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The significance of occupational welfare both as a subject and'a_
function ip the human resources management of organisations has beern
undervalued by academics and professional managers in industry ia
Nigeria and the U.K. for many years. Eyideﬂce to support this claim
lies in the fact that only a handful of articles ard books hﬁve been
written and few researches carried out about welfare practices in botd
countries siace 1967 wher Martin(1] published what 1s now the omly

comprehensive and concise account of welfare at work.

. Books and articles bave consistently failed to address the main iséue
of concern which is to examine and evaluate how far occupational welfare
is important inm the human resources managemert of organisatioﬁs. The
research presented in this dissertation provides iesight in this area
of concern ard in addition offers suggestions to emable orgamisatioes in
Figeria and the U.K. to respond mare apprupriaté]y to their employee

welfare needs.




The thesis begins by developing a picture of the scope of occupational
welfare (in both countries) which encompasses its origin and
development, a review of existing literature and a comprehensive

definition of occupational weliare.

Having set the scene, the significamce of‘occupational welfare in the
human resources management of an organisation is examined and evaluated
by presenting a case study of welfare services in British Telecom
follawed by an 1ndepth survey of employee welfare services in the
Higerién External Telecom. Both studies explore the labyrinth of. issues
relevant to the formulation of welfare policy. The object has been to

discover the kind of employee welfare services praovided, how they are

-managed and what role they play in the human resources management of the

organisations concerned.

Careful analysis of this information leads to the development of sample
systems models of occupational welfare.

1. A general model of an Occupational Welfare Systems.

2. The Yholeperson Concept Model.

3. An Employee Counselling Xodel.

4. A Group Velfare Service Provision Kodel.

These models canm be used as a framework within which to review occu-
pational welfere practices and procedures in organisations and to reach
conclusions on how welfare may best be orgenised and managed in order to

play a more effective role in the management of an organisation.

The thesis ends with a number of proposals on the future development

and practice of occupational welfare.
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IHTRODUCTION

Occupatioﬁal welfare has progressed in a marked fashion since
systematic welfare services were first developed in orgarisations in
the U.K. in the late nineteenth.century. But in spite of the growing
popularity aed practice of occupational welfare, the number and scope
of attempts either by academics or practising menagers to evalvate its
role in the management of organisations have been few — hence my own
nntivatign to study it. One of the consequences of this scarcity of
publishéd infoarmation about a subject area of considerable importance
to human resource management has been the inability of research of
researéh to keep pace with developments in occupational welfare practice

This has resulited in confusion over names, defiritions and the classi-

cation of categories of welfare service.

This study is an examination and evaluation of how far occupational
welfare is currently important ia the human resources management of
large modern telecommunications service organisations. It draws most

of its basic data from a study of two large telecommunications service
organisations in the U.K. and Migeria, and analyses the perspectives in
published literature on welfare in order to reach conclusions on the
nature of occupational welfare and what Impact its practice currently
has 6n the human resources manmagement of modern technological

organisations.




Overall A{m of the Research

The principal aims of the research are tiwofold:
1. to critically examine the extent to which employee welfare servlces
services play a role in the human resources management of large

modern telecommurnications service organisations, and development

2. to evaluate how far occcupaticnal welfare can contribute to the

human rescurces management and dévelupment of such organisations.

To pursue these overlapping aims, it 1s necessary to set two
specific abjectives:

(a) to state an appropriate null hypothesis, collect relevant
date and to evaluate the signifiicance of the data to the
validity of the null hypothesis.

(b ta develop conceptual models relating occupational welfare
to the broader field of human resource management and

development and corporate policy.

The null hypothesis is stated as follaows:

that welfare gervices no longer play a role in the management
Mrm:mmgmunmmﬂuﬁﬁmmmmﬁ_ﬂm

special referepce to Rigeria and the U.K,

Acceptance or rejectlar of hypothesis would depend on evidernce of
continued pravision or growth and or adaptation of weliare services and

the implications of management and employee views on welfare service

pravision and usage.




Also 1t will be seen that General Systems Theory as applied to
Business Policy and Orgaunisational Development provides tbe
appropriate context for tbe conceptual mndels required for the

second objective.

Choice of Industry

Because of its changing technology, the telecom {ndustry is
representative of those modern industries which can stimulate rapid
‘inpdustrial development and boost international trade and cooperation
and is therefore particularly worthy of study. A study of welfare
practice in a U.K. and Higerian Telecom orgavnisation furtbermore
provides an opportunity.to compare welfare practices im a developed

economy with that in am exerging economy.

The choice of the telecom service ivdustry is also based on the
importance of telecommunications for social and economic development.
Like transport and e]ectrificatioﬁ. telecommﬁuicatinns communications
is a fundamental infrastructural element in any development effort,

playiang a crucial role {n the transfer of information, data and ideas.

It is considered that evidence directly relevamt to these
organisations will be capable of generalisation to msjor sectors
of industry io these coumtries and others at various stages of

industrial development.




Of additional interest 1s the fact that British Telecom has
developed fram being part of the Post Office organisatian to
being a separa£e legal entity as a nationalised iadustry
subsequently privatised. Similarly, the FKigerian External
Telecommunications Ltd. (FET),has grown out af a parteership
with Cable and Vireless Ltd. of Loﬁdon into a Federal Nigerian
Go%ernmenf—owned limited liability para-statal arganisation.
Occupational welfare provisian in this arganisatiaon has been
greatly influenced by both social, cultural, ecasomic and
political factars and the Figerian employee expectaticas. The
extent of this influence is examined in more detail in Chapter
3.2. But in both NET and BT, growth has led to major changes
in palicies which make trends over a long period significant.
Attention bhas been pald to studying present policies aeod
future development, and gatheriag materiai of a relevant
historical nature, contrastiag the sitvation today with

past practices.

B

General Research Methods

The data collection phase of any research investigatian draws an
two main sources of information which can be distiaguished a;
"primary and secondary' sources. Primary data are original data
gathered specifically for the research in haod. Secoadary data
are those already existisg, baving been collected ariginally

for other purpose.



Primary Data

) Original data may be collected by one or a combination of

three methods ~ observalion, experimentation and sample survey.
Observational techniques depend heavily on the skill and objecti-
vity of the observer and suffer from the need for secrecy 1if
behaviqgural patterns are not to be disturbed as a result of the
subjects’ awareness that he or she is under scrutiny. The scope

ol direct observation within this study was limited to giving the
researcher an opportunity of seeing the staff Velfare Committee and
the Joint Consultative Committee discuss welfare matters. As a
technique it is doubtful! how mchk illuminalion would have been
gained through sitting in at other meetings and it wouldla]so have
been necessary to interview participants subsequently to obtain
their explanation on what went on and why. Experimentation avoids
the lack of control common to observational method and could be less
expensive to undertake ihan a sample survey. 1is major draw back
lies in the difficully of repliéating norma2l behaviour in a
laboratory setting. Clearly it is inappropriate in a studx such

as this.eoncerning people and their behaviour and attitudes

towards services.

Basically there are three main methods of conducting attitude
surveys:

(a) the interview

(b tﬁe questionnaire

{c) a combination of both (a) and {b}.



The choice will depend on a mumber of factors such as the ohjectives
of the survey, the size of the group to be surveyed and the time

available.

Questionpaires and interviews can be regarded as complementary
research tools. Questionpaires provide an economical method of
gatkering information on matters of opinion and attitude as well
as fact from substantial numbers of people who may be HiQely
scattered and whom it is out of tﬁe guestion to interview
individvally. Difficulties centre arocund the achievement of

an adequate response rate, the ambiguity or inadequacy of
written answers and a certain reluctance among respondents

to reply to lengthy questionnaires or to give other than

stock answers.

i

Interviewing is therefore necessary if one is to obtain reliable
and exact information and authoritgtive views from those persons
principailly involved in the situatien in question. In particular
semi-structured interviews make it easier to follow-up promising
leads or to press when vague or general stock answers are given.
The ability of an interview to clarify amhiguities impraves
accuracy, permits the use of longer and more complex question—
naires and greatly reduces the problem of respondent self-
selection. The major disadvantage of interviewing is interviewee
bias, e.g. the interviewer may 'lead’ the respondent or simply

record the apswers ipaccurately.



Secondary data

‘?é}-f Fot only is it possible that the required information is already
available, albeit in a form which requires re-tabulation, but
also secondary data are essential to indicate both the content
and the precise nature of the data to be obtained through primary
sources. Further, published sources are more accessible and
offer savings intime and money 1f properly used. Several readily

avallable sources of secondary information are:

—t

internal company records,

2. articles and instruments of government,

3. tradg, professional and business aésociatiuns,
4. private firms,

5. research organisations and

6. 1lihraries.

Pata Collection

Data coilection methodology for this dissertation comprised:

1. Gathering relevant information concerning developments in
the theory and practice of pccupational welfare service
provision and welfare management,

2. Relevant fileld studies in Kigerla and tbhe U.K. and

3. Developing ard testing an appropriate general model of an

Occupational Velfare System.




Field Studies

There were two principal field studles:

(a)

n

There was a detalled 1nvestigation of welfare practices,
attitudes and opinions of staff in the Nigerian External Telecom
A majority of management and employees were involved in this
study. The FNigerian Extermal Telecom was visited by the author
for a period of about nine months during which time detailed
information dossiers were complied and loterviews beld with a

a wide range of managers and employees at all levels in the

organisation.

A case study of British Telecom's welfare service was carried
out. Over a period of two years, discussions were held to
establish the structure and organisation of the welfare service.
Additionally, a sample of different levels of staff, (both users
of the service and those directly or indirectly connected to it)
were interviewed to ascertain their role in the Dveréll waelfare
system. These discussions were designed both to obtain a
spapshot view of the overall organisation of the welfare service
and to ascertaln views on particular aspects of welfare

provision and usage.

Of these studies, the Nigerian one was the more intensive. 4

combhination of interviews and questionnaires were used in

- callecting data from both organisations. Sioce the prime




objective of the study is to find out ahout welfare Services.

and bhow they influence the management of these iwo large telecom
organisations, it was pecessary to talk to managers and employees
and to find out their attitudes towards the welfare services
provided. In this direction the field studies have provided
information on employees and management reactions and given peaple
in hath orgénisations the opportunity to espress their feelings.

in a matter concerning their well being.

In addition the field studies have also provided the opportunity
far people to meke suggestions, therebhy tapping the wealth of
ideas which experience has shown to exist in all organisations

at all levels.

The.subjective elements in the case studies might Iimit the
possibility of systemﬁtic énalysis if for example, welfare staff
in both organisations were inclined ta exaggerate either the
importance or the impotence of their functions and services. But
it is important to find gut what welfare practitioners feel or think
about their fuﬁctions. as 1t 1s to discover what actually goes on.
Any study comparable to this would be incomplete if attention were
nat paid to the participants’ own perceptions and assessments.

As it turned out there was no serious difficulty in reconciling

or in accounting for the views and attitudes expressed hy ﬁeople'
interviéued. These views and attitudes were not dependent on

1solated incidents which had left bitter memories. Nost respondents




seemed to try to give as halanced a picture as they could ahout the
balanced a picture as they could abaut the welfare service even when

they made it clear that they had strong views.

Comparing the accounts of all participants enabled the author. to
judge the situvation far himself, and thus to discover how fa?
participants shared the same assumptions and what conclusions
followed from fallure to make these assumptions explicit.

Several respoandents, especlally among BT techalcal staff could nat
imagine why they had been selected for attention, and thought they
could make gnly a rountine contribution which would be of ao
lnterest, simply because their experience was not out of the
n;dinary; these were balanced by athers wha thought that 1f would
be rash and unwarranted to draw any geoeral coacluslons from thelir
own experience which, as some argued with great force and conviction
was possibly interesting — even fascinating - but certainlyu

untypical.

Iiterature Search

The examination of relevant developments in the theory and practice
of welfare proavision covered reports and articles of research and
development relevant to occupatlonal welfare provision in both
Higeria and the U.K., and direct oral evidence from experts in
appropriate research aod profeésional bodies such as the lastitute
of Velfare Officers and the Ianstitute of Persoanel Mangement in the

U.K., as well as reading relevant journals published by these and

i0.



other institutes and organisations in both the U.K. and Figeria.
The knowledge gained from these sources has contributed to my
my understanding of the role of welfare services in the management

of aorganistions and coloured the approaches to the conclusion

reached. \QQ
Developeent of a General Model.

A general model of occupational welfare has been developed from
the systems apprbach and associated procedures of canceptual
clarification. The approach evolved out a general systems theory
(GST), formulated by an inter-disciplinary team of scientists

with common Iinterests. The prime mover of G.S.T. was the bhiologist
Ludwig von Bertalanffy. The systems approach takes as its hasis a
conceptual structure within which it is possible to organise and
and ultimately understand better the complex nature of any natural
phenamena. It is the way this model looks at phenomena rather than
‘the phenomena itself for which some originality can be claimed. 1
have used systems techriques to analyse the existiog conceptual
thinking about occupational welfare provision ip such a way as

to make more clearly evident, an occupational welfare service's
interconnections, inter-relationships and inherent properties which
are in one sense all already known but in another not adequately

recognised.

11.



Structure of the Thesis

The Thesls is organised around five logically related parts:

Part Ong gives an overview of the welfare concept, its origins

and developments in Nigeria and the U.K. from the seminal ideas

of the Quaker employers to the developed and developing concepts of
present-day practitioners. li then reviews existing literature on
occupational welfare and finally provides a comprehensive definitiom
of occupational welfare which seis the scene for the analysis which

fallaw.

In Part Two, the descrlption of the British Telecom Velfare service
bhighlights i1ts historical background and leads to a critical
discussion of itls structure and organisation and the status and
responsibilities of welfare officers and welfare work in general.
The nature and incldences of innavations within the existing
welfare organisatior in BT, the impact of the role of welfare in
the organisation were examined with par;icular reference ta the

consequences af belng both a welfare and persompel specialist at the

same times.

i2.



Part Three begins with a discussion of the national scemne which
outlines the origins of occupational welfare and the iypes of
welfare services provided in organlsations ip FNigeria. 1t
examines the influence af culture and the Nigeriar employee's
expectations on welfare pravision and the structure and
arganisation of welfare at NET where the welfare function

'is nat departmentalised.

Alsa, It reports and presents conclusions on the findings of an
attitude survey of management and emplayee's apinions on the
welfare services presently pravided and those anticipated im the
future. The value of the studies in parts two and three 1s that
they provide an opporturity to compare and contrasti the actwal
practices of occupational health from two different cultures

and demnnstrates.the kinds of iniluences that can affect and

" determine welfare provisions ir these situatiaons.

Part Four explores the concepts and assumptions irnherernt in a
systems perspective of occupatianal welfare. [t then proposes
sample models developed from the experiences and studies of BT
and FET which are seen as relevant to the future application of

occupational welfare in arganisatians.

As a result of the theoretical and practical analyses of welfare
in the preceding parts; Part Five discusses the contributions

occupational welfare can make to the everyday managemeni problems

13 )



encountered in organisations and reaches conclusions on how future
events and changes in Nigerla and the U.K. will affect the role of

occupational welfare 1n the management of orgaanisatioons.

The research thus results in a clear and detalled description of
actual welfare practices and their importance in the management

of organisations. 1n this context 1t also serves;

1. to provide a methodological framework — thus a starting for

more latensive studies of welfare in organisations.

2. to provide a factual framework for the study of occupatiaonal
welfare that is informative and can be utilised inta the

future.

3. to further clariiy the similarities and differences between
and amoag the various theoretical perspectives on fringe

bepefits and welfare services, aod

4, to provide a systems approach model for the study of theorles
coocerning occupational welfare with particular reference to

counselling.

14
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PARYT === ONE

QCCUPATIONAL WEILITARIE .



1.1  THE DEVELOPMENT OF QCCUPATIONAL VELFARE

Introduction

Occupational welfare ip the U.K. and Rigeria has passed through
three similar stages of development. The first stage whbich may

be summed up as 'employer paternalism', occurred at a time wben
progresgive employers in both countries showed a pastoral care
concern for their workers while expecting a reciprucal sense of
service from tbem. The second stage was that of active government
involvenent supported by legislation, usually laying down require-
ments for employer provision. The third stage was one in which
emp}oyer provision progressed to an active concern for employee
personal problems ratber than in just the provision of rudipentary

welfare services.

Developments during the three stages mentioned above have been most
‘1nfluenced by differences and changes in the basic economic,
cultural, political and soccial structure of botbh countries of

which more will be said later. Also, tbere is evidence that the
stage and rate of indusirial development and growth bas influenced
differences in the bistary of occupational welfare development In
botbh countries. The effect of these factors on the development of

occupational welfare 1s examined in more detail in the following

pages.

15.



Stage One - Employer Paternalism

In the U.K., the first modern programmes ol occupational welfare
were introduced by individual employers in the last quarter of the
. nineteenth century to meet particular needs of their industry om a
limited basis. Though there is evidence that fiity years before
then, many schemes existed (1], individual employers such as Rown—
tree and the large Quaker enployérs were the first to show how good.
working conditions and proiitabllity could be compatible. This was
largely seen by students of {ndustrial development as an assertiom
of a paterpalistic relationship between employers and their work-

force - an outlook in the spirit of the old gulld-masters who

expected a reciprocal sense of service from their workers.

In Nigeria, during'early industrial expansion, the major employers
were foreigners who were dependent upon a labour-force unaccustomed
to monetary employment and ofiten needing to bé attracted to the
isolated location of £he factory far from their families and tribes.
In order simply to keep going, such Industries had tao provide the
most basic amenities such as housiag, food and crude medical
facilities. Also before 1960, when Rigeria became independent, there
was 1ittle gove;umental involvement ar legislative actiogn 1n the
provision of social welfare facilitfes. As such, much depended upan

the goodwill and paterpalistic planning of the individual employer.

16.



el i i dia e el s et

The general standard of 1lving was low ard most action by employers
was limited to the provision of a basic degree of comfort while

maintaining productivity.

1n both cauntries, the initiatives taken by these Individual ploneers
of occupational welfare seem relatively limited; the U.X. is very
practical by compalrson with Nigeria. These were mainly concerned

with {mpraving ventilation, sanitation and lighting, working hours

and rest pericds and providing canteens, medical care, sport and

other leisure facilities. They were not concerned to interefere in or
to attempt to moderate the basic worker-employer relationship, and
therefore although appreciated by emerging trade unioms, had little
effect on the structural determinants of work, Even more important, the
activities were confined to a very smll number of employers in both

countries.

Stage Two - Legislation Requirements

in-the U.K., the 1introduction of legislation setting dawn minimum
requirements on industry, as far as occupational welfre provision

is concerned, has too often been put down to the activities of a few
enlightened philantropists or seen as part of an inexorable and
steady progress. But as 0'Higgins points out, 'both views are too
simple’. 'The part was also played by the self-interest of

employers; ihe attitude of courts to injured employees, trade union

7.



organisations, new methods of production, and maral outrage at
ihe worst abuses of a factory system. There was also ithe link
between occupation and particular kinds of accidents, diseases and

distortions of the human body' [2].

It would be possible to trace ithe emergence of the welfare concept
in the U.K. back to the middle ages when the master stood in ‘loco

) pafentis' to his apprentices. Possibly also, it might be attributed
to the depression which followed the Hapoleonic Vars and which
resulted in a general movement towards defining minimum conditions
for workers. This had expression in the limited legislation'of 1819
and the Factaries Act of 1833 which was the basis of the nineteenth
century reform. In 1831, too, the nineteen acis regulating payment
in trucks were replaced by a genéral prohibition of payment of wages
in goods; the truck system had been extensively used in many trades
during the latter half of the eighteenth century, and it had enahled
employers to beal down real wages by forcing employees to take part
in their renumeration in kind or spend part of their incomes at
company shops. These much earlier legislation, together with the
subsequent Factories Act 1961, and the Offices and Railway Premlses
Act 1963, dealt mostly with the physical warking conditions (o
factories. This legislation culminated {o the Health and Safety at
Vork Act 1974, which requires employers to ensure as far as Is

reasonahly practicable, the health, safety and welfare of employees.
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But, it was the introduction of the Velfare State legislation in
j942 after the *'Beveridge Report®' which probably had the major
overall cultural 1nfluence on the development of occupational
welfare in the U.K. Vhile the benefit of hindsight, enables ane

to see the ipadequacies and weaknesses in practice af a post-war
policy (31, 1o the first decade foilowing the legislation, the State
w;s beiieved to have met most basic welfare needs successfully and

" employers must have felt little obligation to provide additional
services at the workplace. Vith inflation, a general rise in wages,
and the belief ip a prosperity shared by all classes, occupational
welfare activity found 1ts expression in conspicuous-provjsions such

as sports clubs and recreational facilities.

Vhile much of the legislation in the U.K. came after a long and
hard-fought struggle on the part of the workers, in Nigeria such
programmes were granted or imposed by the government with relatively
little warker involvemest. Hearly all programmes of occupational
welfare introduced were based on those already in existence in the
U.X. This was perhaps to be expected during the period of colonial
government when the owners and managers of the {irms establishing
these provisions were themselves living in the U.K. But much of
this colonial influence has persisted aiter independence and there
appears to have been remarkably. little ipnovation in the legislation
concerning occupational welfare provision. For example, the same

Higerian Factories Act of 1958 which was handed over during the

19,
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colonial days is still 1argely the law governing occupational
welfare pravision in Nigerla. This act lays down certain minima
whiéh companies have to meet as far as heaith, safety and welfare
of employees are concerned. These pravisions have been gemnerally
observed throughout industries in Nigeria since then.

Stage Three - Interest ip Employee Persopal Problems

Very few organisations in Nigeria employ welfare officers ta adfise
employees on how to deal with their personal problems. The very
little counseliing on personal problems that 1s done, is carried out
informally by various heads of departments or personnel afficers,
only when a personal relatlonship exists between the employee

" concerned and the head of department. The reason for this is that
fhere is not enough trust between management and employees in
Higerian industries to enable them to handle sensitive issues such
as thase cancerning the persbnal prablems of employees on a wide
scale [4]1. As such, developments in tﬁis area of welfare have been

very slow or even non-existent.

By céntrast, in the U.K., the focus 1in recent years has shiited ta
the provision of a personal welfare service and the empioyment of
professional specialist welfare afficers whose major concern i{s that
of counselling individual employees who are experiencing personal
problems or difficulties, and of providing an advisory service to

nahagement. The number of welfare offlcers employed in industry and
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commerce as well as 1n the public corparations in the U.K. is
steadily increasing. Examples of organisations that now employ
welfare officers to counsel employees or personal problems are:
the London Ambulance Service, Freeman's Kaill Order service,
Trustee Savings Bank, the London Boroughs of Hounslow and Hackney,
the‘Central Electricity Generating Board, the British Broadcasting
Corporation, London Transpori, ihe Fational Coal Board, British
Telecon, National Vesiminster Bank, British Airways, Barclays Bank

Selfridges Ltd., V.H.Smith and Son Ltd., ICI Ltd.,etc.
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Weliare at York, (Martin 1967)[12] cantalns the most comprehensive
review of published literature on welfare and persannel management
between the years 1949 and 1966. ln it, the author discusses how
earlier writers -had confused welfare and personnel management and

. points out fhat the notion of welfare as an identifiable function
in organisations was-beiné overtaken and replaced by personnel
nanagement. Evidence 1in support of these two paints was manifested
by the synonymous use 0f the word welfare and personnel management
and the relegation of discussions of the welfare function to sub-
divisians of the personne]l management fﬁnctlnn in the literature

reviewed. He also introduces a tripartite concept of classifving

welfare services as being Physical,Group and Personal ¥Velfare.

A similar survey of existing literature on welfare and personnel
management between 1967 and 1985 has not only conflrmed this
relegation of welfare but has brought into light the confused usage
of the words *welfare' and 'fringe benefits' and a much reduced
discussign of the concept of occupat;onal welfare in deerh text-

books on personnel management.

Apart from Martin's book, there are neither British nar Kigerian
published textbooks covering substantially the whole area of

‘occupational welfare'as defined widely in this study. Most modern
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textbooké on personnel management published between 1967 and 1985
partly touch on the subject of welfare, while a handful of articles
on welfare published in jourrmals during this period concentrate
mostly on reassuring readers that the practice of occupational

welfare was still very mich alive in industrial organisations in

the U.K.

Variagus editions of some of fhe nnét well known books on personnel
management such as ‘'Textbook of Personnel Management', (Thomason,
1976),'Persbnnel Adnﬂnistration.A:Point of View and a Nethod®,
(Pigars and Myers, 1982),'The Theory and Practice of Personnel
thagemept'.(Cuming.lQBS).'lhnag{ﬁg Human Resources', (Cowling and
Mailer,1981)(13] have very little written on occupational welfare.
Only Cuming devotes about fifteen pages to welfare. He discusses
welfare in the traditional sense of being only concerned with the
pravision of physical and group welfare services such as the pro-
vision of adequate ventilation, sanitation, lighting, sports and
social c¢lub facilities etc. He disagrees with the notion of an
employer getting involved in the personal problems of emplovees and
sees an enormous variefy in the provision and administration of

. welfare facilities between different organisations and the extent
to which their personnel departments become directly involved.
Cuming's book is neither up—to-date nor an accurate discussion of

trends in occupational welfare pravisian in British industry.
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Both, Persconnel Managemeut (Torrington,1983)and Persounel Management

{Bottomley,1983) ,make no mention of welfare.'A Handbook of Personnel

Practice' (Armstrong, 1984), has slx pages of a chapter devoted to

A A

welfare. The author takes Nartin‘'s tripartite line of classifying

occupational welfare services. Apart from these classifications,

R AL DRIy 7 Y

this baok does not really discuss anything new.

Probably the best and most concise thearetical criticism of the use-
fulness af occupational welfare can be found in pages 76 to 80 in

' Man-¥ismapgement' (Fax,198530161. 'Personnel Management, Modern
Concepts and Techniques’, (Dessler,1984)(17],is an American textbook
which discusses occupatiaonal welfare under the title of 'Bemefits
and Services*. 1t devotes iwenty—four pages tou the topic and
distinguishes benefits from services remarkably well, but makes

no mention of the word welfare and leaves the reader with the
impression that American 1ndustries perhaps do nat provide 'welfare
services' but just benefits and éervices. 1t is hawever not a useful

summary of relevant theory and research in the context of this study

'Personne] Management in Nigeria', (Ubeku,1975)(18],1is by and large
the only comprehensive textbook on personnel management by a
'Bigerian. There is clearly a confusion ir the book between welfare
servicesE;ﬂch he discusses under.fringe benefité in five Daﬁeéband
. fringe benefits which he takes to be the blanket caverage for
services provided by emplayers for emplovees. He also devotes a

quarter of a page to a discussion of welfare provisians under the
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iealth Safety and Velfare sections of the 1958 Factories Act of
Nlgeria. 'Success in Management: Personnel (Hackett.1955)i19]can
easily be described as the most up-to-date book on aspects of
personnel managemeni such as occupational welfare. One chapter of
eleven pages is devoted to the discussion of employee welfare
services which are cleafly dist}nguished from employee benefits
which are dealt with in a separate chapter. Velfare is discussed in
both the traditiomal and modernrgénse and a lot of care seems to
have been takem to presenl a closely reasoned discussion of much of

the area of welfare.

