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The success of public service managers in achieving the goals set by their employers depends on their ability to recognise the needs of the people that they are employing and to translate these so that they serve the individual, the group, the employer and the public.
[bookmark: _Toc180571393]A workforce moving towards anomie?
People who join the emergency services do so because they want to help the public.  By the time they start their career they will have already recognised that public service will provide them with a comfortable living and secure job.  They will also know that the wages are unlikely to make them rich.  New entrants may not (all) have a missionary zeal, but most join to serve.  If asked they will make this clear by making comments like “I want to make a difference” or “I want to put something back into society” or “I want to do a worthwhile job.”   The mission statement of their service will portray this sense of service, recognising a public service ethos “to provide an efficient service to help the public” (Baigent 2001).  In the military this ethos would be seen as a sense of honour (Dixon 1994), but as new employees gain a better understanding of their work they will recognise that the term “service” can be very flexible depending on who is using it.

In the fire and rescue service (FRS) people are joining an organisation that has as its raison d’etre the responsibility to provide an efficient fire service that will protect life and property from fire, and render humanitarian services.   However, as in all government organisations over the past 20 years there has been an expansion of the terms of reference for efficiency (Maidment and Thompson 1993; Corby and White 1999; Grieve, Harefield and MacVean 2007; Cabinet Office 2008; DC&LG 2008b).  Traditionally the FRS has always seen “efficiency” as a concentration of resources on responding to emergencies.  This was something that everyone in the public services signed up to.  As a consequence the formal and informal cultures were able to share this view in what might be seen as a joint understanding.  However since the 1960’s there has been an increasing emphasis on cost and a widening of the gap between what the organisation (government) wanted and how firefighters thought their job should be run.  

It is important to explain here that whilst firefighters continued to support the shared understandings that government were trying to move the emphasis towards modernisation and as a consequence managers/officers (whether they shared governments view or not) were required to follow.  As a consequence their developed a new formal culture based around modernisation and this culture moved away from the previously shared understanding.  Not surprisingly firefighters had no reason to change their view (in fact they had plenty of reasons not to change their view) and a previously less important informal culture gained in strength as the gap became bigger and clearer to the firefighters.

The 2002 dispute was almost a final straw to any pretence that both sides were pulling in the same direction.  Shared understandings almost dissolved as a series of small clashes between the FBU and Local Authority Employers developed into a national strike over wages (Seifert and Sibley 2005).  The outcome heralded a root and branch reorganisation of the Fire and Rescue Service (FRS) as it was then to be known as government put in place schemes to make managers accountable and to change emphasis from fire suppression towards fire prevention (DC&LG 2008a).  

	Fire and rescue service objectives and targets
[image: Fire and rescue service objectives and targets: overview]The key objective for the Fire and Resilience Directorate (FRD) at Communities and Local Government is to modernise the fire and rescue service in England, in line with the June 2003 White Paper and the National Framework. We are striving to achieve a Service which:
· is proactive in preventing fires and other risks, rather than only reacting to fires 
· acts in support of the Government's wider agenda of social inclusion, neighbourhood renewal and crime reduction 
· has effective institutions that support its role 
· is well-managed and effective 
· is committed to developing and adapting to changing circumstances, including the threat of terrorism and environmental disaster. 
The key target for FRD is the delivery of our Public Service Agreement target, PSA 3. This is:
· to reduce the number of accidental fire-related deaths in the home by 20 per cent by 31 March 
· to achieve a 10 per cent reduction in deliberate fires by 31 March 2010. 
This includes a floor target that no Fire and Rescue Authority has a fatality rate, from accidental fires in the home, more than 1.25 times the national average by 2010. (DC&LG 2008b)



This move was led by a new Service Improvement Team (SIT) based in Department of the Communities and Local Government (CLG) who provide the framework for how FRS will operate (ODPM 2006).  Each FRS then has to produce an Integrated Risk Management Plan (IRMP) that sets out how their service will be delivered.  To ensure they are achieving their own targets, each FRS is then graded against their own plan when the Audit Commission visit to carry out a Comprehensive Performance Inspections (Audit Commission 2007).  For example Merseyside Fire and Rescue Service achieved an excellent grading from their inspection (Audit Commission 2005) and this is a prize all fire and rescue services aim for.  

Similar arrangements exist in the police service where the Audit Commission “are responsible for the financial audit of police authorities and auditing best value performance plans. Our national studies support service improvement.”  The Audit Commissions role is described as to “Find out about the work of the Police and Crime Standards Directorate and its delivery partners to develop a new single performance framework under the working title of APACS - Assessments of Policing and Community Safety” (Audit Commission 2008) to be found at http://police.homeoffice.gov.uk/performance-and-measurement/assess-policing-community-safety.  From these Audit Commission reports it is then possible for police and fire authorities, the public and government to recognise how successfully public services are being delivered.  The move from inspecting purely at point of delivery to a wider remit is all part of a larger modernisation process.  Part of this process has been to undo some of the structures that prevent change and to encourage entrepreneurial approaches and Merseyside Fire and Rescue have been deeply involved in this.  

However, undoing a Weberian bureaucracy (Weber 1978; Sennett 2006) is not that easy.  Organisations that rely heavily on a formal hierarchy built around a military model  (an intrinsic part of which involves placing paramount importance on maintaining the structure) are purpose built to resist change.  The structure is designed, and the people trained, to resist attack and the consequences of the attack.  Therefore although the managers may wish to change how an organisation works, if in the past they have built a powerful bureaucracy this may be kept alive by informal activity.   

Employee resistance to change in the FRS (Bain 2002; ODPM 2003) and to lesser extent in the police, has made modernisation a very public process.  The forcing through of a number of radical changes, and a new Fire and Rescue Service Act (HMG 2005) and the way these are being implemented by Chief Officers, has added to an already major disruption in employee employer relations.  This has caused some to see this as an end to the traditional corporatist arrangements between the Employers and FBU (Fitzgerald 2005).  But this raises the question did it necessarily need to be like this, can a emergency service continue to be organised like this and could there be a better way?  

