was proof that management had no 
confidence whatsoever in them as workers. 

" • • . four years before, they had been promised that if they did not like the 
new system they could discontinue it. In spite of much criticism at the time, 
nothing had been done about changing it, and the shop was left feeling the scheme 
had been forced upon it. As a result they were fearful that the present management 
Wo~ld impose the scheme they were now considering even if they did not agree 
to It . 

. " • •. in view of the divisional manager's anxiety on the morning of the group 
discussions, and management fears generally that workers could not be trusted to 
keep production up; the shop committee's frequently to be inferred suspicion of 
management; and the first hot-tempered argument between them all, management, 
supervisors, and workers alike-it was obvious that much more was going on 
under the surface than would appear from the placid atmosphere in the Committee." 

As a result of group discussions, the shop committee decided to press 
!or the higher wage, and to lower this figure only if no outstanding 
injustices would be done to individuals currently earning high wages. 
~ut general "morale issues, particularly those dealing with the behav­
iour of supervision and management, were to be held in abeyance for 
fear that raising them too directly might 'get them all thrown out of 
the office by management' " 

The Interdependence of Methods of Payment and Morale 

At the next meeting of the wages committee stalemate was reached. 
Clearly morale factors had to be taken into account. This was 
temporarily agreed, and some adjustments in the wages proposal were 
~ade. But problems of morale continued to be regarded as "side 
issues" and remained unsolved: 

" • • • they managed to reach conclusion on the point that small adjustments 
should be made in the case of those individuals who stood to lose too much. 
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With this as a kind of successful test-out, one of the shop committee members 
re~ealed that the shop floor suspicion that management was trying to 'fiddle' had 
ansen from the proposal that a penny an hour should be taken off their wages 
b~c_a~se of possible loss of production. With such frankness as the keynote, ~e 
divis1onal manager replied that he was now satisfied that the shop would maintam 
production, and was prepared to drop the proposal about the penny deducti~~-" 

But:_ "\':'hat would happen to individuals who Jost money? Could productivity 
be mamtamed with the new types of work coming in? Complaints were made 
about curre_nt rate fixing, and there were problems about individuals w~ose 
present basic pay was too low. All these questions,· though aired, remained 
unresolved." 

In mid-March certain morale issues became pressing. Another division 
had opened negotiations to change over to hourly rates-at ~hat 
rates?~and there were divergent opinions in the shop comi:ruttee 
rega_rdmg the likely level of produetivity after the change-over m the 
service ?epartment. The committee acknowledged the importance _of 
morale issues to the extent of agreeing to take them up after a satis­
factory hourly rate had been negotiated and before the change-over 
was finally settled. 

On _30 March, the superintendent and the chairman of the shop 
comnuttee arranged a joint meeting of all supervisors and member~ of 
the shop committee to discuss their differences. Problems of toohng 
and. of timing and assessing piece-rates were the terms in which ~he 
strams and stresses of their relations were discussed. The meetmg 
arranged that workers' representatives were to be cons~Ited more 
closely when prices were fixed, and agreed to convene agam. 

The next meeting of the wages committee (7 April) was scheduled to 
last "five or ten minutes-just time to allow the announcement of th: 
calculated rate" by management. In fact it lasted two-and-a-half hour~' 
and, at the end the committee could only agree to hold a _ba_JI~t 1~ 

the shop to decide whether or not the workers wished negotiat101?s t 
proceed on the basis of management's wages proposal. Every piece­
worker received a joint statement to this effect, had it personal_ly 
explained by the superintendent and the chairman of the shop commit­
tee, and was invited to raise any difficulties with either or both of t~em. 
Six workers asked for and were given special increases to avo!d a 

·ct ' ' ) It d m a consi_ erable drop in earnings. The ballot (13 May resu e 
unammous vote to continue the negotiations for a flat rate. 

Taking up the Underlying Morale Problems 

!.f avi!lg agreed to negotiate on the basis of manage1!1ent's P:oposal, 
sub3ect to final confirmation by the district trade umon officials ~ho 

had been kept informed of all developments", the wages com1:mttee 
was free to take up general morale issues at its next meeting. This was 
b~ated, threw up a wide range of points, and reache? a ~eadloc~. At 
his request, the divisional manager was left to consider m detail the 
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list of points raised by the shop in the group discussions in March. 
When copies were circulated to every member of the committee the 
morale problems were now out in the open. 

In the meantime the supervisors and the shop committee continued 
to meet and discuss differences. In fits and starts their relationship 
improved and they began to turn their attention in such directions as 
the application of the principles of joint consultation to the day-to-day 
running of the department. 

Establishing the Shop Council 

The wages committee met again just two days after their previous 
meeting for "what turned into a full day of intensely serious work". 
Besides raising again the question of productivity, the divisional 
manager wished to discuss "the establishment of some mechanism for 
making possible increased participation of the total shop in the making 
of departmental policy". This expressed a new attitude on the part of 
departmental management. 

"In explaining the origin of this attitude he referred to his realization at the I t 
meeting that the workers felt that departmental management were prone to f:e 
way to the demands of other departments. He also referred to a report he had t d 
about the furore caused in the meeting between the supervisors and the sh a 
committee by the plans for rebuilding in the shop. He had not expected thop 
those plans would create so much hostility and resentment, since they h·ld b at 
fully discussed with the people in the store, who after all were the ones' m .c~n 
concerned. He and his colleagues considered therefore, that if they were ser· ainly 

• h • • I • • Id b r IOUS Y to go ahead wit Joint consu tat1on 1t wou e necessary ,or them to t k 
supervision and workers more fully :nto consultation on shop policy." a e 

Since morale issu~s were now out i~ the open th~y could be discussed 
frankly. Some points on th~ wages 1s~ue were quickly dealt with, but a 
number of awkward questions remained, e.g. about productivity and 
the distribution of savings on overheads. The manager felt that th 
policy-making group he had recommended-a "ShopCouncil"--coul~ 
deal with issues such as these. But the workers continued to wonder 
suspiciously whether management "had anything up their sleeve". And 
it took further clarification, partly among themselves, for them to agree 
"to give management a trial ... if things did not work out, at least 
they would be no worse off than they were and would know better 
where they stood". 

"They found it difficult, they said, to have confidence in such a plan because of 
previous experience with management and supervisors, and again referred to the 
way they considered the 'minutes system' had been imposed four years before, 
and to the existing discontent about rate fixing." 

The chairman of the shop committee, who asked to meet separately with the 
consultant "to clarify plans to bring before his committee", was clearly in a 
dilemma. On the one hand, a staunch trade unionist for 30 years, he harboured a 
strong suspicion of management. On the other, he wished to realize what he 
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expressed as "his dream to see the workers participaie in management", not just 
for himself but for the younger workers who were now growing up: "My industrial 
life has been hell, and I don't want to see my child1en go through the same thing. 
But it's awfully difficult to take an opportunity like this when you see it, when 
you've had the kind of experience in industry that I've had in the past." The 
consultant talked with him for nearly three hours, and gradually he began to 
clarify his thought and to outline possible ways in which a shop council could 
be set up and what it could do. 

The shop could now be consulted on whether or not they would finally 
agree to the change-over in payment. Approval for the wages agreement 
and the setting up of the shop council was secured from the managing 
director and from the trade union officials. The role of the shop 
council was further clarified. 

The managing director was anxious "lest the service division might be trying to 
set up its own show separated from the rest of the factory". It was agreed that 
the council would be responsible for matters which affected the service department 
alone, and that consultation with the works council would be required wherever 
other sections of the company would be affected. 

Implementing the Wages Change-over 

On this basis the ballot was held on 16 June, six-and-a-half months 
after the manager's definite proposal and 14 months after he had first 
mooted the idea. Of the 40 piece-workers, 28 voted in favour, and 12 
were opposed. The shop committee decided to go ahead with this 
majority, particularly since the earnings of the department as a whole 
would increase slightly under the new agreement. 

But all doubts were by no means allayed. The shop committee were 
worried lest management should victimize people who had opposed 
the scheme and might remain unco-operati·1e for a time. They were 
not prepared to let the shop council shoulder the responsibility for such 
a situation. The shop council would establish general policy; it was 
management's job to carry out this policy. The shop committee asked 
for and immediately obtained, a written agreement to the effect that 
nobody would be sacked because he was opposed to the change-over. 

The shop committee was to a large extent aware of the real nature 
of the action and interaction in discussing the changes. Its chairman 
told the shop that the committee "had tested management very 
severely, making many criticisms and creating a great many difficulties, 
partly at least in order to see how management would react. On the 
whole, he felt that management's attitude had been fair throughout 
and ... that there was a reasonable hope of obtaining co-operative 
working relations between the management and the workers". Th~ 
shop agreed to give the scheme a fair trial. 

This view was immediately severely tested by, and survived, a 
technical hitch. Much suspicion remained when the new method of 
payment came into operation on 28 June. 
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"Having decided on the change-over, the workers requested that it be implemented 
before the holidays to get the advantage that year of the increased holiday pay 
they would receive. This the management readily agreed to do, but on checking 
with the Finance Office on 25 June they were chagrined to discover that unless the 
change was made before 30 June they would not benefit, since that was the day 
on which the holiday rates of pay were calculated. And even if they changed 
before 30 June they would not get the full benefit of the increase, since their 
coming holiday pay would be the average of the new rate and the rate on 1 July 
of the previous year. An emergency meeting of the wages commillee was called 
and the management explained the position. 

"The attitude of the shop committee was 'Aha! So this is what you've held up 
your sleeves all the time'. The management, however, was firm and pointed out, 
as was indeed the case, that the workers were just as responsible as anyone else 
for knowing about holiday wages regulations. There was then some heated 
discussion. . . . They decided to send the divisional manager to find out from the 
managing director whether any special arrangement could be made. 

"The difficulty was complex. The foundry had changed over from a group 
bonus to flat rates earlier that week, and the works director had said they would 
get their holiday pay on the new rates. He, too, realizing his error, had gone back 
to the foundry, and the same trouble had arisen there. Hearing about this, the 
service department decided to sit tight until it saw what the foundry would do. 

"The two departments were told by the managing director that they could have 
the full new rates for the holiday if they felt this was fair. The foundry decided 
to take it. The service department shop committee vacillated. The superintendent 
took the shop committee chairman to task for his vacillation, because every hour 
that went by meant it was becoming increasingly difficult to get the accounts out 
by 30 June if they should decide to take the new rates. Pushed into a decision the 
shop committee followed the foundry, and took the full rate because everyone 
in the shop had expected it, and they wanted to give the new method the best 
possible start. By a considerable effort the superintendent, the shop accountant 
and the office staff were able to get the accounts out just in time." 

The special efforts of management to overcome the difficulty gave general 
satisfaction so that "what seemed at first a nasty situation contributed to better 
departmental morale". 

Comment 

Four points emerge as of particular interest: 
1. The early attempts of the management and the workers' representa­

tives to "stick to the agenda" and confine their discussion to the 
wages change-over came to nothing. The "side issues" contained 
the immediate and important problems which had to be tackled 
before the ~etailed change could be usefully discussed. In other 
words, it was the relationships-the "atmosphere"-that mattered. 

2. There was an intense and prolonged process of "testing-out". 
"Management took every opportunity to allow the workers to 
demonstrate how responsibly they were capable of behaving, and ... 
the workers in turn did not miss a single occasion to test whether 
management really intended to be as co-operative and above board 
as they professed. The fundamental issue was whether mutual 
confidence could be established." 

3. Steps were taken to ensure the participation of the whole depart-
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ment. The danger of proceeding with inadequate support was met 
by broadening the basis of representation on the committees; by 
holding group discussions and ballots in the shop, and meetings 
between supervisors and workers' representatives; and by giving 
special consideration to individual workers. 

4. The rest of the factory and the trade unions were involved in the 
changes and their agreement secured. 

The study concludes as follows: "The process of working through 
the wages problem by recognizing and doing justice to the wholeness 
of the pattern of attitudes, group relations, administrative practices 
and technological changes of which the wages question forms an 
integral part, made it possible for the shop to achieve a double result: 
they introduced a new method of payment which provided a generally 
accepted solution to the immediate problem; but more than this, they 
have set in motion a process which will ensure for them that however 
the new methods work out, it is likely that they will be able to deal more 
readily with similar problems in the future by being able to recognize 
them earlier and by being better equipped to cope with them as they 
arise." 

SUMMARY 

Two examples have been quoted at length to illustrate the complex 
nature of community "maintenance" and community "growth". 
Perhaps the most significant point-particularly for industrializing 
communities-that emerges from the studies is that to nurture and 
maintain an existing sense of community is easier than to recreate this 
sense once it has been lost. 

In setting up a new factory in Minetown (the first example) care was 
taken to respect and use-in the sound physiological sense of the word 
"use" meaning "exercise"-the existing community structure, its 
relationships, its customs, traditions and standards of behaviour. In so 
doing, the factory not only gained respect and a real place in the 
community, but also created the true conditions for high output. 

It was suggested in Chapter I that, in all observed instances, 
continuing high "morale" in groups, i.e. a sense of community, was 
due to persistent effort. In older societies that effort was intuitive, 
u_nconscious perhaps of its purpose. Modern civilization seems to give 
nse to two dangers: (a) that these intuitive skills will be lost or neglected; 
(b) that intuitive skills may become inappropriate to altered conditions. 
Specific study of needs and conscious practice of appropriate skills 
therefore become essential. 

Like Minetown, the Glacier study illustrated the application of such 
skills. But at Glacier the demands on these skills were in some respects 
of a different kind. At Glacier the social order· was not so clearly 



defined nor of long standing; and outside the factory there was little 
sense of community at all. Potentially, a factory that sets up in an 
established community-and this is happening constantly in in­
dustrializing countries-is in an excellent position to make itself a real 
part of its community and to receive in return the productive rewards 
of high morale. 

With the Minetown and <?lacier studies to help focus the large 
variety of situations treate~ m Chapter _II, it is now possible to re­
examine the studies, those m Chapter I 1:1cluded, and from them all 
seek useful generalizations which will be easily applicable to other 
situations. This, Chapter IV will attempt to do. 
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IV. SATISFACTIONS IN INDUSTRY 

"'l n every age of well-marked transition there is the pattern of habitual 
dumb practice and emotion which is passing, and there is the oncoming 
of a new complex of habit. Between the two lies a zone of anarchy, either 
.a passing danger or a prolonged welter involving misery of decay and 
zest of young life." 

A. N. Wliitehead 1 

Ind_ustry cannot alone reintegrate society. That is a task facing all 
maJor social institutions jointly-family. school, local government, 
church, and others besides factory, office and shop. Until it is success­
f~lly tackled, "anarchy" will be prolonged and the problems of social 
disruption will affect industry whatever is done within its walls. But 
the process can be set in motion in industry. Indeed, it may be better 
started there than in any other institution, for people assemble more 
r_egularly for work than for any other purpose. And industry itself is 
llkely to profit directly as well as indirectly. 

We can certainly conclude from the studies reviewed in the last two 
chapters that industry can exercise an important influence on the two 
basic problems of industrial society: it can take care to preserve and 
strengthen existing communities; and it can often be the starting point 
for a new community. The question of this chapter is: How important 
is this influence? Is it sound in the long term? ls it really changing basic 
trends, or does it merely retard them? Are the organizations studied 
perhaps only successful in a strictly relative sense-not as bad as 
others, but fundamentally much the same? In short, can industry 
provide real community satisfactions? To try and answer this doubt is 
the first object of this chapter. We shall then draw out from the studies 
the features peculiar to effective social institutions. 

1 Ad1,r11111res of IJeas, 1933, New York, Macmillan, p. 8. 

107 



SIMILARITY OF COMMUNITY SATISFACTIONS IN AND OUT OF INDUSTRY 

The Nature of Community Satisfactions 

The first point to note is the similarity of satisfactory relations in 
industry to relationships outside which are known to yield community 
satisfactions. There are here the same close ties, common interests. 
squabbles, habitual co-operation, experience shared outside and inside 
the works. There are many detailed examples of this in the now classic 
Hawthorne studies, which were particularly concerned with describing 
the social life in a large organization. They leave little room for 
doubting the quality of social life possible in industry. On the positive 
side it is clear, for instance, that social life in industry can satisfy needs 
common to all men: response from a group of which they feel real 
membership; a feeling of importance; prestige; a leader; close friends; 
ways to work off frustrations. The negative side is perhaps even more 
clear: social life in industry can reduce the incidence of maladjustments 
due to the lack of community satisfactions. 