*introduction to Persomnel Hanageﬁent' (Attwood, 198520201, has eleven
pages on’Looking After Employees - Velfare and Counselling Services'
In general,it is a good factual and up-to-date summary of what

occwpational welfare is all about In the context of moderm personnel

management.

'‘Hon-wage Benefits®' {(Cunningham,1981)(21], presents a very compre-
hensive discussion of benefits enjoyed generally by employees 1n all
Industries in the U.K. although he calls them ‘non-wage benefits' he
discusses services which could have been classified as welfare
services and fringe benefits together. In this discussion, the author
provides evidence from both government and private institutional
researches and legislation to support his claims. There 1ls no direct
reference to welfare and the use of the term fringe benefits seems

to.iqclude occupational welfare.
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Only four reievant and useful articles bave beez writterm by aca-
demics im varicus journals ir Nigeria aed the U.K, simce Martism
reviewed literature oo welfare 1n his boock 1o 1967. There are |
prdbablyAg few other articles but noce as compreheamsive,up-to-date,
and relevast to the issues much debated about welfare as these.
Coasidering that a period of eighteea years bhas elapsed sioce then,
this 1s clearly a manifestation of the aeglect of welfare as a

formidable fupction ie organisatliops. Im arder of publication, the

articles are as follows:

1. 'Statiug the Case for Velfare', (Kemamy,1975).

2. ‘Vhatever Happeped to the Velfare Officer',(Stewart,lQSS).

3. 'Emplayee Velfare Under Unfavourable Economic Conditicas®,
(Ejiofor,1984).

4. ‘Personpe] Management and the Velfare Role'.(Beaﬁmﬂnt.1984);
'Persopnpel and Velfare, The Case of the Problem Drinker at ¥ork',

{Beaumnnt and Bymans, 19853(22].

As the title suggesis, Keecny's article stands up 1o defeance of
welfare. He argues that welfare work bhas survived the challesge from
mnagement theorists aad remainmed an important part of persopnel
work in the U.K. He states clearly his side af the debate that the-
practice of welfare io lodustry io the U.K. was ie oo way going into
extiaction; that ianstead, 1t was eateriag a phase 1o which it was
beiag rediscovered. He denounces the criticism levied agajnst wel-

fare by Soclal Scientists and makes the polot that the rediscovery
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of welfare was mapifested in the interest that has been shown over
the years in the area of job satlisfaction. That welfare 1ncreases
job satisfaction and quite a lot of jdbs can only be done 1f there

is atteption to welfare in the form of efforts to promote joh

satisfaction.

Stewart’'s article provides the evidence to support Keony's claim

that welfare work 1s far from dead. His survey of job advertisements
over a two-year period, ldentifled some 198 personnel managemeat

posts which meotioned either 'welfare' or ‘counselling' as part of

the job. The largest single group of these advertised jobs were in
public administration. [n addition,he found out that not only are

large employers malntalning speclalist wellare sections, tut two-

thirds of all personpel ofilcers also seem to engage 1p activities 8550C”

iated with welfare at work. He identified employee counselling as

the core of the welfare task.

Ejiafor's article presents a very factual picture of the sudden
growth of welfare provision in Nigerian industry during the decade
of the oil hoom from 1970 to 1980. He analyses the dilemma employers
now face, now that funds are no lopger sufficient to support these
generous gestures, and proposes ways by which emplovers can solve
the problems they now face 1o this context. 1t is an excellent plece
of academj¢ wark as well as a manifestation of the real world

situation in industrial welfare practice io Klgeria.



The articles by Beavmont while reviewing evidence in support of the
argument about the survival and usefulness of welfare at-;ork takes a
somevhat different line by presenting a contemporary case study of the
" actual activities of an individual engaged in welfare work. This case
study he argues, demonstrates the practiéal reality of what a welfare
Vofficer does as apposed to prescriptive discussiors of what a welfare
officer ideally should do. Vhen placed alongside theoretical discuss}ons
of a welfare officer’s responsibilities, there are wide differences
between them. The paper concludes by Suggesting that welfare officers
be involved in comprehensive employee counselling programmes akin to

' Empl ayee Assis{:an_ce Programmes' or 'Emplojee Assistance Resources’ in

American Organisattons'.

Relevance of ldterature on Morale and Job Satisfaction

In the_U.K. the Health and Safety at Vork Act 1974 lays a statutory
duty on Drganisations to provide for the Healﬁh, Safety and Velfare of
employees. The Act says:'It shall be thé duty of every employer to
ensure, so far as is reasonably practicable, the health, safety and

welfare at work, of all his employees’.

VYelfare is not defined.and for this reason, Healtb and Safety lnspectors
my find it difficult to assess the exitent to which the statute is
complied with in praétice. The statutory duvty means that wellare
provisioo 1s a condition of service as of right. Un the other hand,
enlightened employers who make wellare provisign far in excess of
statvtory requirements make the assumption that good wellare leads to

better productivity and efficiency.

-
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T.P. Kenny(1975) made the point clearly when he pointed ocut that the
rediscovery of welfare was manifested in the interest that has been
shown over the years in the area of job satisfaction. That welfare
increases job satisfaction and that quite a lat of jobs can only be done
if there is attention to welfare in the form of efforts to promote job

satisfaction.

1t is against this background that it bhas to be recognised that ome of
the main assumptions of occupational welfare service provision is that it
will improve job satisfaction and morale which in turn leads to improved
efficiency and productivity. Although no studies bave proved that the
provision of welfare services will make employees more productive, it
can be argued that even if welfare services cannot increase individval
productivity, they can belp to nﬂnimdse decreases. 1n addition,increases
in mﬁrale or loyalty may not result in commensurate or indeed in any
increases in productivity, but undue anxiety can result in reduced
effectiveness. Herzberg's two factor model in effect placed welfare
amongst the hygiene factors,but he did not under-estimate the importance
of 'hygiene' as a means of elimipating or at least reducing causes of

anxziety or dissatisfaction.

Further treatment of the concept of job satisfaction beyond this point
i1s out of the scope of this thesis. For further discussions, please
refer to the literature on morale and joh satisfaction provided in the

'addendun’ on page 236.
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1.3 DEFINITIONS OF QCCUPATIONAL WELFARE

Ip defining occupational welfare, the practical difficulties are

to be found in determning its distinguishing characteristics. This
has been manifested by the different concebtians of what constitutes
qccupation@l welfare services in organisations studied in Higerila
and the U.K. in both couniries, occupational welfare is ap

‘umbrella’ term used to indicate the general services Drovided by
empl oyers for their warkers. For this reason and because of the
diverse range of employer activities now in operation in ﬁigeria

and the U.K., any definition employed im this study will have to

take these iwo factors into consideration.

It has been argued that the term should be limlted only to those
services pravided voluntarily by an employer and noil those required
by law or included in the terms and conditions of employment(5].

1 believe ithat the voluntary natufe of the pravision of services is
an jwmportant factor when determining cfiteria for deciding what is
and what is not welfare service. The provision of services required
byllaw Drrterms and conditions of service is usually takem for
granted by most employees and as such do not particularly indicate
apything special about their employers. But the provision of
services much more than the law or terms of service 1ndicate, shows
a concern for and an acceptance of responsibility for the well-
being of employees by an employer which is usually taken very well

by employees. The weakness of the use of the voluntary criteria
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as a means of distinguishing welfare services lies in the fact
that when services are provided *voluntarily’,they seem to conjure
accusations of 'paternalism' which is the most common criticism

jevied against welfare services.

Occupational welfare programmes have often been identiiied on the
basis of their reciplents, and there is often a tendency to resirict
the application af the term cnly to services meeting the needs of
mapual workers(6). Similar programmes for white—collar employees or
management are more likely to be classified under terms such as
‘fringe benefits'. Since such services might be avallable not aonly
to workers but to their familles and an occasion faormer employees

or prospeciive ones,such identily and coverage does not portiray

welfare services in their modern concept.

éome of the difficulties in saying exactly what occupational
wellare {s are due partly tao the loose'way in which tbe term has
been used and partly because the uéage has developed over the course
course of time and it is only fairly recently that a reasonably
deiined view of what it has become established. As terms become
fashionabie,so the temptation arises for more and more interested
groups and people ta offer their awn definitions. Because occupa-
tionai weifare is a common concept, very many names and a few
deflnjtions exist. Some writers and institutions call occupational
welfare services fringe benefits, some supplementary benefits and
othérs non-wage benefits. Some of these names and definitions will

now be discussed in the {oliowlng pages.
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Same Theoretical Definitions

The British lostitute of Management is an example of an institution
that refers to welfare services as 'non-wage benefits'. Its
definition describes ’them as items over and above basic remune-
ration which increase the well-being or wealth of employees at some
cost to the employerl?). This definition does not give any examples
" of items that should constitute nan-wage benefits. But it does
emphasise theié contribution to the well-being of employees as an
essential eiement. Similarly, Cbristopber Stgphen's definitioni 8],
refers Lo welfare services as 'fringe be;eﬁits‘ and defines them as
'those benefité;rsocial and other, whicbhb can be cxpressed ip money
terms, can be enjoyed as a direct result of particular employment,
and which are granted by management over and above normal wages and
salaries'. Again the vagueness of this defirnition is apparent. |
Stephen's leaves the course wide open for any item to be taken as a
a fringe benefit as long as it can be expressed in money terms. He
specifies tha£ they.can be anyilbing from company pension to a
compaby Sponsored home help service. A definition as broad as this
gives the impression that welfare servicés are part of Iringe
benefits and that Ifringe benefitis are an umbrella term for identi-

fying all services provided by an employer for cmployees.

T.P. Kenny in his definitionf9], makes the point that 'employee
welfare movement stood for voluntary action of emplayers for human

betterment, beyond the requirements of the law, the market or
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soclal custom'. Fo doubt, the emphasis here is for *voluntary

actian' by emplayers. The term *wvoluntary' could be a significant
means of distioguishing welfare services, pow that most services
and benefits are elther required by law or included in the terms

and conditions of employment.

Twa autstandiné and relevaat definitions by Alan Bullock and

Oliver Stallybrass in the Fontama Dictionary of Modern-Thought and
Thomas Kempér in a Handbook of Management, seem to have made the
only attempt to distinguish between welfare services and fringe
benefits. Acéording to the Foptana Dictianary, ‘the word welfare in
welfare legislation or the wellare state refers generally to govern-
ment support for the poar and particularly to the free or subsidised
supply of certain goods ar services, e;g. health and edvucation’
Transierrisg this meaning to use in 1£ddstry, occupational welfare
would refer to 'a company's ar firn's-support for its employees and
particulariy to the iree or subsidised provisiom of certain facili-
ties, benefits or services aimed at improving their well-being’.
This definitiogn highlights welfare's geperality as an all-embracing
term concerned with the provision of all kinds of support, whether

physical or mental to all employees.

The Fontana Dictionmary also delinmes fringe bemeflts, as *the
elements af an employee's remuneration provided at the employer's

expense under the contract of employment other than the rate of pay
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per unit of time cutput’. *They commonly comprise such items as
holidays with pay, pension plané. life lnsurance, stock purchase
plans and payment for absence during famlly emergencles'. *They are
to be distinguished from ex-gratia payments and from the provision

of general amenities such as canteens apd sports grounds.

Camparing both definitions, {ringe benefits are much more measurahle
and identifiahle. Even though they are also aimed at improving the
well-being of employces, they are usually provided according to the
terms and conditions of employmeni. So they cannot on their own be
referred to.as exclusively composing the anly eclements of welfare
services. At best they can be classifled as part of the package of

benefits and services that .can be called 'welfare services®.

1n Thomas Kemper®'s definition, he sees welfare as 'that part of
Personnel Management which |s comcerned with the physical and mental
well-being of employees’. 'He therefore restricts occupaticpal
welfare to:
(a) the provision aof facilities such as cloak-rooms, lavatories,
rest rooms, canteens, soclal and sports clubs,
(h) fringe benefits, many of which are designed ta reduce
hardship in sickness or old age and,
{c) personal counselling for those with domestic and other

probiems",
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Since fringe bepefits are catered for in most conditions of service,
it is l1kely to be the odd ome out in the above definition, other-
wise the definition seems to be easily understood and straight to
the point. It provides a basis for viewing occupational welfare in
its proper perspective and sets out its scope in the light of modern
p;actices in welifare ip organisations. Both defipitions have estab-
lished occupational welfare as belng the geperaliiy of activity by

a firm or company aimed at improving the well-being of employees and

fringe bemefits as part of the generality of activity.

Functi 1 Definiti
In this study, a wider functlional definition has been adopted which
encompasses occupational welfare services provided by organisations
studied in Higeria and the U.XK. 1o the Nigerian External Telecom
(NET),the welfare services provided are as follows: Sports and
soclal club facilities, subsidised canteen services, medical
facilities and Company farms. In British Telecom (BT),the main focus
1s op the provision of a personal‘welfare service. The organisatioa
does provide sports and recreatiqaal facllities but these are
handled by a BT-Recreation Council,so also is the health service
handled by the Occupational Health Department. The catering service
1s run by a BT Catering Policy aad Operational services. These
welfare services are’ independent of the welfare department which

is not in any way involved in their administration and organisation.
They are evidence of the differences in emphasis and the kind of

programees and facilities which different organisations can regard

as constituting thelr welfare services.
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(ne common feature of these services {n both organisations {s that
they are provided voluntarily and are pot required by law or the
terms and conditions of employment. Though as far as some of them
are concerned, {(for exampie, medical facilities), the law requires

a certain minimum provision, they are provided at the discretion uof
the organisation concerned. These differences in emphasis can only
further substapntfate the ambiguous nature of the concept of occupa-
tional welfare. As such a definition that takes inta considerat;on

these variances and emphases can be the only one to emplay.

In practiceltherefﬂre, occupational welfare could be {nterpreted to

refer to “the rapnge of facilities and personal services provided
zbelng of active and retired employees and their families”. A
further discussion of this definition is provided in Chapter 1.4.
I believe {t will serve to clarify the meaning and scope of occupa
tional welfare and perhaps pave the way for avoiding the confused

usage and assocliation of the term with fripge benefits.



1.4 CONCLUSIONS OR THE SCOPE OF QCCUPATIONAL VELFARE

This chapter first presents a bhrief summary of the preceding
chapters and then provides a definition which explains the scope

of occupational welfare praciice 1n industrial organisations.

Three Stage Development.

Three main stages of occupational welfare developmeni can be identi-
fied 10 Higeria and the U.K. The i&ea of the Lhree stages presented
here should pot distract attention from the fact that many changes
might have taken place within individual indusiries in both
cogntries that did not lead to wider enactment. Also it sbouwld be
recognised that much of the development bas been ov a plecemeal
basis with relatively little integratiaon in these countries. ln
fact, 1n a way, occupational welfare development in botb countries
was partial and resiricted to particular sectors of industry. In
the U.K. for example, Lhe size of the firm was often associated
with developing trends in the provision of welfare services. The
larger and more madern firms (e.g. the food industry In the Jate
nineteenth century) first moved towaras wider benefits, with the
encouragement and pressure of unlons. Then Lhe medium-sized firms
would find themselves pushing towards the same direction by union
action which could poiot Lo provision in larger firms in the same
industry. Tbe fipal step of general extension to the smallest
companies often required government legislaticon and aid(10].

Similarly in Higeria, small companies usually found themseives



providing the same welfare services as tbe larger companies in

order to keep their workers apd to stiay imn the market.

A separate but vital polnt for discussions aof fwture devejopment
is the extent to which this rather ad hoc grawth with occaslownal
spurts of legislation, iaflwenced most by political and extra
'wurkp]ace occurences, bas been tbe best way to promote 2od enbance

occupational welfare.

Occupatiopal Welfare - A Persongel Fupctign

The geuneral scafcity of documented ianformation om occupational
welfare practice and the very ]itt]g interest shown by academics
in the subject.area over the last nimeteen years, seem ta bave
guickened the displacement of welfare as ap independent function
in organisations by personnel management. In the U.K. the book,
*Velfare at VWark', aiready referred tao, 1s the only textbook that
has comprehensively discussed tbe subjéct of occupational welfare
sloce Lbe Jast pineteen years. 1n Rigeria, from tbe beginning of
industrial development in the early fiftles to the present day, no
book has been publisbed about occupatiaonal welfare. Yet, in both
countries, welfare seems Lo have been fairly well established and
recagnised as a personnel functian even though personnel manage-

ment cvolved from being a welfare associatlon.

A few modern textbooks oo personnel] management published in bath
countries now seem to Lreal welfare efther as a section or as a

subsection of a seclion an persanﬁel moagement. But the generality

37.




of literature on personnel management only devotes just a few pages
to the discussion of welfre at work. Yet there is evidence to prove
that most large arganisations in Higeria and the U.K. praclice
Occupational welfare in one form or another and spend vast sume

of money to improve the weil-being of their employees.

Cne explanation for this negligence of welfare at wark in the U.K, is
that welfare lost the battle with personnel management when the change-
of name from the Velfare Workers Assoclation to the Institute of

Labour ¥anagement and thenm Persomnel Mangement occured. This change of
nam:, according to some literature on personnel managementl[11] reflected
a change of emphasis of tbe function of personnel management in

industry. this was when it dawned on employers that their relationsbhip
towards its employees was more than just looking after tbheir personal
problems, that it also involved a responsibility for a wide variety of
imporiant functions relating 1o the satisfaction of the employee with
his job, and the satisfaction of the orgnaisation with the employee, and
that it needed a bhighly irained specialist member nf the management team
in the farm of a personnel manager within the organisation to carry out

these functions.

A Comprehepsive Defipition of Qccupational ¥elfare

The attempt to define occupational welfare in Chapter 1.3, placed
emphasis on its dynamic nature. AS shown hy the findings in the two
orgagisations presented in this thesls, there are significant

variations between organisations in the provision auwd organisation
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of welfare services. For these reasons, this study bas adopiled a

functional defiritifon of occupationz]l welfare. Occupational weliare

service may be defined as'the practice of providing a rapge of
facilities apd persopal services volumtarily by an employer.which
promotes apd_preserves the well-being of active and retired
employees and thejr failities', the ¥ey word in this definition
being ‘Yoluptarily'.

Any facllity or personal service provided by an employer would
qualify as ap occupational welfare service as long as it is not
required to be pravided by law or included in the terms and condi-

tions of employment.

.Fbcilities in this context would refer for example to:
1. Catering aﬁd'recreational facilities such as canteens and
a variety of sports and social clubs.
2. Medical facilities such as the provision of clinics and
the appointment of medical doctors and nursing staff,
while perscnal services would include,
3. Counselling emplioyecs and providing advice and assistance
on a variety of individual problcm:.
4. Yelfare visiting during sickness or death, and
5. Providing aid to disadvantaged graups such as disabled persons,
young persons, migrants with language problems, ex-oilfenders,

and alcobolics, mothers of young children, etc.
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2.1 BISTORY AND PHILISOPHY

The Post Office Velfare Scheme.

vhat 15 now British Telecom Velfare Service had its origin in the
Post Office Velfare-Scheme which began 1n July 1943 when the then
Poét—laster General appointed 'a welfare study group',on the
welfare requirements of tbe Post Office.'At that time, the Post
Office was parg of the Civil Service and most grédes (except minor

and manipulative) enjoyed the same Civil Service pay scales and

conditions of service which were overseen by HM Treasury.

Foliowing the study group's recommendation,an embryo wélfare

section was fdrmed in the stafl branch of the Personnel Department

in May 1944 without detinite functions.. Thereafter as a result.of
various discussidns whichrtook place froﬁ 1945 to 1947 between
management and stafl sides of the alreédy existing Vhitley Joint
Consultative Commiteee in the Clvil Service to decide the nature of
the proposed new welfare organisation and the duties of welfare staff
a standing joint committee on welfare was formed in 1947. The 1947
conmi ttee signailed the official) takeover of the Post Office welfare
scheme and also led to the appointment of Velfare Advisers and a
FHational Director to lake charge of the welfare scheme. Ten of the
first twelve welfare advisers appolinted were allocated to the regions
while the other iwo were allocated to the headquarters. Thelir primary

task was to assess the need for local welfare officers and the
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pumbers required. This recommendation paved the way for the appoint-
ment of the first welfare officers wha were drawn mainly from Post

Office ranks.

The initial success of the take-off of the scheme was due in large
measure to the diligence and efiicient powers of organisation of
Xr. E.B. Davies,the Kidland Region Director who became knawn as the

*Father af the Post Office Velfare Scheme'.

Although the Post Ofifice had begun to establish 1ts weifare scheme
by appointing welfare officers,it was difficult for these welfare
officers to gain credibility quickly within the organisation.
Initially there was & caution in accepting welfare and it was not
surprising that some iocal managers and staff representatives
received it as a possibié threat to their respective functians.
Velfare offiicers often foundl 1] that managers and supervisors were -
suspicious of their work and they were also attacked by the unians
as a management device for controlling employees. The prablems of
being the 'person 1n the middle'were not uniike the difficulties
facéd'by first line supervisors. ¥ork people were pot sure whether
the aims of weliare were altruistic and felt that there was an
element of hypocrisy in the weliare officer's actions. Managers saw
the possibility of another standard besides economic efficiency being
applied and were antagonised by Lhe thought of any restrictions oo

" their power.
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Apart from the problem of gainiong credibility within the organtisatios
there also remained one other very important initial problem which
was; to whom would welfare officers be responsibie? In most regtonai
wranches of the Post Office for example,the rejationship of the
welfare service 1o the rest of the organlisatios was unclear and weat
uppoticed by many. It was associated in most minds with group welfare
projects such as ffrst aid and mass radfongraphy. According to the
Post Office Journal, Lighthouse<]l972); po one seemed to Enow how
services should be used. Velfarc officers had to take op a variety of
add jobs hived off from other duties. They could for instance, be
called upon to be a sort of accommodatiop—cum-billetiog officer. For
example,in an effort to recruit Vest Ipdians for vacancies 1» the
provinces it was suggested that an offfcer should meet them at the
port as they dfsembarked and offer lodgings and welfare services.
'Controller of sick bays aond first aid arrangement is ancther title
early welfare officers might have merited. They were called in as
consultants 1o discussions about workiag or weifare conditions,
sometimes making inspections with the Iocal controliing officer and
staff associatiop represeptative. They were fpvolved in refresbhmeeot
club management, they cooperated with training officers organisieg
educational {mprovement for bath juvenile and adult staff and they

helped to inspire and maintain ipterest imn sports and social affairs.

These initial probliems were viewed seriousliy by the nioneering

management of the Post Office Velfare Scheme belween the earlv vears
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of 1947 and 1959. They acted swiftly and decided the role of the
welfare officer in the organisation. He was mot to belong to either
management or staif but was expected to be some kind of ‘peutral
angel’ that each side could call upon. It was argued that if he was
part of management he would be consldered an outsider by the staff
and 1f attached to the staff-side would be suspect by management.
The concept of a persbnal welfare service and the implementation -
of the Past Office welfare policy was formaiiy iptroduced ipto the
organis&tion during the 1960's whem Dr.A. Martin was appointed as
Chief Welfare Adviser (at Principal level equating to the Treasury
Velfare Adviser) and coordinator of the work of regional welfare
advisers. But it was not until in 1972 that the role of ihe service
was clearly defined as follows:

1. ‘to be concerned with the difficulties which may

confront employees in their evervyday 1life'.
2. "that the VWeliare Officer's fumction is to help

individuals towards finding ways of dealing with them'{2].

Also in 1972,a Velfare Training Centre was set up with modern
teaching facilities. The services of the Centre were considered
50 good ibat contemporary organisations such as the Central
Electricity Generating Board, British Rail,Horth Thames Gas,a
sumber of local authority councils and even the Citizens Advice

Bureau sent their welfare staff to be trained there.
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British Telecom welfare department still maintains links with most
of these organisations and they still cooperate effectivelvy in

emplayee welfare matters.
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British Telecom Yelfare Services

Even thougb the years of welfare service proyision and Administration
under the Post Office have been a period of ihcreased demand {for more
extensive provision of community and persopal welfare services.the-
Post Office made great effarts to meet the need for trained personnel
and services and enhanced its reputatlon 1an the fleld of occuvational
welfare. The Post Office Velfare Scheme still continues in its own
right under the management of the Post Offlce Corporation and has

provided a s0lid foundation for improving and developing to obe of

the best 1n the U.K.

Following the reorgamisation of the old Post Office 1nto Tele-
comminications and Mails with Giro, the telecommunications arm

was renamed ‘British Telecommunications' (BT). Upder the British
Telecoms Act of 1981,the telecommunications as well as welfare
services provided by the Post Office fell under the administration

ef the new public corporation. Britisb Telecom was subsequently

privatised 1n 1984.

One of the immediate impacts the formation of the new corporation

bad oa the provision of welfare services is that It led to changes

bo .




in the structiure and organisation of welfiare under the new corpora-
tion throughout the couetry. ¥Vhkile the welfare department ﬂaé

has remaiped under the overall control of'the Director ofléersonnel
at BT's Headquarters,fhe status af the Velfare Of{icer bas been
raised to that of a professional manager in his own right. Due to
an.expansion of the services of the Velfare Training Ceptre,a more
intensive and longer period nf training is sow provided to cover the

most esseptlal aspectis of welfare work.

There has also been an expansion of the number of welfare staff
employed to advise staif on personal problems; This figure has
increased fram seventy—five during the Post Office era tao one

bundred and thirty-five in the BT era. The main reason for this
increase has been dve to the need by management to make use of the
oppartunity of the formatior of a new organisation to expand services

in order to lacrease overall efficiency.

The main focus of the welfare officer’s job in British Telecom has
been the concept of a persaonal welfare service through employee
counselling which pow accupies well aver sixty-five percent of a
welfare afficer's time. Apother major organisational! change has seen
the abolition of the posts of Chief Velfare Officer and Senlor
Yelfare Officer levels within the wellare structure and the tramnsfer
of respapsibility to functional managers ta take care of welfare

services in their departmenis. Also in some of BT's territories and
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divisions, new positions of Velfare Service Managers incarporating
personnel and welfare funcilons have been created in an attempt to

decentralise the welfare service.

Yelfare Philosophy

According to Lambert(1971)[3], the first statement concerning the
philosophy of the Post Office Velfare Service was spelt out to the
first group of welfare ofiiéers in 1951 by Sir Dopald Sargent who
was then the Deputy Director General of the Post Office. This set

the course for the {uture.