For many of those employees, particularly those firefighters who actually provide the emergency service, modernisation has brought about changes that they see as challenging their public service ethos.  Many of these workers remain unconvinced that that the economic pressure and targets set by government will provide levers to increase efficiency.  They prefer instead an argument that the emergency provision is paramount and that efficiency increases alongside a proportionate increase in resources.  One clear example of this is the initiative for preventing emergencies and a greater community involvement.  Whilst emergency workers on the ground do not challenge this intervention, they do challenge the idea that resources, already in decline in real terms should be diverted from the emergency response provision to support prevention.  Indeed there is now a groundswell of argument that firefighter’s lives are being endangered because this new focus has put pressure on, even marginalised, training (FBU 2008).
   
Notwithstanding the views of firefighters, the modernisation initiative is led by the government department ultimately responsible for the FRS.  Wholesale modernisation of public services has been part of all political manifestos and the need for change has been ‘accepted’ by the voters.  Nonetheless, the implications may not necessarily be understood by the electorate.  Therefore the very voters that emergency workers seek to help are providing government with the mandate for change.  Despite electorate approval, the majority of firefighters remain unconvinced about how the current modernisation processes (without a substantial increase in personnel to implement the prevention measures) will improve efficiency.  Agreement between firefighters and their employees is made less likely because first, government/managers and firefighters have different meanings for the same word and second, because most firefighters have invested a lifetime in providing their emergency service.  

There is also a third and very important argument.  Firefighters have for hundreds of years developed an identity around their desire to serve in this way.  In recent years the changes that have been visited on their work, particularly in regard to equality, have meant that firefighters who were always male have had to share their role with women.  For those firefighters who thought that they were doing a special job and that their job could only be done by men this has meant that they have not only had to organise to defend their sense of service – they have also had to organise so as to protect a particular form of masculinity that is closely related to the very heroic imagery they get as a public protector (Cooper 1986; Baigent 2001; 2007).  Arguments in this area are closely related to a form of hegemonic masculinity: a project that some men invest a considerable amount of time and effort in protecting (Carrigan, Connell and Lee 1985; Walby 1986; Connell 1987; Hearn 1993; Connell 1995; Collinson and Hearn 2001; Connell 2002).

To defend their position many of these workers have gone to extraordinary lengths.  First firefighter’s informal culture has developed to act as a barrier to change in order to conserve the way things had previously been done.  Attempts to implement new efficiencies that broke the previous joint understandings between firefighters and their managers have been met with industrial action.  In these circumstances one argument could be that firefighter’s resistance is to ultimately defend their service to the public.  Nonetheless strike action paradoxically removes the very fire cover that firefighter’s argue they are seeking to defend.  This allows the view that firefighters are also striking in defence of their life (and needs - see Maslow 1987; Baigent 2008) as they know it.  

As a consequence the gap between politicians, managers and firefighters about how they deliver an efficient service grows.  In the middle of this gap are public service managers.  It is their job to manage the changes that modernisation brings.  Managers do not really have much choice, they have undertaken to run the emergency services and in doing this they are under a greater pressure to accept the political will.  And so here another gap is developing.  This time between the people who actually deliver the service and their managers.  To date management theory has provided limited help because despite a considerable attempt to intervene and change working arrangements has strengthened the resolve of firefighters to defend their informal cultural arrangements and understandings.  

There are many ways to understand this process, one would be to look closely at masculinity theory, another would be to examine how emergency workers may develop different work ethics to their colleagues in the private sector.  In particular to look at the rewards they get from their work which might be seen as much about a sense of self, belonging and esteem (Maslow 1987; Baigent 2008) as the wages that they earn.  Emergency workers have already been shown to argue that one of their motivations in joining public services was to help the public and many firefighters believe that their work is not only a way of earning money.  Their work involves them gaining social capital, which might be seen as institutional loyalty and the trust that develops amongst workers (Sennett 2006: 63)

Whilst all successful businesses depend on a dedicated workforce, the dedication of those who work in the emergency services is arguably different.  The rewards for the emergency worker are perhaps more equally balanced between the financial and psychological than for those who serve capital more directly.  This argument suggests that the needs of firefighters are more altruistic than other types of workers (Maslow 1987; Baigent 2007).    However Baigent (2001) argues that the dividend firefighters seek from their work, although appearing altruistic, can be as much about their masculine identity as their sense of public service.  There are many arguments that suggest the successful manager in any organisation has to colonise the needs of the worker to the organisation (Strangleman and Roberts 1999) and in many industries since the 1980’s this has been done through radical shakeups of employee relations that placed a overwhelming emphasis on the organisations needs and individuals self interest that modern capitalism organises around.  However the emergency services still rely to a great extent on team effort and perhaps more importantly there exists a very strong social arrangement about how those teams organise that binds the individual into their informal culture.  Such arrangements have taken a long time to develop and they are unlikely to change without the redundancies that were necessary to break up groups that organised in similar fashion such as the miners, car workers and the print industries during the 1980’s.

There is one way that might work and that would be to balance the needs of the organisation with those of the individual and the group (Adair 1993).  Before there was any chance of success there would need to be a recognition that firefighters and the majority of emergency workers gain more than a just financial dividend from their work.  Many of these workers get a sense of belonging, self esteem and develop their identity from their work (Baigent 2001).  Therefore they have far more to defend than the employee whose prime aim is money.  The emergency service manager will do well to consider how much their workforce has invested in their sense of service and to what extent (masculine) identity and the serving of psychological needs is part of this. 
[bookmark: _Toc180571394]Can Mayo help?
Mayo’s (1949) work at the Hawthorne[footnoteRef:2] is influential here.  As a considerable empirical study of the social organisation of work, Mayo’s analysis (of his data) was the forerunner of Human Relations Management (HRM).  Mayo’s task was to investigate how to increase production in the face of a workplace where Taylorism had made work so mind numbingly boring.  Although the Hawthorne experiments took place during the 1930’s and may seem a little dated for modern managers, the study concentrated on how groups and individuals reacted at work.  In particular, Mayo identified that individuals go to work for more than money.  He argued that Taylorist modernisation (Taylor 1911; 1947), was separating the worker from their sense of belonging and self worth at work and that new working practices could be creating a form of anomie (Durkheim 1952).  Mayo also recognised that workers would organise informally at work and in particular his experiment provided the space to allow workers to do this.  Mayo also recognised that managers did not always follow the rules and that there was much to be gained for them, for the company and for the individuals if workers were allowed some freedom to organise their working arrangments.  Simply seeking a Taylorist output by the use of massive assembly lines or severely restricting worker’s individual skills took away self-worth and might even lead to anomie.   [2:  Western Electric company in Chicago between 1924 and 1927
] 