To take just one personal example from the studies carried out for inclusion in 
this volume, the following relates to the background of one of the local 
instructresses mentioned on page 92. She was 25 years old, nervous when she came 
and saddled with a marked feeling of inferiority. Within six weeks "she had 
overcome occasional set-backs, gained confidence, and exerted a good influence 
on her group", and was appointed instructress with the agreement of all. Later 
she looked after the factory when the manager had to be away. Yet "she lived 
in an old two-roomed cottage that was flooded regularly three times every year. 
Her parents had died in rapid succession soon after she had returned from service 
in the A TS. Her brother had one eye, was deaf, but was at work. She herself 
had been working as a domestic for 25 shillings a week. She had not been 
immediately successful, felt that she would never be able to do the job, and 
blamed her eyes." 

Social Processes 

The similarity extends to the processes of social life. In industry, as 
elsewhere, community satisfactions depend on attitudes, habits and 
norms which have been developed within a social structure. Usually 
these attitudes are taken for granted. But when they are queried, 
violated or threatened, social sanctions are automatically applied in 
their defence. 

The following passages are taken from the Hawthorne studies and describe norms 
and sanctions in the Bank Wiring Observation Room and the structure within 
which they operated: 
" ... this group of operators held certain definite ideas as to the way in which 
an individual should conduct himself. These sentiments which were connected 
chiefly with occupation, output, and supervision, may be summarized as follows: 
"(I) You should not turn out too much work. If you do, you are a 'rate-buster'. 
"(2) You should not turn out too little work. If you do you are a 'chiseller'. 
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◄ •(3) You should not tell a supervisor anything that will react to the detriment 
of an associate. If you do, you are 'squealer'. 

"(4) You should not attempt to maintain social distance or act officious. If you 
are an inspector, for· example, you should not act like one. 

" • .. the individual's position in the group was in large part determined by the 
extent to which his behaviour was in accord with these sentiments .... 

"The mechanisms by which internal control was exercised were varied. Perhaps 
the most important were sarcasm, 'binging' (sharp punches in the upper arm) 
and ridicule. Through such devices pressure was brought to bear upon those 
individuals who deviated too much from the group's norm of acceptable conduct .... 
They were in a sense, socially ostracized." I 

" ... helping one another ... was done a good deal when technically there 
was no justification for it. The wiremen said that it made them feel good to be 
helped. Their attitude is best expressed in the following excerpt from an interview 
with Worker W. 4 .... " 

Int.:2 

W.4: 

Int.: 
W.4: 

Int.: 

w. 4: 

"You do move around quite a bit, do you? Then you don't always work 
on your own equipment?" 
" ... once in a while if a fellow gets behind someone will go over and 
help him out." 
"Do they do that for anyone who is behind?" 
"No. You know, it's a funny thing about that gang. It seems like if a fellow 
is loafing and gets behind, nobody will help him out, but if he is making 
an honest effort he will be helped. I've seen that happen time and again. 
Somebody who has been working along hard all day and has had a lot 
of tough luck will be helped out." 
"Do you find that certain people help certain other people all the time, 
or do they change around quite a bit?" 
"Well, some people are friendlier than others, you know, and where that's 
the case you will find them helping each other out. Once in a while a fellow 
will get behind who ordinarily is a good worker. That sometimes happens 
to anyone. I know one fellow down there who did that and two other 
fellows went over and started helping him out. That was around a quarter 
to four. They had their job done and thought they would ~ive him a hand. 
He didn't say anything, he let them go ahead and help_ him out, but you 
know he never helps anyone else out. Since t~en he has ~ever gi".'en a ha~d 
to anybody. Do you think they would help him out agam? No sir! They re 
off of him. They don't like a guy that does that. I _thin~ it's a good idea 
to help a fellow out once in a while. I know I appreciate 1t. It makes all the 
difference in the world. ·It's a funny thing, I'll be working along and be 
behind and I'll feel all fagged out. Then somebody comes over and starts 
in wiring on my equipment with me, and you know I perk up to beat the 
band. I don't know; it just seems to put new life in you, no matter if he 
only helps you for a couple of levels. I can pick up and work like the deuce 
then up till quitting time."3 

" ... The operators attempted to protect themselves from outside interference 
by bringing into line those outsiders, supervisors and inspectors, who were in a 
position to interfere in their affairs ... nearly all the activities of this group may 
be looked upon as methods of controlling the behaviour of its members. The men 
had elaborated, spontaneously and quite unconsciously, an intricate social organ­
ization around their collective beliefs and sentiments.« 

1 Roethlisbcrgcr & Dickson, Management a11d the Worker, 1942, Cambridge, Massachusetts, Harvard 
University Press, pp. 5 22-3. 

1 Interviewer. 
• Ibid., pp. sos~. 
' Ibid., pp. 523-4. 
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"The position of wiremen was regarded in the department as somewnet superior 
to that of soldermen. . . . One of the most frequent ways in which the wiremen 
demonstrated their superior standing was in job trading ... in practically every 
case the request for trading originated with a wireman and the solderman almost 
always traded without protest. ... " 1 

Social Structure 

The basic units of social structure are the small working groups. It is 
their systems of values and behaviour that carry most weight with their 
members. These groups interact and form larger structures which, all 
together, cover the whole organization and much of its social 
environment. 

"All the patterns of interaction that arise between individuals or between different 
groups can be graded according to the degree of intimacy involved in the relation­
ship. Grades of intimacy or understanding can be arranged on a scale and 
expressed in terms of 'social distance'. Social distance measures differences of 
sentiment and interest which separate individuals or groups from one another. 
Between the president of a company and the elevator operator there is considerable 
social distance, more for example than between the foreman and the bcnchworker. 
Social distance is to social organization what physical distance is to physical space. 
However, physical and social distance do not necessarily coincide. Two people 
may be physically near but socially distant. 2 

" • •. the members of an industrial plant-executives, technical specialists, 
supervisors, factory workers, and office workers-are interacting daily with one 
another, and from their associations certain patterns of relations arc formed 
among them. These patterns of relations, together with the objects which symbolize 
~hem, constitute the social organization of the industrial enterprise. Most of the 
individuals who live among these patterns come to accept them as obvious and 
necessary truths and to react as they dictate. Both the kind of behaviour that is 
expected of a person and the kind of behaviour he can expect from others are 
prescribed by these patterns. 

"If one looks at a factory situation, for example, one finds individuals and 
groups of individuals who are associated at work acting in certain accepted and 
prescribed ways toward one another. There is not complete homogeneity of 
behaviour between individuals or between one group of individuals and another, 
but rather there are differences of behaviour expressing differences in social 
rela'.ionship. Some relationships fail into routine patterns, such as the relationship 
between superior and subordinate or between office worker and shop worker. 
Individuals conscious of their membership in certain groups arc reacting in certain 
accepted ways to other individuals representing other groups. Behaviour varies 
according to the stereotyped conceptions of relationship. The worker, for example, 
behaves towards his foreman in one way, toward his first-line supervisor in another 
~ay and toward his fellow worker in still another. People l1olding the rank of 
inspector expect a certain kind of behaviour from the operators-the operators 
from _the inspectors. Now these relationships, as is well known from everyday 
~XJ?enences, are finely shaded and sometimes become complicated. When a person 
is in the presence of his supervisor alone he usually acts differently from the way 
he acts when his supervisor's supervisor is also present. Likewise, his supervisor 
acts to_war~s him alone quite differently from the way he behaves when his own 
supervisor 1s also there. These subtle nuances of relationship are so much a part 
of everyday life that they are commonplace. They are taken for granted. The vast 
' Ibid., pp. 456-7. 
1 Ibid., p. 556. 
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amount of social conditioning that has taken place by means of which a person 
manoeuvrt:s himself gr:icefully through the intricacies of these finely shaded social 
distinctions is seldom explicitly realized. Attention is paid only when a new social 
situation arises where the past social training of the person prevents him from 
making the necessary delicate interpretations of a given social signal and hence 
brings forth the 'socially wrong' response. 

"In the factory as in any social milieu, a process of social evaluation is 
constantly at work. From this process distinctions of 'good' and 'bad', 'inferior' 
and 'superior', arise. This process of evaluation is carried on with simple and 
ready generalizations by means of which values become attached to individuals 
~n~ ~o groups performing certain tasks and operations. Ir assigns to a group of 
md1v1duals performing such and such a task a particular rank in the established 
p~esti~c scale. Each work group becomes a carrier of social values. In industry 
with Its extreme diversity of occupations there arc a number of such groupings. 
Any noticeable similarity or difference, not only in occupation but also in age, 
sex and nationality, can serve as a basis of social classification, as, for example, 
'married women', the 'old-timer', the 'white-collared' or clerical worker, the 
'foreign element'. Each of these groups, too, has its own value system."! 

These values are expressed in systems of ideas and beliefs. "Some of those 
systems of ideas and beliefs represent what the organization should be; that is, 
what the relations of people to one another should be or how people should behave. 
Some express the values of one part of the total organization, for each specialist 
tend~ t? sec the total organization from the point of view of the logic <;>f his own 
SJ?ec1ahty. Still others express the values residing in the interhuman relations of the 
different social groups involved. "2 

"From this point of view it can be seen how every item and event of the 
industrial environment becomes an object of a system of sentiments. According 
to this way of looking at things, material goods, physical events, wages, hours of 
:,vork, etc., cannot be treated as things in themselves. In~tead they have ~o be 
mtcrprctcd as carriers of social value. The meanings which any person m an 
industrial organization assigns to the events and objects in his envir<;>nment are 
often determined by the social situation in which the events and Objects occur. 
The sig~ificance to an employee of a double-pedestal desk o( a pa~ticu_lar k~nd 
of pencil_, or of a hand-set telephone is determined by the social s~ttmg m wh1_ch 
t~ese Objects appear. If people with double-pedestal desks, supervise people with 
smgl~-pe~estal desks, then double-pedestal desks. become symbols o~ status or 
pr~stig~ m the 01 gamzation. As patterns of behav1?ur beco~e c~ys~alhzed, .~very 
object m the environment tends to take on a particular social s1gmficance. J 

" • •. • each employee ... has a particular social p(ace in the total social 
organization. But this place is not so rigidly fixed as m a caste system. ~n any 
factory there is considerable mobility or movement. Movement can occur m two 
wa~s: the individual may pass from one occupation to another occupation higher 
up m the prestige scale· or the prestige scale itself may change. 

" • • • these scales of' value are never completely accepted by all the groups 
in the social environment. The shop worker does not quite see why the office 
worker, for example, should have shorter hours of work than he has. Or the 
newcomer, whose efficiency on a particular job is about the same, but whose 
hourly rate is less than that of some old-timer, wonders why service should count 
so much. The management group, in tum, from the security of its social elevation, 
does not often understand what 'all the fuss is about'." 4 Nevertheless, at Haw­
thorne the general structure was fairly coherent. 

"A large number of integrating factors were to be found in the activities 
sponsored by the Hawthorne Club. This Club, whose membership comprised every 

1 Ibid., pr,. 554-6. 
1 Ibid., p. 562. 
1 Ibid., p. 557. 
' Ibid., p. 556. 
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employee and which was run by the employees themselves, engaged m a wide 
variety of activities. It sponsored eight different clubs, with regularly elected 
officers, and 12 kinds of athletics, in addition to informal parties, dances, and 
entertainment programmes. These activities interested a large number of employees 
of all ranks and served to create personal relations of great variety and endurance 
outside of the immediate work situation .... 

"Another important integrating factor was service or seniority. It is the one 
basis upon which men are differentiated by an impartial process free from human 
contrivance or feelings of prejudice. In this one respect, if in no other, every 
employee has something in common with his superiors. That seniority was 
recognized as an important factor in the social organization of the company is 
seen by the importance attached to it by the employees and by the number of 
social rituals and privileges organized around it. Important service anniversaries 
were celebrated by dinners and parties given by friends, by 'write-ups' and pictures 
in the 'Microphone', by public congratulations from some one in high authority, 
and by the conferring of certificates or buttons symbolic of the 'age' attained. 

"Another group of important integrating factors included the thrift programme, 
sickness, accident, and death benefit funds, pension funds, hospital care, financial 
and legal service, and so on. These activities were begun by the company through 
necessity and may be looked upon as the taking over by the company of social 
functions not adequately performed by society. They reflect, in some measure, the 
breakdown of the social milieu in a concentrated industrial population. The effect 
upon the industrial establishment is to make it an important source of stability. 
It becomes a highly complex and comprehensive social institution. The employees 
find within the company itself not only a source of income but also, and to a 
marked extent, !l source of advice, friendship, and aid as well as a source of 
amusement and recreation."! 

Community satisfactions in industry are therefore real. They are similar 
in nature and develop by similar processes and through similar social 
structures as community satisfactions elsewhere. Indeed they are not 
distinct but form part of the satisfactions, processes and structures that 
encompass people's whole lives. 

"INSUPERABLE" OBSTACLES TO COMMUNITY SATISFACTIONS IN INDUSTRY 

The variety of efficient organizations studied in this volume-large, 
small; old, new; skilled, unskilled; manufacture, extraction, distribu­
tion; diverse social environments-precludes the possibility that they 
are peculiarly favoured by outside circumstances. What then accounts 
for their efficiency? In what respects are they similar? They have, amon~ 
!hem, all but one of the features which are commonly held to make it 
impossible for industry to yield community satisfactions: limited use of 
skills; "faulty" systems of payment; frequent technical change; ad­
vanced specialization; great size. The obstacles deserve brief discussion 
before we return to the one feature the organizations have in com­
mon. The problems we have mentioned are not, to be sure, phantom 
problems. They are very real. But they are clearly not insoluble. 
1 Ibid., pp. 540-2. 
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Skill and Monotony 

For instance, the infinite care that is focused on taking the human 
element out of machine production is certainly productive of problems. 
Lord Lindsay of Birker, told by some mining machinery manufacturers 
that they were trying to make machines "so that any fool could handle 
them", replied that that was "a damnable goal".1 The range of 
application of skill is often very narrow, requiring great imagination 
on the part of the worker to visualize the finished product to which he 
contributes, and a great act of will to feel any sense of pride in the 
product and in participating in its making. Such conditions do not 
conduce to community satisfactions. But their effect can be over-rated, 
or at least misunderstood. Machinery is not foolproof. The operation 
of mining machines underground depends on considerably more than 
a fool's intelligence, and even such a repetitive job as packing chocolates 
requires a great deal of skill to be done at a fair speed. Monotony 
is not a quality of certain kinds of work. It is a general sensation, and 
results from the impact on the individual of the whole work situation, 
of which the physical nature of the work is only a part. After several 
months' study of a Scottish engineering factory of 400 employees, 
Mr. John Mack concluded that the problem was basically not one of 
too much monotony but one of too much uncertainty-uncertainty as 
to what job would have to be done next, what earnings it would yield, 
what people would be work associates. This uncertainty inhibited 
human contact. 

Rapid Technical Changes 

These are a frequent source of difficulty. They "make for changes in 
the worker's job and through the job may have profound consequences 
for the employee. For in so far as his job is changed, his position in the 
social ?rganization, his interpersonal relations, his traditions of craft­
mansh1p, and his social codes which regulate his relations to other 
people may also be affected. Secondly, the worker must frequently 
acco~modate himself to changes which he does not initiate". 2 But it is 
possible to take the social implications of change into account. Indeed, 
all the organizations studied in this book have dealt with changes of 
great magnitude and diversity. 

Incentives 

The organizations studied seem also to have found ways to overcome 
the "problem of incentives". It is claimed that incentives in modern 
industry are not adequate in themselves, nor adeq~ately varied. This 
1 Address at 54th Oxford Management Conference, Harrogate, November 1949, British Institute of 

Management. 
1 Roethlisbergcr and Dickson, op. cit., p. 546. 
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conception is usually limited to economic incentives. If "social" 
incentives are included at all, they are often regarded as something 
bestowed on the workers, "laid on" for them, as it were, to be accepted 
or not, according to choice. As Sabine points out, "when these in­
centives wear out, the index of their failure is an increase of frustration 
... (with) the possibilities of frustration increasing as the possibilities 
of achievement are increased. An upswing of the amount of coercion 
... is needed to keep the system going ... and coercion is a blunt 
instrument for producing any but the crudest social results". 1 The 
"social" or "emotional" incentives can doubtless be just as frustrating 
as economic incentives. But this is so only where the basis of healthy 
competition, namely co-operation, has not yet developed. Laurel 
wreat!1s and blue ribbons have value only in a real community. 

Specialization and Size 

The high degree of specialization and the increasing size of industrial 
organizations raise problems of a different stature. Great size and 
specialization threaten maladjustment, if not within the works, then 
in the social environment. But these problems are common to all 
communities, and need not be insurmountable. 