Essentially, the statement directed that the basic philosophvy of the
Post Office Velfare Service shall he based on 'a concern for the

well-being of the indlvidual worker,demonsirated positively through
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the system of counselling on perscnal problems without any depart-
mental strings beinglattached. This statement became the terms of
reference for planning,organising and structurlasg the activities of
the Post Office’s Welfare Offlcers for many vears. By analysis, It

pravided directives on four main areas as follows:

1. the scopt of welfare practice in the organisation;

2. bow this cencern of welfare caon be achieved;

3. the place oI line mangement in welfare practice, and,
4, the subslantlve fDundatinns on whlich the philosopﬁv

is hased.
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The implications for the scape of welfare practice in the then Post
Office as far as this statement 1s concerned were clear. The primary
copcern of the service was to protect aed preserve the well-belag of
every employee 1n the organisation irrespective of status. This
suggests a bellel 1a good organisatioe and a broad missions of
ﬁastoral care {or their workers whickh might in ture lead to bilgher
output by controlling sickness, absenteelsm and by early resolution

of grievances and personal problems.

" This statement of the Post Office’s welfare philosophy{3] also

emphasised the practice of employee counselling as a means of
improving the well-beling of an employee. There was a fair amount of
debate in the early days accordinog to Svdnev Lambert{3] on the
merits of aiming for elther coﬁnselling in-depth as practised by
the Marriage Guldance Council aed other soclal work ageocles,or
operating ao iaformation and referral service like the Citizeas
Advice Bureaux. The general view of the managers of the service at
the time was that wlth the amount of casework dealt with, the ipdepth
approach would take up too much time while the information and
referral idea smacked of instant welfare. 1o the event, nanagement
decided that good occupational welfare casework 1a the then Post
Office should uperate between the two concepts. Hawever, personal
casework has remaiped the solid base of the welfare officer's job

Ip the organisation up to the preseat.
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The stated alm of casewark as practised 1o the Post Office 1s first
to help the employee to assess and understand his ar her diffi-
culties,and second to belp resalve these difficulties,or ease them.
A solution can come through discussion and counselling and where
necessary practical help. Sometimes an understanding heariag is

sufficientf{4].

Yhen British Telecom was created ia 1981, it more or less fully
adopted the philosophy oe which the Post Office welfare service

had been based for the preﬁioﬁs 34 years. lts statements on the
scope and meaning of a personal welfare service and its aims and
abjectives are coatained 1n various lecture handouts on BI's
Occupational Velfare Officer’s courses aed brochures on the Velfare
service{5]. It was oot possiﬂle during the research to obtals copies
of BT's statement of welfare pbilosophy. The pretext for this was
'canfidential reasons’. 1 waé hdwever assured by the managers of the
service that such a statement was in existence and that the bandouts
and papers on the welfare service published by the‘ﬁelfare depart-

were based on such a policy statement.

The Concept of the “V¥hole person®.

The substantive foundation on which BT's welfare philosophy operatoes
is the copcept of the 'whole person’(6]. This accepts that a person
bas a number of roles to play 1n everyday existeace,e.g.as emplayee,

father, mother, san, daughter, househaolder and citizen etc.. It is
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difficult to isolate these roles from a person’'s role as an employee
ip an organisation. Also in performing these roles, problems and
difficvlties arise which may be domestic, financial or social.

4t first sight, many of these problems appear to bave little or
rothing to do with an employer, but it must be remembered that
they affect an employee in the context of bis work. Furthermore,
amployecs cannot give af their best when they have excessive
stresses and strains at home. This is one reason why BT interests
dtself ip personal welfare service where specialist welfare
officers are emplojed to advise members of staff on personal
nroblems. A more detailed discussion of this conce?t iz under-

taken in chapter 4.3 of this thesis.
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Respansibility for Velfare

Ta most employees in BT,welfare officers are the very emhodiment

of the welfare service. Welfare Officers have been described as
'n;nagers and coordinators of resources hoth human and material*l(6]
and as ‘general practitiomers in welfare' with an immense list of
respﬁﬁslbilitiesf?]. Yet almost all the welfare officers to whom

I have talked resent these labels and sece iLthemselves simply as
specialists in welfare by training and education. These perspectives
of the office are reflected in the ambiguities and contradictians
built into the role in the wélfare service. For exaﬁple.as noted
earlier,one commentator{ 8] on Post Office welfare,styled the Velfare
Officer as 'some kind of neutral angel' that each éldé‘uf the organi-
sation could call upon an any mattérs affecting both employees and
management,reflecting his position during the formative years of ihe

service when welfare officers were 'Jacks of all irades'.

But since the 1960's5 when the role of the welfare service was
properly defined,a recognition of bis professional and speciallist
status emerged!{ 9). The extent of bhis responsibility as far as the
vwelfare of emplayees in the organisation Is concerned subse-
quently limlted Lo the use of his speclalist or expert knowledge
in advising staff and management on personal problems({10]. Thus

evolved a ‘tripartite partnership’in which the Welfare Officer,
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line manager and employee together became responsible for welfare.
The respective roles of the welfare officer, manager and employee
as far as this partmership in BT welfare service 1s concerned are

discussed in the following pages.

The role of the Velfare Qfficer

The work of welfare officers within the British Telecom organisation
is to offer a private counselling service to individual employees and
to act as advisers to management on a variety of human problems[10],

Exémples of the types of cases where counselling and advice to

management and employees may be neceded are those:

1. Relating to personal relationships, particularly of a private
nature - for example,a different family problem ahout which

the person either camnot or will not open—up to management.

2. Out-of-character changes in behaviour patterns in the working

groups observed over a pericd by management.

3. Directly related to the work situation - death 1n service, late/
sick attendance records,trial periods,irregular attenders,
age/medical retirements,changes of duty after accident or

1llness etc..

4. Vhere information is sought on such matters as entitlement to
natiocnal Insurance benefits, industrial rehabilitation and

re-training facilities,community soccial services, etc.
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Ta be able to carry out these functions efficlently, welfare

officers in BT are carefully selected and trained[11].

Detalls of the selection process and a compreheasive trainiag scheme
that provides the welfare officer with the many and varied skills
needed to guide him in the execution of hls responsibilities are to
be ;uund 1nAthe Training Center's manual on welfare officer’s

tralning programmel 121.

The role of management

It is a bhasic assumption 1n BT, that line managers are responsible
for the welfare of their staffl13]. The manager only brings imn the
welfare officer when skills and knéw—how are needed of a kind not
expected within the accepted group control function of management.
Once management has assessed the peed for these skills to be brought
in.garly consultation with or referral of the case to the welfare

aoff{icer becomes esseutial.

The success of the service in a sense depends on the level and
degree.of cooperation and understanding between management and
welfare staff. It is regarded as essential by the partmers in

i
the BT welfare service that managers and welfare staff be fully
aware of ope another's points of view in any given case. This

will allow an efficient, practical and humane approach to the

problem and possibly to its solution.
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The role of the employee

The employee in a Sepse 1S the most importaot member of the
‘partnership'. He {s the ‘problem owrer' without whom, there would
be neither problem nor welfare officer nor management involvement.
The 'employee problem owner' can be a messenger,an ordipnary worker,
a technlcian or even a retirgd Tformer member of staff as long as
he or she wark(ed) for BT. The policy of helping peaple to help
themselves is generally adopted by BT's welfare officers in dealing
with cases. It is not the task of the welfare offlcer to take over
an employees problem but rather to assist him or her to help them-
selves. For success to be achieved therefore,the employee wha
consults a welfare officer {s normally bound ta dlsclose the truth
abo;t a sltuation to the welfére officer who will then through his
expert knowledge advise on the best approach and 1nformation or

referral service needed.

mmwlmmmmm

The qelfare department is part of the Personnel énd Corporate
Services unit which Is upder the conirol of a Director of Persoonel
and Corparate Services who Is a member of BT's Board of Directors.
The welfare service is organised from within three maln areas as
follows:

1. British Telecom Headquarters (BTHQ) in lLondon: This 1s where

the Chief Velfare Adviser directs and coordinates the welfare
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activities of the organisation. For all welfarc matters including
First Aid, the Chief Velfare Adviser (CWA) is directly responsible
to the Head of Corporate Services Division who in turn is
responsible to the Director of Corporate Personnel who is finally
answerable to the board members. This means that the welfare and
persannel departments in BT are imvolved in a complementary
relationship,the implication being that welfare is seen as part

of the persomnel system and therefore luseparable fram it. This
kind of relationship is much talked about in academic circles as
being responsible for the 'soft-1mage' view of personnel functions
by other departments in many contemparary organisatians(143. This
view {s further discussed in chapter 5.1. Alsa located at BTHQ
under the direction of the CYA is the welfare administratie office
which is coptrolled by a welfare officer wha is the main contact
on general welfare matters and welfare arrangements far disabled

cmplayees.

¥elfare Trafning Centre:

This centre is also located in London awd the CWA has overall
responsibility far {t. It has tutars of senior welfare officer
rank who plan and run the courses. They organise the traininog of
welfare officers and advise them of future trainlng needs in the
arca af refresher and post-appointment and attendance at relevant

conferences and meetings.
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3. Divislans, Territaries and Districts:
These are the main busipess branches and structure aof British
Telecom and they cach bave their own teams of welfare staff.

The present attempt to decentralize the organisation of welfare

j in BT,gives autonomous powers ta welfare teams in these units to
[ select and appolnt their own weifare staff who may or may pot be
' - specialistis in welfare matters. These units have pow Introduced a
number of designations such as '¥elfare Service Managers®,and
‘Yelfare Kanagers' which have almost completely replaced the old
designations of 'Chief and Seplor Velfare Gificers'. They are
resporsible to the respective Boards of Directors of Velfare

service in the divisions,territories and districts.

Qfficers

British Telecom operates a multi-hierarchical mapagement structure
which makes it possible for any member of staff ta be appointéd ta
any vacant management position. This means that in the welfare
dcpartment (as ipn other departments), there are a number of chief
and senior welfare officcers whose backgrounds have been in other
professiops. Vhatever advantages and disadvantages this might briog
tc the organisation {o general and ip particular to the welfare
department are a matter of debate. But in the least it has the
ahvious benefit of giving someone within a particular department

an apportunity to advance his or her career albeit in a different

profession.
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There are basically three welfare officer levels 1n BT. They are

discussed belaw:

1. Chlef ¥elfare Adviser(C¥i):
1o principle the CVA is responsible directly to the Head of
Carporate Services Division. He is supreme ip his own depariment
.provided always that he has the coonfidemce of the Head of Corporate
Services Division. In general terms he is responsible to the Head of
Corporate Services Division for the implementation of welfare policy
in British Telecom. Be 1s also head of the Training Centre,First Aid
Centre and the Velfare Administrative Offlce even though he has
individual subordipates in contrel of these subsections. He is
directly responsible for advising divisional,territorial and district
managers on welfare matters evee though bhe has po control over how
they organlse their welfare functioss.
2. Chief Velfare Officer (C¥0):

Senior Welfare Offlcer (5¥0):

¥elfare Service Mapager (WSK):

¥eliare Manager (¥M).
Chief aed Senlor Velfare (Mfficer levels are belsg gradually phased
out in BT's welfare organisatiuno. Responsibility of C¥(Q's asd SYO's
has beeo shifted to personee! olficers in some territorles and
districts. Scotlasd Reglon and BT [pternatioesal Division are a few
of the arcas of the busipess still retalolag the old hierarchy..
Yhere these bierarchies still exist, the C¥0 is respoesible for

organising all welfare activities and answerable to BT's board of
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directors of welfare service of the djvjslon; territory or district.
¥ost of them also organise First Aid (a statutory requiremept under
the Health and Safety Act) and carry out other duties that the board
feels C¥Q's should do in their areas, some of {bhem take on additional
dutles as board members in the regions as a way of making the manage-
ment structure work more efficiently.

The Senior Velfare Officer is responsible for supervising the day to
day working of welfare officers ané assisting Lhem with dealing with
any difficult problems that arise. They are also responsible for
training, development and appraisement of welfare officers and deal
with senior managers®' casework.

Veliare mapagers or vwelfare service managers arc the pew desigpatory
replacements to C¥(Q)'s and SVOQ'S in the divisions,territories and
districts and as such are functional eduals to them. The main
distinctions, (according to the Chief Welfare Adviser),are to be
found ip tbeir knowledge and experience of welfare matters and the
duties they perform. This new breed of weliarc managers may or mav
not be experts on welfare matters. Even when Lhey are experis on
welfare, they pow take on other duties more directly concerned with
persoonel matters. This new arrangement has Lhe advaotage {(according
ta the Principal Tutor non weliare at the Tralning Centre),of making
it possible for the specialist welfare managers to léarn more about

personnel and hence widen their promotional prospects by integrating
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personnel and welfiare functiops; a practice which was seen as
impossible by some welfare officers in the early years of BT's
welfare service.

Because of the autonomous powers granted the districts,territories
and divisions to organise and implement their welfare arrangements,
the trainiog of the non-specialist welfiare managers(ie.the one witbh
less knowledge of personnell)to acquire weliare skills cannot be made
compulsary. They accept respansibility for all welfare matters in
addition to their personnal functions and take charge of expert
welfare of{icers allocated to their district or territeries. Such an
arrangement may create difficulties in future if welfare policies are

e

to be properly implemented in the various areas of BT's businesses. '

3. Velfare Officer(vQ0):

Welfare Officers carry cut the day to day welfare activities in the:
organisation. Such activities involve counsellipg of employees on
various problems and diffiiculties,seeking cutside help on various
matters,visiting sick and retired employees and providing informaticn
on various issues as required by employees. Some crganise welfare
talks on services they can offer to staif aod management.

On average, VO's deal with about '40' new cases a month. These are
cases where one hour or more is spent on a person, e.g. interviewing,
counselling and seekiog outside help. The average loading is about
one VO to about 2,500 staff. Figure 1 on pagé 60 glves a pictorial

view of the existing structure of BT's weilfare orgapisation.
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BOARD KEMBER - .
PERSOMNEL AND CORPORATE SERVICES.

FIGURE 1 .
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2.3 TYPES OF SERVICES TO EMPLOYEES.

This chapter examines a range of specific services and facilities
provided by the British Telecom Velfare Service for its active
and retired employees. These services fall broadly ipto two maln
groups — 'personal’ aod ’group' welfare services. In a limited
way,the welfare service also concerns itself with advising
management of any deficiencies that may come to its attention as
regards the_provision of physical welfare facilities such as rest

roon accomndation, washing facilities,bheating and lighting,etc..

Personal welfare services are concermed with the personal problems
and difficulties of employees. The HOfk of the welfare officer (as
has been stated earlier in chapter 2.2),is almost entirely conceraned
with advising and helping employees to deal with these persopal
problems and difficulties. Employees may come to him or be referred
to him by mapagement or outside agepcies - with prablems arisiog from
domestic situations, bereavement, sickness, financlal difficulties,

peosion problems, housing and certain employment matters etc..

Group welfare services provided by BT consist mainly of sports and
recreational facilities and catering services. Just as {t can be
argued that personal welfareservices affect effiiclency and pro-
ductivity,.so also the provision of group welfare services can be
Justified on the assumption that they are good for morale. Both
points will be discussed in moré detail ino later parts of this

thesis.
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Personal Velfare Services

These types of services fall into the following categaries:

1.

Support during sickness
The aim of this service is to pravide belp and advice to absent

from work for periods exceeding two to three months because of

. prolaonged iiiness.

The approach is usually for the welfare officer ta be notified
impediately by the line manager as soon as an employee goes an
sick leave. The welfare officer would then encourage management
to write and visit members of their staff on sick lcave including
mentioning services of welfare office. When the service exceeds
two ta three mpnths without cantact, the welfare officer shauld
make a visit. Once bhe makes the contact,he tben tries to identify
that a wellare need exists in the particular situation. This may
become obvious if it is fgund that the employvee cannot belp
himself without support and if such aid is not forthcoming from
the state,medical or welfare services or the employees ar the

comployee's own familyl131].

Apsistance 10 the Bereaved:

This service provides help and advice to relations of members

0f the staff who die before retirement. At times like this the
State services may not be able to assist and the famlly i{s often

non-existent or belpful. BT welfare service attaches a lot of



importance to thls service and consliders it one of the most

widely appreclated services of a welfare officer.

The company procedure is for the welfare officer to approach the
slituation with taci and common sense,putting the bereaved emplovee
ar the widow or widower of the ewmployee in touch with the right
ofganisations and helping with funeral arrangements,statutory
benefits,advice on procedure io be fallawed after a death,dealing
with Will and Probate matters. Management are encouraged fo H}itg
and visit next-of-kin and to advise them tu contact the welfare

afficer for further help and advice.

Help with Domestic Problems.

The range of problems involved are strictly personal ones and they
usually affect life at home. They cover all tvpes of matrimonial
and family problems,1llnesses of dependents,single parenthood,
elderly parents and legal cases. The approach is to caounsel
employees on how to help themselves or where to so for expert

advice and the statutory beneflts and soclal services avallable.

Help with Employmeni Problems:

The kind of cases Include complaints about supervision,lack of
promotion, requests for transfer to another department,inter-
personal relations and feelings of lnadequacy about duties.
Employees are encouraged to discuss these kinds of problems with

their bass or through BT's grievance procedure where they should



pormally be solved. The most that 1s dobe is to provide a coun-
selling service which gives employees the opportunity to talk
about these problems and allows the welfare officer tao suggest

actions the employee can take to put things right.

BT provides a welfare service for staff who retire on age, health
and redundancy grounds. In all cases belp and advice is offered
through counselling and assistance provided in all matters cob-
cerning retirementi, DHSS benelits, pension and grants,retralning
for other employment, training Dpportunifies scheme, how to adapt
to a new life,and redundancy paymenis due. BT welfare departﬁent
maintains continuing contact with retired staff{. Velfare officers
organise visits to pepsioners,and if‘requested.regularlv malls
then frae of charge,copies of 'Telecom Today* - a BT monthly
house magazine to keep them informed of developmentis and changes

in the organisation

The types of financlal problems which are usually dealt with by

BT's welfare officers are of three main types:

- those Involving minor financial difficulties, mre serious debts
and financlal distress cases. The causes of these problems range
{rom domestic reasons such as illness, through to irresponsi-
bility.involving gambling,living beyond means.drinking and drugs

and bad management by wife, husband or both.




Minor flmancial difficulties arise when there is a sudden
emergency such as loss of money amd.this is usually dealt with
either by providing a salary or wage advance,seeking help from

local bemevolent fund or increasing earnlegs apportunities,

The more serlous debt and fipanclal distress cases which result
in an 1nability to pay money owed, (for example rent and debt
etc.)and 1o meet daily veeds,are dealt with by applying for help
from the British Telecom Benevolent Fund which exists for the

exclusive bepnefit of BT staff and or thelr dependants.

flelp with Housing difficulties:

Thé services offered provide help,advice and information on
general housing needs, improvement granis,rents and rates rebates,
rents of furnished and unfurcished temancles, tenants rights, land-
lord's rights,evictions, harasssment and how to acauire temporary
and permanent accommodation. Staff are usually referred to the
appropriate agency that can deal with partlicular problems and
where necessary arrangements for casval leave are made with

éppropriate departments for this purpose.

Other cases dealt with by welfare officers include,speclal
such as alcohalism, drug addiction,disablement,accident and
criminal 1ojury procedures,altercative work and rehbhabilitation

and personal hyglene problems.
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Group ¥Welfare Serviceg

These services are of three maln types - catlering services, sports

et AN

and social clubs and Occupational Health Service(OHS).

1. Catering Services:
British Telecom operates one of the largest directly controlled
staff catering sérvice in the countiry. It's activities are
Eontro]led by British Telecom Catering Pollicy aﬁd Operational
Services,
*As at 1983,BT currently operates 400 staff restaurants (160 in
London) throughout the U.K. [t employs about 3690 emplavees,
45 percent of whom are part-timers. These restaurants vrovide
16,000 maln meals;130.000 snacks, and 176.000 beverages dailv.
The 'small uniti' types of restaurants which number abouti 260,
serve up to 400 meals and snacks datly,while the ‘medium untts'
serving from 400 to 800 meals and snacks daily number about 79.
The 'large units' are 61 in number and thev serve more thaun

800 mecals and snacks dally!'

Apart from restaurants,BT also provides about 3000 mess rooms
for essential self-catering needs where no staff restavrant s

avallable.

The British Telecom College at Manor Gardens, london runs courses
for catering staff up to Catering Executlve "A' lcvel. Training

fn aspects of staff restaurant operation including coockerv,
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hyglene,safety,catering law,accounting and catering management
management is avallable. Some speciallsed courses are run under
licence from the Hotel and Catering lndustry Training Board,
which also monitors tralning staudards. British Telecom catering
training courses are also marketed throughout tbhe catering
industry both in Britain and abroad.

A recreation Council‘called the British Telecom and Post Office
Recreation Counclil is iv charge of about 700 subsidised sports,
cultural and social clubs which are run under its avtbority

throughout the country.

QQQQQQ1iQndl_ﬂﬂalih;SﬁiliQeiﬂﬂﬁl;

BT's Occupational Health Service(OlS) was founded in 1972. Since
then it bas acquired a reputation of excellence throughout the
U.X. and maintains frequent contact with other occupational health
orgaulisations throughout British industiry to keep abreast of
developments. The chlef medical aofficer 1s head of the service
and he is responsible for evolvipg aud institutiug volicv of the
OHS. He is assisted by a deputy chief medical afficer.a nursing
officer and an administrative stafi. ln each territory ar
district,the OHS 1s headed by a medical officer who is the health
team leader in respect of the nurses under hils control. In total,
tbe OHS professional staff consist of some 50 nurses, 16 full-time

doctors and a number of part-time doctors and nurses.
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The service aims to lookrafter BT employees and their problems and
the working environment. 1t is not a trealment service and the
health and advice it gives are essentially preventive 1o nature.

1t is of particular coocern if an employee's work affects his health
ar-if bhis bealth affects his work. The OHS advises management on the
proper assessment and contru% of health hazards - physical,chemical,
blological and psycho]ogjcal.'lt also advises management oo the
health aspects of emp]oﬁment - firstly at the recruitment stage and
and subsequently thruughodt emploympent,undertaking health examination
where necessary. Kain areas relate to the effects of 111 bhealth on
working capacity, provision of suitable employment for those with
temporary or permanent disabilitles and for those people who need
premature retirement for reasons of illhealth. Vhen sickness absence

is investigated, means by which it may be reduced are suggested.

Costs of Providing ¥elfare Services in BT

There was an air nof secrecy and suspiclon surrouvnding the discussion
and disclaosure aof facts,figures and information in general on the
costs to BT of providlng welfare services. ] was told that manage-
ment regarded this area as highly confldential aund tkerefore not Lo
be discussed wilh an outsider. Becausc of this, there was a limil to

the amount of information 1 could obtain 1n this respect.

Apart from published figures on yearly slaff costs,] managed to

obtain approximate estimates(which were read out to me by a BT
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official) on what BT spent on {ts welfare service yearly from 1982
to 1985. It was pot possible to obtaln a breakdown of how much was
was speat dufiug these years op cach area of the welfare service.
Ope commop method of determining how muich welfare services cost
employers is to measure them as a percentage of the employer's
t;ta] labour costs. In the case of BT, the figures showing welfare
casts expressed as a percentage of labour costs from 1982 to 1985
{since the creation of BT} are shown graphlcally ipn Figure 2 on
page 72- Also on page 73. figure 3 shows the percentage increases
and decreases in 'labour costs' and ‘welfare costs' and ‘salarles

and wages' over the same perlod of time.

Velfare has' cost BT over tbhe four year period {1llustraied.on average

of about ,08 percent of total labour costs, la money terms,

this means that over thkis four-year period,ap average of about
£2.000,009Q has been spentlby BT to praovide welfare services to
1tSAemp10yees while £2,022,000,000 was spent on labour costs. Vhen
expressed as a cost per employece, BT spent on average about £8,63 oo

each employee per apnum on welfare.

In general,the level of welfare costs seems to decrease sharply over
years while the level of increases in tatal labour costs and salaries
and wages also graduallj but not signiflcantly decreased. This means
that over the four year period,welfare costs have decreased cont-
fnuously while labour costs and salaries and wages increased slightly

every year. VYelfare costs and labour costs seem Lo be carefully
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balanced against labour turnover, retirements and

wastage. Average annual decrease 1in welfare
provision has been 15.3% over three years and the

average annual lincrease in laocour costs has been

5.1%
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The above comparisons when viewed as they are, do

re

not look very impressive. Labour investmant costs

relative to capital investment costs are expected

s
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to be lower than capital costs where cagital costs
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are high. It would have be=en instructive to compare
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these figures with those applying to the British
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Post Office. But unfortunately such data were not
available.

It is mostrregretable that BT did not in the event
provide tha freedom of information concarning
welfare development and costs wHich I have been
led to expeét. Nevertheless, the'general picture
which emerged was of expansion and devalopment
since 1981 coupled with reorganisation
particularly in terms of reduction of senior staff
welfare officers and increasa2d devolution which
has lad to cost savings. To this extent the main
null hypothesis 1s disproved, However, soms
contrary 2vidence emerges in terms of union
officers' perspectives of welfare provision

discussed in the following chaotar 2.4.
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2.4  EMPLOYEE PERSPECTIVES OF BT VELFARE SERVICE

. Because BT is the minor study,no attempt was made to carry out

a formal company-wide survey of employees'’ attitudes to the welfare
service. Instead the alm was to find out and establish modern practice
in welfare in BT which will then be used as a model for discussing the

the welfare service in the Nigerian External Telecommunications Ltd.

One way of doing this,(apart from the many months spent in BT's
welfare department télking to welfare officers and reading relevant
literature on the welfare service) ,was to arganlse a structured
discussion with randomly selected live managefs.']‘rade Union officials
and ordinary cmployees of BT. To the line managers and Trade Union
officlals,the aim was to‘ comment on the welfare ser\}ice as both its
users and coordinators while the employees had to comment as users of
the service only. Even though the sample covered is by no means
representative of BT's workforce, it however givﬁ a near—-accurate
lmpression of how both users and managers of the service see it. &
sample of the kinds of questions asked (which were adapted to suit

the department and people Interviewed),is provided in Appeundix 1..

This chapter therefore provides a summary of the views resulting from
my discussions with Trade Union officials,line managers and ordinary

employees of British Telecom.

Th.
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Trade Union Perspectives.