Mayo’s research took place at a time of increasing technological change when capitalism was starting to come of age.  Taylorism, which deskilled the workforce by breaking jobs down to their lowest denominator, led to the conveyor belt type of Fordist mass production.  However, flaws were appearing in Taylor’s argument for bringing prosperity to workers and capital alike.  Wages may have been proportionate, but the social system that relied on a mix of skill and time on the job was breaking down.  Blue-collar workers, who had created an identity and sense of purpose around the work that they did, found their traditional understandings no longer provided a basis for their understanding the world.  As a consequence a workforce that was increasingly becoming alienated from their work were not returning the expected outcomes (Braverman 1974).  
What Mayo identified was that employers concerns over increasing production had led to them treating workers as part of the machines they operated.  Employers had no strategy to take account of the social disruption that was left in the wake of the new efficiencies arising from technological change in the workplace.  Mayo’s theory drew on the work of Durkheim to suggest that without a strategy to balance the social aspect of de-skilling, individuals may develop a form of ‘anomie’: a loss of belonging (Mayo 1949).  This need to belong is also recognised elsewhere (Maslow 1987).
Reading Mayo (1949) may therefore provide managers/leaders in uniformed public services with some insight to the loss their workforce may be experiencing (or foreseeing) and reacting against.  This may be made more relevant because as work has largely modernised according to neo-liberal economic drivers in the wider capitalist society that emphasises the role of the individual, public services still need teamwork.  To an extent group behaviour has become old fashioned and when needed is something that is to be firmly allied to the company goals.  In public service many company goals (their ethos) have changed.  This does not line up with workforce expectations and although it may appear as a somewhat old fashioned process the workforce are resisting to avoid alienation from what they believe to be right – a reason why government are trying to modernise them.  
It may be that many public service workers are resisting (trying to avoid a sense of anomie) because they are reluctant to let go of the values that have been developed in their work over generations.  Emergency workers resistance might then be a way of them trying to avoid the outcomes for many of the workers in the industry that Mayo’s study set out to understand who were being deskilled to the extent that they could not see any worth in the work that they were doing.  For example, in the fire and rescue service (FRS) it has been possible to recognise a similar accommodation between managers and informal cultures to that which Mayo (1949) found.  It is equally possible to use Mayo’s analysis of workers’ anomie as a framework for understanding the dilemma of emergency workers; people who wish to serve and yet believe their efforts are being frustrated by modernisation.  In this way firefighters are seeking to avoid the de-skilling that Mayo (1949) discovered.  
The social environment on a fire station would be one that Mayo was familiar with and so successfully analysed.  Whilst many managers will have already read about Mayo., they are likely to have done through the eyes of other writers who provide a secondary analysis, which is deemed to be more appropriate to the modern day.  When this happens it is possible that some of these writers have been selective in the way that they quote or read Mayo to suit the current situation.  Those who then undertake research with a specific focus, say a new human resource strategy, as in the case of the fire service (Prichard 2006), may miss the importance of the social relations amongst firefighters.  Mayo was clear – in the bank wiring observation room the group were able to frustrate managers attempts to increase output (Mayo 1949).  This resistance could be equally about defending their own freedom and sense of choice than simply to frustrate managers.  After all we live in a democracy and therefore we should have the right to some choice (Miller and Rose 2008) even if proving this right does not make economic sense to modernisers.  If in the 1940’s workers were able to protect themselves and their self work, then why not accept that they may be able to do this now?
[bookmark: _Toc180571395]The Hawthorne Experiments in short
There were two main experiments conducted by Mayo to determine how working conditions could affect output. 
[bookmark: _Toc180571396]Telephone assembly 
The first involved a group of women who assembled telephone equipment they were:
· especially selected, 
· placed in a separate room 
· had one supervisor 
The women’s work remained the same but their reactions to a series of changes were observed:

· work environment (particularly the lighting), 
· hours worked 
· time and timing of their breaks
· return to normal

The object of the experiment was to determine the effects on output of changes to the work environment.  It came as no great surprise when it was observed that work levels increased as each positive change was made, but when work levels increased when conditions were returned to the norm this did surprise the observers.  One explanation appeared to be that the women may be responding to the attention they were getting.  It was noted that during the experiment:

· spirits were high
· moral in the group improved
· the motivation to work increased

Preliminary conclusions were
· the group considered themselves special because they had been chosen for the experiment – after all managers had chosen them
· the amount of freedom given to the women during the experiment meant they had time to develop relations in the group: which in turn 
· allowed them to set their own pace of work
· divide the jobs up as they thought best
· work had become more pleasant because the women had developed their routine/social contract

From this the researchers provided a hypothesis for testing which suggested that 
“motivation to work, productivity and quality of work are all related to the nature of the social relations among the workers and between the workers and their boss”  (Handy 1985)

This hypothesis was tested by a second experiment.
[bookmark: _Toc180571397]Wiremen 
This group consisted of 14 men some wired up the equipment and the remainder did the soldering.  Two inspectors then examined the work.  These men were subject to similar conditions in that they were:
· selected
· put into a separate room
· observed throughout
The men it appears were more suspicious of the observer, but they soon relaxed.  The observers noted three outcomes in particular.

[bookmark: _Toc180571398]Outcome one
The group developed an identity as one group but most of the men subdivided into two cliques according to their place in the room; some men however, did not join either sub group.  Each clique developed their own social relations and humour, and light-hearted competition between the groups developed. 
[bookmark: _Toc180571399]Outcome two
The whole group developed norms surrounding the production rate:
· a fair day’s work for a fair day’s pay
· 6000 units a day was informally agreed as the right output (rate)

This norm was acceptable to managers but was below the amount the group could have produced.  The rate for the job led to a bonus that was available on a group basis to the whole group; everyone was limited by the work done or gained from the whole output.  