Mr. George C. Homans notes this about modern books on industrial organization 
"with their elaborate arguments about 'line', 'function' and 'staff'. As a matter 
of fact, the phenomena they talk about appear in all societies. For some collabo­
rative purposes, only small organizations are necessary, for instance, families. 
For others, much larger ones are required, for instance manors. Again any large 
organization is made up of several smaller instituti~ns, each with its special 
function. Even in a medieval village, where the specialization on the whole ~•as 
not elaborate, there were persons who performed special functions: the smith, 
the hayward, the priest, to say nothing of the division of functions between men 
and women. _T~e h_istory of mankind has been a history of increased specialization 
and the speciahzat1on has been more and more a matter of organization. Whereas 
a primitive tribe will, in effect, resolve itself from time to time into a religious 
congregation or into a court, but have no specialized religious or legal institutions, 
a more advanced society will have a permanent priesthood judiciary, and police. 
This point is the one which is important here, since ea~h such specialization 
entails a further complication of the scheme of communication. " 2 

Self-interest First 

Besides these_ problems there is finally the notion of "the automatism 
of individual self-interests". It is a rationalization that stems straight 
from the "economic man" and is closely akin to the limited conception 
of "incentives". It still presents a problem in so far as it confuses the 
diagnosis of industrial problems and bedevils their solution. As Mayo 

1 Sabine, George H., "Beyond Ideology", in T/ze £>/1ilosop/1icn/ Revieu•, January 1948, p. 22. 
1 Homan~, G. C., E11xtish Villagers oft/re Thirtee11tli Cemury, 1942, Cambridge, Massachusetts, Harvard 

Uruvers1ty Press, p. 410. 
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suggests, "in every instance of which we have first-hand knowledge, 
there is clear evidence that the usual ideas and practices in industry are 
based on a general misconception of the nature of the problem and 
consequently on a misconception also of the nature of effective remedy". 1 

Not even the famous "free market" was "an exclusively economic 
institution. Actually, it was the central social institution of the nine­
teenth century".2 Economic interests would seem to be best served by 
attending to community satisfactions. 

Mr. Walter H. Wheeler Jr., president of Pitney-Bowes, Inc., notes that, as an 
idea for helping the people in the organization to develop "is passed on through 
the executive heads to the board of directors and to the stockholders, practically 
everyone who reacts inwardly and emotionally in favour of it is infinitely relieved 
when the rationalization to the profit motive comes along-when it can be 
reconciled with the folklore of capitalism .... " 3 

The following is "the market" as Mr. P. Drucker experienced it: "As late as 
the early and middle thirties-when I myself worked in the City of London in 
the supposedly 'freest' of all businesses, international banking-the old mercantile 
government of the market was still functioning. Though it had lost considerably 
and was only a shadow of what it had been 25 or 50 years before, it was still an 
extremely powerful, immediate, and ruthless rule. Nobody in mercantile business 
-banker, stockbroker, wholesaler or insurance broker-could afford to disregard 
it. To brush aside an order from the duly constituted authorities of the market 
meant rapid punishment. Permanent and wilful contravention of these orders or 
of the codes administered by the rulers was impossible, even for the financial or 
commercial giants. The penalty would have been the destruction. of the business 
of the offender. Execution of such an economic death sentence pronounced by the 
rulers would have been swift, merciless, and unappealable. 

"The market rulers exercised their powers through the typical institutions of the 
market: the central bank, the stock exchange, the money market, the commodity 
exchanges, the foreign exchange market, the freight exchange, etc. They ruled in 
the_interest o~th~ market; that is, for the political purpose of keeping the mercantile 
society ~uncllonmg. It was the badge of statesmanship in the market to be known 
for putting the functioning of the market above one's own economic interests. 
It corresponded to the prestige which placing the interest of one's country above 
one's own political advancement gives in the political system. Finally, the coercion 
of the market government was exercised through the power of the rulers to grant 
or to deny access to, and membership in, the market. If, for instance, the Bank 
of England-the most powerful and most typical of all the mercantile rulers­
wanted foreign exchange speculation to be curtailed, it did not issue an ordinance. 
That would have been quite contrary to the constitution of a market. It simply 
passed the word along. Apparently informally the hint was conveyed-over the 
lune~ table, in a chat over the telephone, on the Stock Exchange, or through the 
Foreign Exchange brokers. Nobody, at least not until the whole market structure 
began to disintegrate after the last war was formally requested to cut down his 
dealings in foreign exchange. The olf;nder was neither hauled into court nor 
fined. If he disregarded the hint-followed up perhaps, with an equally discreet 
warning-he would suddenly find his credit curtailed or stopped; his 'name' 
would cease to be 'good delivery' on the Stock Exchange, his endorsement on a 
bill of exchange would no longer be accepted as 'bankable signature' on t~e 
money market. His physical person would remain untouched. But the social 

1 Mayo, T/ie Social ProMems of an l11dustrial Civilizatio11, pp. 110-11. 
1 Drucker, P., Tire Future of Industrial Ma11, 1942, New York, John Day, pp. 54-5. 
' From an address to the Society for the Advancement of Management. 
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rights to which his individual property entitled him-namely; the access to, and 
the equal membership in, the market-would be withdrawn".! 

Problems of repetitive work, incentives, technical change, organization 
and self-interest conflicting with common interest need not therefore 
prevent community satisfactions in industry. 

A COMMON FEATURE: CLOSE HUMAN ASSOCIATION 

The essential feature that all the organizations studied in Chapter II 
have in common is that, in a variety of ways, they encourage intimate 
human association at work. Physical conditions are so arranged that 
small numbers of people work closely together and can easily 
communicate with each other. And they stay together sufficiently long 
to form attitudes habits and norms in common; which makes each 
member feel that he belongs. The importance of this has been increas­
ingly emphasized over a numbe~ of years. Without the security that 
comes from the feeling of belonging to a group, the individual is liable 
to become unadaptable, resentful and socially ill. This is a basic fact 
that needs stress now where it did not before; it could be taken for 
granted until it gave rise to serious difficulties. The stress on the need 
for intimate human association probably arises not so much from the 
importance of the matter as from the growth of conditions which 
increasingly interfere with close human association of which the high 
rate of social mobility is probably the most important, and the 
physical organization of work the second. 

But emphasis on close human association does not in fact take us 
very far. It differentiates organizations which provide community 
satisfactions from those, such as the Southern Californian aircraft 
factories, in which there is self-perpetuating social upheaval. But it 
does not alone differentiate socially efficient organizations from the 
inefficient. Given enough time together, people associate for good 
or ill: their attitudes, habits and norms may or may not agree with 
the. aims of the organization or with the values acknowledged in the 
social environment. 

The Hawthorne studies provide most interesting contrasts between what manage­
ment would term "good" and "bad" groups, living side by side in the same 
works-one in the Relay Assembly Test Room, the other in the Bank Wiring 
Observation Room: 

"These two studies offered an interesting contrast between two informal working 
groups; one situation could be characterized in almost completely opposite terms 
from the other. In the Relay Assembly Test Room, on the one hand, the five 
opera~ors changed continuously in t~eir rate of output up and down over the 
?uratt?? of the test, and yet in a curious fashion their variations in output were 
msens1t1ve to many significant changes introduced during the experiment. On the 

1 Drucker. op. cit., pp. 63-5. 
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othe~ hand, in the Bank Wiri_ng Observation Room output was being held 
relat1vely constant and there existed a hypersensitivity to change on the part of 
the. worker-i~ fact, what co?ld. alm_ost be described as an organized oppositi~n 
to 1t ... the mformal orgamzation m one room was quite different from that m 
the other r_oom. . . . In t~e c~se of t~e Relay Assembly Test Room there was a 
group, or mformal orgamzat1on, which could be characterized as a network of 
perso_nal relations w~ich had been d~vel?ped in and through a particular w~y of 
wo~kmg together; 1t was an o:gamzat1on which not only satisfied the wishes 
of its members but also worked m harmony with the aims of management. In the 
case of the Bank Wiring Observation Room there was an informal organization 
which could be characterized better as a set of practices and beliefs which its 
members had in common-practices and beliefs which at many points worked 
against th~ ec~momic purposes of the company. . . . Or to put it another way, 
collaborat1on m the Relay Assembly Test Room was at a much higher level than 
in the Bank Wiring Observation Room. 

"The difference between these two groups can be understood only by comparing 
the fu~ctions ~hich their. informal organizations performed for their. members. 
The chief function of the mformal group in the Bank Wiring Observation ~oom 
was to resist changes in their established routines of work or personal mter­
relations. This resistance to change, however was not the chief function of the 
informal group in the Relay Assembly Test R~om."I 

FEATURES PECULIAR TO EFFICIENT SOCIAL INSTITUTIONS 

It is still usual for conditions in industry to permit close hurn~n 
association. Yet increasingly frequently they do not yield corn~um~y 
~atisfactions. Increasingly people do not feel a sense of belong~ng m 
mdustry. The workers of Yankee City still associated closely m the 
early 193o's; but they associated most closely to strike. . 

On the other hand, we have described some organizations which ~re 
effective social institu.tions. There people associate closely in pursumg 
common aims by agreed methods. We are then back at our old 
question after an other process of distillation. We are now on!Y _con­
cerned with the organizations that provide close human 11:sso~iations. 
(The others stand no chance until they do.) These orgamzat10ns ~all 
into two categories: those that are and those that are not effective 
social institutions. What features distinguish the one set fr~m the 
other? What features foster the growth of community satisfactions, a 
sense of belonging? 

Autonomy and Responsibility 

We may refer again briefly to the Hawthorne studies for a comparison 
of the conditions in which one group-in the Relay Asse~bly T_est 
Room-found community satisfactions and the conditions m which 
another group-the Bank Wiring Observation Room-failed to find 
them. One difference lay in the degree of autonomy enjoyed by the 
groups. There was far less interference with the workers in the Relay 
1 Roethlisberger and Dickson, op. cit., pp. 560-1. 
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Assembly Room than with the workers in the Observation Room. An 
autonomous group spontaneously develops a social organization, 
Whereas the other's attempts to do so are continually frustrated. 

?n setting up the Relay Assembly Test Room with the object of studying the 
bactors determining the efficiency of the worker, many of t~e ~ethods_ and rules ,J me~ns of which management tends to promote an~ mamtam efficiency-the 

ogey of not talking too much at ':vor~, etc.-were, m 7ffect, a)l:ogated ... a 
new type of spontaneous social organization developed. Social cond1t1ons had been 
established which allowed the operators to develop their own values and objectives. 
The experimental conditions allowed the operators to develop openly social codes 
at wo~k and these codes, unhampered by interference, gave a sustained meaning 
to their work. It was as if the experimenters had acted as a buffer for the operators 
and held their work situation steady while they developed a new type of social 
organization." 1 

. In the Bank Wiring Observation Room, on the other hand, a number of 
important group activities remained not merely unrecognized but contrary to 
~les and regulations. For instance, "job-trading" and helping out, whereby 
wiremen and soldermen occasionally did each others' job, were forbidden in the 
cause of the supposed benefits of rigid specialization. 

The function of supervisors differs according to these circumstances. 
T~e supervisor of the autonomous group is likely to be concerned with 
bet~~ ~vailable when needed t? ~elp things _along and with facilitating 
~cttv1ttes with which the group 1s broadly m agreement. The other is 
habJe to be torn by conflicting considerations: he_ is expected by 
management to enforce rules; but to enforce the rules 1s not necessarily 
consonant with securing the co-operation of the group Oft 
supe • . f • • k • en a b rv1s~r m the latter type o situation see s to_ escape this conflict 

Y allowing rules to be broken or by concentrating on th t h • 1 
aspect~ of his task. Further, workers often decline to be e ec mca 
s~perv1sor under such conditions, so that the supervis promoted to 
t e effective group leader. or may not be 

The Sur R . . acf . . vey esearch Centre at the University of Michiga h 
alt 1Y1t1es which groups with "high moral~" and grou s n . as compared the 

nbuted t h • • S • • P With "I I " as be· . o. t cir supervisors. uperv1sors of high morale rou ow mora e 
matting s1gn1fica11tly more concerned than supervisors of Io~ ps are thought_of 

Ot':;s 0 _f h~man relations. 2 morale groups with 
desi er studies have compared the behaviour of grou s sub• 
beh;n_ated leader to continuous, comprehensive ~ 1~cted by their formally 
to fo~iour of groups whose leader regarded it as his an_ . dtail~d control with the 
the ~ m and exert their wishes as a unit Lew· mam unction to help members 
&rou~r:er (eader and his group "autocr~tic" m called the ~elationship between 
experim nd i~s Iea~er "democratic". The foll' a_nd the relationship of the latter 

"(I) Ents 1n~olvmg numerous groups in owmg_ are some of the findings of 
group x~ress1ons of hostility were abo st;~al_ different situations. 
social ~n~~ m t_he democratic groups. (2) T~nsion t1;n;s as ~igh in th~ autocratic 
cratic gr raction, was 55 per cent greater in the' e ected_ m the total volume of 

oups showed more dominative and less 0t~to~ratic groups. (3) The auto-
' Roethli, ~ective behaviour, particularly 
• Cf. "P berger and Dickson, op. cit., p. 561 

• roductiv·1 s • Nove b I Y, upervision and Employee Mor 1 ., ,, 
ni er 1948. 3 e , Hw111111 Relations" Series r, Report l, 
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iFas 1m1de in 1Vas made i11 /ou• 
The stJlemenl Iii.it the supcr11isor lii.[!li moMle groups morale grnups by Difference 

by per cent per rent 

Arranges the work and makes work 
assignments 67 69 2 

Enforces the rules . . . 54 54 0 
Keeps the men supplied with ma-

terial and tools 36 41 5 
Makes recommendations for pro-

motions, transfers and pay in-
creases 61 22 + 39 

Keeps men informed of what is 
happ,::ning in the company . 47 11 + 36 

Keeps the men posted on how well 
they arc doing 47 12 + 35 

Hears complaints and grievances 65 32 + 33 

in relation to out-groups where it was 102 per cent greater than the demo­
cratic groups. (4) Much of the aggression in the autocratic groups was directed 
against two successive scapegoats; none of it was directed toward the autocratic 
leader. (5) The democratic showed 47 per cent more feeling of 'we-ness' as 
expressed in language and test situations; the autocratic groups 27 per cent more 
feeling of 'I-ness'. (6) Along with this the democratic groups showed more 
co-operative endeavour; more often co-operation was offered or asked for and 
there were many more occurrences of praise and expressions of friendliness. 
(7) There was more expression of an objective, matter-of-fact attitude in the 
democrntic groups, as against more personal feelings in the autocratic groups; 
many more constructive suggestions were offered in democracy and there was 
more give-and-take of objective criticism without personal involvement. (8) The 
constructiveness was higher in the democratic groups as shown in the superiority 
of the group products. In test periods when the experimenter left the room, 
typically, the constructiveness of work in the autocratic group fell down very 
quickly, whereas in the democratic situations work went on with very little change. 
(9) Feeling for group property and group goals was much better developed in the 
democratic groups." 1 

We may conclude, with Sabine, that the essential difference between 
the two types of situation is "inadequately described in terms only of 
individual liberty. It can be much more adequately described in terms 
of the autonomous or semi-autonomous groupings that the organi­
zation permits, in which individuals engage in activities that they feel to 
be interesting and significant, in which they are subjected to the 
discipline and training that membership in such groups entails, and in 
which, so to speak, the group itself creates its own authority and 
enforces its own standards" .2 

1 Hendry, C. E., "The Dynamics of Leadership in Social Work Administration", National Conference 
of Social Work, 1946, p. 9. 

• Sabine, George H., "Beyond Ideology", T/ie P/1ilosop/1ic,1/ Review, January 1948, p. 11. 
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Participation and Adaptation 

A ~econd feature which distinguishes the group that finds community 
~atisfactions from the group that fails to do so lies in the greater 
Influence which the former exerts on the initiation and execution of 
change. The group's sentiments are taken into account, and it is 
consulted about proposed changes and methods of- effecting ~hem. 
Th~ emphasis is on the group's participation. This kind of group 1s less 
resistant to change and adapts more easily than the other. 

!he importance of securing the group's participation is most strikingly illustrated 
m a_ ~tudy reported by Lester Kock and John R. P. French. The company 
traditionally enjoyed good labour relations. Yet despite this, resistance_ of 
production workers to necessary changes presented one of the most serious 
production problems facing the company. This resistance showed itself in numerous 
way~, such as grievances about piece-rates, high Jabour turnover, very low 
efficie~cy, restriction of output and considerable antagonism to management. An 
analysis of the performance of several hundreds of operators of similar standards 
showed that after change, only 38 per cent ever recovered their previous standard 
of output. The other 62 per cent either became chronically sub-standard or left 
altogether during their relearning period. . 