In BT, the biggest organisaticn representing vorkers or employees

was the Pozi OffTiee Engineering Union (POEU) with 135,000

members in January 1285. It merged with the BT Civil and fublie
Services Association{CPSA) to form the Kational Communications
Uﬁion(NCU}. The NCU nov represents about €0 per cent of BT': .
enployees. Details of the merger were still being worked out at

the time 1 approacheé the union Zor discussions. T discussed with

the seerelary and about ten shop-sievards and wmenbers of the union
from various branches, about the role the union was plaving in

pronoing occunational weliares in the organisation.

fitile evidence is available that unions do not appear to have
played a very significant role in the development oi the welfare
service in BT. Though they vere involved in negotiations during
the carly years [ié] to determine what the major cmphasis of the
service would be in later years, they scem to have generzlly been
ncre concerned with negotiating for basic pay increases and the
imprevenennt of wvorking corditinns for staff generally. “oni of
the uniens work has been concerned with dealing vith various
merbers’ problems which cover aspecis of work, home liie,
personal problems and money mattexﬁsEfJ. But as a general rule,
problens relating to work, are regarded to be vithin the sphere

of the first line manager or supervisor.
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Domestic problems, money matters and housing are seen also to
falllwithin the province of the welfarc officer.

The major activities of the union are ceniered around the
provision of what it calls the 'Union'z Personal Services',
these are; free legal aid to all its nembers, assistance with
the processing of claims for accidents on or off duty which may

result in death or permanent total disablement, providing a deatih

“benefit to next-of-kin and a comprehensive education scheme which

covers general social education and specific training for Trade
Union work Efﬂ. Clearly there is need for z day to day liaison

between Union and Welfare Officers to avold unnecessary overlanpp.

During our discussion, the NCU officials argued that in gencra’
they have always supporied managemeni in orcmoting a healthy
organisation particularly when the well—beiué ol their members

are involved. They blame political appoiniments to top manage%rial
positions in BT by the government as the cause for the confronia-
tional attitudes now adopted by the unions :zovards almost every

management intention.

As iar as physical velfare facilities are concarned, the union
role has always been {u bring management o reaiity vhenover
there are diviations irom statutory requircmenis. The unions ara
satisfied with existing provisions ané arrangznents for group
rwelfare services. Their members organise ant participate fully
in sports and social clubs, and feel a lot could be done to
improve them. Through their membership of the BT Sports Council,
and the BT Union Council, commitiees are elected which deal with

sports facilities and
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through tbese,they hope tu make gradual but effective changes.
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Ta spite of their early support and interest from the 'Vbitley

Committee' origins,the unfons have very little confidence in the
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current development of the personal welfare service system. Firsi
and foremost,ihey see the existing arrangements to decentralize
the welfare service as a further opportunity by management to
fucrease its influence fn dictating the responsibilities df the
welfare officer. They feel Strongly about the incompatibility of
personnel and welfare activities; that attempts being made in the
decentralisation effort to make welfarc managers combipe welfare
duties with personnel and safety responsibilitfes will not work

well and will only make the service inefflcient.

Secondly,since the welfare service has been in existence,there has

-been a very good relatfonship between unions and the welfare depart-
ment. This has been butlt mostly on the good work done on Lhe numerous
cases of staff referred to the welfare officer by the union officials.
Velfare officers and union officials vwsed to meel frequently to discuss,
exchange vlews and experiences and agree on a common strategy to adopt
on various staff issues. But since the creation of BT,thasie meotings
have boen stopped. As a resultunion services and welfare services are
no longer as iotegrated as previously. Although no direct evidence

was offéred. There were rumours of reparled cases wherc woelfare
officers have been alleged to have loaked confidential information
about staff to management. Such cases bave had the effect of dis-

couraging staff from takiog the personal welfare service seriously.
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According to them, the personel welfare service will have no

more future in BT if the following problems are not solved:

1. Tke existing lack of trust between union members and the welfare
ufficérs.

2. Management over—involvement in the affairs of the welfare department

3. The involvement of non-specifist welfare managers in the welfare
service. Evidence from the union officials interviewed is that of a
deteriarating welfarc officer service, however, it was not possible
to judge the extent to which these views were widespread amongst
union officials, because no thorough sampling of officlals was

attempted.

SLH! f Eﬂ: ﬁxﬂt!VQﬁ;

Most of the staff 1 talked Lo seemed quite satisfied with the work
welfare officers are dolng in general. Further probes revealed that
staff were gencrally ignorant of the kinds of services on aoffer ia
thke weliare department. On first thought, it was the union officials
only, they thought they could go to with problems concerned with their
work. Noslt of them see the welfare officer as a kind of intermediary
betwecn them and management over problems of employment. There was no
awareness by many that the welfare afficer dealt with domestic and
financial difficulties. Such issues they would refer to supervisors
and line managers for advice only if they were on good terms at the

time. Otberwise it would be left to them to deal with in their own way.

They all agreed that there is a serjaus case for publicising the
welfare service and its activities more effectively within the

organisation
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Management Perspectives:

The line managers | dise;ssed with were drawn from the five divisions
of the business. Among them were a Resourcing and Training Manager,
Commercial Officer, Fipnancial Accoﬁntant, Protocol Support Engianeecr,

a Caterlng Execcutive, a Computer Hardware Kamager, a Research and

Development Mapager and a Chief Nursing Officer.

Nost of these people actept the view that the prime respopsibility
for the welfarc of employees remains with managers and supervisors,
that welfare staff are available to assist them with expert knowledge
and a wide range of contacts. Op the basis of this premise,they claim
that they bhave always advocated and supported the establishment of a
personal welfare service,being well aware of the bepefits they would
derive from being able to refer their staff to the services of expert
and 1mpartial welfare officers. In spite of the costs involved,

line managers claim that they have always provided support for the
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development of ihc service in two main ways:

1. They frequently advised staff vnder Lheir supervision to use the

welfare officers’ services and allowed time off work to cansult
welfare officers.

2. By putting pressure on top management to oxpand the service aund the

A ST S S WL

provision of service in general. (There are of course some
exceptions in terms of location of staff, e.g. employees who work
but do not stay in London, cannot make effective use of sporting

and social club facilities.
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gn the issue of the relationship between welfare staff and management,
most managers agreed this bhas been good even though there has been the
add occasions of welfare officers téking a hit too much on themselwves
and ovér—stepping their mark. They all see ‘employee couﬁselling' as the
scornerstone’ of an efficient pe}SDﬁa] welfare service and thipk that BT
welfare officers are doing a good job. However some managers‘argued
because female employees enjoy Or benefil more hy talking about their
personal problems more than men, most of the clients of welfaré
officers in respect of domestiic praohblems are female. This fact was
suhstantiated by one-third off tpé managers 1 talked to. ¥elfare
pfficers* evidence do not necessarily support this. This fact does

poinit out that men wmight be ver§ sensitive in discussing their domestic
prablems with welfare officers.

¥ith ﬁhe increased deéentra]iééfion of the welfare service and the
alleged gradval erosion of confidence in welfare fojcers,most managers
do not see a happy future for the welfare service in BT. They point

out that already.decentralisation has led to the phasing out of cadres
in the welfare service - (the cﬁief welfare officer and senior weliare
officer positions) whichk have been accepted and recognised levels

nf experienced and well-trained officer positions. Some managers
consider the rea) danger to the service to be the unions. They

arguc that due to the gradual loss of éanfidence between employees and
welfare gfficers because of breaches in confidentiality, the unions

now counsel emplayees on personal prablems.

80



The welfare department has encouraged this state of affairs by its
continyed inadequate publicity of its services. As é result emplayees
are pot totaily aware of the kird of services available, Managers
predict that if this is allowed ta continve,in due course,fhe vnions
will naké it impogsiﬁle for employees to use the welfare service.
‘What is needed,they advise,is an integration of the relationship
between unicns and the welfare department sg as to be able to provide
complementary sorvices to each other for the benefit of all in the

arganisation.
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25 GUMKARY OF MAIF [SOUES

This part of the thesis has reviewed modern practice in occupational
welfare in British Telecom. The scope and significance of occupational
welfare in the managemeni of organisations continues to excite wide—
spread interest{17],corcerning as it does the well-heing of the
individual in the world of workqahd_the most appropriate method to
cater for the betterment so that he can give his best in promoting

company 0Ohjectives,

The contents of the various chapters have demonstrated the wide sweep
of occupational welfare,as well as its obvious practical relevance in
the human resource managemeni of a large modern technalogical

arganisation such as British Telecam.

The foregoing chapters provide_Scope for hlghlighting significant areas
areas which will be develaoped further in this study. These areas are

discussed below.

1 R TR AT

'A_Persopal Velfare Service'?

A remarkable feature af the development of the welfare functiion 1n
BT is the fact that [t cmphasises and focusses an the provision of a
personal welfare service. This idea was adopted at a time when
welfare provisions 1n contemporary arganisations were dominated by

the provision of physical and group welfare services. For example,
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concern for sanitation,canteens,hours of work,medical care,rest pauses,
sports faclilities and general education -and leisure pursuits(18].

The choice of a perscnal welfare service in BT as revealed from my
discussions was based not only on humanitarian consideratioms but aisc

on productivity considerations. This belief sees benefits of increased

. productivity and efficiency resulting from the provision of a personal

welfare service. This potion Seems to be based purely on instinct
because Do one has proved that the provision of a personal welfare

service makes employees more settled and so more productive.

4s reported abové apart from unlon officials, most employees
see the service as very useful, particularly the provision

of help and information on persoﬁal problems and difficulties.
Pérhaps this feeling may have contributed towards the continued
successes of BT (as stated by.its Chairman} in steadily
improving efficiency, quality and range of its products over the
years(19). This exirapolation of this kind is out of the scope

of this thesis.

However,this emphasis on the provision of & personal welfare service
is a tribute to the outstanding foresight of tbhe rarly mapagers of
BT's welfare service. It is perbaps a common fact that the provision

of physical and group welfare services in most organisations in the
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U.X. and other industrialised countries is oow taken for granted by
enployees. Quite rightly too the provision of these services are now
almost entirely covered by legislation{Z0}. Therefore in modern day
terms.,as far as welfarelservice provision is concerned, the hallmark
of a progressive organisation seems to depend op the willingness'and
ability to mave a step further from the provision of such facilities

to something more.
'The Yhole Person Concept’

The philisaphy of BT's personal welfare service as has been é.xplainecl
in chapter 2.1,is based on the concept of the whole person. Thé concept
is similar to the ‘holistic' concept ch which the 'Systems. Approach’
is based{21). It involved locking ai a problem from a broadé-r view-
point - as a whole. One of its rﬁain characteristics is that when one
part is altered,the whole is altered in a greater or lesser degree
through re-arrangement of the parts. A systems approach to the study
of emplayees persanal problems would involve trying ta l;nderstand
the employee as a whole {l.c. in all his roles - as a worker,father,
mother,ctc.), It also means look'ing-at the areas of interactions or
activities in everyday life in order to nnderstand why he is behaving
the way be -does. The systems approach concentrates on all these

relationships and parts rather than parts alane.

There is na doubt that this concept
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is a useful way of lacking at the problem of dealing with the persomnal
welfare of employees and a further development of 1t will be undertaken

in a later part of the thesis.

Sharing Responsibility for Personal Yelfare

Under the British Telecom welfare organisation,there is a tripartite
responsibility for tbe welfare of employees. This includes the
employee who owns the problem and wants to do something about 1it,
the manager or supervisor who is in charge .of the employee and is

primarily responsible for his welfare,and the welfare officer who is

available when needed and possesses. the expertisc and skills in

order to help solve the problem.

This division of responsibility seemé to bave worked well with each
person playing his part in the arrangément with respect and regard
for the status,knowledge and experieﬁce of the other. But due to
existing decentralisation of the welfare services,this relatioﬁship

seens to be 1n danger of collapsing. The danger due to decentralisation

bas arlsen because of the proposed introduction of welfare Managers who
are non-experts in welfare in the organisation to share the responsibiliz
for helping welfare problem solving. Such an arrangement now raises issu.
which will affect the efficiency and contidentialily of the welfare
service,because it is argued that non-experts in welfare may not be

able to completely handie the types of cases which are dealt Qith by

expert welfare officersiZ2]. This is one of the many predicaments
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facing the welfare service in BT ati the moment. So far there
has not been a shift of emphasis from BT's management on this
issue. Even if a change in policy 1is to come, the new managers
would have to be given some time before they are proved wrong.
At the time data were belng collected, the concept of welfare
manzgers carrying additional responsibility for other aspects
of personnel work was a new one. No agreed job description of
%éLﬁaap of welfare managers was availlable. It was not known to

what extent they would be trained with other velfare Staff.‘

The Place of Wellare in BT.

The welfare department is part of the Personnel and Corporate
Services unit 6f BT. ¥With deceniralisation of the services
currently going on, it seems very likely that all the subsi-
diaries of the department in the variodus divisions, districts
and territories of BT wiil be put under the personnel depari-
ments in these areas. This makes the possibility of ever haviné
a welfare devartment independent of personnel remote. Welfare.
may never have a status of its own in 3T.

Welfare now seems to be living increasingly under the shadow of
more cost conscious personnel management department and this

means perhaps, a reversal of the ‘'soft imagec' accusation 23

Problem of Publicity.

The develooment o an effective weliare service depends on two
main factors:

(a) Management pclicy, and

(b) the enoperative response of the total labour force and

its union representatives.
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Management policy determines the welfare philosophy which
in order to be effective must be known to all management and
potential users of the service who are in essence the labour
ey A o
forece of the organisationjcannot cooperatively respond to the
velfare services provided 11 they do not knecw enough about them.
One way out of such a dilemnma could be to adeguately publicise
the welfare service in order to create amnd sustain a required
jabour force image iowirds it. Publicity in this sense would
involve all forms of advertising and activities which w11l
inform employees of ihe organisation about its welfare

provisions.,

At present the main medium for publicising the weifare service
is by means of a brochure[éj], which sets out briefly BT's

velfare policy, the selecilon and training o: welfare officers,
availability of welfare officers, the kinds of nroblems a welfare
officer can deal viih, a note on the degree of coniidentiality
surrounding all dealings with welfare officers and an open

recuest to contact & weilare officer.




Throughout my visits to BT,ihere was no department or noticeboard in
wiich 1 found this brochure displayéd. Even in the welfare departument
and at tﬁe Training Centre,these bfuchures could not be easily found.
tnother means of publicising the service as 1 was told was through the
occasiopal talks given to staff by we]fare officers. There was no proof
that a talk has been given as recently as twe years ago. I could not
apply this situation te justify figures of welfare service users provided
by the department which were that 50 percent of managers,AS percent of
enployees, 3 percent of union members.and 2 percent of others used ihe
welfare service.

However this state of affairs is blamed largely on the reorganisation
of BT due to its privatisation by the govermment, and attempts by BT

panagement to limit the independénce of the service.

Summary of evidence concerning null hypathesis in BT

The foregning chapters provide the following e&idence to disprove

the hypothesis stated in page 2.

1. Growth: There bas been an expansion of the number of welfare
staff in BT. This figure has increased from 75 during the Post Office
era to 135 in the BT era. Also new positions of welfare Managers
incarporating perscpnel and welfare functions have been created.

2. Continuatigp of Training Courses for gther Organpisation:
%ot orly doeswelfarepersist in BT, but BT is still in the lead;
it runs training courses other organsations attend. It sets examples
in other areas such as providing 'Travelling Scholarships and

grganising charities aimed at promising its image as reporied in’
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the March 1988 issue of 'Telecom Today', the British Telecom's staiff
newspaper.
3. BT spends on average about &£2m yearly on the welfare service. This
is not the sum of money to be spent on a service which is not useful.
4. Evidence from discussions with employees a;lﬂ management shows that
as users and managers of the service, that they ére sétisf:led with the
service being provided though there is always room for improvement.
Only some union officials gave a picture of deteriorating welfare

officer service which canpot be substantiated.
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s IHE NATIONAL SCENE.

Intreduction

Th.:[s chapter discusses welfare services provided for workers and their
families in industrial organisations in Higeria. First.it reviews the
mcngf:uund to the present situation by describing how the concept of
cmployee ‘welfare evolved. Secondly,it examines legislation concerning
welfare services and analyses its influence on the provision of services.
Thirdlyand finally,it outlines the major types of services commonly

provided within industrial organisations in the country.

Background

Duc to the absence of records,concern for the welfare of employees can
only be assumed to have evolved when the first employees' assoclation
- the 'Civil Service Union' was formed in 1912. its remit included the
pramotion of the welfare and interests of native members of the Civil
Servicelll. Between 1912 and 1945 this union remained the only
organisation in the country witb an expressed concern for the welfare
of emplgyees. Its members,apart from enjoying the right {o monthyly

m]aries.]eave,sickness,absence.means of transport,etc. (today's

conditfons of employment),were in addition also entilled to certain
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velfare benefits such as housing,sports and recreational facllities

8nd canteen services.
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The civil service conditions of employment and welfare benefits became
a model and envy of the privatle sector workers who at this time were
peither entitled to conditions of service nor welfare services., What
must be understood is that the majority of private sector employers
at tﬁe time were rural farmers who knew nothing and cared very little
about wage ecmployment and its implications. But the situation changed
whén commercial organisations écncerned mainly with broduce buying
were introduced and people became paid for work done. Then the civil
service influcnce took over‘thé scene. The union sa influenced the
tﬁinking nf workers In the private sector that subsequently organised
empioyees‘ resistance units in terms of unions sprang up in the major
commercial organisatians in the country. The resistance was about a
perceived exploitation of the Figerian worker hy the then Colonial
owners of industry; and the aim was to pressurise them to introduce

clvil service type conditions into employment.

This arganised resistance led to the ‘'General Strike® of 1945 which

was concerned with a demand for conditions of employment and wclfare
services. It was during the strike that it became apparent to employers
that full-time specialists were nceded to handle union grievances which
héd hitherto been handled by General Managers and their Assistants in
the produce bhuying commercial arganisations in existence at the time.
This neced paved the way for the employment of Nigerians to take charge

of the Personnel Function in most of these organisations. These Nigerians

92.



were first designated Labour and Staff Managers,tben Personnel Assistants
and finally Persamnel Officers and Kanagers. Their main responsibility
was to pegotiate with the unions. Indeed most al tbe first Figerian
personnel managers were former Trade Union Leaders. ln this context,

the persoonel function became a machinery far pacifying tbe union. This
fact perbaps accounts for the lack of status of personnel managers in
thc early years in the Migerian industrial sceme. Anyone,trade unionists,
typists.clerks etc.,who was popular with workers could be recruited ar
pramoted as personnel manager rather iban get trained and well-educated

people to do the job.

The arrival on the scene of the Nigerian personnel manager as a result
ol the general strike gave rise to further developments. First,it opened
a channel aof communicatinn between the employers and the unions which
constantly led to an awareness (by the employers) of unlan vicws and
demands aboul anytbhing (and at tbat time weliare featured prominently
in these demands). Secondly,this awareness almost always produced
positive results (1.e.conceding to most demands) aimed at preventing
further strike action. As o result,between 1950 and 1957,many private
soctm; e-mplnyers started introducing conditions of employment and
weliare services. Following these developments,tbe Government stepped
1o 1958 to introduce the Nigerian Factories Act which specified statutary

minimum requirements for industry in Healtbh,Safety and Yelfare matters.
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After independence in 1960,when industrial activity increased,much more
modern practices in conditions of emplaoyment and welfare services evolved.
These practices have seen ithe delegation of welfare responsibility to
subordinates within personnel departments io large organisations. This
notkilhstan&ing,we]fare still remains largely withio the province of the
present 'da_y personnel manager, What bas happened is that welfare no langer
forms theAc-ore of the activities of tt;e personnel n-lanager as it did during

the early years of the development of the personnel function.

Yelfare legislation_ip Nigeria.

As far as occupational welfare provisions are concerned,tbe law is
governed by the Factories Act of 1958 which alsao deals with Health and
Safety. It provides for certain mialmum standards which bave to be met

by industry amnng which are the following:

1. 'The provision of adequate supply of drinking water positioned and
maintained at suitable points conveniently accessible to all cmployees,
2. the provision of adequate washing facilitics and toilets,
3..whe're there is nn c¢linic aitached to the factory where sick cmployees
can be treated or given first ald.a first a2id box or cupboard must be
provided. Small companies which cannot afford to maintain a clinic can
keep a first aid box and train a oumber of employees in first atd so that
ihey can belp fellow injured employees before they are taken to hospital,
4. the provision of adequate cloakrooms where workers can change their

clothing.
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Quite surprisingly,the Figerian Factories Act only deals with rudimentary
welfare provisions that fall within the physical ‘welfare group. Sanitation
and lighting services are contained in the section oo health and safety. NHo
mention is made in the Act about the provision ol canteens,sports and social
clubs ar any other welfare services. Because the Factories Act specifies that
employers vwho fail to provide Statutory minima will be penalised by law, the
re_sponsihil‘ity af ensurlng that both statutory welfare services and those
provided by Companles voluntarily is generally entrusted to persoopnel

departments in most organisations.
Types of Vellare Services.

¥elfare services provided by organisations in Rigeria can be classified
into two main categories - Physical and Groi.lp we]fére services. The
provision of physical wellare services such as adequate standards of
drinking water,washing and cloakroam facilitié‘s.First Aid Health apnd
Safety services etc., 1s covered by legislation.and mosl orgamistions
meet the standards required. Group welfare services are either provided
for all or. for a group of employees {(such as senior management)

voluntarily by organisations. Into this category fall:

1. Canteen Services;
2. Sports and recreational services, and.

3. Medical services.
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The point bas already been made in part one,chapter 1.1,that personal
welfare services are not provided. This does nol mean that employers
are not sympathetic towards the personal problems and difficulties
encountered by their employees. Such matters are dealt with informally
by individual departmental managers. Vhat it means is that no welfare
officers or other specifically concerned with helping to solve the
personal prdblems of employees are employed,and the little counselling
that is dooe is carried out on an informal basis. One of the main
reasons for this is Lhat much of the development in employee welfare
has been focussed on the provision of employee berefits or incentives
and rewards rather than on the voluntary provisian of welfare services.
Such incentives and rewards involve several forms of cash paymentsﬂ
ranging from various allowances to bonuses. Some examples are:-
no~accident bonus,Christmas bonus,shift allowance,out-of-station
allowancesentertainmenrt allowance,bousing aliowance,transportation

allowance,leave allowance, etc..

Such provisions might have been designed to please Nigerian workers
whao see money as the only major cause of inequality between the rich
and poor and thercfore the mosmt effective way to imrove the well-being

of the employee.

Canteen_Services: A great many of the companies operating in Nigeria
have canteens attached to either their factories or offices and the fond

provided is heavily subsidised. The existence of scparate dining rooms for
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directors,middle management and junior management,and of a siaff restaurant
and warks canteen,all in the same building is common. 1t may be justified
to a limited extent where confidential information is likely to be discussed
at mealtimes. But it is a clear indication of the existence of social

stratification in industry in Kigeria.

Only small organisations employing less than fifty people tend net to
provide any cate-ring facllities for employees. However,canteen facilities
can be the most controversial aspect of emnployee services in Nigerian
organisations,and'as a result many organisations have canteen committees

- a specialist form of joint consultation.

Spq;j&_@_n_d__ng[aaiigngl,Servic&e: These are very common today especially
with big organlsations employing over 1000 emplayees. They vary from play-
grounds for footbali and tennis to club bhouses where employees can meet
for drinks and indoor games. The most successful sports and social clubs
in existence today in organisations in Nigeria are those which are largely
run by the employees themselves with perbaps a Iull-time paid secretary
iIn the larger arganisatiops. Frequently the personnel department has
overall responsibiiity for the maintenance of facilities and for genecral
administration,while a committee of employees decides on policies and
programmes. The question of the degree of finapcial responsibility for
these facilities and programmes must be determined by an organisation.

Same organisations provide club premises,sports ground and maintenance

only,and expect employees to meet the expenses of cquipment apd activities
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through club subscriptions,dances and sale of refreshments. Others
providc an apnual subsidy towards ruopning costs; few take all financial
responsibility as 1t is agreed generally that the most flourishing clubs
are thoSe where the members themselves contribute a certain amount of

time,of fort and money.

¥edical Serviceg:-Most small, medium and large organisationg employing

not less than fifty peoplc provide free medical services for their employees.
These include payment of doctor’s fees as well as costs for medicines and
hospitalisation for employees. The more generous organisations extend this
hapefit to the employee's wife and up to four children. Some very large
organisations have their own clinics and a-team of doctors and nurses.
There is no legal requirement for Nigerlan employers Lo engage the services
of professional medical staff. There is under the Factorles Act of 1958 -
Health and Safety section,an obligation on every cmplayer to make adequate
first ald provision for employecs. This means providing properly equipped
first-ald boxes and travelling kits,and appointing at least one trained
first-alder for every 150 cmployees in offices,and for every 50-1950
factories and other areas which are thought to be more bhazardous. Employees
are to be kept informed aof the firt aid arrangements which affect them,

and records are to be kept of all first aid cases treated.
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3.2  THE INFLUERCE OF CULTURE ARD THE EXPECTATIONS
OF HIGERIAF EMPLOYEES.

Introduction

In its gener@l usage, ‘culture’ is an elusive and emotive word. But

in the context of this thesis,it is defined as ‘custom’ which manifests
itself in the Nigerian society im the form of long established habits
or tradition. ln considering -its influvence on welfare service provision,
we have to exémine critically, aspects such as, the extended family
family system, polygamous family structures, religiovs practices and

the palronage of traditional medical and catering facillities.

The average Nigerian employee cxpecis employment to bring prosperity
aﬁd benefits to the worker and his extended famlly system. However,
ever since modern industriallsation began in the early 1960's, this
expectation has depended to a great extent on a number of factors
which bave in addition prevented the Bigerlan employee from showing
the same degree of layalty apd commitment to his organisation as
that which is sald to typify the cmployer-employee relationship 1n the
developed countries. Such factors include among others the prevailing
econamic situation in the country, the extent of inequalities in
existence between managers and employees in the sharing of bencfits
provided by their organisations, and the bad management af services

and benefits in organisations in the country.
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The Extended Family System.

The extended family system is still a 'very common aspect of the

Nigerian way of life. it is opposed to the nuclear family system

which consists solely of husband, wife and children and spans oaly two
_lgenerationé;it is a numerically larger unit including three or more

generatiuﬁs of kin. It usually involves an emplayec in all sorts of

responsibilities for his relatives. For example, in Figerian societies

it is normal for an employee to look- after his mother or father in law,

brothers, and sisters (in addition to his wife and children, etc.),
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support them materially and financially, and also house and feed them.

In this context, the extended family can be a majur source of stress
“on tﬁe Nigerian employee which can result in 2 variety of domestic
problems which can greatly inhibit bis productive efficiency and
effectiveness. 1t will most certainly result in extraordinary loads
of work for welfare officers attempting to cope with employee personal
welfare problems. There are no records of aany organisations that have
either extended their wclfare services to inclede the extended families-
éf-their employees or atlempting to deal with the problem In any other
way. But the extended family system remains a reality of the Nigerian
way of life and a problem to confront future accupational welfare

officers.