Control over the output was in the hands of the group who policed their norms:

· no one should work to a point where made everyone else look bad (‘rate buster’)
· no one should work so little that they relied on others to produce the rate (chiseller)

Control over rate busters and chisellers took place informally within the group by humour and social pressure to support the group’s normal way of working.  Ignoring this pressure could result in being ostracised.  The way that the men worked together allowed them to achieve their desired outcome a ‘fair day’s work for a fair day’s pay.’  This was an outcome that Taylor would not have expected but at floor level (at least) this satisfied managers and ensured the men did not work too hard.  This type of practice whereby people collude together to control the work output is called ‘soldiering.’(Taylor 1911: 23)

Interestingly the inspectors did not interfere with the restrictive practice of soldiering.  There were probably at least two reasons for this. First inspectors would be aware of how the group policed their own members.  They will also remember how one inspector who challenged the group’s way of working was forced to apply for a transfer[footnoteRef:3].  All workplaces have a rumour mill and informal communications within the workplace would ensure everyone was aware of the potential outcome of challenging informal work groups (see H 1974; Collinson 1988).  This message once sent and received has power.  Translated to the public services it is possible to see similar arrangements in operation.  Managers accept (apprehensive of repercussions) the way a group operate outside of the formal rules (Baigent 2004).  The second consideration is that, apart from the psychological pressure the group could put on the inspector, any ‘them and us’ situations can disrupt outputs and attract senior manager’s gaze. [3:  by the group playing tricks, disrupting output and ostracising him.] 


In public services the ability of the local workforce to resist is well recognised by their local managers (who occupy a similar situation to the inspectors at Hawthorne).  Local managers, recognising the authority of the informal culture, can limit their intervention to challenge their workforce (Baigent 2001).  However, the same pressures may not apply to senior managers; they are more accountable to principle managers and they are less susceptible to those informal pressures.  Either not recognising the restrictions operating on their local managers or (more likely) choosing to ignore them they can apply pressure on local managers.  Local managers then wary of both sides may well act as a buffer and filter the most uncomfortable messages.  The ground floor employees, who will also be aware of their local manager’s position may well make some accommodation to avoid senior manager’s gaze.    This lack of attention to the way the local workforce organises can lead to instructions being either ignored, half heartedly implemented or a conspiracy between local managers and their workforce to make it appear that instructions are being followed. 

Given that most senior managers in public services started their career at ground level, it must be difficult for the outsider to understand this accommodation.   This will be especially true where professional managers (rather than firefighters who have chosen to become managers) are employed.  As the numbers of professional managers increases it is likely that these ‘comfortable’ arrangements will change.  Having said this there is some clear evidence from one fire service in the UK that principal managers are prepared to expect results from their junior colleagues.  Given the  attitudes that exist in this fire and rescue service some local managers have little to loose as they are already ostracised.  They therefore can manage without too much regard for repercussions from the workforce.  Choosing a pathway that supports their seniors rather than acting as the buffer between two antagonistic groups may (given their already challenging circumstances) be attractive.

There is also a wider dynamic in public service that sets these workers apart from their contemporise in other industries.  Those who join the uniformed services do so because they want to help the public: a public service ethos that links to the higher needs on Maslow’s (1987) scale.  Whilst many of the constables and  firefighters have the skills to become managers, they choose not to.  Preferring instead to do work that satisfies their public service ethos of actually helping the public in a direct manner.  When managers try to implement change that firefighters recognise as affecting service delivery, this is tantamount to the actions of the inspector at Hawthorne.  As a result the gap between managers and workers develops.  Some taste of what then happens can be seen in the example below and further reading in this area is advised.

	Example
Willis-lee (1993) argues that shared experience binds firefighters and officers together.  However evidence indicates that firefighters can and do separate themselves from their officers; although they often resist making this situation public.  To help understand why firefighters are able to resist their officers I have drawn from the notion of resistance through distance (Collinson 1994).  Firefighters’ arguments largely echo the views that proletarian workers have about office workers (Connell 1989, 1995; Collinson 1994).  One particular example of this relates to officers behaviour on the fireground - an area Willis-lee would argue where is shared understanding.  However, there is little shared understanding in the way that firefighters vehemently distance themselves from those officers who they do not trust at fires.  Some explanation of this reaction may be possible from recognising the possibility that firefighters and officers have (or always had) different agendas.  Whilst both groups argue that they want to provide an efficient service for the public and providing this service helps them to fashion and identify from their work.  It is possible that firefighters on the one hand establish an identity around their proletarian values and actions.  Officers on the other hand are more likely to fashion an identity around their ability to control emergencies (and firefighters).  By not recognising this difference firefighters can argue that officers are reneging on what firefighters considered were joint understandings.  In this event, officers are, in the eyes of firefighters, denying their roots and acting as if traitors to firefighters professional ethos (see Hollway and Jefferson 2000).  Whilst it is public orthodoxy that firefighters and officers share common understandings about their professional ethos (that officers are presumed to hold before being promoted), firefighters recognise (in private) that officers are denying this. Once distance is acknowledged by firefighters, the consequences for officers then becomes ‘real’.

	The evidence in this section suggests officers stand to loose the respect of firefighters when they leave the station (their class) to take senior desk bound command.  One way firefighters rationalise this is to feminise officers as desk workers and this puts distance between themselves and one of their kind who has changed tack.  However this distance is often obscured when firefighters and officers meet up.  Both sides act out a part to make real their so called joint understandings about service to the public.  When firefighters show deference to visiting senior officers, firefighters’ resistance is obscured because it is difficult to reconcile their actions with the powerful group that they appear to be.  Once the game that officers and firefighters play out on these occasions is unmasked, it is easy to see firefighters’ deference as an act.  In Weberian terms, it is possible that firefighters metaphorically keep dusted a Weberian iron cage of bureaucracy and then jump into it when an officer visits.  This is what firefighters would call a windup (see Chapter 4), because they are mirroring back to senior officers a reflection that senior officers want to see: a reflection that ‘proves’ officers’ superiority and officers believe it.  In answer to any question about who is managing the fire service, it must be considered that firefighters may be as much managing their officers, as the other way around.  This may be an extreme example of ‘image management’ by a group who are supposed to be subordinate (see Goffman 1959, 1961, 1997c).  However, officers fail to publicly recognise what is happening and argue they are in control so convincingly that they appear to believe their own argument: a situation that becomes real in its consequences (see Thomas 1909; Janowitz 1966: 301).  Or that is how I put it as a sociologist; as a firefighter I would have suggested bullshit baffles brains[footnoteRef:4]! [4:  At these times firefighters might well be seen by Goffman (Lemert and Branaman 1997; see also Ditton 1980), as skilled interactionists who pit their wits against the observation powers of officers (see Hassard 1985: 180).  In slightly different terms to the way it is reported elsewhere in this chapter, firefighters might call this a successful windup.  The way officers have reacted to believe what firefighters have shown them, might not be a traditional success in the way firefighters seek to get a reaction from their colleagues, but the intention to get a reaction is the same (made all the funnier when an officer does not realise it).   ] 

[bookmark: _Toc180571400]Adapted from Baigent (2001:  5.3.4).