The first experiment took place with four groups matched as well as it is possible 
to match groups of industrial workers. The first group was asked to participate 
thro~gh elected representatives in working out the change. Groups 2 an~ 3 
participated wholly; all workers took part. Group 4 was the control group which 
proceeded in the traditional way. The findings briefly were these. The important 
factor was the degree of participation in the making of the decision. For instance, 
labour turnover and absenteeism "'.as highest in the control group, which had 
not participated at all, and lowest m the groups whose members had all taken 
part. In terms of production, the control group never recovered its standard of 
output within the 30 days that management allowed the members to stay together 
at this low level of production; they were then dispersed. The workers who had 
participated through representatives recovered their for~er speed in two weeks. 
And those who had participated altogether recovered their former speed in a few 
days and, within a month, produced at a rate 15 per cent higher than they had 
ever done before. 

Two-and-a-half months later an opportunity occurred to bring together the 
13 remaining members of the control g_roup for a second exp~riment. This consisted 
of getting them to participate whollr m another change which was comparable to 
the first. This time the group speedily recovered and then excelled their previous 
performance, just like the groups th~t had participated in the first experime~t. 
The social scientists concluded that 1t was possible for management to modify 
greatly or to remove completely group resistance to changes in methods of work 
and the ensuing difficulties.I 

!he two Hawthorne groups were_ very differently placed as regards attention 
paid to their sentiments, to consultation and participation: In the Relay Assem~ly 
Test Room the group "developed a new attitude toward changes in their workmg 
environment. Toward many changes which constitute an unspecified threat in the 
regular work situation the operators became immune. What the Relay Assembly 
Test Room experiment showed was _that when innovations are introduced carefully 
and with regard to the actual sentm~ents of the workers, the workers are likely 
to develop a spontaneous ~ype of mformal organization which will not only 
express more adequately their own values and significances but also is more likely 

1 Koch, Lester and French, John R. P ., "Overcoming Resistance to Change", 11 Human Rela1io11s", 
Vol. I., No. 4, p. 512. 
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to be in harmony with the aims of management".! In the Bank Wiring Observation 
Room, the workers' sentiments of personal integrity as members of a social 
organization were inadequately taken into account in introducing changes. People 
who suggested changes (for instance, in the methods of work) thus became 
unwittingly a source of interference and constraint, and resistance to change was 
"the chief external function of the bank wiremen's informal organization".2 

In th~se fundamentally different conditions, groups attach different 
meanings to change; and this explains their reactions, which at first 
sight often fail to make sense. In socially effective organizations the 
conditions are taken into account by management, and policy is 
sufficiently general and flexible to be adjusted to the needs of each 
situation. 

As Roethlisberger and Dickson point out, the management at the Hawthorne 
Works could draw contradictory conclusions from the behaviour of the two groups. 

"From the Relay Assembly Test Room experiment they could argue that the 
company can do almost anything it wants in the nature of technical changes 
without any perceptible effect on the output of the workers. From the Bank 
Wiring Observation Room they could argue equally convincingly that the company 
can introduce hardly any changes without meeting a pronounced opposition to 
them from the workers. To make this dilemma even more striking, it is only 
necessary to recall that the sensitivity to change in the one case occurred in the 
r?~m where no experimental changes had been introduced, whereas the insensi­
tivity to change in the other case occurred in the room where the operators had 
been submitted to considerable experimentation. To settle this question by saying 
that in one case the situation was typical and in the other case atypical of ordinary 
shop conditions would be to beg the question, for the essential difference be_twei:n 
the_ two situations would again be missed. It would ignore the social settmg m 
which the changes occurred and the meaning which the workers themselves 
assigned to the changes." 3 

In organizations whose members have a sense of belonging, real 
responsibility is shared throughout. When people talk of joii:it 
responsibility they are too often concerned "with denial of autocratic 
authority: too little with the means of establishing that kind of sense 
of community which makes for responsible participation, for sharing, 
not denying authority"." Joint responsibility does not eliminate 
tensions and personal difficulties: it provides the conditions in which 
they can be faced and resolved. As a result it is po!=sible for the individu­
al to adapt effectively to necessary changes and to partake of the freedom 
which Bertrand Russell regards as the greatest freedom of all: "to be 
critical of the tribal customs and tribal beliefs that are generally 
accepted among his neighbours". 6 

1 Rocthlisberger and Dickson, op. cit., pp. 561-2. 
• Ibid., p. 547. 
• Ibid., p. 560. 
' Sabine, op. cit. 
• B. Russell, "The Individual and Social Ethics", The Li.Jllmer, 3 February 1949, p. 179. 
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Informal and Formal Structure 

We have already noted that groups have distinct attitudes, habits and 
norms, or structures, even though they work in the same organization. 
The group on work-bench A is different not merely from groups of 
technical specialists, clerks, and labourers, but different also from the 
group on work-bench B. Association within the framework of an 
organization does not make groups identical, just as the closer 
association of individuals in a group does not lead to the loss of a 
member's identity. And just as individuals develop their personality in 
co-operation with other individuals, they develop it further through 
co-operating, in their groups, with other groups within an organization. 
What distinguishes socially efficient organizations from others is that 
in the efficient this diversity is taken into account. Their formal structure 
and methods of operation are so arranged that autonomous develop­
ment of primary groups facilitates communication between groups and 
maintains and fosters agreement and co-operation throughout the 
organization. The general function of formal arrangements should be 
to sustain generally agreed and changing structures of relationships 
and procedures between groups-an important but limited function. 
It is suggestive that most of the organizations instanced in this volume 
regard their formal structures as too complex and flexible to be put 
down usefully on a chart or, alternatively, take great pains to explain 
the limitations of formal arrangements. Roethlisberger and Dickson 
comment as follows: 

"In the formal organization of most companies little explicit recognition is given 
to many social distinctions residing in the social organization. The blueprint 
plans of a company show the functional relations between working units, but they 
do not express the distinctions of social distance, movement or equilibrium 
previously described. The hierarchy of prestige values which tends to make the 
work of men more important than the work of women, the work of clerks more 
important than work at the bench, has li.ttle representation in the formal 
organization, nor does a blueprint plan ordinarily show the primary groups, that 
is, those groups enjoying daily face-to-face relations. Logical lines of horizontal 
and vertical co-ordination of functions replace the actually existing patterns of 
interaction between people in different social places. The formal organization 
cannot take account of the sentiments and values residing in the social organization 
by mean5 of which individuals or groups of individuals are informally differ­
entiated, ordered, and integrated .... Without them, formal organization could 
not survive for long. Formal and informal organization arc interdependent aspects 
of social interaction." 1 

The important consideration is the relation between the formal and 
the informal arrangements. In efficient organizations they correspond 
closely: the formal structures and procedures reflect and sustain the 
informal, and the primary groups are integrated in an effective social 
institution. In other organizations the formal and informal arrange­
ments diverge, and failure to co-operate tends to result. For when there 

1 Roethlisbergcr and Dickson, op. cit., pp. 559-60, 562. 
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is such divergence, formal arrangements will often be ineffective; and, 
inadequately recognized in the organization's formal structure and 
procedures, the primary groups tend to be non-co-operative. They are 
in fact not integrated; and the organization is to that extent dis­
membered. 

Relations with the Social Environment 

Before and after working hours the members of an industrial 
organization are family fathers, friends, club members, customers, 
property owners, voters. They have their roots in society outside the 
factories, offices and shops. They, as it were, carry the social en­
vironment into their working groups and generally into the industrial 
organization. Efficient organizations, in reflecting and sustaining the 
values and activities of primary groups, thereby reflect and sustain 
also the values and activities of the social environment. 

Conversely, the values and activities of an industrial organization 
are channelled back into the social environment. Some take the form 
of material wealth-the products and services of industry, the earnings 
of those who produce them. Others are the satisfactions or dissatis­
factions, the education for responsibility or for irresponsibility, in 
short, the attitudes, habits, norms and structures which members 
develop through association in the organization. Socially efficient 
organizations enable their members to grow as members of autonomous 
groups, and to transmit these values and activities to the social 
environment; other organizations warp the development of their 
members, and this failure is reflected likewise in their social environment. 

Among the efficient organizations we have referred to in this volume, the 
~elationship with the social environment is particularly close in those cases wh~re 
industry has helped to maintain the community in which it lives. The community 
has been diversified without being splintered. 

Organizations which assist the development of the communities in which they 
live_ not merely allow, but encourage, close ties with the social environm~n.t. 
Beside~ . sustained informal contacts, they consult with trade unions, c1v1c 
au_tho'.1t1es and other bodies about changes made inside the factories. The~ take 
pnde if members at different levels of the organization serve as town councillors, 
me~bers of committees and boards, and in all sorts of capacities in the community 
outs_ide. They contribute to the housing of their members and supplement social 
services for them and their families. Welfare facilities are often extended not 
merely to them but to the community in general. 

SUMMARY 

The efficient industrial organizations that have been studied are well 
integrated with their environment and thus are a part of a community; 
and, like other parts, they provide community satisfactions. (Much t_he 
same applies to the relationships of a community and larger social 
units, like towns, counties, and nations.) 
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The close integration of work with other activities is the characteristic­
we found to be basic in established communities. The question is 
whether it can be attained in the conditions of modern industrialized 
society. 

Several notorious bugbears of management-or scapegoats for t?ad 
management-were discussed: the problem of finding incentives for 
monotonous work; difficulties of technical change; problems of large­
scale organization; self-interests interfering with common interests. 

All these bogies have been overcome in one or another of the 
organizations studied in this volume. 

The question then becomes: what are the chief characteristics 
common to all these socially and economically efficient organizations? 

The most essential is close human association, without which there 
is no basis for co-operation. But this alone is not sufficient; close human 
association can give rise either to co-operation towards the goals of the 
organization as a whole or to co-operation against its aims (e.g.,. 
restriction of output). Something more is needed. 

That "something", as indicated by other features that the organi­
zations have in common, consists of: a wide dispersal of responsibility 
and authority at all levels; effective communication between groups. 
throughout; a close correspondence between informal and formal 
structures and procedures; and close integration with their social 
environment. 

With those characteristics, they compare favourably with other· 
organizations in terms of earnings, output, and indices <;>f personal 
satisfaction; and in the facility with which they adapt to new 
circumstances. 
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V. THE NEED AND METHODS FOR STUDY 

" • • • sometimes an observation essentially simple carries an importance 
for practical affairs far beyond anything that can be claimed for it of 
intellectual illumination." 

Elton Mayo1 

" • • • lookers-on many times see more than gamesters; and tlze vale best 
discoreretlz the lzi/1." 

Francis Bacon2 

Efficient industrial organizations deal successfully with the two basic 
pro_blems of human association: they satisfy the material needs of 
their members, and they secure the maintenance of spontaneous co­
operation. As was seen in our examination of the case studies, they 
do this by facilitating the intimate association of their members in 
small working groups. These groups are largely autonomous, free to 
adapt_ attitudes, habits, norms and structures based broadly on the 
experience of their members. They participate in the development of 
the organization's policy through arrangements designed to facilitate 
communication between groups. Through many channels the 
organizations draw on their social environment, and through many 
channels they contribute to it. These conditions are the distinctive 
characteristics of all socially effective institutions. 

The techniques and arrangements for creating these conditions 
differ widely from one organization to another. They depend on the 
amalgam of cultural, technical and personal factors peculiar to each. 

The organizations studied in this volume differ very widely in methods 
and formal arrangements. We will confine ourselves to just three 
instances: 

Supervision. The arrangements include team-leaders for up to IO 
workers and others resi;onsible for up to 30 workers; also foremen 
in charge variously of 30 or as many as 80 workers. 
1 The Social Problems of a11 llld11strial Ci~ilizatio11, p. 116. 
1 Essays, 1946, London, J. M. Dent & Sons (Evcryman's Library), p. 147. 
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Methods of payment. Hourly wages, weekly salaries, piece-rates,. 
contract work, and several more specialized schemes of payment 
by results are all represented. 

Personnel function. Some organizations have specialist personnel 
officers; others deliberately keep personnel matters as part of line 
management's task; others again have training officers or technical 
specialists to attend to this. 

The techniques and arrangements are suited to the peculiar circum­
stances of the organization largely by adaptation to the multiple 
processes by which members come to feel and think alike in some 
respects. Organizationally, the value of these processes is acknowledged 
by allowing free play to the forces that be, facilitating their communi­
cation throughout the organization, and formalizing the procedures 
that emerge. To that extent they are evolved through what Mayo calls 
"established routines of relationship" 1 and Whitehead, "the pattern of 
habitual dumb practice and emotion." 2 

But the conditions of modern industrial society increasingly require 
deliberate study of the conditions and deliberate adaptation of the 
processes. Technical change is rapid. Organizations are larger and 
more complicated, deal with a wider variety of problems and with more 
heterogeneous groups of people, than was ever the case in the past. 
To a large extent, "we have passed beyond that stage of human organi­
zation in which effective communication and collaboration were 
secured by established routines of relationship".3 

In many crafts and sciences changing circumstances such as these 
have already caused the traditional method of communicating skills 
and attitudes-by supervised imitation and slow social conditioning­
to be largely supplemented and superseded by the method of systematic 
observation, generalization and explicit statement. Not so in the field 
of administration-in the maintenance of spontaneous co-operation. 
There the method has so far remained· almost entirely unchanged: 
skills are still learnt in the hard school of experience supplemented only 
to a very small extent by systematic methods. The interacting processes 
of study and deliberate adaptation have hardly got under way. 

We have all seen some of the results: inadequate adjustment, crisis 
and, finally, breakdown-the cycle of events in the first chapter of this 
volume. The following chapters dealt with the results of successful 
adaptation and the processes by which they were achieved and being 
maintained. The present chapter is devoted to the problems and 
possibilities of developing systematic, explicit methods of studying the 
processes of adjustment and of communicating the skills necessary for 
adaptation. Such an attempt is relevant to everyone, and not merely 

1 Tire Social Problems of an Industrial Civilization, p. 13. 
• A. N. Whitehead, Adventures of I<kas, p. 8. 
• Mayo, ibid. 



. because all are affected by the results of successive and ever greater 
failures to adapt. In a very real sense everybody is to some extent 
engaged in social study. Every form of human association is an 
experiment in social science. Every home, club, factory and office is an 
experiment in co-operation, and all these experiments vary infinitely. 
Most learning takes place as a result of intimate participation in 
them. 

Such a conception of "social science" may help to distinguish the 
special function of those whose profession is social study. The essential 
difference between their approach and the general approach is this: 
the social scientist attempts to make explicit and communicable a 
number of related general statements which will account for particular 
facts and make systematic prediction possible. Early in this process, 
he must, like all scientists, collect and evaluate facts. 

BASIC PROBLEMS OF COLLECTING AND EVALUATING SOCIAL DATA 

The collection of data for the study of current social problems raises 
three difficulties: (1) observation is liable to affect the situation studied; 
(2) second-hand data are very difficult to evaluate; (3) the essential 
uniqueness of each social situation raises difficulties of comparison and, 
consequently, of generalization. These three basic difficulties will be 
examined in turn. 

Observation. The observer is part of the situation he is studying. His 
presence affects the facts he is studying, i.e. the behaviour of other 
people. In principle this difficulty exists in all sciences-according to 
Heisenberg's principle of indeterminacy, it is not possible to observe 
an atom without affecting its behaviour. But the observer's influence 
is particularly great in social study. People adapt to one another in 
most subtle ways. In particular, they alter their behaviour to suit 
their ideas of what any observer ought and ought not to see.1 

The point is obvious when some crude adjustment takes place, such as occurs 
when a policeman intrudes on the activities of a solitary burglar. But it is of 
fundamental importance even when Jess obvious. For instance, it is unrealistic to 
walk to a group of workers unexpectedly and expect to get a true picture of what 
they do and say. Immediately, they adjust to the newcomer. They may shift to 
make room for him. More importa·nt1y, their behaviour will take into account 
that they know him (or not); like or dislike him; that he is a _fe_Ilow worker, a 
foreman, or the manager; why they think he has come over to Jom them. 

The following instance, recorded by the British factory study, shows the trend 
of output during the attendance of an observer for purposes of study: "In 
February 1943 one of the consultants decided to spend a considerable proportion 
of his time over the next few weeks on the further study of experienced linkers at 
work. During the seven weeks in which he was a frequent visitor the output of 
the 35 girls in the department increased steadily until it exceeded their previous 

' For illuminating instances of this sec Rocthlisbcrgcr and Dickson, ,Wmrage111e11t a11d the Worker, 
pp. 385-7. 
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three months' average by 11 per cent. Within four weeks of the consultant's 
departure output was back at its old level. Yet the consultant's visits had not 
led to the ending of the impasse in the development of training. The only physical 
change made during the period was the installation of a new clock at the request 
of the linkers." 

In some organizations workers delight in fooling time-study men. Occasional 
success has sometimes led to attempts to carry out time study unseen. To that 
extent a problem of collecting social data has at least been acknowledged. But the 
method of overcoming it is despicable, and also incompatible with co-operation 
-just like making use of any kind of information expected to remain confidential. 