Polygamous family structures.
The domestic welfare problems caused by the extended family system

can be further compounded by polygamous practices whereby an
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employee can be marrled to up Lo four wives. Partly as a way of
discouraging polygamy, some organisaéions In Nigeria including

NET have introduced restrictions on the number of dependants in an
enployee's family who can qualify or use certain services. For example,
free medical treatment and even free transpuft which used to be |
"provided for all the depéndants of employees is now provided for an
employee and his yife and é maximum of fqur children. In the Air
Transport industry, free medical services are-provided to emplayees
only. This is at a time when most Kigerians siill aspire tu have

four wives and at least twelve children{20].

There is no doubt'ihat polygamus managers and employees in Rigerian
6rgan15ations face.hard times ahead both in terms of the non-
availability of weifare services to their dependanis and the
probability that fhey may never be able tb acquire the most
satisfactory state of mind necessary to enaBle them to give their

best to their corganisations.

RBeligious Practices

In a sense, religlous loyalties in Rigeria are closely allied to
extcnded and polygamous family structures. Moslems tend ta indulge
more in polygamous practices than Christians. Moslems also feel very
strongly about traditionmal attire being worn at work (even when Lhey

are unsuitable becéuse-of the kind nf machines being used) and abaut
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the prescriptions of their religion not to eat certain foods. In
addition they fast ane month every year during which work and social

activities are strictly restricted.

:These modes of eating and clothing, brought about by adherence to
religious practices can affect greatly the catering and protective
clothing provisions in orgarnisations in the country. For example,
different menus have to be provided for Moslems and Christians and
special arrangements have to be made to accommndate the Moslem fasting
month af the year. Alsg bicause of the nature nof traditional attire,
special pratective wear have to be designed for Koslems who work in

factories.
Traditional Medical and Catering Facilities,

In an age aof civilization when most third \;orld countries including
¥igeria still look to the developed countries to provide them with
averything, 1t is nat surprising that modern methods of treatment
Cimproved grpatly by technalungical developments) take precedence aver
what has been designated crude traditional medical treatments. For
exanmple, evidence of sickneuss in every Figerian organisation must come
from a qualified modern modical doctor. Such demands fail to live up to
the reality, that many Rigerians because of layalty to customs still
and will contibue to patronise native doctors or traditional medicines.

Mo arganisation that 1 know of gives any significance to Lhis fact
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which can greatly influence the costs and provisions of medical
provisions of medical services in organisatiocas in the country.
Simiiarly, cateriog services and arrasgements bave to take into
copsideration what the ordipary Nigerian employee is accustomed to.
He regards food as something which grows, not as something for which
money should be paid. Morey 1s seen by bim as a commodity to be used
for the luxuries of life, the pew prestige symbols suc-h as cars, motor
cycles, televlsions, and videos, etc. Accordimgly, bhe will grudge more

than a2 bare minimum of his wage as a regular payment for food.

The employec is probably accusiomed to famiiy cooking and may have a
"form of diet peculiar to his tribe. The idea of food cooked in the

mass or of a stapdard 'neutral’ type likely to appeal to all may revolt

him. In addition what he likes to ecat may sot be autritious; he may not
get it in the canteen but at the samc time be bas not been educated to
see the advantages af his bealtb in what is provided. Koreover the cook
will not be able to specialise in all the lypes of food asked for by

H different tribes in the country and too little thought s given ta the

selectian of canteen cooks. They may gain their posts through relation-

ship with the staff rather than cooking ability.

The worker may already bave his own arrangements with a local woman
or other person to provide bim with food. She has many advantages; she

wlll providc credit and take a weckly ar monthly payment 1o arrears.
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Indeed in Nigeria, she may well take nearly all the worker's wages and
act as his banker - a service which a canteen, usually dealing in cash
purchases, willl not pravide. She cooks for a small clientele and is a
specialist 1n her particular style of cecking. In short she provides
L.he human touch which a canteen cannot. Where she exists, she is the

canteen's mast powerful encmy.
Lxpectations,

The paternalistic origins of welfare{discussed in chapter 1.1) show

that workers are expected to see welfare service provision as kind
gestures which should be'reciprocated. But in culturally conscilaous
societies such as we have in ¥igeria, this can hardly be seen ta be
true. Yarkers expect incentives, rewards and welfare services as of
right. The origin of ihis expeciation can be found in oid traditlomns of
cmployment in w.hich ‘labourers were givem food and drink in addition to
the agreed day's wage’. This view has hle]ped to colour the attitudes and
expectations of Nigerian employees and managers as far as pravision of

welfare services, 1ncentives and rewards are concerned.

A5 a result of this background, organisations tend (o b viewed by
snciety as a whole as having a wider missian than is generally
understond in the developed countrices, being cxpected to pravide
socially dersirabie benefits such as employment, hausing, transpaort

and assistance with importaat social rituals and cercmonies, etc.;
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caonsiderations of profit maximlsation and efficiency may be viewed

as secondary or incidental.
Econopic Conditions.

During KNigeria's oil boom years 1970 to 1980, workers were expecting
and indeed recelved high increases in re\-aards and incentives and
welfare services. provided by organisations. As Ejiofar (]9‘84). put it
'with so much Uquid resources, many nrgz‘:.nisations started personnel
pay policies unrelated to personnel work practices. The Federal
Government conspicunusiy led the way when it paid the Udoji Salarles
and Arrears of 1975(3). The salaries of some workers doubled avernight,
Private organisations followed suit. Some of the best fringe benefits
in Africa got into contracis of employment. The dominant Concern of
most salaried workers in Nigeria was less work, longer breaks, excuse
duty certificates, approved casuval lo,z;ves. the next annual leave, the
on-caming public ho.],iday and the loaming industrial action, all thesc
to be enjaoyed side-by-side with frequent salary increases, attractive
allowances, accelerated promotions, fictitio-us?. ciales, benefits and
bonuses. Mare and more peaple became allergic to work while they
claimed fantastic better conditions uf service, often with emphasis on
conditions rather than on servicelll). During the oii boom, the attitudes
of Bigerian workers became so bad that the then. President in 1982(4),
described it as the warst in the world. Given the prosperous econamic

sitvation, poor management, obsession with wealth, general indiscipline
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in society and low level of patrioitism, tbe bad attitude simply became

entrenched.

Arrogance. autboritative management styles, and inegualities.

There is in Higefian societies an emphasis on prestige and status
differences, creating relationships of dependency which in organi-
sations finds eipr%sjun in wide differentials between r}!'génisational
levels, particularly beiween managers an;:l warkers. As Ejiofor<i984)
noted, ‘many welfare programmes are so lnequitably dispersed between
managers and employees that they encourage a dysfuncitonal work
attitede. He continues by pointing out that what frustrates the tow
paid workers most is the 'boss-take-all' attitude prevalent in
Rigerian Drganiséfi_ans. One example is the case where a manager on
taur is provided.-with a luxury hotel suite whkile the driver has na
place ta sleep.. Anﬁther case was Dbservred in a drinks faclory where
vorkers complained that whereas managers could take home cartons of
drinks free, a worker was sacked if he tried to take away cven a
bottle of drink. Also in its write-up on conditions of service, the
Udoii Commission i)ointed aut that ‘fringe benefits tend to be heavier
at the top thapn at the botltom, and thus favour the better off as
against the worse off®. In addition, a survey of some Kigerian
companies carried out by the Gencral Manager of the Lagos based
freeman’s Engineering Company (19753151, Iound that over 70 percent of

workers made reference to several agpects of the conditions in their
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estabiishmént to show that managemenf was gaining at the expense
of the workers. The complaint whichdominated this survey was that
managemeni enjoyed fantastic salaries and ather fringe benefits as
opposed to Qorkers who had too little of both. One respondent
pointed out that, while the managing director of the firm had two

cars, he was not even given an advance to buy a bicycle.

The arrogaﬁcé and authoritative manageﬁent styles of Wigerian

managers are shown in organisations in the law regard they have for
their subordinates, in a3 view of workers as heman resources who are
materially'éﬁd financially lower in status; in not maintaining
informal.relationships and keeping éloof;in an emphasis on the:
observance.of protocol rather than the accomplishment of worker-—
related tasks. Figerian managers tend to view their authority,
professional competence and information as personal possessions ratlber
than 1mper56nal concomitants of their organisational rale. This coupled
with the emphasis on the wide differentials in status,power,education,
experience and perceived ability beiween managars and workers,makes
Nigerian managers very reluctant to delegate suthority, to share
infnrﬁatiqn and to involve subordinates {(who may be perceived as a

potential threat) in decision maklng processes.

Kany desirable employce services apnd benefits arce badly managed in

Nigerian organisations. For example 1t 1s pot unusual to see people
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who are not in employment being given treaiment and drugs in company
clinics, so also staff guarters are allocated to nepotically selected
employees, and sporis and recreational clubs and facilities used by

non-emplayees with the support and cooperation of seniar managers.

A check on these excesses and attributes is crucial to the effective
management of welfare services in organisa£10n5 in Kigeria. The
Figerian emplhy?e expectations and the cultural influences will
caontinue to be pawerful influences and determinanis of the kinds of‘
services and benefits to be enjoyed by Nigerian workers. As such they

need ta be taken more seriously and researched upon in order to

advantageogusly-rely on them.
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3.3  THE FIGERIAN EXTERNAL TELECOMMUNICATIONS LID.

Compapy Background Information

Vien Kigeria became independent in 1960, thi_e Federal Government decided
to go into partnership with Messrs. Cable and ¥Wireless of Londan to form
the Nigerian Externa;l Telecommunications Ltd.{H.E.T.). The company was
incorporated in Df:cember 1962 with 51 percent shares owned by the _
Federal Government énd 49 pe:."cent by Cable and Vireless. In 1972, the
Federal Government took over complete control of the company and acquired

100 percent share holding.

Its main products ﬁ;e national and icternational telecommunication
services. Specificaily, the services offered by the company include
the follawing:

1. International Telephone

2. International Telegraph

3. Telex and Telex Delivery

4. leased Circult Telegraph

5. Public Telegraphy Facsimile

6. Transmission and reception of
real time television

7. High speed data transmission.

All these services are avallable twenty four hours a day and can be
transacted at customer’s premises and at the BET local offices (n

Lagos as well as State capital branch offices all over Lhe country.
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(rganisation

Headgquarters: The Nigerian External Telecom Litd., beadquarters,

cansists af a number of offices in the centre of Lagos.

Divisions: FNET bas eight divisions - Managing Director's office,
tdminisirative Division, Finance Division, Corporate Affalrs Division,
Commerclal Services Division, Engineering and Technical Operations,
Pivision, Warks and Property Division and Management Information
Services Division. These divisions are located in the lLagos headqua}ters.
Staff: The total number of staff emplayed by ¥ET at January 31st 1985

was 4,737. They are distributed among the divisions as follows:

1. Managing Director's Office 610

2. Administrative Division _ 640

3. Finance Divisian 295

4. Corporate Affairs Division u7

5. Commercial Services Division 1,190

6. Englneering/Technical Operations o 885
Divisions

7. VYorks and Property Divisian 411

8. Management Information Services 1ue
Division -
Total N.737

Unions

Employecs af the company are by law prohihited from forming trade

unions.
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However, a Jolnt Consultative Committee{JCC) comprising of staif and
management representatives has been established. Keelings of the JCC
are held ance a month to discuss matters relating to conditions of

service affecting staff, staff welfare and other malters as contalned

in the constitution of the committee.

Velfore Servige.

Rcither the staff bandbook nor any issues of the NECOK Journal - °
(7 howse magazine of BET) makes any references to HET's welfare
philosaphy. The closest | could get to obtaining an ofticial statement
onr what the aims and objectives of NET's welfare service are, can be
found in an article entitled 'Fourth Development Plan Projects® in
Yolume é, No.2, Fovember/December 1982 of the Magazine called ‘The
President{6]. In this article NET's aim of praviding welfare services
are described by the editor as being *to attract and retain staff’.
This view, according to the article was conceived ocut of the perceived
need o employ highly qualifisd people to man the sophisticated and
highly complex equipments vsed Ly the company. Once recruited and trained,

KET cannot afford to lose thase highly skilled employees. Therefore it

vignronsly pursves policies aimed at improving the welfare of its staff.

Responsibility for welfarc.

A chief Personnel Officer in Lhe Personne!l Departpent is responsible
for both Industrial Relations and Staff Velfare in HET. He reparts
to the Assistant Director of Parsonnel wbo is in turn answerahle to

Nirector af Administration..

111.



The Staif VWelfare Committee 1s mandated by NET mapagement to take charge

of the responsibility of not only emsuring the retention and improvemeut

of welfare services provided, but alsa to make suggestions and recommen-
dations to management for the provision of additional facilities or

services which mighl boost staff morale and encourage bhigher productivily.

This committee consists of two represenlatives from each of the
divisions of the company. 11 1s also supposed to have a representative
from the Joint Corsultative Commlttee (JCC). The Chairperson is the

head of Administiration Division, while tbe vice-chairperson and the

secretary are elected from among the staff representatives. The

responsibilities of tpe committee as set oul in its terms of refercoce

are as follows:

1. 'Generally to atiend to all matters touching on staff welfare,
¢.g. promotion of physical welfare and improvement of workiog
conditions; creation of healthy interpersonal relationshlps among
staff, accident prevention and suggestions for improvement of

general amenities'.

2. 'Ta specifically address itself to services directly affecting
staff welfare, e.g.canteen services, health, transport, recreation
and secials®. SGcheduled meclings come pp once a month bul emergency
meetings can be called at short notice.

Iypes_of Yelfare Services

The point has already been made in Chapter 3.2 that the development ot

‘employee welfare services in organlsation: in Higeria bas beep




dominated by increased provision of a wide range of imcentives and
rewards rather than increased provision of welfare services. This is
because the majority of Higerian workers See casbhb payments in terms of
various allovances and bonuses as the maln contributors to their weli-
beingl(3]. As a result, the various inmitiatives which can be grouped
und:3r welfare services are neglected and bave hardly developed beyond

the provisian of group welfare services.

The welfare services provided by RET for its employees arc a good
example of the kinds of group welfare services which still remain the
focus of mnst employers in the country. These comsist of four main

types af services:

1. Subsidised Canteen Services: These are pravided for botb junior
and senior staff at reasonable cost. Keals are served in the morning,
afternoon and evening. Canteen services are avajlable at Karina, lkorodu

and lanlate Satellite Communications Earth stations.

2. Medical Services: A fully operated clinmic 1s provided at Karina,
staffed with doctars and qualified nurses. The company ialso engages
the services of two registered clisics within Lagos to take care of
the dependants of employees. Thore are also medical facilities at

lkorada and lanlate stations. -

3. Company_Farms: Cnltivated farm lands at lkorodu and Lanlate
produce yams, malze, cassava and poultry whlch are sold ta staff at

reasanable prices.
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4. Sporting and Club Activities: there 1s a NECOM Football Club.
There is alsp an annual football competition amongst employees
organised on divisional basis for the Managing Director's cup.
Table tennis tournaments are also arranged. Company aided clubs such

as photographlc, automobile and shepherds clubs also exist.

Velfare Cost

1984 estimates showed that NET spent about 6.1 percent of total labour
costs on the welfare of staff. Yhen expressed as a cost per employee,

14 means HET spent E165.3 aboul £81 per annum on cach employee's welfare.
Though only 1984 figures were available during my visit to the company,

! was assured by top mapagement that the picture has remained nearly

the same over the past five years. Medical expenses bad taken the

fion's share of total cxpenditure on welfare by KRET. This is evidence

. to support the inadequacy of medical services available in Lbe country;

the result of which bas lad most organisations to undertéke their
separate comprebensive arrangements. Respectively, canteen services,
aports facilities, social activities and general walface claim 9
percent, .9 percent, .7 percent and 72 percent of tntal expenditure.

A breakdown of actual salaries and wages earned in vach division and
total costs of providing variows welfare services in 1984 are showp
in Tables 1 and 2.

(Sec over)
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TABLE_ 1. ACTUAL_SALARIES AHD WAGED MARNED IN EACH DIVISIUN 13 1944,
Raira
:_ 1. Managing Director's Office 921,657
2. Adminintralive Division 1,855,480
3 3. Finance Nivision 849,830
"4, Corporate Affairs Division 189,206
5. Commarcial Jervices Nivisian 3,594,789
4. Englnearing/Tochnical Operatian: Pivision 3,3835.767
7. ¥orks asd Property Division 1.493.060
8. Kanagoment Information Services Division 523.125
TOTAL 12,837,789
TABLE 2. COSTS _0OF PROVIDIRG WELFLEE SERVICES IN NET 1N 1ud4
Haira
1. Canteon Sarvices 6.850
2. Kodiop! Hervices 761.281
3. Sports facilities 4,197
4. Socinl totivities 5,150
5. Velfare (eoneral) 5.644
WAL 783.122
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3.4 &4 STUDY OF EMPLOYEE ATTITUDES TO VWELFARE SERVICES.
Introductiaon

The general scarcity of information op the pravision and manage-
ment of welfare services in organisations in Kigeria is proof to
snﬁe degree that many employers do not bother to find out what
their employees' attitudes are towards the welfare services they
provide. In addition, most welfare servicés are now taken for
graniced by employers and ewmployees evep though the law does not
require them to be provided. The Kigerian External Teleconm Ltd.,is
an example of an organisation that spends large sume of money on
incentives and rewards and the welfare of its empléyees without
bothering to find out if the provision of same or all of these
benefits and services 1s really necessary. The reason for this
car be attributed to bad management resulting in the careless use
and allocation of resources'particularly as happened during the
ail boom decade of 1970 to 198007).

Employee atlitudes are significant for a number of reasons.
Firétly. they help to en%ure that the pecessary kinds of services
are provided and in dolng so create the basis for evolving a sound
management pollcy towards the welfare of employees. Secondly, they
praovide justifications for supplying welfare services in organi-
sations. By their voluntary nature, a lot of welfare service

provision is an act of fafth.
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The main justifications one reads about, for employers providing
welfare services are humanltarian and economicl8]. Yet no studies
have proved that employees now care zhbout the humanitarian and
economic reasons of their employers when making use of these
services. As such they are provided along with other statutory terms
af employment without anyone caring toc much about ithem. Accordiong
to Michael ¥ade! 9], we]faré services in organisations bave become

so competitive that they seem to have lost their buman touch.
Economically as well, they faii the test of significance because
1t-has certainly not been proved that the provision of welface

services makes emp]oyees'mnre settled and therefore more productive.
| T

i I o -
gl s )

The’te finding out about employees’ attitudes to welfare services is
™~

the example quoted by Reld and Rabertson! 101 in wbich an American

study showed that worker preferences for varicus types of welfare

services depended on a wide range of factars concerned with the

employee's stalus and personal circumstances.

1t is the paradoxical results of these rather rare studies that
is the real justification for the attempt in this study ta find
out about employee attitudes to welfare services provided by the

Nigerian External Telccom Ltd. (N.E.T.).

The aim of the study is to evaluate the perceptions, attitudes
and opinions of management and staff towards welfare services, aod
to use this to determine what influence welfare services have on

the management of the organisatian in general.
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The data for the survey was collected by the following methods:

1. Questionnaires distributed among the employses of the
organisation(appendix 2 enclosed).

2. In-depth interviews with selected groups and
individual employees of various levels from all the

divisions in the organisation.

3. Studying available literature and publicatlions on the
organisation’s welfare services.

Sample Frame

VThe sample was drawn from the total aumber of employees in the
Lagos Headquarters of the organisation. This 1s because most of

£he operations of the company are located ir ard around Lagos
State. ¥ith the ezceptlon of state transmitting stations and the
Satellite Communications Earth Statior in Kaduna which have just

a handful of staff, the Lagos headquarters workforce is highly
representative of the d%verse tribal groups and opinions in
Nigeria. The total number of people employed 1n the Lagos head-
guarters, Ikorodu and Lanlate is about 3,700. Sample size according

to Krejcie and Morganl11] adapted for the survey was 350.
Questionpaire Design.

The questionnaire was designed so that it was fairly short to
enable respondents to complete them in half an hour or less by
making it possible to answer the majority of questions by circling
"or ticking a number of hoxes. The questions were mainly designed to
qbtain the views of mpagement and employees on welfare services

¥ S=e appendix 3.
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provided by the Kigerian External Telecom Ltd. An iniroductory
note was included in the questionnaire to explain the reasons and
background of the research, and to sell the questionnaire to the

prospective respondent. Also it was necessary to explaln to

respondents what occupational welfare is in order to dispel the

nisunderstandings and misconceptions surraunding the yse of the

term.

The following explanation was given: That basically, occupational
welfare refers to & company's or firm's support fﬁr its staff and
particularly ta the frece or éubsidised provistion of Qertaln
facilities and services. Such facilities and services range from
the provision of physical amenities and group services to employec
counselling on a range nf‘personal praoblems and difficulties.
Physical amenities include the provislon of cloakrooms, lavatories,
washrooms etc., whkile grouf services are concerned with the provision
of facilities such as canteens, sports and social ¢lubs and medical
facilities for all cmployees. Employee counselling is aimed at
helping the employeoe to find solutions to domestic, financial,

sickness, bercavement, retirement and employment problems.

The questiannaire was Lested outl on several groups of people and
a pilot study was conducted before they were finally sent out.

Discussions were held (by the researcher) with senlor and middle
management, supervisors and faoremen, representatives of the Joint

Cansultative Commitlee and other key personnel. At these meetings,
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copsent was asked from all concernnd for the survey to lake place.
Publicity to all employees was ciraulated by those prescnt at the
meetings, additional publicity was provided by "moticebonrds' aund

letters in pzy packets.

At every stage, it was stressed Lhil questionnaire completion was
entlrely voluntary and no one necd zccept a form if he did not wish
to do so.  Anonymity would be respected and the forms would be seen

by no one except the researcher.

On the first day of the survey, the rosearcher and two membarn of
mnagement staff and their subordinates azllocated by WET to help
in the administration of the survey visited employees in different

divisions of NET,distributing questicnnaires and answering gquestions

. about the survey. Several such visils were made to distribute

further quesitionnalires and collect completed ones. Collections and
distributicns were made at suitable times for those on shifl aud
night dutlies. Arrangenénts were oade for those wha had not completed
thelr questionpalires on time to return them to thelr head:s of
departm:nts in sealed eovelopes who woueld then forward them to the

resecarcher in the Administration Office.

Respopse_Statistics

The responsie was as follows:

Questionnalres sent out 400
Returned undistributed 50
Therefore valld questionpalres scent 350
Returned questionnaires 250
Improperly and non—completed replics 51
. . Yalld respounses 199
Response rate (valid) 7%

See appendix 3 for a detailed brakdown of response Statistics.
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Discussions witbh_employees of F.E.T.

There were two main types of discussions - Group discussions, and
Divisional/individual discussions. Group discussions consisted of
open meetings with members of the Joint Consultative Committee and
the'Staff Velfare Committee whbich are the two most active and
powerful employees®' organisations {o HET. Divisional/individual
discussions involved interviews with either individual or group
members of staff drawn from each of the divisiuns which make up
the organisation. Discussions varied in iength and scope and were
mastly semi-structurcd. They-covered a time af between one to four
hours and involved discussing the questionnaire and other issuves
related to the provision of welfare services. A fuiler account of

these sources of information is as foliows:

Group discussions..

a. Joipt Consuitative Committee(JCC): consists of Lthe main staff
representatives and represents about 80 percent of staff and
are drawn from each division. 8 represepntatives were present.

b, Staff Velfare Committec (SVQ); regponsible for taking care of
all welfare services in NET. In contact wilh about D0 percent
of employees in the Lagos headquarlersi, 9 members were present

during the discussions,
Divigional/lndividua) discussions:
1. Xanagement Informatlion Services Division: Seven representatives

vwere present al the weeting. (ne Pripcipal Informalion Services

Officer, three junlor managers and three junior staff.
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2. Administretive Division: Four employees were interviewed,
one Assistant Director of Administration, one Chiel Staif
Development Officer, one Principal Administrative Officer
and a Chief Personnel Offiqer. I also interviewed the Chief

Chief ¥edical Uificer.

3. Corporate Affairs Division: A group discussion that
involved four employees took place, two chief Corporate

Affairs (Officers and two Principal Corporate Affairs Ofificers.

4. Enginéering and Techoical Operations Division: Nine
employees were present at the group discussion; two Priocipal
Technical (fficers and seven supervisory and Junior staff

representatlives.

i _ 5. Vorks and Property Division: Only one Principal Housing

Oificer was available for discussion.

6. Finance Division: Two Principal Accountants and one Chief

Accountant wore Interviewed.

7. Commercial Larvices Division: A group of seven commercial

superintendentss and Exchange Operalors were interviewed.

8. Managing Dircctor's Qffice: One member of this affice was

interviewed - his personal assistant.
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Available Literature

;I The company's library was pot In use during the researcher's visit
but the Administrative Division keeps past and current copies of
articles, boocklets and various publications aﬁout NET's welfare
services. For example, almost all copies of EBECOK jou;nal carried
articles about the welfare service. Some represcntated ﬁiews and

. views and oplnions of users of Lhese services, others were mainly
directed at publicising tbe services that are available to

exployees.
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3.5 THE SURVEY FIRDINGS.

The main survey findings described in tbis chapter are based
on an analyszis of questionnaires returned by empioyees and
management of the Figerian Exterpal Telecom Ltd., and they
covered the following areas:
iI. The labour force of FET.
2. The nenesnily to provide a cnmpfehensive welfare service.
3. The rango of services needed.
1. Emplaoyec awareness of existing facilities and thelr subsidies.
5. The unerd 1o provide a persona! welfare service.
6..Satisfactjnn/Dissatisfaction with existing services.

These arcas wil! now be discussed in detail.

The Labour Force

The survey respandents were drawn {rom all the elght divisians

of the arganisalion. Senior managemnnt represented 5 percent of
respondents, while middle and junior mnagement levelé constituied
15'and 25 paraont respectively of the: sample. The remaining H%H
percent af Lhe vample were made up of junior staff from tbe various
divisjons. Tochnical officers dominataed the response by junior staff
comprisiog about 40 percent df the total junior staff iovalved in
the sample. About 66 percent of the total labour force of N.E.T.,
work in tbe headquarters office in lLagns, while 34 percent work in

. other branchecs of the organisaticn around thbe country.
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Half af the labour force of HET are aged beiween 30 and 39 years.
27 percent are aged between 30 and 49 and 22 percent between 19
and 20, Hg juvenlles are employed. Assuming no carly retirements
or resignations, the majority of staff can still put in an average
of about 20 years each beforc reaching normel retirement. These

. . . . R
figures are illustrated in Figurc 4. oo page 177

The pruporéion of females cmpioyed in NET is only 20 percent while
the male population of the labour force siands we!!l over 70 percent.
4150 over 85 percent of the tetal labour force are married, while

11 percent are sipgle and le=g than 1 percent c¢ach are widowed or
divarced. 35 percent of the married personmnel have between 1 and 3
children, 31 perceni betwcen 4 and 6 children and 2% perceni have no
children at all. Full illustrations of the number of children and
marital status of KET employers are provided in Figures § aod © .

regpectively, oo pages 127 xnd 128.