In similar terms this situation can also apply to the police and other uniformed services where informal hierarchies organise resistance to their manager’s dictates (Dunhill 1989; Macpherson 1999).  This resistance is not something that just occurs through individual’s action.  Resistance is a process that is handed down from generation to generation.  Local managers are equally likely to recognise how strongly their workforce will resist change.  An understanding that is more likely when managers have been chosen from within the local workforce.  In the fire or police service this means that when today’s managers were firefighters or constables they would have at least witnessed and probably taken part in applying similar pressures and dynamics to their managers.  This experience hardly helps managers who are close to the workforce and may lead to them shying away from taking important decisions because (like the inspectors at Hawthorne) they are aware of the potential backlash.  Mayo has much to offer the manager in developing their sense of understanding of these difficulties (Mayo 1949).
[bookmark: _Toc180571401]Outcome three
Whilst industry at the time had a number of rules, which identified who could do which job.  The men’s trade union would have been the main arbiter on this agreement.  However at Hawthorne it was noticeable that when the men chose to, they could and did switch jobs.  So sometimes, the wiremen took over the soldering and vice versa.  This eased the boredom of their repetitive work and allowed for a wider social contact.  All the time the rate was maintained: but this flexibility was not extended to managers.

It is also possible to see the way the rate was controlled as a game that the workforce played with their managers that gave workers considerable control over their working environment.  As well as breaking the monotony successfully playing this game could provide a sense of belonging and raise workers self-esteem (Maslow 1987).  In a reverse sense of logic management gained because they got a steady output.  Any attempt to bust the rate by managers would equally have produced a negative response.  Such a process still occurred in the 1980’s (Collinson 1992) and probably continues today in many workplaces.  Soldiering can be seen as a process that binds the group together, a way the group offset their boredom in the workplace, a way they exert their will over that of capital and way they establish their self respect/esteem and identity.  Whatever answer you choose this process is typical of the way that a team or group reinforces its membership.  Setting the rate provides a clear indication of who is a member and who is not.  Mayo recognises the important need for workers to fit-in with their group and to break the monotony (Mayo 1949). What Mayo may not have fully developed was a recognition that the workforce were forging a new esteem or identify through a sense of control in the workplace.  The sense of belonging that the group were prepared to reinforce by reprisals, reinforces how individual members hold an obligation to the informal group.  In return the group would support its own members something that Mayo did develop:

	Every Social group 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
(Mayo 1949)

The apprentice learned to be a good workman, and he also learned to ‘get on with’ his fellows
(Mayo 1949)



It is also important to recognise the division of labour at Hawthorne at this time.  Men and women were working on assembly lines, but their work was segregated.  It is hardly necessary to ask which job was seen as more skilled and paid the higher wage.  
[bookmark: _Toc180571402]Outcome four
In an attempt to identify why people produced individually different outputs the observers attempted to identify why it was that some men produced more than others by a series of dexterity and intelligence tests.  These tests did not follow any pattern but did indicate that peer leaders produced more than their followers.  An interesting result for the people who stayed outside of the sub groups was that they produced the highest and lowest outputs – too much perhaps to suggest that these two workers were ensuring that they too kept to the rate.  The evidence overall pointed out that is was the social location of individuals in the hierarchy that might determine the rate rather than some innate physical or psychological ability to do the work: another pointer towards the social rather than biological.

Given the discovery (at the time) that the social arrangements were a considerable indicator of output, the observers were intrigued by the relationship the social had on the output between the two groups.  Historically the group at the front of the wiring shop had grown to understand that their work was of more importance.  This so-called high status group believed that they were entitled to more of the bonus than low status group.  As a result of being looked down on the so called low status group reduced their output as a way of getting back at those who thought they were better.  In turn to keep the rate the front room group had to increase their output.  This interesting cycle of events of cause and effect worked against the output overall and the individual bonus of everyone.  Nonetheless the groups were able to balance the books and prove to themselves (at least) their own expectations.  In many ways this links back to the understanding that if you believe something to be real it is real in its consequence (Thomas 1909).  Something that supporters of Maslow may find of interest in regard to self-esteem (Maslow 1987)  

This short explanation is expanded later but for now it should be clear that working is not just something we will all do to the best of our abilities.  The rate we work at is very much a mix of technology and the social.  Without the correct tools we are unable to work at our best but it is equally clear that the social arrangement and the way we are managed in the workplace has considerable importance.  The implications for this analysis and public services will now be explored.  
[bookmark: _Toc180571403]Analysing Mayo
[bookmark: _Toc180571404]What happened during the experiments
Mayo was brought into General Electronics Hawthorne plant to investigate how to improve production.  At that time the work was organised by constant supervision.  Workers were simply instructed how to do the job (treated like X people (McGregor 1985)).  To conduct his experiments Mayo took people away from the factory floor to a separate area.  Only two women were chosen for the first test group and they were left to select the other four.  Recognising the special freedom they had been given and having been chosen for the test raised the women’s self-esteem (Mayo 1949) and they responded positively by taking responsibility for themselves.  In effect these women became a self-selecting and motivating team (Grint 2005) who set out to achieve the task in hand (themselves).  They developed a social environment around their work, joking and laughter were common and they started to meet outside of work.  This increased the amount of work done and allowed the women to develop their own self-esteem.
In this convivial atmosphere work commitment increased as these women found a sense of belonging (Mayo 1949).  Selection also benefited managers because the women set out to prove they were worthy of their selection. The response by these women to their being trusted (see McGregor 1985argument on Y people) was that they worked harder to get the job done.  This provides an important reason for trusting workers and has considerably influenced the way that managers act today; trusting workers to do the right thing can result in the group self-disciplining to the task.  It has also led to the considerable entrepreneurial spirit that now encompasses many private sector jobs.  The experience of the men was somewhat different but provided a similar outcome; leaving them to organise themselves provided some complicated dynamics that ensured output was maintained at a level acceptable to managers.  That the men worked to maintain an acceptable rate and the women just worked harder is an interesting area that Mayo did not pursue.  