The ideas of what the observer ought and ought not to see depend 
largely on the nature and the quality of the group's relationship with 
him. If the relationship is satisfactory the observer can reduce his 
"interference" to a minimum so that the situation remains largely 
natural; and can to some extent take account of his influence on it 
in his assessment of what he observes. We shall return to the matter 
of research relationship in the next section. 

Second hand information, that is statements made to the observer by 
others, raises further problems of evaluation. Even when a person is 
talking about himself-often particularly then-his statement usually 
reflects more accurately his own wishes and his relationship to the 
listener, rather than his actual behaviour in situations he described. 
The same applies when a person makes a statement about others. It 
applies even to what are too often regarded as virtually infallible 
"facts and figures", such as statistics of stocks and materials, accounts, 
output, which are merely statements in a certain form. Statements are 
not likely to be accurate in the sense of giving a wholly unbiased report 
of what happened. They are to be considered primarily as symptomatic, 
referring not only to the situation under discussion but also to the 
reporters' own thoughts, feelings and relationships. 

For instance, a worker may explain to his foreman that he was absent because ill. 
In a more candid conversation with a workmate he may expand this to say that, 
although he wa~ "slightly off colour", he might well have been at work if he had 
not had something else to do: he had said "illness" to the foreman because it was 
the easiest explanation. In the relationships between worker and foreman "illness" 
was the most re-assuring explanation to give. In the more candid relationship, 
the more complete explanation was "illness" plus "personal business". 

Second-hand data are difficult to evaluate for yet another reason. It 
has been noted that, at best, the statement consists of the reporter's 
views of what happened, coloured by his attitudes and relationships to 
data and in the particular situation he is describing; and that the 
statement is liable to be affected further by the situation in which the 
repo~ting takes place, particularly by the reporter's relationship with 
the hstener. Thus, usually without his being aware of the fact but 
sometimes deliberately, the reporter's version of the situati~n is 
distorted. It may be also incomplete: partly because his choice of data 
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to report, out of the numberless details that make up a social situation, 
may not correspond to the choice the listener would have made to 
assess the situation; but chiefly because his social conditioning leads 
him to take for granted, and hence not to notice or report, what are 
perhaps the most important aspects of the situation. Abstraction is 
inevitable. But unwittingly the reporter is liable to omit from his 
description features of the situation which are essential to make it 
meaningful to a person of different background. 

For instance, a case of absence may result from a complicated network of factors. 
Ttie most obvious factor may be illness or business. But an equally important 
factor may be the failure of the absentee's desire to be at work or of his sense of 
responsibility to control the inclination to absent himself. This in tum may 
reflect the management of the department. But only the first kind of factor is at 
all likely to be reported without much further thought. 

The difficulties of evaluating second-hand data can be overcome to 
the extent that the student can get to know the reporter's views of the 
situation and of the listener, and can create the conditions in which 
statements can be elaborated, checked, and supplemented. A wise 
listener will not expect a "yes" or "no" answer to a question that could 
not be answered without further thought and in less than I ,ooo words; 
or a balanced statement from a person afraid that what he says may 
do harm. He will rather attempt to create the conditions, and 
particularly a relationship, in which the reporter can speak at length 
and at ease. 

The following instance, taken from the British colliery study, shows how a state­
ment becomes meaningful through elaboration: 

" • • • In discussion of mining matters with a mining man, it is not uncommon 
for hi_m to say something like this: 'Changing "Y" colliery over from direct 
(electric) current to alternating current resulted in substantial increases in output.' 
. "Such a statement does not explain a great deal. On the basis of it, one might 
~ump t~ all sorts of conclusions. But one might be able to get it expanded. 'How 
1s that? the outsider asks. 

"'Well some of the machinery was changed, for one thing', is the reply. 
"'Oh, so better machinery accounted for the increase?' 
"'Not entirely. Some of the plant was reorganized at the same time.' 
"'How did that help?' (Quite clearly the situation has a lot more to it than 

the outsider might have thought.) . 
"'In the reorganization, the pit was reorganized and some sections which had 

be~~ wi~ely dispersed were brought closer togethcrJ 
So 1t was easier to supervise?' 

"'That's part of it. But what was probably more important was that as a result 
of_ t~e. reorganization, it was possible to work the men in smaller teams, and the 
spmt improved.• 

"1:hus, ~y going into the matter-and often only by going into the matter-the 
outsider discovers that a mining man's phrase may subsume whole paragraphs 
of relevant information. So accustomed is he to talking with his colleagues that 
he uses a veritable verbal shorthand." 

It is important to emphasize that the difficulties of describing, measur­
ing and evaluating social situations are essentially inherent in the 
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. d are not limited to the early stage of develop-
nature of social d~ta an_ 1 tudy Various techniques are available to 

nt of systematic socia s • . 1 
m~ the difficulties. It is technically possible, for ms~anc_e, to supp e­
re uce b t" and memorv by the use of recordmg mstruments, ment o serva ion •J • t d 
and thus secure such important facts in a conversation _as rep~a e 
statements, pauses, tones, overtones! and data on gene~al b~hav10ur. 
It is possible also to measure certam aspects of the s1tuat1on-e.g., 
how many people are present and the length and number of obse~va­
tions-and to compile indices of such matters as output, abs~ntee1sm, 
labour turnover, and sickness. And these data can be subjected to 
complicated analyses. _ _ _ . 

But evaluation remains, and will contmue to be, most difficult. The 
recorders of social data are humaP beings who note what they are 
preconditioned to note. The observations may be both incomplete and 
unconsciously distorted. Finally, by their very nature, social data can 
be only approximately exact. 

Generalizations are based primarily on accumulated observations of 
related and broadly similar, but always unique, situations. Experiment 
is possible only within broad limits. There is no exact knowing of what 
"might have been", no possibility of re-establishing the status quo and 
trying an alternative course of action in identical circumstances. For 
instance a doctor cannot compare the effects of (a) amputating and 
(b) not amputating a leg, in one case. He can only compare the effects 
in similar situations: either compare two patients of whom one has 
been operated on and the other has not; or compare the condition of 
patient Smith before amputation with his condition after amputation 
All generalizing on social data follows a similar procedure.1 • 
. Significant ~ta~istics are therefore di~cult to co!lect and difficult to 
mterpret. Statistics express complex, umque facts m terms of stand d 
units. To take a simple example, we can certainly count the hu ar 
inhabitants of the earth. But when we count men we are redu~an 
individuals to a common denominator. For many practical purp~mg 
this ~ould_be ina?equate or_misleading. Th~re are_men in Britain a~~ 
men m Chma, Bntons marned and unmarried; Bntons with large 
smaller families or n?ne at all; poor and rich Bri~on~ ... and sor i~ 
down to the man Smith and the man Jones. Agam, m an indust • 1 • • h " ,, d " " na s1tuat10n t e yes an no responses of workers to some questions 
can be counted and correlated. But, should a "yes" from Jones be 
reckoned the same as a "yes" from Smith, or just enough to offset a 
"no" from Brown? Jones might, for instance, be the natural group 
leader, Brown an unpopular member of the group. In short, classifica-

, / irilll ipk 1hr cliffrrrnce between the exactness of physical sdence_and t~e "appr~ximatencss". of 
/l I . . , I . l'ff-rcncc of degree. Much m physical mcncc 1s W1Certam, and physical 

5onal dala 11, ag.un, 011 Y '1 c I c . , ll obable But the difference is so great as to constitute for 
phrnoniena arc no more th3n Slatli~ucaf~t •s· hy. comparison with the range of behaviour of a 

. tilal pu1 polt', a drlfnrnl or< tr o ung. ' . . 
pra~ 1 roup the physical world is one of certa111t1cs. 
sona p; , 
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tion, indispensable to measurement, eliminates detail and thereby, 
often, important aspects of quality. Now, the degree to which detail 
can be usefully abstracted varies with the purpose for which the data 
are to be evaluated. Thus, the mere number of underground workers 
is a good guide to the number of miner's lamps required to be kept at a 
colliery, while it is only a partial guide to, say, the number of super­
visors required, and a very inadequate guide to the kind of leadership 
the men want. Often social statistics eliminate too much detail to be 
usefully evaluated. 

The difficulty in evaluating statistical data can be put in another way. 
The choice of phenomena to measure already implies evaluation. 
Statistics abstract a feature of a complicated social situation and 
thereby stamp it as significant, in the same way as observation and 
memory fasten on to facts that are regarded as noteworthy. But 
criteria for determining what is really significant have b3:rely been 
evolved and vary from situation to situation. Important features are 
thus liable to be omitted by the statistics and in their evaluation. At 
every turn, the observer is thrown back on his experience of similar 
phenomena in their whole context, in the total 'situation. 

This section can be summarized as follows: what are commonly 
called "facts" can relate to any of a variety of levels. The first level is 
the situation itself in its reality: this is strictly "facts". From the facts 
there are several stages of remove ( or abstraction) thus: 

The situation: "the facts" 
Photographic plus phonographic record. 
Full report by one medium. 
Detailed description. . 
Generalized description . . . 
Classified (statistical) description 
Statement of uniformities (theory) 

l.n,,1 of remove 
from the faas 

1st. 
2nd. 
3rd. ! etc. 

With social data there is considerable danger of falling into what 
A. N. Whitehead has called "the fallacy of misplaced concreteness"­
to get the levels mixed up and to regard the data as more factual or 
more significant than they really are. The danger springs from the 
wider scope of social data. What physical scientists regard as "facts" 
-the "objective" world-is only one part of social data. The ways 
in which people see the objective situation are social facts as important 
as those in the objective situation itself. Both are parts of reality.1 

Thinking does, in a sense, "make it so". 

1 Again, the difference between physical fact and social fact in respect of objectivity, is only one of 
degree: since the development of the concept of relativity it has become accepted practice in 
physical science to describe the rclationshlp between observer and observed (physical fact). This 
aspect of "relativity" is far more important in social than in natural sciences. 
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- the assistant manager of a large branch factory 
For example, m h ~me ~omcii~~ies and by his immediate superior to be inadequa~e 
was t~o~ght by is su r o;nization's general manager was of the opinion that this 
for. his Job. But the ~/quite adequate. Both these contradictory opinions we;e 
assistant manager w h • fl d b hav·our that 1s relevant "facts" about the organization and bot m uence e 1 , • 
the objective situation. 

High levels of abstraction are as yet rarely attained ~n _social scienc~, 
and even then form only a small part of the total descnptlon. A doctors 
observations are probably one part measurement-e.g. oftempe~at~re, 
pulse, blood pressure, blood composition-to 9~ parts d_escnption. 
The proportions may be much the same for social data m general. 

Evaluation of social data in terms of "factualness" is a continuous 
process. It guides the collection of data; and new data affect the 
evaluation. The collection and evaluation of data are thus closely 
interwoven and the basic difficulties connected with them are continu­
ously present. Professor Homans suggests the following list of seven 
points as a brief guide for dealing with data: 
"1. Look first at the obvious in its full generality. Only then does 

science economize thought. 
"2. Do not use high-order abstractions until you have exhausted the 

possibilities of low-order ones. 
"3. Talk about one thing at a time. That is ... in choosing your 

words see that they refer not to several classes of fact at the same 
time, but to one and one only .... Corollary: once you have 
chosen you~ words, always use the same words when referring to 
the same thmgs. 

"4. . . : Once you _have st~rted to tal~, do not stop until you have 
fimshed. That 1s, describe systematically the relationships betw 
the facts designated by your words. een 

"5. Science consists of the 'careful and complete description of th 
mere facts'. e 

"6. Cut down as far as you dare the number of factors consid d 
"7. R • th t d • • b ere • ~ogmze a your escnpt10n must e abstract, since it deals 

with only a few el~ments of ~he concrete thing. Recognize the 
dangers of abstraction, especially when action is required b t 
do not be afraid of abstraction." 1 ' u 

THE RESEARCH RELATIONSHIP 

The observer affects the situation he is studying and needs to take 
t f this disturbance in his evaluation of the data. In evaluating 

accoun ~ d d· , • he depends on knowing how the rep?rter looked_ at 
second-han at~l, f g and on creating the conditions conducive 

·tuation he is repor m , . 
the SI fi the Study of Social Organization", Anieracan 

" Conceptual Scheme or 
• George C. Homans, AXIi No 1 February 1947, P· 13. 

• Vol , • ' Sociological Review, • 
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to a full and accurate statement. Finally, given the uniqueness of each 
social situation as a whole, generalizations about its parts are difficult 
to draw and to apply. There is no hope of solving these basic problems 
of collecting and evaluating social data except within a satisfactory 
research relationship. 

If the relationship is satisfactory, the observer's disturbance is likely 
to be small and capable of assessment with fair accuracy; it is possible 
to secure statements from people whose points of view are known and 
who report as accurately and fully as they can, and to check and elabo­
rate them; last, but by no means least, the conditions exist in which the 
findings can be applied. If the relationship is unsatisfactory, the 
observer finds it difficult or impossible to secure access to significant 
data; statements, when he is able to secure them at all, are incomplete 
and biased-perhaps deliberately so-and cannot be evaluated 
accurately; and it is difficult, if not impossible, to apply the findings. 
The use and value of techniques to aid the collection and evaluation 
of data themselves depend on the quality of the research relationship . 

. T_hree_ basic features of a satisfactory research relationship may be 
d1stmgmshed; they are permissiveness, collaboration, adaptation. 

Permissiveness 

The people concerned must be in agreement with the study, its pur­
poses and methods. Significant data cannot be obtained or applied 
a~ainst !heir wishes.They can sabotage the study and, if inclined to, t~ey 
will. This happens sometimes in time-studies carried out prior to fixmg 
rates and in introducing the various devices by which organizations 
seek to check and control the activities of constituent units. To secure 
sound data it is not enough that the purposes and methods of study be 
essentially sound and helpful; they must be seen to be so by the people 
concerned. 

Agreement cannot be assumed to exist even when a group or an 
organization itself asks for a study to be carried out. The group may 
not be aware of the implications of what it is asking. The su~gestion 
may not be approved by important members. It may have ansen on 
the spur of the moment. The agreement needs to be real and representa­
tive, and it is necessary to learn the criteria "real" and "representative" 
proper to the group. A study approved, for instance, only by top 
management, or only by the supervisors, or by only some of the 
workers would be regarded as an extension of that section's views and 
activities. Where the suggestion originates elsewhere, special efforts 
may be required to secure adequate agreement. 

This early stage cannot be skimped. Systematic study begun without 
agreen:ient is likely to be inadequate and may well fail of its purpos~­
Sometimes a considerable length of time passes before agreement 1s 
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secured, particularly if the observer is not well known to the group and 
is tested out by it to a certain extent before it agrees that systematic 
study may start. The stage may yield little in the way of coherent data. 
But it allows important processes of adjustment to get to work. The 
group examines the suitability of the outsider to carry out the study 
and adjusts itself to him and his prospective activities. Initial relation­
ships are strengthened. The outsider begins to learn the manners and 
customs of the group in which the study is to be carried out, which can 
differ in important respects from those of similar groups quite close by. 
He becomes increasingly sensitive to these local traits; widens his 
relationships to include other people essential to the study; notes his 
progress as an indication of the likely importance attached to the 
study and the problems it is likely to meet; clarifies his function and 
the purpose and methods of the study: until agreement is secured. 

The outsider is, in short, permissive-allows himself to be guided in 
matters of aims and procedures by the group which is the focus for 
study. This attitude on his part is a basic feature throughout. He does 
not rush, he poses problems w!thout forcing answers, and generally 
proceeds only with the substantial agreement of the group with which 
he is working. 

The problem then agreed _upon for st~dy may be small, and to the 
outsider's good knowledge, ma?equate_ m c~verage. It usually is. But 
it performs the function of a trial run, m which the personnel and the 
aims and methods bf the re~e~rch are further_ tested and adjusted to 
requirements. Considerable ms1ghts can be gamed _and understanding 
significantly increased through the l?rocess and findings of a very small 
study. This done, it may be possible to move on to something of 
greater significance. 

Regarding the ~cope of the study, people ~ay agree,_ for instance, to study the 
problem of a high labour turnover_ of recruits by seekmg the ~hortcomings of the 
selection procedure. Before long 1t becomes clear that apphcants have certain 
characteristics in comn1:on which may sug_gest that recru(ts are dr~wn from special 
sections of the community; also that there 1s a sharp drop-m the tramee performance 
and an increase in the rate of leaving as new workers finish training and start 
production alongside senior workers_. So that what started as a study of the 
selection of young recruits comes to mclude problems of contacts with the com­
munity, and of change-over from training to production; and to involve new and 
old workers, supervisors, and other members of the organization and the 
environment. 