The implications for the organisalion as far as these high propor-
tions of married emplagyecs and large familics are concerned may be
mnifested io high figures of absepteeism or low morale and product-
ivity duc to domestic and family prablems. Though NET does not keep
figures of hours lost dus te absenteeism, my discussions revealed
the absence of varlous levels of staff some of whom were not able!
to come to work on certain days because of one form of domestlc

problem or other.
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Absences are most chronic during the afternoons when post employees
would go and collect their childrer home from school. Similarly,
mny hours unéccounted for are lost when staff have to take their
children and family to hospitals. Others go about their private
activities without bothering tao report to the offjce first at the

start of the day's work.

Mare than balf of the labourforce of HET have been with the
organisation for between S and 14 years. About 15 percent bave been
with NET faor between 15 and 22 years, whlle almost 30 percent have
spent not more than 4 yesrs with the organisation. Various factors
might account for why empluyees stay very long with HET. One fact
which bas an obvious influence is that warkers In Nigeria do not
have very many choices of large and successfiul employers. It is
therefore a sensible choice for eﬁployees to stay with an ergani-
sation tbey have started with., Also there is nol much of diffe-
rence in terms of either conditlons of empluymenl or welfare
services. ianagenent arce more sengitive to the introduction of a
new service than even the nniors once they Know about it. Keeping
abreast of the developmenis in industry in tbe country provides this
npporiunity to almost »11 cewplayers. Thls is why butb conditlons of
service and the pravigion of welfare services in industrial and
campercial arganisations are so slmilar throuwghout the country.

Figure 7 illustrates the years of service of NET cmpioyees.
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The_necessity to provide a comprehensive welfare service,

There 1s an overwhelming feellng among FET employecs Lhat the
arganisation should provide a comprehensive welfare servicg. The
figures in table 3 belaw shaow tbat 97.5 percent are in favour

with only .5 percent against and a 2 percent 'do not knows®.

1
]' "‘l 4
i TABLE 3, Provision of a_comprebensive welfore service
i' Employees .. . . _Frequently %
Byt :
'1jﬁ Yes 87.95
iy No 0.9
11 Do not know 2.5
i
T
I Total e Q0.0

& comprehensive welfare service would fnvolve the provisios of
‘physical, group and personal welfare services. This demand for a
comprehensive welfare service‘fits in with the views of employees
shawn in table 4 aboul which departmeat should mypage such service
These figureé shaw that spproximately %0 percent of empioyees think

that a welfare department with welfare officers should bapdlie the

' wilfare services of the organisation. The Juint Comsultatlve

Committee is the emplioyces viecond choice to manipe wellare ip NET

o hy 206 percent. The choice of the personnel dopartment as sumber
Iﬁ three {adicates a loas of confidence on its prienent management of
I

the service, apd 3 clear =mign of dissatisiaction wilh present

practices by the majority of NET's employeos.
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Table 4. Depariment to bandle welfare services

Depariment Frequency %
Velfare department with
welfare officers 49.7

Joint Consultative
Committee 26.6

Personnel department 20.6

Other departments

{not named) 1.0
Do pat knaw 2.1
Tatal 100, 00

The range of services needed

There was no clear indication by HET empioyees of a chaice of any
particular service. Over half af the workforce did not know what
range of services ather than those exlsting at the moment they
would like to see provided. In a sense, this attitude reflécts the
level of ignorance among NET's employees as far as knawledge of

welfare services beyond the boundaries of NET is caoncerned.

¥hen added togetber, about 24 percent of emplayees want existing
facilities and services impraved. Among the new ideas, a staff
club-house secms to be most desired in tbhe Lagos head affice of NET.

The range of services suggested are as fallows:
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Most employees also feel that EET's iopvolvewment in thelr personal
problems could motivate and muke them perfurm better at their jobs
and as a result production be improved. As mauy as 37.77 percent
feel this way. Aboul 16 percent feel ihal involvemenl in personai
problenss will be impartant to raise the staudard of efficiency and
Sense of commitment in the orgsmisution. Only 1 percent think it
will be good for company image, whiie 7.9 percent Lbink 1L can
reduce man hours lost. A more precime picture of the attitudes of
FET's involvemenl in personal problens and Lhe reasans given are

shown in tables ¢ aond 7.

NET TO BE INVOLYED IN THE PERSORAL =~ FREQUEARCY %
PROBLEES OF ITS EMPLOYEES.

YES 8§7.0

NO 9.0

DO NOT KNOW 4.0
TOTAL_ 06
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TABLE 7.

REASONS FOR INVOLVEMERT FREQUEECY %
1. ¥ill improve pruducliun 19.6
2. Will motlvate and makxe them wurk belter 18.1
3. lmportant for efficlency 18.5
4. luspire sense of commitloeot 7.0
5. Guéd for cowmpany im:ge 1.0
6. Could reduce man hours lost . 1.5
7. W¥ill belp mavagemenl Lo understand sislf 3.0
better
8. Sbuuld be limited tg Lhe provision of 2.5
help only whet uneipzcted Lhlogs
happen.
9. Happy empluyee:s pake o Lappy company 2.5
" 10. Employees need help iy alot of issues | 1.0
11. Responsibllity of company anywa 1.5
12. Could improve salisfaction with 0.5
vrganlsalion.
13. Do not know 33.5
T0TAL 160 —

The sigpificance wi Lhe Lypes of personal prublens most Ilkely Lo
occur was tesled wul by asklog employces Lo indicale which of then
were; ‘very impurlont, important, silghlly impurtant or aol
important; at all’'. Sickness o [1lness probles were seen Lol
moslt important wilih uvver 95 percenl of esployees. Floanclal
provlems were counsidered Lo be next iu order of lmporlance. Over
90 percent of ewmployees feel Lbey are very ioportasil, Rellirement

probles: were roshed Lhivd by 98 purcenl while problems
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associated with &t 79 percent. 75 perce
thought bersavement problems were most important, whil

100

EnErs =
69.9
21.1
5.5
¥
3.5
. TOTAL o 100
Tabis 1o

' i

H R

Slightly important
Net ieportant

N
Gz not bnow

I&L

-

100
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Eﬁployees were asked if they are aware af the existence of canteens,
social and sports clubs and housing and hostel accommodation. The
majority of émployees - over 60 percent said they are aware ol and
use canfeen services provided by NET at Head Office. About 84
percent of employees are also awere that canteen services provided
are partly subsidised. Only between 20 and 30 percent are pot aware
of the existence of canteen services and Lheir subsidies st Head

Office.

Just over balt of NET employees are aware of Lhe cxistence of social
znd sports clubs at Head Office. About 48 perount are nol aware.
Only 18‘percent.are aware of the provision af these services at the
bf;nches of NET., Over 30 percent know that these services are

partly subsldised. Similarly, almost 50 percent of employees are
aware af ihe provision of housing and hostel accommodation, and over
7Q percent also know that they are partly subsidised. 20 percent

are aware of tﬁeir existence in the branches of NET. The majority

of employees feel that all staff should be given loans Lo purchase

ar build their own houses. About 95 percent feel Lhis way.

Ibe need tp provide o personal welfare service,.

Employees were asked 1f they thought NET should be involved in
finding solutions to their personal prohlems. More than 80 percent
said 'Yes' while only 9 percent said 'No'. This attitude should

provide & solid base for the establishment of a personal welfare

‘service.
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Satisfaction/Dissatisfaction with existing services.
The survey tried to discaver the attitudes of employees tawards
existing facilities provided by FET, Ly asking them ta indicate

if they were ‘good, neither ar bad'.

Most employees felt that restroom and cloakroom arrangements were
bad and needed improvement. My discussions and observations
confirm these feelings. _ Lavatories were too few and did uel work
properly. Cloakroom and‘restrooms were untidy. A feeling of
indifference towards cénteen arrangements is indicated by the
majority of employees, Hhile‘less tban 30 percent think sports
and social club arrangemeﬁts are good. Only slightly over 410
pgrcent of employees and:jgst over 50 percent think that
accommodation and holid@fs-with pay are good. 54 percent also agree
that sick pey provisions are good. 84 percent of emplayees ilhink
that medical services provided by RET are good, only 40 percent
think the first aid facllities are adequate. My discussiors and
observations confirm that there are po first aid arrangements ia

most departments.

Company pension schemes, loan arrangemenls and Lraining and
developmant opportunitles are scen by over 50 percent of employaes
to be good. GSafety arrangements from my observations are
inadequate. (nly 34.1 percent af staff see them to be good.

The survey figures are shown in detail in tables 14 to 26.
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3.6 OSUMMARY OF MAIN ISCUES

This part of the thesis began by outlinipg the National scene as

, 08 the :
far/ provision of occupational welfare services i1s concermed. It
then discussed the influence of cultiure and the Kigerian employee
expectations, reviewed the welfare practices at the Rigerian
External Telecom Ltd., and finally reported cn a survey carried aut

to evaluate the perceptions, attitudes and opinions of management

and staff at NET.

The contents of the various chapters have demonstrated the
popularity and significance of occupational weifare services as

as well as their obvious practical relevance in the successful
managemént of ipdustrial organisations in Figeria. ln thié way
they provide further evidence for rejecting thé general hypothesis

proposed in the thesis.

Two setls of issues to be discussed, alse seem to emerge when
considering the contenis of these chapters. The first set arises
out of the descriptions of existiﬁg national and NET provisions of
occupational welfare services while the second set comes out of the
findings of the survey of employee attitudes i1n NET.

Issues arising from the degcription of the ¥pilopal Scenpe
and NET provisions of welfare gervices,

In Nigeria as well as in almost any other country. im the world, State

~ provided welfare services are always Inadequate. But a fundamental
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difference between Nigeria and the U.E. is that there is no
comprehensive welfare state system-in existeﬁce, The state
provides medical, educational, health elc.,services which are
inadequate and badly managed. Because of the continued inadequacy
and the deteriorating state of public services generally, mﬁst
emplayers have to take on the responéibilities to provide such
services 1f they are to ensure that their employees would be fit

and able to come to work.

The worrying point is that even though welfare cosis as categorised
in this thesis represent a significant proportioo of most company
expenses in Nigeria, very little care is taken to plan, maintain and
manage them pfoperly once introduce&,.For example, no particular
significance 1s glven to the elements of culture even though 1t is
widely recognised that Nigeria is a culturally cooscious soéjety as
has been explained in Chaptler 3.2. Iﬂ this connecticn, organisations
should pay particular attention to the patronage of native doctors so
that employees who do so are dealt with in the same way as those wha
patronise the recognised medical practitioners. The polygampus and
extended family systems have Lo be taken into consideration in
deciding who should quali{y or use thewélfare services provided;

so also should religious loyaity and trihal norms.

Because of competition or pressure to introduce identical or bettier
welfare services than their cootemporaries, organisations seem to

act without sufficient loong-term planning or consideration of the
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role of welfare in planning. The consequences are that mﬂét
services so introduced according to Ejiofor(7]1 become dysfunctional
to preductivity. An example is sports and social clubs. Vhile very
successiul sports and social clubs managed by some organisations
in Nigeria bring prestige to their organisations, many Nigerians
get frustrated with them. They see successful football clubs being
sponsored by an organisation that cannot supply them with reliable
electricity, they see an organisation tbat cannot deliver letters
and telegrams on time spending resources also organising football
clubs. These exercises are seen to be sheer misallocation of

resources.

The way some welfare services are managed in some organisations in
¥igeria creates animosity among employees. Under NET's present
diping arrangements for example, there is a difference ia service
arrangements for different levels of eﬁployees. Junior, middle and
top managers are served by waiters while other staff have to take
their turn in long queves. Also most Jﬁnior staff feel that these
levels of employees are served bigher quality meals. The majority
majority of staff{ feel that present dining room arrangements should
be abolished. Most employees would prefer waltress service. Given

a cholice between cafeteria and waltress service. There was a {eeling
from my discussions that employees at management levels have stroag
territorial instincts which lead them to sit in the same place at

the same table everyday. This tendency can frustrate attempts to
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promote iaformal commupication between diiferent levels of the
organisation ip the context of a comson diniaog room. The focus inm
Figerian organisations on the provision of iescestives and rewards
rather thap welfare services has greatly affected the growth and
development of welfare services over the years. As a result, most
quanisatioﬁs 5£;11 oply provide traditional welfare services. The
nation of a personal welfare service 1s still very mucy a povelty.
The reasoqs’for this are embedded both 1o the Nigerian emplbyee's

expectations and the coptinuous changing state of economic

development of the country.

For exampie{ studies have shown thét among Nigerian execufiveé the
nipe mést valued employer provided services are, in order ol popu-
larity, housipg/accommodation, car and driver, medical facilitles,
retirement pension, stock purchase plan, profit sﬁaring.‘annual
bonus, severance pay and club or profeésional membershipl 121 . ¥ost
employees prefer cash to some weliare services. | would not be
surprised 11 a labourer valued overtime pay more thas every other
welfare service. Money is seep by the average Higerian employee as
the oaly means of bridgieg the gap between the rich and the poor and
as such ouiy cash benefitis or allowances matter to them. These
difierences may be atiributed to one’s position io Nasiow's need
bierarchy(13],or diiferences ip sex apd scale ol preferénces spriag-
iog Ifrom ope's personality. For exzample, a study leave programme,

meaps little to a Tifty year old labourer, gateman or cleaner. A long
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service award of a gold watch given to a retiring polygamus machine
operator with ten children is also of little value. Becavse of all
these reasons, mast employers ip the country concentrate on the
pravision of varicus types of cash bobuses and allowances which
are seen by employees as providing direct cash bepefits to them.

" These provisions bave been greatly enhanced by profits irom the cil
boam déﬁade which bas been }eferred to in Chapter 3.2.
Issues arising from the survey of employees attitudes to
welfare services in KET,
in geperal, the survey findings provide overwhelming evidence in
svpport of the need for employers to take employee we;fé;e very
éeriouéi} if they are to manage their organisations successfully.

One way they could do this is to get employees more involved through

o attitude surveys when introducing welfare schemes; because failure
to find out what is really needed could reduce many services to the

level. of fads or fashion.

Speéifically. the survey provides evidence of a majority view by EET
employees that a comprehensive welfare service managed by a welfare
department is favoured. Also there is an urgent need to overhavl and
improve the praovision and mapagement of existing services in order

that they can meet their desired objectives.

Xost employees in KET would like to see a personal welfare service

introduced into the organisation. In accordance with the sensitivity
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of Rigerians to problems of iiiness, finance and retirement,
employees’' feel that consideration of such difficulties should be

be given priaority in a future personel wellare service. Vith the
exception of médicai services, an ove;ail high percentage of NET
employees are dissatisfied with the state and management o{ existing
services. This perbaps partly accounts for the observed genefal
indiscipline among NET emplofees manifested by lateness to work,
unnecessary time-offs for private businesses and high absenteeisn.

in most casés;~bad managemcnt and lack of services are respoasible
for this state of affairs. For example, there is no doubt that the
provision of a bus service to tramsport the children of NET employees
from school to their homes and vice versa will cut down on thé number
of hours lost when employees have to take time off to collect their

children {rom school.

Similarly, the enormous domestic proﬁlems confronting the average
Figerian employee because of the extended family system can prevent
ther from working to their full poteatial. There is no doubt that
the provision of a personal welfare service would help minimise the

hardships encountered by employees in their everyday existence.

Kostly because the first owners of modern industries in Nigeria were
entrepreneurs drawn from the developed western countries, #irtuaiiy
all the occupational welfare service programmes in Nigeriam organ-

isations were and are still based on those of foreign countries. For
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example, it was revealed earlier in chapters 1.1 and 3.1 that the
Bigerian Factorles Act enacted since 1958 under colonial government
is identical to the U.K. Factories Acts of 1961 and 1963 and still
in operatlon. This means that the same guldelines are being applied
in establishing physical welfare services which are now covered by
. these actis. Kost canteen, medical and sportlng and recreational
facilities are still also established along Lhe lines creaéed by

foreigp owners of industries.

Jevertheless, insplte of the above 1mitative tendencies, the ploneers
ol occupational welfare service provision in Nigerian organlisations
do not stil]l seem to have fully appreciated the need at least in
principle, to adapt them to the country's customs and values 1n order
to play a more effective role within the industrial and local context
Yhat is needed is for Nigerian organisations to evolve occupational
wellare systems unlquely suited to their envireonment ii they are to

respond more effectively to the needs of Figerianm employees.

A fundamental redefinition of the role of occupational welfare 1n

the Higerian context now seems to be called for. It would invelve a
re-examination of the whole notionm or concept of occupational welfare
as it applies or should apply to organisations in Nigeria, belore
there could be any meanlngful ceonsideration of its role and

priorities.
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In the light of these fundamental requirements, the role of accupa-
tional welfare in ~ - Nigerian organisations can be anpalysed into
two major functions (derived from the definition provided in part

one) as follows:

1. Provistion of facilities and personal welfare services relevant
to the needs and i{nterests of FNigerian employees.
2. Promotion and Precervation of the well-being af active and

retired employees and their families and dependants.

In consideripg bolk functions, the fundamental question seems to be
that of ‘relevance’. Eiéerian organisations must {irst aim to
iden{ify themselves with fhe Tealities of an unsophisticated, mostly
uneducated and traditional, but expectant workforce; only then will
they be able to discover what the real needs and interests as
defined by the custams and traditions are and provide accordingly.
Velfare afficers and line managers would be playing a much tougher
and wider ru}e than their counterparts in the U.E. The 1ine ﬁanager
would need to develop a better relationship that would bring him or
her claoser to his work force, so that he can become more effective

in performing his role of belng primarily responsible for the welfarc
ol his employees. Far the Figerian manager,this would mean a8 complete
change of attitude towards his subordinates and in understanding
their problems. A wellare officer would need a clear understanding

of different traditions ana loyalties to.re}igion. the degree of

polygamous and extended family commitments among employees and
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the probable comsequences that could arise from them. He should be aware
of lacal Iacilitleé that already exist to cope with problems arising
from these modes of life. Overall,an extensive knowledge of the country
and its tribal divisions and the way ihese can effect developmentis.
Apart from pension arrangements, there 1s very little contact between
retired employees and most organisations in Nigeria. This is because

.1n most cases, majority of people retire from employment in the urban
areas,to return to spend the rést of thelr lives 1n the rural areas.

A truly effective welfare service must be able to restore links, and
extend services tu cover such people.

Sumpary of evidence concerning.null hypothsis in ¥ET

RET provides both physical and group welfare services. These provisions
have persisted and remained satisfactory (in spite of the Tinancial
problems affecting the countiry) as observed during the survey of welfare
services at tﬁe organsiation, and have dgvelcped into the pravision of
new initiatives such as 'Company farms' where various items of food are
grawe and sold cheaply to NET staff. The number and range of soclal
and sporting clubs hns doubled over the years arnd continues to remain

a maln attractlon to the majority of employees as observed.

The survey of empluyee and management attitudes and opinions shows a
consensus of views on the need tao provide a cumprehensive welfare
service incorporting a personal We¢!fa@r€gervice. Most staff feel that
the provision of such a service will make them work more effeclentiy.
FET spends on averge about 87m on welfare provision. This spending
together with the views of staff and the growth and persistence of the
service provide evidence to disprove the hypothesis proposed in the

thesis.
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4.1 THE IMPLICATIONS OF THE SYSTEMS APPROACH
FOR_OCCUPATIONAL - VELFARE.

This chapter briefly reviews the developments and meaning

of the systems approach as a prelude to a discussion of the
nodels of occupational welfare which have been developed from
the experiences and knowledge gained as a result of thecase
study of British Telecom and the survey of welfare services

at the Nigerian Externzl Telecom.

The Systems Approach and Mapagement Theory

The dominance of first the 'Classical Schoal' and second the
*Human Relations School'{1l] has been overtaken by a more
comprehensive approach io the study of management in organi-
sations. This more recent approach views the organisation as

a 'systemd 1.e. an inter-related set of activities representing
processes which enable inputs to be converted into outputs.
Systems may be ‘closed' or 'open'. Closed systems are those,
which, for all practical purposes, are completely self-supporting
and thus do not interact with their environment. Open systems
are ghose which do interact and exchange information, material

or energy with their environment. Social systems,e.g.organi-
satione are always open systems, as are biological and info;mation

systems.

All systems are composed of the same basic elements; inputs,

processes and outputs.
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Inputs are the start-up force that provides the system with

[

te operating necessities. Inputs may be concrete cr abstract

tu

ju

s

can vary from raw materials to specific tasks, ipformation

or fipance, etc..

The process is that which transforms the input into an output.
45 such it may be & machine, an individual, a computer, a

1

(4]

zical or equipment, tacks performed by memberz cf an

organisation, etc..

Cutputs are the results of the operation of the process or
ziternatively, the purpcse for which the system exists. They
mzy be concrete or abstract, e.g. products, servicesz, ideas,

ets. . .

Lr
m

The systems approach enazbles systems thinkers to study key
zlerents of organisations in terms-of their inter-action with

cne another and with their exterpal environmenti. Vhereas in the
pzet, the explanationz wzre in terms of structure: or people,

now it is possible to identify thecrjes which cest to explain

cr predict organisational behavicur in a multi-dimencional way

by studying people, and structure and technology znd environment
zt one and the same time. The most recent formulztions of systems

theories tend to be labelled 'contingency theories' becavse they
apphasise the need tc take specific circumgtancec cr contingencies

into account when devising appropriate orgavisaticnal and
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management systems. Thlis ond many otber theories assoclated with
the systems appfoach are well dealt with in. various textbooks on

organisation theory (2].

The essential ideas common to all usages of the word and all
systems are the notions of 'conplexity“and ‘inter-relatedness’.
Every systen'ié complex and has many interacting elements, all
organised to accomplish certain objectives. The complex problems

of organisations private and public, aod the yet more difficult

prcblems of society as a whole are so obviously multifaceted

and contain s0 wmany inter—-connections that it is obvious that we

mist somehow embrace the ‘whole problem' in seeking to solve it,

lest improvements in one area produce effects elsewhere which are

Inimical to the whole. This viewing of a problem as a whole is

e
S

termed the '‘systems approach’. 1t represents an attempt to be
‘holistic' and it is the foundation on which the systems paradigm

is based.

1n taking 8 systems approach therefore, ome must strive to loock at
the prublem as a whole and in its proper perspective - from a
holistic viewpoinot. Thus the systems approach may be defiped as a
way af going about tackling a prohlém‘wbicb avoids taking a
piecemeal approach because of the awarepess that there are
interactions between parts of the system and that alteratioons

" cannot be made to some parts of a syster without comsidering the

effects on the system as a whole. Three essentiel attributes of the
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systems approach can be deduced from this defipition. They are that

tke systems approach;

1. recagnises tbe inter-relationships which are essential in
defining a system,

2. alsa recognises that factaring cut a part of a prablem by
neglecting the interactions among sub-systems and components
increases significantly the probability that a solution
‘to the problem will not be faound,
and,

3. requires that boundaries of the system be extended outwarad

as far as passible to determine which interrelatjonships are
significant to the resclution of the protlem.

Orgapications as systems.

In a systens ana]ysis, the organisation muéf be studied as a whole
with‘multiple, interpenetrating levels and sectors, This means
canceptualising the organisation as a conéreté total phenomenon and
attending ta the intricate ways in which its ;omponents are tied
.together. For example, the functiomnal depa;tments become
hierarchical subsystems cach of which tries to fulfil its part af
the general plan, but the success aof which depends as much upon

the activities of the other subsystems as upon its awn efforts.

This principle of totality directs us to see the intricate ties of
organisations to the larger soclety - not only to macro-structural
features such as economic and political systems but also to the
everyday activities of peaple.. Its emphasis is cancentrated uvpan
the interactions between the different elements in an organisation -

the people, the structure, the technalogy and the esnvironment,
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which could be seen as a response tc the greatly increased
pressures upon organisations and their employees in recent years
as a result of very rapid changes in political, technulogical,

econopic and social eavironments.

Through its doctrines of iuter—relationshipé, complexities and
wholeness, the systems approach provides a useful basis for
anélysing occupational welfare practices becauvse of the inter~
departmantal natu;é of the welfare IUDGtiDQ in orgnaisatiorms.
Morecever, there are recognisable similarities between systems
concepts and accupational welfare concepts (as practised in
organisations studied) which will be discussed later in the next

chapters. For example, the ‘wholeperson concept’ advocates the

E

-
.

understanding and treatment of the employee in all his role

".i‘ A
;{e :

i

Tk

contexts in order to make his work more effective in the

4

organisation. This in effect is an application of the principle

of wholeness on which the systems approach is based. The systems

R BT T

approack therefore can serve both as a useful source of reference
and a platform for viewing, explaining and perhaps solving problems
associated with organisations. These are the tasks to be explored

in the next chapters.

Use of Xodels.

According to O*FHeill (1986131, models are visual representations
of a set of complex interrclationships between themes, ideas or

concepts. They are important because they show a set of
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relationships that we had not previously considered and how

elements of which;m:argalready aware can relatc to each other.
Probably the most important element of all, is that a good model
will itself be simple tao understand. It will cut through huge areas
of vagueness and uncertainty and crystallise thc complex

relationships into oge clear whole'.

In the context of systems, a model Is usually coastructed so that
the uoderlying reality cae be studied more closely particularly for
plaraing and design purposes. Thelr use can be justified (as in
0‘Reill’s) on the grounds that:

1. they are objective oriented 1.e. they are directed towards
the optimisation of a system or subsystem.

2. tﬁey expase critical varlahbles by identifying those elements and
relationships which are critical to predict overall system
performance.

3. they are simple to understand 1.e. because they contain the
fewest variables that have adequate predictive qualities.

Kany organlsatioos, e.g. 1BK, United Biscuits, Honeywell, etc. have

developed carporate models which contaln elements covering each part

of the organisation's activities, e.g. finauncial, manufacturiag,
sales, ioventory, distributioo etc.. There is no reason why these
organisations and others should not also develop corporate models
cavering the areas of human resource management such as employee
welfare. Such a model will provide mapagemcot with insights about
- the workieg of the real system aond also assist them in trying out

designs, arrangements and plans. ~
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4.2 A GEFNERAL MODEL OF AN OCCUPATIONAL YELFARE SYSTEM.

In order ta carry out a systems analysis of occupational welfare,

it {s necessary to discuss those fundamental functions such a system
mst perform in order to exist. These functions are well illustrated
in Figures 8 and 9 which are designed to expound the systems view
and show haw the basic afim of an occupational welfare system Si.e.tﬂ
provide a comprehensive welfare service in which managers and
employees and tbeir families, and retired staff are considered as
baving a right to a sense of well-being),can be achieved. Figure 8
(an page 161) depicis a general 'input-conversion-output model of an
accupatianal welfare system with essential elements of parts and
relalionships necessary for it to function; while Figure 9<{on page
162);presents an example of a model of occupational welfare system
based on BT welfare service with real world parts and relationships.
Both models discussed extensively in the following pages are

based on Easton's{1965) sysiems analysis of political lifel4].