Communications are key here.  The groups knew what to do, there was no ambiguity and together they achieved the task.   

[bookmark: _Toc180571405]Some further thoughts
The improved performance in production terms and the feel good factor, despite the considerable changes challenges the concept that workers are solely motivated by self or financial interest.  Successful management therefore is more likely if trust develops to the point where the informal and formal cultures share values.  The opposite is likely to occur if trust breaks down as the informal culture seeks to put distance between it and managers by reducing their common values.  

Taylor provides an impelling argument but this largely relied on the rationality of workers to want to earn more money – he largely ignored the possibility that once workers had earned enough money to attend to their physiological many of them looked for other rewards at work – a sense of identity, belonging, self-esteem.  
 
	It is at least evident that the economists’ presupposition of individual self-preservation as motive and logic as instrument is not characteristic of the industrial facts ordinarily encountered.  The desire to stand well with one’s fellows, the so-called instinct of association, easily outweighs the merely individual interest and the logical reasoning upon which so many spurious principles of management are based   (Mayo 1949: 39)





In particular, when all the positive changes that may have reasonably been expected to increase productivity were withdrawn, output still increased.  
Mayo had discovered a fundamental concept that provided a basis for some of today’s leading management thinking.  Mayo recognised that the workplace has become a social environment that people come to for more than economic self interest.  Work serves far greater needs than the basic physiological and safety needs; it can provide a sense of belonging, self esteem and for some it may even provide self-actualisation (Maslow 1987)
Mayo had secured the women’s cooperation because they:
· Were chosen and felt confident about themselves because they thought managers had confidence in them
· Were singled out from the rest of the factory workers and this raised their self-esteem. 
· Developed friendly relationship with their supervisor. 
· Were involved in the changes that took place
· Loyalty developed both to the team and the company
· Became part of the team that produced the product.
As a result the women were happier at work and production increased.

	Hawthorne effect and experiment indicated a latent energy was withheld by a workforce [like fp] called non-logical sentiments. Taylor discovered group solidarity could be problematic in creating an efficient workforce based on the division of labour and that early socialisation was important.  Mayo identified this as a Durkheimian desire by individuals to be bound to the group and the development of elitist groups.  Caring management, not autocratic would parallel company logical sentiments with personal ones but remember management is masculine not feminine.  Workers needs can never be satisfied  (Grint, 1998, p.120-125) (Grint 1998)


The power of the social setting and peer group dynamics became even more obvious to Mayo in a later part of the Hawthorne Studies, when he saw the flip side of his original experiments. A group of 14 men who participated in a similar study restricted production because they were distrustful of the goals of the project.
The portion of the Hawthorne Studies that dwelt on the positive effects of benign supervision and concern for workers that made them feel like part of a team became known as the Hawthorne Effect; the studies themselves spawned the human relations school of management that is constantly being recycled in new forms today.  In particular the links between Mayo’s original thoughts and the development of the Japanese methods of production (quality circles, participatory management, team building) are clear. 
1. [bookmark: _Toc180571406]Conclusions
	Flowing from the findings of these investigations Mayo came to the following conclusions
· work is a group activity 
· adult’s social world is considerably influenced by their work
· The need for recognition, security and sense of belonging is more important in determining workers’ morale and productivity than the physical conditions under which they work
· Complaints are more often a symptom of a person’s unhappiness at work than actual statements of fact
· Worker’s attitudes and effectiveness are conditioned by social demands from both inside and outside the work plant
· Informal groups within the work plant exercise strong social controls over the work habits and attitudes of the individual worker 
· change at work is disruptive (can be good and bad see (Burke 2002)
· group collaboration does not occur by accident; it must be planned and developed. If group collaboration is achieved the human relations within a work plant may reach a cohesion which resists disruption
· there is the possibility that workers may see the soft side of management as something akin to the big brother.  Such Orwellian thoughts can produce strong reactions and the breaking away of informal work cultures to form resistant groups
http://www.accel-team.com/human_relations/hrels_01_mayo.html 



[bookmark: _Toc180571407]Mayo’s influence on Public Services
The work environment that Mayo carried out his research in was one where there had been considerable social disruption.  At this time in USA de-skilling and capitalism went hand in hand to produce a variety of production lines based on Taylorism (Braverman 1974).  Whilst Taylorism was intended to maximise output this was achieved at a negative cost.  The worker was liable to boredom through the repetitive work tasks they were given and as a result self-esteem slumped (Maslow 1987).  Potentially this made workers unhappy and this in turn could lead to sickness as individuals (for real or made up reasons) stayed away from work.  Striking would have been another way that workers could vent their anger and perhaps even raise their sense of belonging and their self-esteem. 

	People in the villages knew their place in their society and “The bonds of family and kinship (real or fictitious) operate to relate every person to every social occasion; the ability to cooperate effectively is at a high level.  The situation is not simply that the society exercises a powerful compulsion on the individual; on the contrary , the social code and the desires of the individual are, for all practical purposes, identical.
[whereas in the towns]… desire for change – novelty – has become almost passionate and this of itself leads to further disorganization.(Mayo 1949)



 
Mayo’s work can be seen from one of two perspectives; he researched to improve the workers output or to make the worker happy.  It hardly matters about Mayo’s motivation because what he discovered was that if workers are given some control over their working lives then they are likely to be happy at work and then production would increase.    
   
Mayo’s analysis drew on and developed Durkheim’s views on group membership and anomie.  That this should happen when it did in a time of considerable social disruption caused by de-skilling is clearly not coincidental.  Marx would have well understood how people go to work for far more than a survival wage.  The Marxist view well recognises that once people’s basic physiological and security needs are taken care of that they do not stop work.  In Mayo’s time people worked harder because they wanted to take part in the expansion of the market and the new goods that the expansion of production and the market had placed within their reach.  Now today as Global Capitalism offers a shop window on the world, for many the need to have an increasing portfolio of goods continues to fuel the engine of capital – or at least that is how Marx may have seen it

People it seems need to work.  People go to work for far more than just wages.  And it is not just about getting the new luxuries of yesterday or today.  Work also has a more social phenomenon by provides a sense of identity, purpose and a way of knowing the world.  Therefore, when the world of work, which provided social order in the mind of the blue-collar worker of the 1920’s, changes, the world changes for the employees.  To a large extent their sense of belonging breaks down.  Not being machines this also resulted in a loss of output at work and in turn the employment of Mayo by General Electric.