The following illustrates the depe_nd_ence of ~esearch procedure on developing 
relationships: a day or two after his mtroductlon to the officer who was to be 
his main liaison with the organization, and after seeing the works and learning 
something about the company, the researc_h worker asked the officer if he might 
spend a little time on the factory floor with no other purpose than to "get the 
feel" of the place. His request was instantly turned down on the grounds that 
"people in the shop would start all kinds of worries and rumours-that the firm 
is to be sold or something like that". The outsider dropped the subject. Only a 
few days later the officer himself spontaneously suggested that the observer might 
"just wander about the shop and chat with whoever he liked". Clearly the 
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relationship between them had strengthened and the same danger was no longer 
apprehended. 

The permissive attitude of the outsider helps the process of adjustment 
and promotes the study. He listens to people's anxieties; enables them 
to raise problems they wish to raise and to raise them in their own way; 
helps to clarify their problem-many of them very indirectly related to 
the study; and reassures them, less by word than by deed, that he only 
proceeds by agreement. Often anxieties are greatly reduced in the 
process of communication. Listening has further advantages over 
guiding the discussion: the sequence and ways in which issues are 
raised provide clues to the significance attached to them; and the 
outsider, by listening rather than asking, avoids leading questions that 
might result in conscious or unconscious bias in the reporter's statements. 

For one instance in which listening, allaying anxieties, and helping to clarify the 
issues aided adjustment, we may refer back to page 102. The agreement of the 
chairman of the shop council was essential to further discussion of a proposal put 
forward by the shop manager. He gave it after three-and-a-half hours' talk with 
the outsider. 

Permissiveness is put to its ultimate test if there is a persistent failure 
to agree at any stage, and the outsider offers to discontinue the study. 
This makes it absolutely clear where the primary responsibility lies: 
namely, with the group studied. Agreement to continue the study can 
result from such an extreme form of testing and reassurance. The study 
ends as it began, with real and representative agreement. 

Collaboration 

In a satisfactory research relationship, the people studied do not 
merely allow the study to be carried out, but-participate in it. Securing 
their active collaboration is like securing a vote of confidence: they 
consider it worth while to collaborate. This affects the aims and 
purposes of the study, the methods for carrying it out, and the 
relationship between the group and the outsider. 

The advantages of collaboration are clear. Almost invariably the 
observer is deficient at least in his initial knowledge of the group's 
attitudes, habits, norms and structure-its culture; in standing with 
the group; and often in appreciation of technical issues. The group, 
and others more or less closely involved (such as specialists in various 
fields) not only make up these deficiencies but have much else to 
contribute. They help the outsider to avoid pitfalls, to assess the total 
situation and to make increasingly significant observations and analyses. 
The outsider is therefore not alone; ·he collaborates with the people in 
the situation immediately studied and, beyond them, with others also, 
more or less closely according to the degree to which they are concerned.1 

1 For an example of some of the results of collaboration with people in the social environment, 

cf. pages 92-5. 
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Through collaboration much more data can be secured than by the 
outsider working largely on his own. The findings can also be discussed, 
elaborated and checked. The responsibility for the study is spread. 
Understanding increases as the study progresses. And the communica­
tion and acceptance of the eventual results is but the last, almost 
inevitable, stage of a continuous process of joint activity. 

But the closer relationship of collaboration can be secured only 
through overcoming several important difficulties. The study of 
significant problems tends to arouse anxiety in the people involved. 
They feel strongly about them and look forward apprehensively to the 
findings. Even eager welcome of outside assistance is likely to be 
mixed with an inclination to draw the observer awav to areas of 
slighter importance. Sometimes, indeed, it is more coro"fortable for a 
group, like an individual, to live with a deficiency-sometimes even 
using it as a shield or crutch-than to go through the painful process 
of recognizing and dealing with it. To some extent this applies to the 
whole group. But it often applies particularly acutely to single members 
or small sections of people included in the study. They may appear 
eager to collaborate, perhaps in _the (conscious or unconscious) hope 
of guiding the study towards findmgs of greater comfort to themselves. 
They may try to monop0Ii2:e the_ at~ention o[ the o!-1tsi?er. One way 
of doing this is to burden him with mformat10n which 1s expected to 
remain confidential. The permissive attitude of the outsider lends itself 
to it. The outsider may have to straighten _out this confusion. He can 
clarify his function and demonstrate that 1~ d_ep~n?s on broad agree­
ment and collaboration. He can help certam md1v1duals and sections 
with the approval of the whole group. All can agree as to the conditions 
on which data are collected and evaluated. 

Fundamentally the difficulties of collaboration are overcome in the 
~eneral context _of the resea_rch relationship .. The progress of the study 
1s governed by 1t. The outsider does not disclose confidential infor­
mation. His standards of ethics are as high as, and similar in kind to 
those of doctors and lawyers: confidential information is, by definition' 
information capable of causing harm to someone if misused. ' 

Mr. Chester I. Barnard reflected this high sense of responsibility when describing 
a situation in which he had participated: "I have not made it available in printed 
form sooner because it involves some criticism of ... and because I was reluctant 
to run any risk of appearing to make the representatives of the unemployed 
'guinea pigs' in a public way. The lapse of 10 years now makes it unlikely that 
any embarrassment will follow its restricted publication. The case was not reduced 
to writing until after my first lecture in I 938." 1 

The same discretion is observed when the outsider realizes the existence 
of problems with which the group is not yet able to cope. He does not, 
for instance, upset a delicate situation by making relationships 
explicit when the balance depends on their remaining implicit. Data 
1 Chester I. Barnard, "Riot of the Unemployed", Lecture at Harvard University. 
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are collected, communicated, and jointly evaluated. The question of 
when and how to communicate findings to other outsiders is a matter 
for joint decision. The progress of the study is the progress of all 
concerned. 

Adaptation: Effecting and Recognizing Change 

Collaboration results in change. People who participate in collecting 
and evaluating data themselves change. They gain understanding of 
their problems. And they gain understanding of the process of under­
standing-collecting and discussing data, seeing other people's 
problems, finding that problems can be resolved, collaboration with 
an outsider. Collaboration within a research relationship thus may 
affect-change-the attitudes, habits, norms and structure of the group, 
its culture and its informal organization. 

Another basic aspect of the research relationship relates to gett!ng 
these informal changes recognized formally, for instance by makmg 
corresponding changes in the formal organization of the group's 
activities. This may involve further people, since, in the complex 
balance of forces that make up a community, even quite small c_hanges 
are likely to have repercussions and affect many people at different 
levels of the organization and its social environment. It is probable, 
therefore, that the processes through which the study develo~s from 
its small beginnings towards significant problems will graduallr mvolve 
many persons and require their help in arriving at a solut10n, th~~ 
the whole community will become engaged in "working through 
a problem, and the need for formal rearrangements will be generally 
recognized.1 d 

The features of a satisfactory research relationship corresp~)Il 
closely to the features ascribed in the last chapter to effi~ient 
organizations. There is nothing surprising in this. Study and a?Jllst• 
ment are continuous processes in healthy communities. The particula~ 
features of the satisfactory research relationship reflect the genera_ 
features of the community: permissiveness goes with autonomy' 
collaboration for study with general participation; and, as we have 
seen, a socially effective organization is continually concerned to ha~e 
formal arrangements take account of the informal, and to be close Y 
integrated in the community. 

"OUTSIDERS" 

In discussing the basic problems of collecting and evaluating data and 
their solution within a satisfactory research relationship, we have used 
1 For example, cf. the study describing the process of changing over from a system of payment by 

results to one of payment by time, pages 96-105. 
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the terms "observer" and "outsider" without specifying who this 
might be or when his collaboration is called for. This section is 
devoted to the consideration of these questions. 

We are all social scientists in a more pervading sense than we are all 
chemists or singers. For all of us life consists of a continual process of 
collecting and evaluating social data and adapting ourselves to our 
environment. Janet concluded that this adaptation is by far the most 
complex and difficult of human skills. Often this process of collecting 
and evaluating data and of adapting is so closely integrated that it is 
not noticed at all. We eat, sleep, and generally rely on habitual 
responses to the varied stimuli of our environment. The next stage can 
be seen as one in which the processes of collecting and evaluating data 
and making the adjustments considered necessary are separated out. 
This happens whenever we are required to adapt to an "unusual" 
situation. With more and more difficult problems of adaptation, the 
process may be increasingly deliberate. But it is usually possible for 
us to deal with such problems as we meet, by solving them or by 
living with them. In the normal course of events the assistance of no 
one outside our own group is required at any stage in the process. 
Indeed, if an individual or a group resents and rejects outside as­
sistance, this is often a sign of good health, of personal and social 
integration. 

An outsider is, in brief, a person regarded as not closely concerned. 
A passer-by trying to stop two boys fighting in the street is an outsider 
to their conflict, though he has some interest in maintaining the King's 
peace. Thei_r teacher is an outsi_der_, though one more closely concerned 
and more hkely to become a significant part of the situation to which 
the boys are trying to adapt. Even more closely concerned are their 
classmates and families. The word "closely" depends for its definition 
on the attitudes of the boys. They are at the centre of the problem, 
surrounded by people whom they regard as outsiders, more or less. If 
somebody not closely concerned tries to interfere they are likely to feel 
that he ought "to mind his own business", and, if they dare, they may 
jointly tell him so. 

It has been seen how an outsider can help those immediately 
concerned to collect and evaluate data and to adapt. This again is a 
process too usual to be specially noticed. Our habits and skills of 
adaptation are drawn principally from our family, friends and other 
people with special standing; we continually rely on them, as a matter 
of course, to help current adaptation. Thus members of a working 
group enlist one another's help in meeting personal or general problems. 
Depending on their rel~tionships with them, the supervisor, the workers' 
immediate representative or other people, are drawn in more or less 
frequently to assist in the solution of problems within the group, and 
almost always to help groups to adapt to one another. "Supervision", 
"co-ordination", "advice" are all concerned primarily with facilitating 



adaptation. Social processes and organization in general can be looked 
.at in the same way. 

It is the function of specialists to advise on particularly difficult 
problems of adaptation. Thus the development engineer advises on 
technical problems, and the sales manager on how to dispose of the 
-organization's products. That is, they advise on a part of the complex 
process of adjustment. In recent years specialists have been increasingly 
employed to concern themselves with the organization itself-to 
increase members' capacity to adapt and to advise on organizational 
structure. The appointment of specialists in matters of personnel, 
training and administration is to some extent a tacit acknowledgement 
that adaptation is becoming increasingly difficult. 

Specialists on problems of personnel and administration are not all 
equally well placed to assist in the process of adaptation. Some, 
particularly administrative officers, tend to be concerned mainly with 
formal arrangements. They may often be too preoccupied with 
perfecting administrative techniques and structures, and too little 
concerned with formalizing arrangements that work in the particular 
organization. To that extent they are out of touch with the real 
problems of the organization. This possibility is the more likely the 
larger the organization; and it is as a rule only the larger organizations 
which have specialist administrative officers. 

A personnel officer is usually in a more advantageous position. He 
-often sees individuals when their problems of adjustment are likely to 
be particularly great; for instance, when they apply for work, whe!1 
tJiey have special difficulties at work or at home, when they leave. He 1s 
usually closer to the workshop and better able to build up g_ood 
relationships. He is expected to draw from his experience observations 
and principles to guide personnel policy. 

One personnel manager put it as follows: " ... one of the most important 
responsibilities of personnel men is to conduct constant research. , , • We 
(personnel managers) have at our command the finest research material in th_e 
world. . . . If we can but analyse this material and experience, to draw from it 
certain observations and principles, and to record such findings as a history of 
progress in our companies, we will have done a marvellous research job".l 

An officer immediately responsible for training workers for their job 
may be in a particularly good position to assist adaptation. (Where it 
is separated from general supervision, training is usually a part of the 
personnel officer's job, but sometimes there is a specialist training 
officer.) Like the personnel officer, he also has close contact with 
individual workers when they are faced with particularly great pro bl ems 
of adaptation-during training and retraining-and his contact 
continues for a considerable period. He can often help trainees to find 

' Lawrence A. Applcy, "Functions of the Personnel Executive", B11llcti11 No. 1, Industrial Relations 
Section, California Institute of Technology. 
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suitable work and to team up satisfactorily with other people. He 
usually has the advantage that his function tends to be better under-­
stood by supervisors and other specialists. It is, therefore, less likely to 
be interpreted by them as a threat to their status. It is usually regarded 
as quite proper for him to maintain some contact with the trainees 
after they have joined a work group under a supervisor and to collect 
data for further study. 

The basic advantages and disadvantages of having "outsiders" to 
help collect and evaluate social data, and in adaptation, are quite clear. 
The "outsiders" have varied experience to contribute to solving the 
problems of a particular group or organization; and, having only lim­
ited concern in the solution of the problems, they can ease the tension 
which often prevents people from facing the issues and from adapting 
to new circumstances. But they know little of the intricate network of 
forces which 'make adaptation in a particular situation difficult and 
determine the ways by which it can be achieved; and they may disturb 
the situation. 

Mr. Chester Barnard compares the position of outsiders and insiders thus~ 
" ... a mere description of the events as seen by a keen observer having no 
knowledge pf the forces at play would be a bare recital of acts, incomplete, 
probably misleading, and possibly quite erroneous, because of the omission of 
the understanding and the intentions of the participants, although it might be 
dramatic and the acts even attended by important consequences. A part of the 
point of this observation lies in the fact that in many instances the mere 
introduction of such an observer into the situation would itself be a sufficient 
change of circumstances to radically alter the case . . . in many situations in 
which social forces are at work, direct objective observation is either necessarily 
deficient or even destructive of the data. 

"The alternative ••• presents the other horn of the dilemma. The statements 
of participants certainly are capable of describing many of the overt acts involved, 
and in addition much of the understanding of the participants, and of their 
intentions, especially those of the relator. But such statements are subjective. 
They are often. interpretati':'e of events much more than descriptions of events. 
They are notor10usly unreliable, and can only be safely used, like the patient's 
statement of symptoms, by one skilled in interpreting such statements and 
possessed of a thorough knowledge and experience." 1 

SPECIALIST SOCIAL SCIENTISTS 

The main contribution of specialist social scientists is more general and 
long-term than the direct help they may be able to render to any 
particular group or organization. It can be divided for convenience 
into two parts: the study of normal, healthy social conditions and pro­
cesses; and the acquisition of systematic knowledge and understanding. 

1 Chester I. Barnard, "Riot of the Unemployed". 



Studying the Normal 

The establishment of standards and the elaboration of guiding princi­
ples for the solution of social problems depend on the study of normal 
behaviour. Without such study it is impossible to get to the root of a 
social problem or to see how it might be prevented in future. The po­
sition is similar in medicine. Illness calls for medical help. The doctor 
relies on his knowledge of the complex balance and activity of the 
healthy organism to pick out, from the welter of facts to be observed, 
those for attention and treatment which are relevant to the illness. 
The process is basically the same in all human learning. An appreci­
ation of the non-problematical, the normal, determines what we regard 
as the problematical, the abnormal, and hence select for attention. 

The study of the normal is as yet little developed in the social 
sciences. As a result, analyses abound in which attention is con­
centrated, for instance, on the changes in the environment to which 
people find it difficult to adapt; whereas the peculiarity may lie rather 
in the insecurities, particularly of human association, which make 
adaptation so difficult. This volume has been primarily concerned with 
the study of the normal. 

One reason for the lack of development in this direction is that these 
are early days in social science, and social scientists have felt obliged 
to make immediate contributions to pressing problems of industrial 
society. Another reason is that social scientists are often not well 
qualified to study the normal in the society in which they live. Unless 
they know some one else's culture they do not really know their 
own. They are part of their culture and are apt to take for granted the 
disciplines and routines which their culture takes for granted. These 
may include many most important features which though "simple", 
"obvious" and "commonplace" are peculiar to the society in which the 
scientist lives.1 As Homans puts it, ". . . the things we take for 
granted about a social system are apt to be amongst its most important 
features. When we say, 'People do not often commit murder', our 
statement is commonplace, but it is of the first importance". 2 The study 
of other cultures helps us to learn what is innate and what is learned 
in our habits and customs. Hence anthropologists have been designated 
as "constant rediscoverers of the normal". In other cultures we find, 
for instance, the active practice of that "knowledge that has escaped 
us", not least the knowledge of the skills of maintaining spontaneous 
co-operation. 

• We have noted the same difficulty in discussing problems of evaluating second-hand data, cf. pages 
127-9. 

' G. Homans, E11glish Villagers of tire 111irtee111I, Cent11ry, 1932, Cambridge, Mass., Harvard University 
Press, p. 403. 