Qccupational Velfare as ap Open System

I m1y begin hy viewing occupalional welfare as a system embedded in
an envirgnment to the influences of which the occupational welfare
. system itself is exposed and in turn reacts. Vhat makes the identi-
fication of the environhment useful and necessary is that it pre-
supposes that occupational welfare forms part of an open system -

meaning that it interacts with its environment on which it relies
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i

The model views a group welfare serv;ca provision. system as naving one
primary zim, which is

'To ensure that appropriate services are providad by ths =zrloyer

to meet medical, catering, socizl, sports anc recreational naads

cormon to its employees at the most cost effective method amnd

in accordance with its welfare policy.'
The activities derived from this statement which eﬁpress how the aim
can be achleved together ﬂith the cnntrals needed are shown in the
diagram on page 16za.

welfare policy.

This is the starting polnt. It is corsidersed to be of fundamental
importgnce to have a welfare policy which is part of a broad corporate
plan. The significance of thils policy is that it will provide the
foundation for either am effective or ipeffective welfare service. For

more ciscussions of welfare policy, please refer to chapter 5.1.

BQH!!‘IX 2. Identjfz Medical Catering., Socjal Spg:js

this can befacilitated by carrying out an attitude survey of emplovees to
determine whkai their needs are.

eriivi*I 3: Decide whi ro ropri withi

Because enployvees would have a wide wvaristy of needs in relation to
these areas, it would be necessary to decide 25 a matter of corporate
policy whick are the priorities of the system

Activity 4: Decide Jave 4 Sarvica ayirad.

This would involve the specification of standarés which to a large

162b.
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extent would be determinad by what is provided or available =lczwhare

and how much the organisation and employee are prepared to put into it.

ectjvjtjes 5 ﬁ & 2. idanijix al*nrn:+ive m&thgﬂq QI
vidine eaci arvicea thi | ot
i teti a ige
s Iy =& mn a vea
pethpds. -

‘These activities would necessitate a critical analysis of identified
alternative methods of providihg services, considering ithe cost
effectiveness of adupting.any_of the metnods and choosing the ﬁost cost
efiective methods of providing the level of services required.

Activity 8: Obtain Resources(internal and Ruy~in_where negessary

This activity would ensure that adeguate resources of people, money and
equipment are available for the_entire system to function. Particularly
important i1s the assessment of internal availability and needs and the
decision to buy-in as necessary. Resources are the most important inputs

required in the system.

BQinjiy 9: Provide app”QPEiQI£ gervices usine most cost

This activity ensures the primary objective is carried out. The
preceding activities ought to be performed first.
egijﬂjtjas I“ 11 & 12. ~ t nf nrovidij o Srulca
¥ornitor p[ijszn in relation to
annrmn:jaxanaqq and pQ]jQx and
mopitor levele of servicec achieved,
These activities emphasise the use of mezsures of performance to centrol
levels of service achieved, costs of oroviding each service and to
ensure that provision is appropriate and in accordance with policy.

These measures would indicate deviations from planred performance and

initiate corrective action within the system.
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for obtaining essential inputs and for the discharge of its system
outputs. By its very nature as an organisational subsystem that has
been analytically separated frow other subsystems, an occupational
welfare system must be seen as lying exposed to influences deriving
from the other subsystems in which empirically it is embedded. From
them, there fiows a constant stream of events and influences that

shape the conditlons under which the members of the system must act.

lp interpretiag the diagram in Figure 8, it shows an occupational

velfare system surrounded by four types of environmental systems.

These are:

1. The departmental systems: consist of those systems in the same
organisation as the occupational welfare system from which it
obtains most of its inputs. They include first and foremost the
personnel department with respect to which the occupatiomal
welfare system at the focus of attention is itself a component.
The personnel department constitutes a source of many influences
that create and shape the conditions under which the occupational
welfare system must aperate. In the two organisatlions stuedied, the
personnel department is the immediate wider system embodying the
occupatioval welfare system which exerts power and authority in
determining its functions.and operations; then the other
functional segments of the organisation(for example, production,

marketing, technical department, etc.),which provide the welfare
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system with most of its cliients and to which they will return and
provide feedback to/or iniormation and results for controlling the
system. This relationship with the functicnal departments through
the employees and managers which pass through the system and the

services it offers puts an occupational welfare system in a |

position in which it plays an inategrating role in an organisation
- a function which should be recognised as contributing indirectiy

to the success of an organisaiton.

The political and legal systems: Their influence on the welfare
system may evolve from their abiiity to determine the effective-
ness and efficlency of State welfare services and the kinds of
legislation afifecting the provision of welfare services by

- organisations. For ezxample,if by virtue of political action social
welfare services are neglected and becoms inadequate as happened
in Nigeria,industrial and commercial organisations wili assume
some of the responsibilities which otherwise should have been
borne by the government. An example of this 1s the provision of
medical care by organisations in Nigeria. This has already been
discussed in part three of this thesis. In this case the welfare
system could [ind {tself having to take on more responsibilities
in providing services. Simllarly if the legal system makes the
provision of certain facilities compulsory (as it happened when
law requires employers to provide adequate Iighting, fume

extraction,air conditioning, facilities for washing, rest breaks
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in Rigerie and the U.K.),these services cease to be welfare
services (reference to definition of welfare provided in part

agne of the thesisy.

3. Social System: This consists of the statutory and voluntary
grganisations ta which the welfare system can refer its clients
for speclalist advice and assistance in certain problem cases

and difficulties. They are important tao the welfare system

because they take care of its referral functions and are a source

af information on the extent and level of services that can be

offered by the statutary and voluntary organisations.

4. Economic ard techological sysiem: This is composed of the resource

markets,1.e.labour and money markets which deiermine the supply of

human and financial resources ta the organisation and hence to the

welfare system. The availability and amount of financial resources

determines the investment in welfare facilities and services while

humanp resaurces cap determine the existence or nan-existence of
the system. The welfare services provided by other organisations

also_influence the graowth of the system.

The communciation of the many events that occur between the
environments and the welfare system are represented by the solid
lines connecting the environments with the system. The arrowheads

shaw the direction of flow into the system.
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IEPUTS

There are-two major inputs in an occupational welfare system -
Resgurce lanputs and Problem lrputs. Through them,a wide range of
activities may be channelled into the system. In this éense,they
are‘'key indicataors of the way in which environmental influences
and conditions modify and shape the operations of the accupational

vwelfare system.

The resource inputs are listed herein as managers, employees,
families of managers and emplcjees, retired staff, welfare officers
and finance. The managers are the semnior members of staff who bave
alprimary responsibility for the welfare of their junior members
whilé at the same time having welfare needs of their own. The
employees are the jumior members of staff who my have various
problems about which they need help and advice. Retired staff are
ex—employees who for tbe reasomns of goodwill and good relations
stil] retain links with the organisation. Tcgetber they represent

the prohlem owners of the system.

As inbhts to the system, speclalist welfare officers play a unique
role in an occupational welfare system. vhere they afe made neither
part of senior managemeut, nor within the employee groups, they
partray a kind of neutrality which makes them valuable as helpers
in tbe wider social problems which scciety faces. The personal

problems experienced are sometimes so seriocus that they need to be
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di{scussed with someone outside the chain of command. A neutral
Helfaré officer as part of the problemsclving system, can briang

to the syétem useful coptacts with outside help and the benefits

of their specialised experience which will epable them to recognise

problems more readily.

Finance is money iopuied by the orgamisation iaoto the system which

is transformed ioto services and facilities. Vithout it the essential
" services of a welfare officer and sports and recreational facilities
canoot be purchased. Top mapagement decides on the anouﬁt of fipance
the system needs taking into consideration the overall levels of
finance avallable, the size of the organisatica, the kind of .welfare

service 1t plans to provide aod what competitors are doing.

The problem ioputs of an occupational welfare system derived from an
ao cutline of BT's welfare service classification are of five maia
groups which frequeotly iater-relate and must themselves be

approached in systems terms:

1. Dopestic problems: are those arisfag out of the coatext of an

employee’s bome and {nvolve mostly family affairs such as problems
of elderly parents and single parenthood,illnesses of dependants,
matrimooial difficulties, bereavement,and housiag difficulties,etc.

2.Financial difficuliies coocera money matters such as debt,loss of

mogey, etc..
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3.Employment problems are those arising out of the work sitvation

and can be anything from Ilnter-personal relations, feelings of
inadequacy to promotion problems.

4. Retirement problems can occur due to voluntary, age or medical

reasons.
5.8ickness problems arise malnly from accident or due to prolonged

illneés and can give rise to a number. of other problems such as

pay,convalescence and concern about the jaob.
These Inter-related groups of problems are important because
together, they constitute the very rationale of a personal welfare
service. They affect the private affairs of employees and their
outside of work interests,their solution is necessary because of
humanitarian éonsideraticns and also because the worrled worker is

an unsafe worker.
PROCESSES .

are
The processes A the problem solving subsystem in an occupational

welfare system. It is during “these stages that activities necessary

to transform the input elements into outputs are carried out. The

processes of converting inputs into outputs in an occupational

welfare system would involve the carrying out of the following

activities:

1. Employee Counselling: This activity has already been discussed
in-part two 1n which its {mportance to the existence of the welfare

systqm'was emphasised. Based on the case study of the British
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welfare service, what should make a modern occupational welfare
make a modern cccupational weliare service is the provision of
counselling and advice service to assist employees in solving their
problems. Counselling is a speclalist activity which peeds the
appointment of a specialist to carry it out. It is the cornerstone
on which the occupational welfare service is based. it cam result
in the resolution of problems,improved performnce and growth in
relationships and hence a major contributor to organisational

sSuccess.

.Referral to exterpal agencies Referral services are the main

avenues of contact wilh the statg welfare services. Such services
help employees to find their way through to the appropriate state
or voluntary service, without getting too tangled up in the
bureaucracy which inevitably surrounds state services. Thus less
time is ;asted and the appropriate ageﬁcies who have the expert

knowledge to deal with the problem can be contacted more easily.

.The provision of various services and facilities to meet medlcal,
catering,recreational and soclal needs of employees,is particularly
useful for bringing cmployees togetiher and inculcating a spirit of
togetherness within the organisation. For example, playing im the
company football club can help the e€mployee to identify more
closely 1f not with his employers, then at icast with his fellow

employees. Because these services deal with some of the most
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individuai prnblems such as health and catering and recreatlion and
because they are expensive to provide,they enable the human
resource inputs in the tatal system to feel that they are regarded
as human beings rather than just numbers on a clock card. Their
impartance as a means of transformatlon if centred around the
assumption that their protision can improve morale and a sense of
unity and belonging with an organisation.

4.The pravision of aid to disadvantaéed groups such as the sick,
disabied people etc.,is more a matter of individual conscience
which can be translated into company poalicy, usually to the
ultimate benefit of both company and emplayees. These services are
are necessary to cater for the speclal needs of equal rights

within the work force.
QUTPUTS AKD FEEDBACK
The primary uutputlof an occupational welfare system should be an
identifiable contribution towards their perceived well-being by managers,
employees and their families and retired staff. Such a contribution
can only be achieved through a positive épproach ta the welfare of
people at work involving the adoption of a systems approach ta
occupational welfare service. it iIs hoped that such a contribution
should enable managers and employees to be more satisfied with their

work. This element of satisfaction,though difficult to measure, may

be best abserved by a comparison of attitudes and performances
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before and after the contribution has been made. Also even though
contributing towards employees’ well-being might pot necessarlly make
make them productive; it could help to prevent them becoming less
productive and above all car help them to operate at maxlimum
effectiveness. The outputs of the system have the characteristics

of ‘feeding back upon the system and shaping 1ts subsequent behaviour.
Two types of feedbackscan.be distinguished - 'positive feedback' .
causes the system to repeat ro amplify an adjustiment or aciton, while
‘negative feedback' seeks to dampen and reduce fluctuations around

a norm or standard. im figure 8 on page 161, the feedback is

depicted by the lime that shaws the effects of the outputs moving
directly back to both the environmental and input subsystems. Two
types of feedback are generated in this case, - managerlal and
employee {eedback which are channelled into the system in the forms

of ipformation and resuvlts.

Information can take many forms,for example complaints, lncreased
use of facilities and services etc.. The results can be increased
efficiency and productivity and hence profits which car be ploughed
back into the organisation to provide further fipancial ipnput and so
ensure the survival ard growth of the system. The information and
results may re-shape the environment in some way, that is, they
influence conditions and bghaviour there. ln this way,the ouvtputs
are able to modify the influences that contlinue to operate on the
toputs and thereby the next round of inputs themselves. Feedback
therefore epables corrective changes to be made to keep the system

on course,
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4.3 THE YHOLEPERSOR CONCEPT.

British Telecom have adopted the whole-person concept which is
derived from humanistic pyschology. 1t is primarily a logical
approach for tackling the personal welfare problems of employees
and should be found easf‘to apply in any organisation that values
the welfare of its employees highly. 1ts philosophy is based on a
simple consi&eration of an employee in terms of hls or her numerous

everyday roles and thelr significance as the major sources of his

- personal welfare problems.

Background

This concept has its origin in two very useful concepts,namely, '‘role-
theory' with its ramifications as explained in sociology and "holism’

on which the systems approach is based.

Discussions of role theory by Boot,Cowling and Stanworth ¢(1977) and
Vorseley (1977),[5],1end credibility to the claim that ideas about
this concept are founded on sociological concepts. For exzample,
Boot et al, refer to the different roles of a father and husband
that a manager has to play in addition to his work role. Also they
quote the work of the Pahls, (in'Managers and their V¥ives')in which
which tbey examined in some detail the relatlons between managers
and their wives and how these are affected by home and work roles.
In conclusion, they make the polot that many attempts at decision-

making and problem resolution in the workplace often fail through
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an incomplete understanding and analysls of the soclal relations
concerned; and that role theory approach can be of considerable use
both in aiding and understanding problems and in affering polnters
for improvements. The notion of the whole-person concept agrees

with Boot,Cowling and Stanworth's comclusion by seeking to analyse
the roles employees play in everyday life in relation to thelr work
rﬁles. Through this analysis,it hopes to facilitate the understanding
of persconal welfare préblems that prevent employees from working at

maximm effectiveness.

Similarly,Vorsely designates the several roles anyone individual has
tc play as ‘ﬁultiple roles'. He argues that while some of these roles
are played in a sequence, some are played once and for all, others
fleetiﬁgly and some over a period of years. That at a time of strikes
for ezample, the }ole of the family man may conflict with the role of
a unionist. He reaches the significant-conclusion that role-theory
can take account of social change and can be particularly useful in
directing our attention io the complex links between different
institutions.between the individual and those institutions and to the

‘problems the individual may face in relation to other role-incumbents

The holistic concept is particularly useful as a source of ideas for
tkis roll-theory concept because its emphasis and focus are similar.
Holism, first takes a broad view, then tries to take all

aspects into account and finally concentrates or interactions between
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the different parts of the problem - viewing the problem as a whole.
1o this context,ihe systems approach camr provide the basis om which
an employee’'s personal problems can be examined in thelr entirety

which is what the councent of the whole-persor is aiming to do.

Major theoretical elements,

This theory uses the methodé.of role-theory as a device for LQeuti*
.fying the several roles anyone employee has to play in everyday life.
The roles thus identified can then be used as a basis for determining
the klpd of welfare needs necessary. For example, as a machine
gperator ip a factory, ap employee will be playing ope role i
relation to bhis work while being a husband, wife, soun, daughter,
taxpayer, brother, citizen etc.. Recognising his or her capacity far
such responsibilities involves aholistic concern for the employee,
emphasising the ilmportamce of all the many facets of his personal
life that are sigmlificant to the provision of a personal welfare
service. Thus this approach can be useful as a means of predicticg
welfare needs of employees. The startimg point would be for
cansiderable attention to be given to perceiving the emplayee i&

many role contexts. From this, the task becomes ore of first
identifying the contexts, ther assessiag the roles played within

the contexts aud finally predictiag the personal welfare needs om

the basis of the roles.
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So an employee has to be perceived in many contests if his personal
welfare problems are to be tackled effectively. 1t is difficult to
isolate any of the rales played in one contezt from the role played
in anaother. Since the employee 1s the only ane actar, he carries
with him the influences and ideas from one role to another. Exzamples
of these contexts are; work, famlly and soclal contexts., Because of
the different roles he plays wthin these contexts, various prablems
can arise which ;an afifect his work performance. Problems can arise
because ithe people he interacts with in these contexts make demands
upon and have expectations about the raole he plays. ln addition, he
he has reciprocal expectations and demands (which could lead to

problems) of them too. Ignoring problems of concern in these contexts

could have adverse effects on his prodﬁctivity and eificiency,

If these factors are genuinely recognised, a philosophy should be
develaped based on this understanding. Such a philosophy cannot be
switched on one day and off the next. It should became a way of
thinking about people or the employee 1n particular in order to help
resalve his personal welfare problems that may be obstructing his

wark performance and genmeral life.

A context-role diagram showing the key roles an employee has to play
within each context is shown in Figure 10(on page 177). 1t is based
on dlagrams of models of 'Open Learning Systems' which are shown in
‘a repart by Clarke, ¥right and Costello (1986)(6]. The rales can be

classified intao three main cantexts as fallaws:
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1. Vork-Context: The primary coocers is his workiog 1ife and how the
problems that will evolve as a result of playing the roles of
for example, machise oeprator, line mamager, shop steward,

fareman, supervisor etc. will affect his roles in other contexts.

2. Family Context: Like the work context category, the focus is on
bis domestic 1ife which can lead to marital problems, problems
with depeudauté. relations, etc.,which can affect adversely his

roles In the work and soclal contexts.,

3. Social Context: Vithin this context his roles as householder,
taipayer, sportsperson, member of a religious or social group etc.
can-brlng problems which can affect both his roles withia the

family and work contexts.

Using the systems approach the roles played 1o these cootexts are
complex and interrelated, and they 1nfluence one another. As such
unless due consideration is given to them as a whole, attempts to
jmplement welfare policles pertalning to employee personal problems
will be ipeffective. What this means 1n practice is for an employer
wheo dealliog with the personal problems of émployees to 'consider
him as a whole 1.e.1n all his contexits and to be prepared to deal
with problems arising from his various role contexts rather than
coocentrate only on problems arisiog from his roles in the work
context. This would necessitate the provision of a comprehensive
welfare service which would deal with group weliare problems,

physical welfare problems and personal welfare problems.
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4.4 AR ENPLOYEE COUNSELLING SYSTEM.
Introduction

Employee counselling (though generally recognised as a new
development in counselliag), according to Bates(1;986)(71, is
becoming more prevalent in industry and cammercial organisations
. in the U.E. From my study of British Telecom welfare services,
this form of counselling seems to have become well estahlished

- as the mpst appropriate method of identifying and reaching
agreement on how best to assist an employee in resolving his ar
her persopal problems. 1n this sense, 1t can be described as

the cornerstone of personal welfare service provision because

it provides the main foundation for knowing and tackling personal

welfare -problems.

Itiis closely assoclated with the privision of various forms of
advice and assistance to employees on all personal and joh-related
probhlems; the overall aim being to help him understand and
resolve his problem, improve his behaviour and make appropriate
plans for the future. It also involves advise and direction
from’a counsellor which should reéult in fewer mistakes and
better adjustments by the employee seeking advice. 1t is
.primarily based on an interview or a discussion between an
employee and a counsellor in order to help the emplayee to
solve any soclial, emptional or human relations problems which
may be preventing him from working at full efficiency. Some

of the main advantages to be gained are that tbrough this form
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of counselling, an employee would gain insights and understanding
about himself and others, develop meacingful behaviour changes

and arrive at appropriate decision making.

Yarious Counselling Approaches,

There exists a great many models of counselling; client centred
aﬁpruach. trait-factor approach, rational-emptive approach and many
others{81. Althaugh no onelschool 0f counselling is the best, a
counsellor will likely be more effective if he draws information

and ideas from several theories.

Bowever, on the basis aof the knowledge gained from the British
Telecom and the Nigerian External Telecom studies, most employee
counselling ip industry seem to be based on the client-centred
caunselling approach. This is because of the focus given to

the employee belng counselled and the ireedom granted him or her
far decisioen making. Similarly, under the client-centred
approach, the client is tbhe main focus and the counselling is
structured to give him or her considerable responsihility in the
relationship. The themes and major concepts of this theory stress
the importance of feelings, faith in a persan, purpasefulness af
behaviaur and client responsibility. The techrniques of the
counsellor reflect the philosophies underlying the theory with the
reflectior of feeling as the principal technique. Careful,
attentive listening with considerahle encouragement for an

expressian of feelings is another technique.
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The core concepts according to Downing(1975){9], stress the
notion that a person is basically good, that he or she has the
capacity ta solve his or her problems and that much of his
growth is dependent upon insights. The client is expected

to assume cansiderable responsibility for himself, to
eventually see the irratiopality of behaviour and to gain

therapeutic benefits from the relationship.

The role of management

There are various oplnions as far as the role of the line

manager 1s concerned under a client-centred counselling approach.
Margaret Attwood(1985)in her book(10), thinks that ’'the
relationship betwen mapager and subordinate often will rot be
amepable to the developrment of a counselling reltionship. The
manager may Ee concerned with his own status and thus unwilling

to put himself into the subordinate’s shoes. Also there hay be a
tendency to be protectice of information, which might be useful,
such as the employee's real prospects of promotion. The epployee is
likely to find 1f{ difficult to seek counselling from his boss.

For example, a disclosure of domestic problems may hamper promotion
praséécts. Bevertheless, the problems of trust and fear of
conildentiality so far as employees are concerned will always
arise'. 1 agree with this view, 1t can be argued that there

is no point in offering help or advice to somecne if he thinks

that his personal problems are going to be revealed to others,

possibly to the detriment of his future career. This is the

180.



pi:

argument for having speclalised welfare officers in organsations
large enough to be able to afford them, They can be detached in

a way that line managers or persannel managers cannot be.

-
In a waorkshop, oo the role of the counsellor in industry
arranged by the British Psychological Socletyl11]l, Bates<{1986),
argues that recent writing on management perhaps adds to the ~
confusicn as it 1mp11es(e.g; Haopson, 1981) that the mapager can
adcpt the role of counsellor. A recent article (Baxter and Bawers,
1985}, carried this to ridiculous extremes by suvggesting that
logotherapy was a viahle management tocol. The manager, charged with

objectives of effectiveness and productivity, cannot truly counsel

any of his ar her employees’.

*Further confusion arises from the fact that certaln skills that can
be useful in @ range of managerial activities, such as problenm
solving, appralsal and coachlng are also used 1o counselling. These
skills (e.g. listenlng use of open questioning) can be learned.
Whether empathy or unconditional positive regard can be learned,
hawever this is debatable, and i1t is these latter conditions that
are necessary for effective couanselling. My experience suggests
that some poeple are just not empathetic and never will be, but
they may sti1l]l make effective managers. Hopson suggests that
counselling should be demystified but there are real dangers

1o implying that the use of some relative simple commnication and
helping skills is actvally counselling. 1n the light of these
prohlems, the workshop decided that 'Managers canmnot counsel

their staff'.
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¥ith the roie of the manager expressed above, it would aobviously
tr¢ advantagecus faor professional welfare officers or ather
specialists on caunselling to undértake emplayee cgunselling in
industrial organisatians. Hevertheless, it is certain that both
mapagers and personnel specialists will take on the role'of
counsellor from time to time. In order to carry out this

effectively, they must be trained.

The_model.

A mode]l of an emplayee counselling system based an the client
centred approach is itllustrated in figure 11. 1t {s based on a
systems yiew of employee counselling in which all actors amnd
activities in the counselling process are seen as interrelated

and forming a whole process. This process depicts;a general
structure of coumselling activities or sessions in which thél
employee, line manager, welfare afficef. counselling institutions
and associations and the welfare department play various roles and
undertake different functions which are coordinated into a
counselling consultation process. The comsultation process is

the transformation stage during which the problems and difficulties
are properly identified and analysed and appropriate actior taken
tawards their resolution. The employee finally ewmerges irom the
system, armed with advice and assistance or how to salve or

tackle problems and difficulties.
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The starting point in the system is the employee with problemis).
When he 1s inputied into the system, he becomes the client’'.The label
client is uséd as apn encouragement to the employee to see himself as
being involved in a neutral process in which he is naot accountable
to hié employers, and also as a professiomal jargon by welfare
officers. Two ways the client can get involved in the system are
feither by recommendation from his line manager or by direct comtact

with the welfare officer himself.

The welfare officer is the counéellur and the main actor in charge
of the system. He is backed up in-proﬁiding his specialist.
service by hoth the welfare department which recruits and provides
him with administrative support and counselling institufions and
assoclations which provide bhim with academic and professional
support. As ﬁain actor, he gives specialist advice and assistance
to the cllent. This bhe does through a ‘Counselling Consultafion
process'. The counselling consultation process is the vehicle

the welfare officer uses to help the employee to problem solve.

1t is organised around five main siages of activities which are
discussed below. GStages 1 to 4 are cyclical, not diserete,

while stage 5 Is an outcome, not part of the 1 to 4 process.

Stage 1: Developing a Relatiopship.
An essential first stage in the process can be achieved by
presenting an acceptahble image to the employee both in

environsment and in menner. A friendly, warm manner can quickly
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make an Interview effective. The physical surroundings are also
important. They should present a pleasant and relaxed atmosphere;'
It is important at this early stage that the question of

confidentiality 1s discussed and the contract made.

Stage 2; Identifying the Prgblem,.

This requires a non-directive approach, usiﬁg open-ended questioné
which allow the problem, owner to explainp his problem, listening

and not offering advice or evalvate comments. The counsellor must
remain neutral at this stage. To allow the employee ta talk abdut
toples which are highly sensitive. Tt is important that he be éiven
time to think and express himself - thus silences should be allowed,
and techniques for opening up the problem should be used; far .

example, reflecting back key phrases to elicit some further

expansion of issues.

Stage 3: Exploring the conditions under which problem occurs,
By exploring the.cunditions under which the employee experienceé the
problem, the boundaries of the problem can be fogund. The conditions
include the feelings of the problem owner. These feelings are ‘
facts. By allawing the problem owner to reveal to himself what

his feelings are, he will come to accept his own part in the

problem. By knowing the conditiops under which the problem occurs
if 1t is a work prublem {for example, changes within the job can
either be made to alleviate prohlems thus relleving pressures for a
temporary period or a subordinate encourage to use his workmates

In helping to resolve the prohlem.
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Stage 4: Discovering solutions to the problem,

Solutions to problems can only be real solutions 1f the employee who
believes he has a problem also believes in the soluiion. 1t is most
likely that he will believe in the solution 1f he puts it forward
himself. The empioyee should be encouraged ta look at all possible
outcomes of the differing decisions he might wish tao také.and the steps
that would be necessary to implement tbem. The stress invoived in each
course of actiopn should not be forgotten. The role af the welfare
officer would be to get the employee to evaluate his own solution
rationally.