Workers who were loosing their way in post and pre war industrialisation are little different from those workers who in the 1980’s were caught up in what may be called Thatcherism or the Japanesation of industry.  The informal cultures at work in the UK in the mid 1970’s were effectively strangling our economy.  Thatcherism set out to change this and what followed was a cycle of company closures, high unemployment and the development of new modernised industries.  The resulting attempts to colonise workplace cultures was very much part of the developing human resource management (HRM) theories that were appearing at the time – theories that academics realised would likely overcome the informal groups operating in the workplace (Strangleman and Roberts 1999).  UK workplaces are now far leaner and this also applies to the public services where modernisation has become part of public service life.  

At the same time there has been a rise in HRM (Prichard 2006).  This new found concern with the workers may very well be an attempt to learn from Hawthorne and Mayo.  Since that time HRM has been developing as a recognised way and more caring approach to managing employees.  For example, as part of their modernisation programme the fire service is attempting to use HRM to communicate new core values.  This genuine attempt to transform the fire service through persuasion relies heavily on allying/colonising informal cultures to the new core values.  In response to employers’ attempts to conjoin formal and informal cultures, it might reasonably be expected from reading Mayo (1947) that firefighters would resist.  Employers may believe they are recognising the needs of their workforce but in the fire service firefighters view of their needs (after Maslow) may differ from how their employers see them; that is precisely why firefighters have such a powerful informal hierarchy.  

Indeed, Mayo (1949) provides ample evidence to warn that the rise in unofficial cultures would inevitably accompany any attempts to colonise informal workplace cultures into the core values that managers may provide.  Not because workers resist per se, but because new core values challenge the public service ethos that lies at the heart of why people choose to work in uniform.  Individual public servants, whose  sense of belonging, identity and social needs are wrapped up in their work as it is currently done, are unlikely to simply change because a softer approach is being used.
What is important to the public service leader is that the team are not cynical about manager’s concern for their well-being.  Informal cultures that support the managers’ ideals are positive - when they develop as a counter point to the manager’s views they can be destructive. 

At this distance it would seem that the type of transactional approach (Burke 2002) used in UK industry during Thatcherism might work – but you cannot shut down a public service.
Work in progress
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[bookmark: _Toc180571409]Additional notes

Personal dissatisfaction planlessness and even despair

Le Play – ‘deterioration social obligation’ this must link to the psychological contract that Burke (Burke 2002) suggests a company has with the needs of the individual.

People in the villages new their place in their society and “The bonds of family and kinship (real or fictitious) operate to relate every person to every social occasion; the ability to cooperate effectively is at a high level.  The situation is not simply that the society exercises a powerful compulsion on the individual; on the contrary , the social code and the desires of the individual are, for all practical purposes, identical.
[whereas in the towns]… desire for change – novelty – has become almost passionate and this of itself leads to further disorganization.(Mayo 1949)


Every Social group 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
(Mayo 1949)

Two types of skill needed “on the one hand mechanical and technical; on the other social  … The apprentice learned to be a good workman, and he also learned to ‘get on with’ his fellows
(Mayo 1949) 13


During the Hawthorne Experiment in the Bank Wiring Observation Room it was observed that despite managements attempt to improve output by an incentive plan the effect failed because the “Work done was in accord with the group’s conception of a day’s work; this was by only one individual who was cordially disliked.  Nor was output in accord with the capacity of individuals as predicted by certain tests.  ‘ The lowers producer in the room ranked first in intelligence and third indexterity; the highest produced in the room was seventh in dexterity and lowest in intelligence” (Mayo 1949) 38 

The human value of capacity for systematic thinking, considered as a natural fact, is chiefly an emergency value (Mayo 1949) 38

It is at least evident that the economists’ presupposition of individual self-preservation as motive and logic as instrument is not characteristic of the industrial facts ordinarily encountered.  The desire to stand well with one’s fellows, the so-called instinct of association, easily outweighs the merely individual interest and the logical reasoning upon which so many spurious principles of management are based (Mayo 1949) 39


Trying to set down the actual features of civil society … Not, surely a sand-heap of individuals, all equal and undifferentiated, unrelated except to the state, but an ascending hierarchy of groups, family, school, town, county, union, church, etc …I do not mean to deny the distinctiveness of individual life, but this distinction can function only inside a society (Figgis)

the organisation as a whole will not be successful (Mayo 1949: 62-3)  the basis for Adair


	62		THE SOCIAL PROBLEMS OF AN INDUSTRIAL CIVILIZATION

In modern large-scale industry the three persistent problems of management are:
1. The application of science and technical skill to some material good or product.
2. The systematic ordering of operations
3. The organization of teamwork – that is, sustained cooperation
The last must take account the need for continual reorganization of teamwork as operating conditions are changed in an adaptive society.
The first of these hold enormous prestige and interest and is the subject of continuous experiment.  The second is well developed in practice,  The third, by comparison with the other two, is almost wholly neglected,  Yet it remains true that if these three are out of balance, , the organization as a whole will not be successful. The first two operate to make an industry effective, in Chester Barnard's phrase the third, to make it efficient. For the larger and more complex the institution, the more dependent is it upon the whole‑hearted co‑operation of every member of the group‑
This was not altogether the attitude of Mr. G. A. Pennock and his colleagues when they set up the experimental "test room". But the illumination fiasco had made them alert to the need that very careful records should be kept of everything that happened in the room in addition to the obvious engineering and industrial devices. 2 Their observations therefore included not only records of industrial and engineering changes but also records of physiological or medical changes, and, in a sense, of social and anthropological. This last took the form of a "log" that gave as full an account as possible of the actual events of every day, a record that proved most useful to Whitehead when he was re‑measuring the recording tapes and re‑calculating the changes in productive output. He was able to relate eccentricities of the output curve to the actual situation at a given time‑that is to say, to the events of a specific day or week.