Developing the Systematic Knowledge of Social Understanding 

"Theory without fact is worthless; but fact without theory is even_ more 
worthless."l Both are essentia\: no theory wa5 ever formulated without 
facts, although the formulator may have been unaware that he was 
using facts, or what facts, or how selected; and no facts have any 
meaning without theory, however unaware a person may be that his 
"common sense", for instance, is indeed theory. A child holds his 
hand under the hot-water tap and concludes that doing so heats the 
water· he later learns other ways of observing and notices that the 
water' gets hot whether he holds his hand under the tap or not, and 
changes his theory accordingly. An adult, noticing a close correlation 
between the human birth rate and the stork population of Canada, 
refuses to believe that the two are related as cause and effect. Another 
adult finds a correlation between the youthfulness and the rate of 
absenteeism of employees in factory "X" and assumes a causal relation­
ship; but when he later finds that in factory "Y" there is no such 
correlation, he discards his theory and seeks another. 

The social scientist proceeds in the same way. His appreciation of 
theory, which includes his own past experience, guides his search for 
significant data among the limitless facts that might catch his attention 
in a situation, and leads him to differentiate between symptoms and 
causes, to recognize the situation where treatment has led only to the 
substitution of one symptom for another, and generally to assess his 
data and compare them with those of other workers in his and other 
fields of study. The data substantiate his theory as it stands or lead him 
to supplement or revise it. Thus a body of knowledge is built up, 
differentiating between kinds of phenomena, between phenomena of 
varying degrees of generality, and between tested generalities and the 
hypothetical. It can happen that two apparently contradictory theories 
seem equally valid. In the physical sciences, for instance, current 
evidence suggests that light can be seen as a wave motion or as a 
corpuscular movement: so that, according to Sir William Bragg, 
physicists use the wave theory on Mondays, Wednesdays and Fridays, 
and the corpuscles theory on Tuesdays, Thursdays and Saturdays­
which is, Sir William observes, "after all, a very proper attitude to 
take in the circumstances". As more data become available and as the 
acquired knowledge is tested and further elaborated, such contradictions 
will be found to be illusory or will be resolved in favour of one theory 
or the other, or a new explanation will be found. 

The body of theory to which most social scientists would subscribe­
the hypotheses which have been most widely tested-is as yet inevitably 
small. It may be summarized in six statements: 
I. Man is a social animal. This means that a very considerable part of 

his behaviour is inculcated by his culture a:od social environment, 

1 Calverton, The Making of Society, New York, The Modem Library, p. ·3. 
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but not that his individuality is sacrificed to the herd instinct as is 
the case with, say, bees and ants. 

2. An individual's behaviour is a composite of his reflexes, trained 
reflexes, socially conditioned habits, and thought. The normal 
response in any given situation is a response of the whole being. 
This . response is always a product of heredity, plus total 
experience, plus capacity for novel thought. -

3. In all his complexity each individual is unique. But although the 
whole defies quantitative assessment, aspects of people's make-up 
and activities can be usefully measured. 

4. A group of individuals has a distinct character and can be considered 
as a unit for some purposes. This means that the group is something 
more than the sum of its parts namely, a system of relationships 
among individuals which modifies the behaviour of members; but 
it does not mean that the group is an organism in the proper 
sense, in which the parts would merely be cells of the· larger unit. 

5. A system of human relationships is a complex balance. A change 
introduced into the system will have manifold effects as the system 
strives for a new equilibrium integrating the new element, or seeks 
to regain its old equilibrium without it. 

6. The relationship between cause and effect is always complex. 
"All (i.e. every persistent factor) is cause and all is effect'',1 and any 
change is likely to have ramifying effects, with causes producing 
symptoms and symptoms causes. (Langmuir has termed such 
effects "divergent phenomena".2) 

In the present volume we have had occasion to generalize on the case 
studies, comparing one with another in the light of previous research 
and using the growing body of theory as the main framework of a 
conceptual scheme for looking at our material. A resume of our 
generalizations from the case studies is given at the end of the last 
chapter of the book. 

An example may show the way in which theory and method are 
used to decide what is a significant observation. Thus, we note as 
significant that all the efficient organizations studied in this book had 
certain characteristics: 
r. Each was made up of largely autonomous and responsible groups. 
2. These groups formed a whole by collaborating with one another. 
3. There was close correspondence of formal and informal procedures 

and structures. 
4. The relationship between the organizations and the wider communi­

ties of which they formed a part was close and complex. 
These four statements could be summarized at a higher level of 
abstraction: it was typical of the organizations that they provided, in 

• L. J. Henderson, Pareto's General Sociology, 1937, Cambridge, Mass., Harvard University Press, p. 72, 
1 Irving Langmuir, "Science, Common Sense and Decency", Science, Vol. 97, No. 2505, 1 January 

1943, pages 1-7. 
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collaboration with the wider commumt1es, adequate, routine 
opportunities for intimate human association. 

Now such a general characteristic is noticed and considered 
significant only if your assumptions about human behaviour include 
the six listed above as the framework of social theory. That is, if 
individual behaviour depends on, and stems from, intimate relation­
ships with others and is complex and holistic, then the first essential 
of an effective industrial organization will be that individuals find in it 
opportunities for regular participation and collaboration, and that 
these experiences consolidate with their life outside working hours. 
Given the theory, these are the aspects that will be looked at in 
particular organizations. 

The elaboration and perfecting of the structure of social knowledge 
is not a "mere academic exercise"-something of no practical use. The 
social scientist is not looking in a vacuum for some magic, hitherto 
unsuspected science to apply to management, as a common phrase so 
carelessly puts it, but trying to find the science in management; that is, 
the structure which leads to the understanding of social phenomena 
within the compass of the "oldest of the arts, newest of the professions". 
Structure makes the difference between knowing a fact and understand­
ing its meaning. We have noted how theory guides the choice and 
evaluation of social data. It guides also the methods by which data are 
collected. The following, for instance, are four "tentative working 
principles" which a group of social scientists extracted from its 
experience: 
I. It is essential to obtain the approval and co-operation of both 

management and workers before initiating research into industrial 
relations. 

2. The study of sub-groups within a firm is unlikely to be effective 
without studying the overall relationships between groups in the 
firm as a whole, particularly the relationships among groups at the 
top of the hierarchy. 

3. To achieve successful changes in relationships within a firm it may 
be necessary for adaptation to go on at the top of the hierarchy as 
well as in groups lower down. 

4- The outsiders are subject to strong influences from the social field 
in which they are operatipg, just as they affect the situation. Study 
of the effects upon the outsiders is therefore necessary, in order to 
understand the contributions of the outsiders to social changes.1 

The structure of social knowledge determines to what extent the 
o_bs~rver can limit his attention to features of greater or lesser 
s1gmficance and use and develop accurate diagnostic tools. Indices of 
productivity, earnings, labour turnover absenteeism sickness, accidents 
and strikes are just a few of the tools'we have me~tioned. Others are 
1 H. A. Hutte, "Experiences in Studying Social-Psychological Structures in Industry", Human 

Relations, Vol. II, No. 2, 1949. 
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being developed and improved. For instance, Mr. S. D. M. King has 
found it useful to evaluate the status and role of each member of a 
group according to (a) the member's own perception of his status and 
role, and (b) the perception of the rest of the group of the member's 
status and role. Somewhat similar measures have been developed by 
J. L. Moreno, John G. Jenkins and others, and may eventually yield 
more precise classifications of human qualities and relationships. 
Again, interview techniques are being refined and some yield potentially 
measurable data. But such measures are useful only in relation to 
wider understanding. 

Finally, understanding of social data governs our ability to foresee 
the trend of events, and can guide our actions. The better the 
conceptual structure, the more accurate the forecast and the guide. 
Thus we can assume for instance, that each person (or particular set 
of people) will have the common characteristic of wanting to associate 
closely with others; that requiring him to move rapidly about on his 
own reduces the conditions in which intimate association is possible; 
that the failure to meet this need will result in some sort of social 
sickness; and that the sickness is more likely to express itself in illness, 
absenteeism or labour turnover, than in, e.g., a strike, which requires 
corporate action. We can assume again that in intimate association 
with others, people develop common attitudes, habits, norms and a 
structure which make them into a cohesive group; and that this group, 
given the opportunity to grow and to co-operate with other groups in 
developing the policy, procedures and structure of the organization, 
is likely to be socially healthy, responsible and co-operative. Such a 
sequence of events may not apply strictly to e'!ery person o~ every 
group of persons. But even at this stage of social understanding the 
chances are that it will. 

The slightness of the structure of social knowledge to date is thus 
no reason for not using what there is. It provides the best av~ilable 
guides to the collection and-evaluation of data. It makes meanmgful 
the particular experiences of men and women in t~eir_ capacities _as 
workers housewives officials administrators, educatlomsts and social 
scientist;. The structure will 'be improved and strengthened through 
use, through having new experiences fed into it to be evaluated. 

We cannot be certain that the progressive development of social 
understanding will be accompanied by equally progr:ssive improve­
ment in social skills. It may be, for instance, that t~e we1g~t of evidence 
will grow to show that such aspects of modern mdustnal society as 
great geographical and social mobility are essentially ill-suited to 
human life. Again we cannot be sure that consciously acquired skills 
will be immediately effective. The evidence suggests that the sub­
stitution of conscious for intuitive skills results at first in decreased 
effectiveness. But there is no other way_ of progre~s. Like the player 
who has reached a stage where he can improve his game no further 
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except by changing his stroke, we may expect a period of awkwardness 
and decreased effectiveness while the old stroke is unlearned and the 
new painfully acquired. This period comes to an end only if and when 
the new skills are fully integrated in the dynamic pattern of everyday 
life. 

In the matter of our own behaviour we have already taken the first 
step. To· self-consciousness we are c~mmitted; the problem now is to 
sift the old skills and construct and integrate the new. 

SUMMARY 

It would be absurd to suggest that this chapter could be an ade . • • N k"ll quate substitute for supervised trammg. 0 s _ 1 can be learnt from b 1 
description alone But it is hoped that this description of the prover a 

• · • ·11 I cesses and problems of social science WI . serve at east as a warning a . 
the serious pitfalls ,in research; that it may be of assistance to som ga1~st 
are already engaged in this work; and that, for those-whether t;ew b~ 
university graduates, man~gers or _rank a~d !ile workers-who ~ 

. evaluate social situations w1t~out pnor spec1~hzed training in resea u~t 
this statement on method ~di serve a_s an aid to reflection. re , 

For the latter purpose-1.e. t~e all-1_mportant pro:ess of ponderin 
. d valuating observat10ns-1t ts well to point once a . g, 

sorting an e . . . ,1 ( 1 . ) . I . gain to:-
the "scale of fact and absw1dwt1 {JdgC [ .\ [Ji [ rn ll§t of "do's and 
cont'<;" ( 9 -;,.9:,~ ,:,1\·, '-"'-~ out\ine of theory (pages 142-3); the four 
"working principles" listed on page 144. 

And, in view of the complexities of research and evaluation in social 
science, it is perhaps desirable to restate in briefer form some of the 
most important general points on method. More than in any other 
science, the value of research in human relationships depends on 
research method; and the more significant the research to be done, the 
closer the connexion. Method is of unique importance from the first 
contact to the last. At least four reasons for this can be stated: 
J. The most important information is by nature the most difficult to 

get and to put into perspective: the informal relationships which 
modify every contact in an organization are the ultimate deter­
minants of the organization's nature and efficiency and are at the 
same time its most intimate aspect. Those intimately concerned feel 
strongly and apprehensively about them. Even eager welcome of 
outside assistance is likely to be mixed, during the actual investi­
gation, with reserve and often with an inclination to draw the ob­
server away from significant problems to areas of less importance. 

2 • • The chief research tool is direct description. Among the innumer­
able facts which he might describe and examine, the observer must 
be able to distinguish the crucial and significant, to differentiate 
between symptomatic and causal aspects of facts, to recognize the 
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situation where "treatment" has led only to the substitution of one 
symptom for another. This choice operates inevitably from the 
beginning of a reseqrch contact and has an important bearing on 
the progress and significance of the research. In short, between a 
social situation and the crudest description or measurement of it, 
there is always the perception and insight of the observer. Therefore, 
agreement on the framework of concepts and research methods to 
guide observation is essential for using and comparing findings 
from different studies. 

3. The presence of the research worker and the process of measuring 
directly affect the relationships he sees and is told about. His skill 
determines the extent of this effect and the accuracy with which he 
can take account of it. 

4. Research situations in social studies cannot be duplicated at will: 
an organization is permanently altered by each experience. There 
is much less scope than there is in the natural sciences for trial and 
error experimenting, and error is likely to do serious damage. 

Therefore, research method-whether it be formal research or purely 
informal-should be essentially permissive, i.e. receptive rather than 
detective. Moreover observation, as opposed to questioning, is 
essential because social behaviour is largely intuitive and many people 
cannot describe social situations with any accuracy. 
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VI. CONCLUSION 

In Chapter I, "The Discords of Industrial Society", it was doubted 
whether the discords were inevitable. Subsequent chapters have 
suggested that _they are not. Without pretending to final certainty, the 
purpose of this book has been to show reason for believing that 
industry can play a major role in maintaining existing communities 
and in fostering the growth of new communities. 

This belief has in fact been confirmed whenever the discords have 
been strident enough to demand analysis. One such condition is war 
itself-the most extreme form of social breakdown: "The spectacle of 
Europe erstwhile mother of culture, torn from end to end by strife 
that sh~ can by no means resolve, should give pause to the most 
, ractically-minded', should ma~e such persons ask what type of 
r~search is likely to be most practically useful at the ?lament. ... How 

h manity's capacity for spontaneous c?-operahon be restored? It 
can u h • • t d I d h • is in this area that leade~s. ipl i.~ mo,s requl ire ' at ea erhs ip Wthat has 

h. t do with poht1ca isms or e oquen speec es. hat is 
not mdg_ 0k owledge a type of knowledge that has escaped us in 200 wante 1s n ' H b • h 
years of prosperous developme~t. r' ~o SU Shiu~ uman_ responsi-
bility for futile stri_fe a?,~ hatre s-t 1s 1s one o t e most important 
researches of our time. . . . . 

Another condition of obv10us andh ser!ous_ ~1scorki~llis produced by 
sudden changes in circums_tan~es, w en ~n~mt1ve s d s and attitudes 
are quite incapable of. adJustm~'tat dsu1 c1enkt spee • Th~ pressures 

d d by war for instance, en o ma e emergencies of what 
engen ere I I d · mi ht otherwise have been 11;ere Y_ ow-gra ~ co-operation".2 The 

g noffici·at war-time strikes m the Umted States, despite a 
Io ooo u • k th I • d . . 
universal pledge not to stn f; _e se ~ct~on1 an trammg of large 
numbers of new pilots; the ~e ocatl?t o t } ~1J~nese ~rom te ':"est 
coast of the United Statesd; t edrecrmb1ment o . mdi ibons ho w?r e~s mto 

I ts . the unprece ente pro ems raise y t e air-raids on war pan , 

• to Ma1111gemenl and t/ie Worker, op. cit., p. xiv. 
1 Mayo, IntroSduction d George c. Homans, "Reflections on the Wildcat Strikes", American 
• Jerome F. cott an J t 947 

Sociological Review, Xll, No. 3• une • 



Britain-all demanded special study in the absence ofreleva t . 
experience. A_nd many studi~s led to successful adaptation~ previous 

Wherever, m short, established communities are broke 
ones fail to grow, there is room for new social skills. The u:i~~ °; new 
comp?sed of more heterogeneous communities and also less b tates, 
trad1t10n than Europe, has naturally been the first to feel ound h::_ 
and to react. There the "cake of custom" had never b the n_eect 
formed as in the other countries. Now the "cake" is brokeen _as sohdly 

d • h h • d • 1· • en In Eu an , wit t em ustna 1zat10n of "undeveloped areas" •t . rope 
• A • S h A • E ' 1 is breaki m sia,_ out menca, astern Europe and elsewhere. We ng 
faced with an even greater need, both quantitatively and ~re, _then, 
for systematic, explicit methods of solving new q~a Itatively, 
communicating and integrating the necessary skills. pro lems and 

How far is this need recognized? What signs are there f 
to meet it? Not many, perhaps. But even the smallest i O d_our_ ability 
gain are of crucial significance. And there are several of ~hications of 

In the first place, working conditions have greatly impr edse. 
• • • " • 1 l" ove '"" prov1s10n 1s made 1or socia we 1are, and an increasing numb ' 0 •eater 

have per~onnel officers and have set up machinery for fo er of~~s 
consultation. At the very least these changes indicate a ~al Joint 
awareness that the production of commodities depends on; increased 
not merely on machines. And often they mark the reco~~ple, anct 
industry's business is not economic only, that it needs to fun ~on that 
as an effective social institution. c on also 

More significant is the heart-searching about organizational . 
structure. Efficiency is no longer seen almost as a function of s!ze and 
the contrary, even in industries most favourably disposed :ize. On 
production, there is a tendency to limit the siz~ of each Pro~ :rn_ass 
unit. This change is defended essentially in social ter:rns: lar Ucti?n 
are "impersonal", are "unable to provide effective incentiv;~, Ull.Jts 
"excessive strain on administrators", and are hence often ine~ '. Put 
Again, where ownership is divorced from management-that i cient. 
a wide field of modern industry-the position of manage~' O'V~r 
changing significantly. Mr. Owen D. Young of the General E~nt ~s 
Company has described this alteration: "Managers are no 1 ectnc 
attorneys for stockholders; they are becoming trustees of an instit~?ger 
now that is a great change." At the same time, there are many atte.:ion; 
to make managers and other employees part owners of :rn P~ 

t . any en erpnses. 
Underlying these features, and most significant, is the change fro 

implicit to explicit evaluation of human affairs. Formerly the i;:1 
exorable processes of history rendered final judgments •. I~ time, the; 
forced ineffective social institutions into reform or obhVIon. ExpliCit 
conscious evaluation is a more modern phenomenon. The processes 
of history are too slow for the pace of events in modern industrial 
society. 
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Economic criteria of evaluation were the first to be made explicit. 
They seemed clear-cut and precise, and, at first, also comprehensive. 
Was it profitable, i.e., did material wealth accrue? Society judged the 
acti_vities of owners, workers, managers, according to their earnings. 
From the very first this involved many difficulties, and it has become 
clear that the precision of economic evaluation is largely illusory­
"misplaced concreteness". For instance, in comparing the efficiency of 
two firms, some more or less hypothetical allowances have to be made 
f?r such complex factors as the firms' geographical positions in rela­
tion to raw materials, labour, and sales outlets; their "good will" with 
cust?mers and suppliers; their "going value"; their future prospects. 
Nati?nalization and assessments of war damage have recently 
provide_d much evidence of the difficulties of finding proper bases for 
evalua~mg an industrial unit even from a solely economic standpoint. 

Agau~, the range of human activity subject to more or less strict 
ec~>nomic evaluation has steadily contracted. It never was as wide as 
~ght have been gathered from the writings of the eighteenth and 
nineteenth C t • s· . . . . h • to th ~n unes. mce then, many more rigidities ave grown m 
bee modern industrial system which the less competitive the system 

came • ' • co '. circumscribed ever more narrowly the value of economic 
to ~Pansons. Some rigidities have waxed strong in direct opposi~ion 
and te outcome of economic evaluation, e.g. many rules of trade unions 

rade a • • • • of O . s~oc1ahons. Others are associated with the increasmg _s~ze 
of c rga1?-12ations in which it is difficult to compare the profitab1hty 
Oth~ns!it_u~nt units, and consequential action is in any case restricted. 
to b r r~gidities again are the immediate results of deliberate decisions 
secu~~s economic criteria aside in favour of wider provision of ~oci~l 
furth 1 Y or defence. So that the operation of economic evaluat10n is 
an ev:: reta~ded or altogether prevented by subsidies, controls, and 
survivafr0 V:ing_ range of other means, all designed to ens~re th~t the 
alone T of Institutions does not depend on their economic effic1e~cy 
operates hese forces interact. Over a wide field, economic evaluat10n 
or th fi 0 nly by fits and starts and is no longer regarded as the only, 

e nal b" At th , ar 1ter. 
devel e same time, criteria for more balanced evaluation have been 
suppJ°Ped and already find wide application. Sometimes they have 
con tr af t~d economic criteria. The needs of defence, subsidies and 
Usuaif s imply e_valuation. by standards other than econ?mic. Mo~e 
eva1u Y~ economic evaluat10n has been widened into soc10-econom1c 
and atio~. For instance, the advantages of diversifying local industry 
take~e~ucmg the inci~en~e of fl~ctuations in trade or ~mployment ~re 
secu . in~o account m mdustnal location. Where increased social 
ec00~ 1Y. is embodied in official policy, the trend towards socio-

Wit~Ic ~valuat!on has b~en_gr~atly hastened. . . . 
bein din Industnes and w1thm i~d_ustrial organizat10ns, md1ces are 

g eveloped to record productivity, absenteeism, labour turnover, 



accidents, sickness, strikes, and other measures of social effectiveness. 
Already many of these factors can be measured as accurately as 
earnings and can be as usefully interpreted. More important is their use 
together. Schemes are being_ developed which make the worker's wages 
dependent not merely on his output, but also on his contributions to 
safety, cleanliness, social activities and morale in general. The socially 
effective organizations studied in this volume use them all, social as 
well_ as economic c~ite~ia, t_o evalu~te progress and to guide policy.1 

Fmally, the reahzat10n 1s growmg that the record of industrial 
organizations as social institutions closely concerns other organizations 
also and the comm1:1nity in_ general. When productive efficiency falls 
short of the potential, as 1s generally held to be the case in most 
enterprises, this is regarded as of importance in the community and 
at national and even international levels. The contri!".-.:.Jtion an industrial 
organization makes in terms of lowering or raising the already colossal 
cost of mental and social maladjustment is worthy of recognition It 
has been held that the most reliable soldiers come from the far~s 
However that may be; the point is clear enough._ It is, in short, that th~ 
economic activities of man are known to contribute not merely to his 
material well-being but also to his growth as a person; that these 
purposes can go together effectively; ~nd tha~ those organizations are 
socially valuable which interpret their function thus widely--enabl. 
their members to distinguish good fro1!1 bad taste as well as to sett 
to acquire social skills as well as material wealth, to find faith in th' 
future through satisfactions in the present: e 

The descriptions of organizations in this v_olume wer~ intended as 
demonstrations of how industry can help_ ~n developing men and 
communities as well as producing 7omm?dities. M~ny more demon­
strations are needed. Public and sem1-pubhc corporations, co-opera tin 
with trade unions, may reasonably b~ expected to take_the initiative i~ 
such demonstrations. These orgamzations are specifically kept in 
being for the general good, not only t<:> ~ake pr?fits; they can 
importantly serve the general good by le~dmg m experiments designed 
to find ways of contributing to commumty development. 

DEMONSTRATION EXPERIMENTS 

It has been demonstrated that, .in comparison ~ith the conc~ption of 
an "experiment" in the physical and natural sciences, experiments in 
social science are inexact (Chapter V). Nevertheless, attempts to 
contrive new forms of organizational relationships B:nd to achieve 
closer integration of industry and community, play an mvaluable role 

• For an example of the use of non-economic criteria of efficiency cf. J.B. Fox anf J.i"ic~tts, 
Absenteeism: Mar,,1ge1ne11t's Problem, 1943, Boston, Massachusetts, Graduate Schoo O USUlCS 

Administration, Harvard University, Research Study No. 29. 
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in developing skills of administration. The Tennessee Valley Authority 
is an outstanding example. _ . 

Such "experiments" must nec~ssanly be few:_ m _the first place, 
because of the myriad permutations and combinations of human 
relationships that are possible-these permutations and combinations 
far exceed in number those of, say, the known chemical elements; few 
in the second place, because of the greater reluctance to try new forms 
and combinations of human relationships- a very natural reluctance, 
considering the issues and risks involved; few, again, because each 
.. experiment" is immensely time-consuming and costly. A chemist in 
his laboratory may be able to try a dozen different combinations in an 
afternoon. The Hawthorne experiments in human relations consumed 
most of the time of a number of scientists for several years; and 
evaluation of effectiveness and efficiency in social experiments may be 
valid only after decades of operation. 

These difficulties are additional to the methodological problems 
which were discussed at some length in Chapter V. Two in particular 
may bear reiteration here. First, human situations may be substantially 
affect~d and altered by the very fact of being observed. Attempts to 
descnbe and publicize social experiments while they are in the making 
may therefore lead to bad science. 
f Secondly, the costs of experiment cannot be strictly separated out 
rom the costs of operation. To some extent, field research is a cost not 

only to the research body but also to the organization within which the 
~:search is done. Interviews, for instance, may take a man away from 

lS Work, and the mere presence of a research worker may to some 
extent disrupt operations-although such costs ~re minimized if the 
research is conducted carefully. Participation in experiment is based 
on What is essentially an act of faith: people spend time and other 
reso~rces in the hope and possibility of eventual benefit. 
r It is. perhaps chiefly because of these difficulties of conducting and 
c ecord1ng major experiments, that most work in industrial sociology 
P oncerns itself with smaller case studies, such as those described in the 
w~s:°:t volume. This is sometimes criticized. Yet the value of such 
des:/s _very great. Giv~n a ~hoice b~tween, on the one hand, skimpy 
nurn~Pbon of a large s1tuat1on, or highly abstracted description of a 
descr_er_ of situations, and, o~ _the other hand, concrete detailed 
inau~•P~io~ o~ a sm~ller_ case-given the choice, the: serio?s student of 
tions ~~al sociology 1s wise to take the _latter alternative. His generaliza­
great, r:1f s yet too f~w and unorganized to justify sole, or even very 
Enough c~nce _on _thinly-spread data about a variety of situations. 
8traightfi mphcations and qualifications in the use of even such 
labour t orward indices as absenteeism, strikes monetary profits and 
the imp~;~over have ~een _me~tione~ in previo~s chapters to establish 
1 Sec Ch ance of this pomt. Invanably the way to effectiveness in 

apter V. 
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any branch of science has involved careful, thorough description of 
detailed and "obvious" facts. 

Given all this, there is always a need for more experimental work, 
and it is perhaps the feeling of this need which is to be detected in 
impatience with activities in social science. People look for leadership. 
Natural reluctance to try new ideas tends to override even the felt 
pressure for change unless those pressures are made articulate and 
forceful through leadership. The Tennessee Valley experiment (TVA) 
is an example in point: the need was great, but it seemed to require the 
leadership of a Roosevelt to organize it. To mention Hitler's Germany 
as a warning against "leadership" clarifies the difference between the 
two cases: Hitler's leadership was dictatorship in the context of force; 
Roosevelt's leadership occurred in the context of democratic methods 
-both in the framing and in the execution of the idea. As one observer 
put it, TV A "had to manage on a shoestring of compulsion". 

This very shoestring, this limitation on compulsion, is what makes 
TV A so valuable an experiment to us. The methods, for instance, of 
interesting backward farmers in the value of fertilizers and mechaniza­
tion confirmed the findings of social science with regard to the nature 
and processes of successful communication and adaptation. Ar.other 
large-scale experiment is going on in the Scottish coalfields, where 
transfers of miners from redundant to exp~n?in~ areas have been 
attempted by means of consultation and partic1pation rather than by 
social or economic force alone. 

TVA has been made meaningful to _all. Scotl_and'.s experiment, and 
others, ought some day to make a sinular contribution. These moder 
efforts at adaptation fostered by the State can be thought of .n 
addition to their other functions, as demonstration experiments-;v:n 
though circumstances may require that the demonstration take pla n 
after the experiment. Many organs can help in the demonstrat:on b ce 
it hinges on the skilled job of finding and recording the essential i a ~t 
The present volume is an example: its sponsors provided at once~;­
means of finding and the means of disseminating some of the f e 
of modern industrial liie. acts 

CHECK-LIST FOR INDUSTRY AND FOR INDUSTRIALIZING COMMUNITIEs 

Chapter V outlined the process of generalization in research. Co 
sions based on the present study are but hypotheses to guide observ nc_lu­
in the next. These hypotheses are essential to the process of sortin ation 
the significant from the endless amount of material that observ g ?Ut 
provides. (And hypotheses of some kind guide all observation Wh ation 
the observer is aware of it or not.) Previous research pro;ide~ther 
guides for the studies described in the present volume; it is hoped the 
these studies will guide the work of others-not only researcher that 

s, but 
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also those responsible for industrial organization-whether it be in 
~ndustr~al_ communities or in communities that are just beginning to 
mdustnahze. _If our conclusions do that, they will have served well. 

Many particular and concrete statements in previous chapters were 
really, as was pointed out in Chapter v in the nature of abstractions; 
that is, they we_re more than pure desc;iption. Neverthe!ess they we~e 
rel8:ted to particular concrete situations and are meanmgful only 1n 
their own contexts. 

The process of abstraction may now be carried one stage further­
to broaden the context of generalization as it were-and some of the 
iftures which seemed to be common t~ groups of situ_ations may be 

ted. The two unhealthy organizations discussed m Chapter I, 
seemed to have the following features in ~ommon: • 
I. Ab_sence of craft hierarchy and of a continuous process by which 

2 ~ttitudes, customs and social skills are passed on. . . 
. nadequate contact between various levels of the orga01zat10n •• 

3. Ina?equate contact between the industrial organization and its 
soci~l environment. 

4• Soc~al sickness in the industrial organization and in its social 
environment. 

The orga • · h" h re efli . ruzations, discussed in Chapters II and III, those w ,c we 
muci~~t and healthy and either helped to maintain healthy co!ll­
of ~~~s (or ~o pr~vent t~eir di~integration) or helped to create_ a s~nse 
see munity m their social environment-these orgamzations. 

med to h • 
1 A. s are the followmg features· ' Uto ' • ' 2. Spon nomous and responsible groups throughout the orgamzat1on. 
3. lnte tan_eous collaboration between groups. 
4. Cl gration of informal and formal procedures and structures •• 

e o~e relationship between the industrial organization and its social 
It . nvironment 

is p · ' f fou ossible to go further and generalize from each of these sets o 
in ~h observations: In the first group of organizations there were not, 
mea : second group there were, adequate routine opportunities for 

E:tgf_ul, spontaneous, intimate human association at work. 
as ab entially brief and simple as these observations are-and note that 
-th ~traction is carried further they become yet more brief and simp~e 
Prac~~r application to concrete situations immediately suggests their 
hea1t~ca1 significance. For instance, the fourth feature characteristic of 
indu Y! efficient organizations, i.e., "close relationship between the 

stria} . · · d • " • 1· ch Parr orgamzat10n an its social environment , imp 1es su 
ing icular facts as that members of management must be real, function­
the ll.lembers of the community as well as of the factory. Again, all 
fact observations imply that each individual and each group in the 
coll or or office must have real responsibilities around which ~o 
beahh orate,_ if the organization and the community are to rem~JO 

Y social units. This suggests that an industrializing commumtY, 
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·for instance, must be actively and responsibly participant in its own 
industrialization: the process cannot be carried on from outside or by 
-outsiders alone without disintegrative effects on the community. 

Thus applied, our list of observations can be a useful guide for those 
who. would assist the growth of a sense of belonging in other industrial 
organizations in other communities. And it may help them to develop 
yet further the criteria of social health in industrial civilization. 

:FUTURE OR FANCY? 

It is possible, and perhaps also profitable in this final section, to 
visualize some of the results of the further development of social 
understanding in general, and of the operation of industrial organi­
zations as social institutions in particular. The results are of course 
closely interwoven, and it is possible to do no more than focus attention 
now on one, now on another aspect of the web of human affairs. For 
instance: 
1. It would seem reasonable to expect that attention to the community 

factor in industry would result in many individuals finding the 
security and stability which they now lack; and that this change 
would greatly reduce neurotic and anti-social behaviour. Much 
psychosomatic illness is traceable to industrial situations. 

2. It would seem reasonable to expect responsibility to be increasingly 
diffused through an organization, community, region, nation, 
leading to more equal sharing of its burdens and satisfactions. The 
growing tendency of society to consist of a few at the centre with 
too much to do, and many at the periphery with no community 
responsibilities, might be revised. 

3. It would seem reasonable to expect that a balance and integration 
of social classes and economic interests would replace the cycle of 
domination of society by successive groups. There would still be 
conflicts of interests to be reconciled, as in any democracy, but 
they would be manageable. 

4. It would seem reasonable to expect the production of greater 
wealth through the proven effects of spontaneous co-operation. It 
is only in an integrated community that the various interests, e.g., 
trade unions and management, can co-operate around the funda­
mental principle that wealth is increased only through increased 
productivity, not through strife. 

5. It would seem reasonable to expect our capacity to communicate 
with others to develop greatly, rendering it easier to adapt to 
·changes of all sorts, since we should have roots in communities and 
daily practice of effective communication and adaptation. In this 
sense, responsible membership of a real community is training for 
livfog in the community of the world. 
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6. It would seem reasonable to expect status systems to develop 
attuned to the needs of the times, in which regional and national 
leaders would be thrown up by really representative institutions. 
In this way, community could co-operate with community, region 
with region and national policies could be evolved and continu­
ously adapted. The problem of finding the best leaders can only be 
solved in community experience, not by the ballot box alone. 

7 • It would seem reasonable to expect the growth of many spontaneous 
and autonomous arrangements between effective social institutions 
and between communities; and to expect that these would replace 
~a~y uniform national policies which were born of the failures of 
institutions and communities and now hinder their growth. 

8• It would seem reasonable to expect that the recognition of natural 
communities would result also in the growth of spontaneous 
arrangements between institutions and communities in different 
~ountries, blurring frontiers and entailing more significant 

T International co-operation. 
p re;ds s_uch as these could be expected to result from making work 

ar of hfe, a reintegration of industry and community. 
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