First Phase‑ The Test Room
The facts are by now well known. Briefly restated, the test room began its inquiry by, first, attempting to secure the active collaboration of the workers. This took some time but was gradually successful, especially after the retirement of the original first and second workers and after the new. worker at the. second bench had assumed informal leadership of the group. From this point on, the evidence presented by Whitehead or Roethlisberger and Dickson seems to show that the individual workers became a team, wholeheartedly committed to the project. Second, the, conditions of work were changed one at a time: rest periods of different numbers length, shorter working day, shorter working week, food with soup or coffee in the morning break. And the results seemed satisfactory: slowly at first, but leLter with increaSiDg certainty, the output record (used as an index of well‑being) mounted. Simultaneously the girls claimed that they felt less fatigued, felt that they were not making any special effort. Whether these claims were	1
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accurate or no, they at least indicated increased contentment with the general situation in the test room by comparison with the
department outside. At every point in the programme, the workers had been consulted with respect to proposed changes; they had arrived at the point of' free expression of ideas and feelings to management. And it had been arranged thus that the twelfth experimental change should be a return to the original conditions of work‑no rest periods, no mid‑morning lunch, no shortened day
or week. It had also been arranged that, after 12 weeks of this, the group should return to the conditions of Period 7, a I 5‑minute
mid‑morning break with lunch and a io‑minute mid‑afternoon rest. The story is now well known: in Period 12 the daily and
weekly output rose to a point higher than at any other time (the hourly rate adjusted itself downward by a small fraction), and in the whole 12 weeks "there was no downward trend". In the fol‑
lowing period, the return to the conditions of work as in the seventh experimental change, the output curve soared to even greater heights: this thirteenth period lasted for 31 weeks.
These periods, 12 and 13, made it evident that increments of production could not be related point for point to the experimental changes introduced. Some major change was taking place that
was chiefly responsible for the index of improved conditions‑the steadily increasing output. Period i2‑but for minor qualifications, such as "personal time out"‑ignored the nominal return to original conditions of work and the output curve continued its upward passage. Put in other words ` there was no actual return
to original conditions. This served to bring another fact to the attention of the observers. Periods 7, Io, and 13 had nominally
the same working conditions, as above described‑ I 5‑minute rest and lunch in mid‑morning, io‑minute rest in the afternoon. But the average weekly output for each girl was:
Period 7‑2,500 units 
Period IO‑2,8oo units 
Period 13‑3,000 units 

Periods 3 and 12 resembled each other also in that both required a full day's work without rest periods. But here also the difference of average weekly output for each girl was:
Period 3‑less than 2,500 units
Period 12‑more than 2,9oo units
Here then was a situation comparable perhaps with the illumination experiment, certainly suggestive of the Philadelphia experience where improved conditions for one team of mule spinners were reflected in improved morale not only in the experimental team but in the two other teams who had received no such benefit.
This interesting, and indeed amusing, result has been so often discussed that I need make no mystery of it now. I have often heard my colleague Roethlisberger declare that the major experimental change was introduced when those in charge sought to hold the situation humanly steady (in the interest of critical changes to be introduced) by getting the co‑operation of the workers. What actually happened was that six individuals became a team and the team gave itself wholeheartedly and spontaneously to co‑operation in the experiment. The consequence was that they felt themselves to be participating freely and without afterthought, and were happy in the knowledge that they were working without coercion from above or limitation from below. They were themselves astonished at the consequence, for they felt that they were working under less pressure than ever before: and in this, their feelings and performance echoed that of the mule spinners.
Here then are two topics which deserve the closest attention of all those engaged in administrative work‑the organization of working teams and the fret participation of such teams in the task and purpose of the organization as it directly affects them in their daily round.

Second Phase‑ The Interview Programme

But such conclusions were not possible at the time: the major change, the question as to the exact difference between conditions of work in the test room and in the plant departments, remained something of a mystery. Officers of the company determined to "take another look" at departments outside the test room‑this, with the idea that something quite important was there to be observed, something to which the experiment should have made them alert. So the interview programme was introduced.
It was speedily discovered that the question‑and‑answer type of interview was useless in the situation. Workers wished to talk, and to talk freely under the seal of professional confidence (which was never abused) to someone who seemed representative of the company or who seemed, by his very attitude, to carry authority. The experience itself was unusual; there are few people in this
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world who have had the experience of finding someone intelligent, attentive, and eager to listen without interruption to all that he or she has to say. But to arrive at this point it became necessary to train interviewers how to listen, how to avoid interruption or the giving of advice, how generally to avoid anything that might put an end to free expression in an individual instance. Some approximate rules to guide the interviewer in his work were therefore set down. These were, more or less, as follows:'

1. Give your whole attention to the person interviewed, and
	make it evident that you are doing so
2. Listen‑don't talk.
3. Never argue; never give advice.
4. Listen to:
	(a) What he wants to say.
	(b) What he does not want to say.
	(c) What he cannot say without help.
5. As you listen, plot out tentatively and for subsequent correction the pattern (personal) that is being set before you. To test this, from time to time summarize what has been said and present for comment (e.g., "Is this what you are telling me'~"). Always do this with the greatest caution, that is, clarify but do not add or distort.
6. Remember that everything said must be considered a personal confidence and not divulged to anyone. (This does not prevent discussion of a situation between professional colleagues. Nor does it prevent some form of public report when due precaution has been taken.)

It must not be thought that this type of interviewing is easily learned. It is true that some persons, men and women alike, have a natural flair for the work, but, even with them, there tends to be an early period of discouragement, a feeling of futility, through which the experience and coaching of a senior interviewer must carry them. The important rules in the interview (important, that is, for the development of high skill) are two. First, Rule 4 that indicates the need to help the individual interviewed to articulate expression of an idea or attitude that he has not before expressed; and, second, Rule 5 which indicates the need from

1 For a full discussion of this type of interview, see F. J. Roethlisberger and William J. Dickson, op. cit., Chap. XIII. For a more summary and perhaps less technical discussion, see George C. Homans, Fat~gue of Workers (New York, Reinhold Publishing Corporation, 1941).








Talking of the worker and their reaction
He has suffered a profound loss of security and certainty in his actual living and in the background of his thinking.  For all of us the feeling of security and certainty derives always from assured membership of a group.  It this is lost, no monetary gain, no job guarantee, can be sufficient compensation.  Where groups change ceaselessly as jobs and mechanical processes change, the individual inevitably experiences a sense of void, of emptiness, where his fathers knew th job of comradeship and security (Mayo 1949: 67)

Talking specifically about the way that two women did not want to take promotion led Mayo to say 
My point is rather that the age-old human desire for persistence of human association will seriously complicate the development of an adaptive society if we cannot devise systematic methods of easing individuals from on group of associates into another (Mayo 1949: 72)
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