Stage 5:  Providing a fruitful conjupction between the
praoblem owner and the export agency,

1f a problen is ideptified which requires expert help,it switches {ts
focus to the problem of how to achieve a frultful conjunction betwen the
problen owner and the expert ageoncy (e.g. drug addiction centres, legal
ald centre, marriage guidance centre, etc.). Various kinds of supportive
behaviour will assist - for example,givisg time off,respecting con-

fidentiality, accompanying a nervous employee on his first visit, etc..

QUTPUTS ARD FEEDBACK

1. Advice, direction and assistasnce.

2. Ability and capacity to understand and resolve problem.

3. lmproved behaviour and plans for the future.

4. Layalty to organisation (this presumes increased job satisfacticn).
5. Greater Self-confidence and respomsibility far own action.

6. Improved morale.

The welfare officer géts a feedback of information from these outputs

with which he or she cap improve and adapt the system.
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4.5 CONCLUSIONS,

A systems view of an organisation enables occupational welfare

to be viewed as a subsystem with all the advantages as outlined in
earlier chapters of this part of the thesis. This view is
necessary if occupational welfare is to be considered seriously

as a discipline and a professior in its own right. The significance
of systems thinking for occupational welfare practice is too great
to be leit unexplored. Systems theory according to Schoderbeck ei
al(1980)[12) ‘has revolutionalised mapnagement sclence,
comeunications and planming; 1t has been responsible for the
development of entire areas of study withism physiology and ecology,
pbilosophy, geography, ecomomics, political science, sociology,
psychology and psychiatry are among the disciplines directly

affected".

Occupational welfare is in fact exceptional ip having failed to
comz to grips with a set of concepts which have now been part

of the scientific thought for a generation. The reason why systems
is not readily recognised as a legitimate subject is that it is
different in kind from most othker disciplines. 1Its concern iIs
not a particular set of phenomena, as in the case with chemistry
and physics, for example, neither is it, 1ike biochemistry,

a subject which has arisen at the overlapping of existing
subjects. Hor is it a subject which exists because a particular
probhlem area 1s recognised as important, and requires the
bringing togetber of a number of different streams of knowledge

- as do town planning or social admieristration, for exzample.



Vhat distinguishes systems is that it is a subject which can

*talk about the other subjects or be used to discuss the other
subjects’. It is therefore not a discipline to be put irn the same
set as other disciplines, it is a 'meta-discipline’ whose subject
mtter can be applied within virtually any other disciplipe. It is
on these strengths of the systems approach that occupational
welfare should call for an injection of inspiratior in order to

illundnate its study and guide the design of its techniques.

Like most disciplines therefore, occupational welfare should have
the bepefit of some theoretical underpinnings upcn which to
depend. The systems approach provides this basis as has been
explained and illustrated by the models discussed. It is from
'suéﬂ a position and under such framework that its practiticners can
apply those techniques which seem more suitable for them and their
clients. The guidelines provided within such a systems view of
occupational welfare ensure a systematic approach and avoid the
icefficiencies and ineffectiveness of a haphazard and uncrganised
approach. A systems view lerds practicality to occupational
welfare as it permité the use of iogical and realistic concepts

and techoiques by its practitioners.

Such concepts and techniques such as the *wholeperson concept’
and the 'employee counselling system' model discussed in earlier
chapters have provided the basis for viewing employee problems

both in their entirety and ip a systematic manper in order to
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tackle them effectively. These two models are in fact extensions
of the general model of an occupational welfare system discussed

Chapter 4.2.

For example, the whole person concept through its techniques,
enables the human resource inputs to be analysed in relation to
their everyday functions at work, in the family circle, and
yithin the epvironment in order to determine their welfare needs
caorrectly. The employee counselling system can be seen as a
process sub-system of the general model and as such is also a

major activity in the trapsformation process. Considering

tbherefore the inter-disciplinary nature of its work and

‘services, occupational welfare viewed as a system would play

an impartant role as a unifying force in the solution of
inter-~departmental conflicts that are common organisations of

all kinds.
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SUNNARY

Having effectively disproved the null hypothesis proposed in the
first objective of this thesis, the stage is set to consider the
theoretical and practical evidence relating to the second aim -
‘to evaluate how far occupational welfare can contribute to the
successful management of large modern telecormunications service
Grganisations: The task therefore is to highiight firstiy the
important centrlbutlions occupaticnal welfare had made and can make
to the everyday management problems encountered in organisations,
and secondly, those areas which are seen to make the previsieon of
Qelfare services indispensahie in the management of modern tele-
communications service organisations and by extrapolatico to otbher

Industries which are also beling affected by technalogical change.

The discussion of the conclusions is structured as follows:

5.1 The basis of welfare policy in an crganisation.

5.2 V¥hy welfare 1s necessary.

5.3 Employee Counselling as the cornerstone of good welfare
practice.

5.4 A wider role for welfare in industrial organisations.

5.5- The ifuture development of the welfare function.

5.6 References.
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A welfare policy should ideally be a written statement of an
organisation’s plan of action op matters affecting the well-
being of the pecple in the organisation. This statement like
any statement oo policy mattérs, should be in broad, long-range

terms that expréés or stem from the philosophy or beliefs of the

.organisation's board of directaors. It should be integrated into

the hroad corporate plan which in part will be affected by
legisiation, and shovld also teke account of the nature of the
envircomental systemsl{1] ip which the company exists. A welfare
policy, should in addition be éxpressed in Lterms of the three main
areas of occupational welfare activity - physical, group and
personal services, and may be.elaborated in the form of a number

of subsidiary policles ﬁnder each heading. Assoclated with these
headings will be rules and regulatices to ease the interpretation
and application of policy by Junior managers who rely on documentary

guidence when dealing with particular kinds of problers.

Being expressed in terms of the three main areas of welfare activity
such a policy must emphasise the peced to provide & comprehensive
welfare service system incorporating these areas 1p an organisation.
Once this policy statement has been made In respect of the welfare

function, the actions to be taken will have tao be guided by what has
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been laid down. The significance of this statement of policy lies
in the fact that it will provide the foundation for either an
effective or ineffective welfare service. Auny policy adopted
however, will bave to be reviewed from time to time to keep it

in tune with changes within and outside the organisation.

For supposedly caonfidential reasoss, British Telecom refused to
provide a statement of welfare policy. According to the Chief
Veifare Adviser and the statementis contained in the welfare
department’s brochure on the British Telecom Velfare Service. the
organisation has somewbere a written statement of welfare policy
as part of its corporate plan which commits it to iake an active
interest in the persopal well-being as well as the efficiency of
its staff. At Board level, the interests of the welfare department
are représented by the Board member of personnel and corporate

servicesl[2].

By way of contrast, the Higerian External Telecom has a mixed bag
of statements of policies on welfare services. These are fully
published in the staff handbook and they cover specifically the
commjtment by the organisation to pravide canteen services, sports
and recreational facilities, medical, housisg aund transport
facilities. The misleading aspect of such statements is that they

give the impression that welfare services are the same as fringe
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bepefits. As such they cootradict the basic proposition in the
definition of occupational welfare praovided in Part One of this
study. Also having been published 1in the staff handbook, employees
consider them as part of the terms and conditions of employment and

therefore expected as a matter of course.

At board level, the Director.of Personnel represepts the Interests
of the welf;re sectiop and the personnel department in HET. As con-—
firmed hy him ip person, one of ithe regular personnel itopics for
discussion at main board meetings In NET was company staff welfare
and fringe benefits provision, followed by industrial disputes and
pay systems. By contrast, manpower planning and labour markets were
not as frequently discussed. However personnel policles as a whole
are often discussed at board level. This seems to indicate the
directors' concern for the huge costs involved in acquiring,
developing and retaining the human resources necessary for the
success of the organisation and provides evidence in support of

the significance of welfare services in the management of the

organisation.
Bacis for a ¥elfare Policy - a Paradigm Case {n the U.K.

One of the malin principles upon which a successful welfare policy
miy be based is on a ‘commitment to good human relations'. Such a
policy has been tried and tested and warks successfully in for

example, Marks and Spencer, ope of Britain's most progressive and
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successiul department stores. The following extract fram a speech
by i1ts chairman, Lord Sleff serves to illustrate the polntl3]."Good
human relations develop only 1f top management believes in, and is
comndtted te their implementation and has a genuine respect for the
individual. This is not something toibe tackled from time to time,
but demands coatinuous actiou.lﬂuman relations in industry should
cover. the problems of the individual at work, his or her health,
Hei1~being and progress, thg working envirooment and profit sharing.
Full and frank two-way communication and respect for the contri-
bution people can meke given encouragement — these are the founda-
tioné of an effective policy énq a major contributlion to a success—

ful operation'.

Fostering good buman relations yith employees means more thaa just
paying good wages. Mapagers must be aware of and react to the
problems of employees. Top management mist know how good or how bad
employees' working conditions and amenities are. They must eat in
the employees® restaurants, see whether the food is decent and well
cocked, visit the washrooms and the Iavatories. If they are not good
enough for those in charge, they ére not food erough for anyone. COur
elforts have resulted in a stable stall, ready acceptance ol change,
high preductivity and good profits in which all share - shareholders
staff, retired staif and the community. Staff morale Is kigh and the
great majority care about the progress of the business whatever

their jobs'.
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Commitnent to Good Human Relations

The ahove statemert summarises the esseesce of Marks asd Spemcer's
approach to humaz relations iz industry. 1t is om this approach
that their successful welfare services are hased{41. The startiuog
point is - human relatiomships not material thipsgs. The implication
is that welfare is abave all a manifestation of a coscern for the
;eeds and Hell—being of the individuval, ard it requires that Iine

managers, personpel managers and top mapagemesnt are genuisely

cogcerned ahout these issues.

A welfare policy based oo a commitmest to good humas relations such
as Marks aand Spemcer's goes a loog way ta eshasce the success aof an

organisation. Lord Sieff in his speech glves the names of major

.organisatiops sowe uciomised, some not, who implement successfully

a policy of good humae relations elaborated to suit their particular
circumstances. G.E.C., Usited Biscuits, lBN, Standard Telephomes

and Cabie are some of the examples provided.

Three sigoificapt attributes or which a welfare policy founded con

this commlitment to good humar relations can be based are:

1. A respect for the lwmdividual employee, im terms of the acknow-
ledgement of his or her meeds, a tolerance of hils views,
conslideration when he is affected hy change over which he has

ga coptrol aad a confidertial treatmest of his or her problem.
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2. A willingness to atteud-promptly to problems of employees;
- whether at work or not help should be given to employees when
they are encountering diIficﬁltigs and managers should be dele-
gated Hith authority to act sensibly and generausly in dealing
with them.

3. A commitment from top management; in terms of instituting a
management system that elevates human relations as a cardinal

value,

¥ithout previous experience of a good human relations envirconment,
it is diifieult ior individuvals to envisage what such an environment
‘can be like. But there are at least two sources of information that
may epable one to judge situations in organisaticms. First of all,
there are the more quantifiable 1nd1&ators such as the ratio of
personnel and weliare staii to employees, the number and range of
facilities and the aggregate costs oi.these. As an example, 1in
British Telecom the ratio 1s one persaonrpel and welfare staff to
pvery 719 staff, while in NET, it is one perscomnel and welfare staf{
to 135 employees. NET has a much smaller total labour force. By
comparison, Marks and Spencer malntalns a ratio of ome persannel
staff to every 50-60 employees In the stores. The main reason for
using both personnel and welfare staff is based on the imescapable
fact that welfare is an integral part of the personnel department in
both organisations and that personpel as well as specialist welfare
staff perform the welfare functions which in total contribute to the

overall.well-being of employees.
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In terms of range of services, those provided by British Telecom
cover comprehensively the maln areas of welfare activity. Even
thaugh ¥ET dﬁes not have an instituted personal welfare service,its
Iine managers take on the role of employee counsellor from time to
time. Both orgéniéﬁtions (as has been-shown in parts two and three
af the study), spend large sums of money on the welfare of their
employees which nat only fer exceeds statutary requirements but
also goes-well'beycnd vwhat caontemporary organisations are aoffering

thelr employees.

The second source, relating to the more qualitative aspects requires
a different kind of validation. This can best be approached by
talking ard listening to employees at different levels in the
hierarchy 1n an organiscation as uaé done during the studies of NET

and BT.

In FET,there was a feeling of general discontent with the services
provided. The general pattern of feeling was something like this;
that the company does not look after its employees well enough,and
the employees felt they were not being treated as individuals;that
they”were glven toa few opportunities continuously to train and
develop themselves;that management was not on their side but
against and above them,and that they saw a hig gap between what

tap managemeht preached and what 1t practised.

In BT the employees 1 spoke to were genmerally satisfied with the

services thé welfare department was providing though they might
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refuse to comment on how these services affected their overall

feelings towards their work and the organisation as a whole.

These saurces of information polnt to. a very important observation.
That good humar relations entalls putting people first,treating
them as individuals,recognisiog their capacity for responsibilities,
trustworthiness, sclf-motivatlon, cooperative efforts, achievement
 and potential for developmeﬁt. 1t means significant lnvestment by
the organisétion in terms of time, effort and mooney. The returan on
the investment is intangible and will materialise only in the long
ruo. A long term perspective to human resources development is a

sine que oon far good human relatioms.

Thg practice of good human relations also oecessitates radical
departures from conventional organisation and job design. The
organisational structure must be designed in such a way as to
minimise the number of levels in the hierarchy, facilitate face

to face 1pteraction and frank and‘two—way commupication among
different arganisational levels,ensure the maximm horizontal
cross-fertilization and integration,and make possible the effective
direction and coordipnation of the diverse functioons and activities
in the organisatioo. Io terms of job design the starting point is
agalo the human element. Jobs are to be designed to fit people,

oot the other way round and this entalls explicit consideration of
the employee’s intellectual and motor capabilities 1n work and work-
place design as to meke for a more humap work environment compatible

with personal needs and aspirations.
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5.2 VHY YELFARE IS NECESSARY ~
Introduction

Few people would deny that an employer should take an interest in
the welfare of his work people, but they may not accept that the
most effective way of expressing thls interest 1s by providing a
comprehensive welfare service. VYhat many peaple find difficult
-15 be ahle to justify the provision of a welfare service for
humanitarian reasons and ou the economic grounds which a business
organisation mst consider. A growlng number of employers such as
NET and BT are coming to accept, however that the cost of such a
service is fully justified by its effect upon productivity and
morale alone, quite apart from any other considerations. They
appreciate that employees who have serious problems inevitably
adversely affect the well-being of the -organisation in which they
are employed, notably in the areas of productivity and morale.
Conversely, the evidence of genuine interest by an employer can
and almost invarlably does lead to improved rates of sickness,

absenteeism and turnover, as well as productivity.

Apart from humanitarian and economic reasaons, evidence from the

study of HET and BT and existing literature on welfare has shown

that there are many more reasons why employers provide welfare

. services. These reasons are now dilscussed.
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Two Schools of Thought

There appear to be two principal schools of thought concerning the
provision of so wide a service such as welfare for employees. One
school mintains that an emplayer should only provide what is re-
quired by law and not interfere or impinge on an employee's private
life, while the second school believes that any assistance it can
give with an emﬁloyee's personal problems will help ta make him a

more efficient and satisfactory worker. Both strands of opinion

were evident in NET and BT.

Arguments agalnst welfare provision

The most common argument used against welfare 1s that welfare is
synonymous with paterpalism. It is perbaps unfortunate that in a
modern technological age such as we naw live in where the signi-
ficance ipn industry of demncratic principles is highly appreclated,
an organisation can be accused of being paterpalistic when looking
after the well-being of its employees. Paterpalism, according to

Borthcott(5},1is a benevolent regard for human well-being which is

based on three main principles.

The first principle is based in turn ar the notion that, that
which is given to employees may clearly be withheld or allowed

only on conditions laid down by the giver.
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The second principle is based on the concept that the employer shall
assert his indisputable righkt to manage things in his own way in

what he regards as his own business.

The third principle is based on the understanding that the employer
shall expect both gratitude and acceptance of his own views and
‘prejudices from his employees. Considering the strength of Trade
Union activities, industrial cDmpetitién and legislative enactments
for the protection and.regulation or employer-employee relations,
it is difficult to envisage full-blown paternalism in modern day
organisations. Paternalism is clearly out of date and it is there-
fore highly misleading to use 1t as a means of criticising welfare

provisons.

(Other criticisms of welfare are that the existence of the Velfare
State absolves employers from responsihility for the welfare of
their employees,and also it is selfish to maintain large piaying
fields and erect hige sports pavilions if they are going to be used
by a minute proportion of staff for a very limited period of time -

the space and facilities could be better used by the commnity.

Both criticisms can be effectively contalined by examining the

the accessibility of the welfare state services in hoth the U.K.
and Figeria. Theoretically even though state welfare services are
available to all in the U.K.,in practice it is only those who can

take the time to find their way round it that can use it for the
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resolution aof their problems. In addition very many employees are
likely to be unaware of what it can pravide and how these can help
them. Moreover they may alsc be reluctant to absent themselves fram
work in order to find out. In Figeria the welfare state system is
non—existent and the social services provided by the state are often
inadequate,as a result,companies accept general responsibilities for
for the welfare of fheir empioyees and thelr families as discussed

in chapter 3.1 and 3.2.

In many organlsations in both countries, the increasing inter-
dependence of the-coﬁpany and local cbmmnnity as seen in the
framevork of natlonal develapment prugrammeé and the shift in
1ndustrial expansion from the individual large enterprise of the
mine and plantations to modern sector menufacturing in large

‘towns has very much changed the relationship of the emplayer to

~ the employee, and to the wider commnity and government. This has
helped ta bring about a shift fram independent emplayer actiomns to
a greater cooperation and collaburation as far as the provision of
variaus welfare services are concerned. For example, wmost BT restau-
rants are open to use‘by the public and even thelr Velfare Training
Centre accepts as tralnees, cecmployees from cther organisaticns in
the community. Similarly, NET shares its sports and recreaticnal

facilities with the local community.

_Arguments in favour of ¥Welfare provision

The strongest philosophy on which most arguments Iin favour of

welfare at work are based is one which sees industry as having a
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suciél responsibility for people who work in them, i.e. as one part
of what the worker is entitled to as a function of his work output.
. 1ts contention is that hecause an employee gpends most of his active
lifée in the work situation, bhe is entitled to something more than
hls pay, statutory fringe benefits, health and safety systems. This
philosophy was well put by Martin{1967) when he wrote: 'Staff spend
at least halfi their waking time at work or in getting to it or
le;ving it. They know they céntrlhute to the crganisation when they
are reasonably free from worry,and they feel,perhaps inarticulate,
that when they are in trouble they are due to get something back
from the organisation. Peéple are entitled to be treated as full
human beings with personal needs, hopes and apxieties; they are
employed as people, they bring themselves to work, not just their

bands and they cannot readily leave their troubles at home(61'.

fhe position of workers in the U.E. and similar cauntries with

well developed state welfare systems,but also with high wnemploy-
ment has put more pressure on statutory social services because it
is those who are ecomomically inactive who become the clients of
the social services{7}. iIn such a climate, occupational welfare is
ta be valued in its own right because statutory social services
find 1t increasingly difficult to offer help to employed people for
whom they bave no statutory responsihility. ¥ithout welfare at work,
the employee and dependents faclng difficulties may well bhave

nowhere to turn.
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Logically,it would be expected that the relative absence of iabour
shortages 1n a recession would lead to a decline in the provision of
welfare services. Such evidence as there is suggests that this may
not be occurring. Vith technological change, more of an organisa-
tion's resources tend to be invested in plant and machinery. Hence
payments to emplayees become a lesser proportion of overall operat-
}ng costs,and so the provision of for example, weliare services or
othér benefits becomes a relatively smaller 1nvest;ent. As the ratio
of capital invested per empioyee lncreases, management may become

more aware of the need Tor employees to be fully effective,and one

way of ensuring this is to invest seriously in their welfare.

Some crganisations provide weliare services because they wish to

be seen as the kind of employer who considers seriously the wellare
needs of their employees. For example, the Trustee‘Savings Bank
advertising for a Personal Services Ofiicer to administer welfare
activities included the followlng relevant statement in the advert-
isement; °‘The Bank is particularly aware of the need for a weifare
service for all members aof 1£5 stafi and the department provides a
confidential counselling service ia addition to regularly making
more routine visits to the Bank's 228 branches'(8]. Closely ailied
io this desire, is the wish of most arganisations to atiract the
best possible workers to their payroll. Generdus weliare services
are thaught to attract high-calibre employees to an organisation and

alsa help retain them. This latent function of welfare is very well
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recognised 1o NET. Host of the staff are aware and emvious of the
different services provided in contemporary organisations which are
not available inp their company. Even NET's managers believe the
organisation ought to have been persuaded to provide some of the

welfare services avallable in other organisations,

Bo matter what motives employers have for providing welfare
services, they will always be disputed. OUn the basis of the NET
and BT studies, most employees will always be compelled to look
after the well-being of thelr staff for bath humanitarian and
economic reasons. Furthermore the development of a personal
welfare service can ensure Lhat employee‘s productive capacity

is not bandicapped by personal prablemns.
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5.3 EMPLOYEE COURSELLIRG AS THE CORKERSTONE
OF_GOOD VELFARE PRACTICE.

The Significance of Employee Counselling

Employee counselling has always been a basic welfare task in
industrial organisations in the U.K. ever since the first
Industrial Velfare Vorker was appointed in 1896[931. Although a
survey carried out by the Brifish lnstitute of Management” in

1971 suggested that only 5 percent of firms in the U.K. offered
persaonal counselling servicesl[10]. A& more recent study by
Stewart(1963)[11],testified to its growing importance in industry
when over a two year perlod from 1980 to 1982,it found that two-
thirds of advertisements for personnel management positions
mentioned counselling as part of the job. Be concluded on the
basis of this evidence that the dominance of counselling suggests
it 1s the core of the welfare task. Even though this form of
counselling has not been institutionalised in industrial organi-
sations in Figeria,my research confires that it is carried out

unprofessionally and informally by both line and personnel managers.

The case for introducing an employee counselling programme to deal
with the personal problems of employees 1s supported by examples of
figures demonstrating the exteni to which personal and psycholiogical
problems impinge on an organisation in the U.K. In 1979,1t was
estimated that forty million working days were lost through minor

mental 1llness such as depression and anxietyl161. This compares
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with ten million in industrial disputes and twenty-three million
in industrial injury and disease. 11 may be argued that the forty
million may have Increased with the concern for persomal job

securlty endemic 1o the current economic climate.

Also it has been shown that at any particular time,up to 20 per
cent of a company's work force will have a problem which i1s likely
to affect their performance; perhaps an accident at home with a
child, an argument with a calleague or a sudden increase in house—
hold expenditure. Some 8 per cent of employees will be experiencing
something more major,for example an impending court case,a divorce

or the death of a partnerl(12].

Given the impact which persomal problems of employees can have on
organisational effectiveness,it seems foolish for an ofganisation
not to invest on a counselling programme as & means of combating
the personal problems that could affect the effectiveness of an

employee.

Ope method of integrating coumselling into the workplace was
suggested by Payne and Arroba(1979)(19), who among their
conclusions in a study of what mangers do about 1llnesses amnng
thelr subordinates, stated that;’'perbaps responsibility for good
health and the reduction of a stressful environment needs to be
formally built into the managerial job specificatlon so that a
manager 1s judged on criteria relevant to them as well as on more

conventional achievement criteria'.
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Summary of potential bepefiis

1f employee personal problems are tackled through an effective
counselling programme, the welfare service may substantiate its
credihility in the company by providing the following benefits:
1. A reduction in absenteelsm,

2. An improvement in the quality of work,
.3. A reductior in productive wastage,

4. A reduced number of workplace accidents,

5. An improvement in human relations and level of morale,
6. Reduced early retirement,

7. Reduced labour tﬁrnover,

8. lmproved individual abilities in decision making and problem

solviang.

¥ithin a department, employee counselling forms the nucleus of a
welfare officer's job. His counselling role mkes it possible to
describe him as an agent of change,while not divulging confidences,
the welfare officer in some cases may be able to use the information
galned during counselling to encourage changes in problem areas for
the better. Essentially,counselling needs to be seen as a posltive
agency,it facilitates change,particularly change determined by the
individual for the individual,and since decislons through counsell-

1ng are self-determined they are more likely to persist.

Trained employees are valuable and represeni an asset which should
be -protected in the same way as plant and machinery are mintained
through service contracts. Counselling would perform this role for

the human asseis of an organisation.
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5.4 A YIDER ROLE FOR VELFARE IN ORGANISATIONS

Introduction

The éystems analysis of welfare discussed ipn part four emphasises
very clearly, the inter—departmental nature of the welfare task
and its cemiral coordipating function in helping to engineer all
parts of ithe organisation towards the successful achievement of
corparate énals. in this direction, the welfare department shares
an organic relationship with other departments, the significance
of which lies in the performance of its crucial rele which is to

promoie and preserve the well-being af active and retired employees

and thelr famllies.

It is the significant probabiiity that this role will help bring
abpui the achievement of organisailional effeciiveness which calls
for the adoption of a broad approach fo the concept ol occupational
welfare. This approach would encompass the recognition ol various
forms af relationships with the external and internal envircoments
of the weliare department as enunciated in chapter 4.1. 4 broad or
systemic view of this kind will involve welfare in having to play an
integrating functicn hoth withio an organisation and between i1t and

its public.

Quite apart from this major rale of welfare there are other roles
which relate to iits fupction in the problems presented by indus-

trialisation, such as the allocatlon of responsibility for the
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private and public costs resuliing from the involvemedi of the
employee and his family in the industrial process, the bearing of
the real cost by the community of occupational welfare and more
importantly, of the occupational 'dis-welfare' which is not avoided
or at least compensated. There appears to be considerable oppor-
tunity for the emplayer to sbift the cost of occupational welfare
provisionr to the commnity at large but thié appears 1o be neglected
aor to recelive no attention. Furthermore.becausé of ther lack of
attention to the social casts,it seems clear that tbe emplayee and
his or her family bear many of the unseen social costs of the indus-
trial pracess. These costs are greater in countries such as Nigeria
where the basic infrastructure of social ser;icés and social

security is lacking or iradequate.

{ccupational welfare for all workers ip developing nations,.
Many programmes of occupational welfare distract attention from the
wider structural proplems facing the majority of the less developed
couniries like Figeria. For example, a concentration on caﬂteen
provisions may not be the most appropriate way to feed employees in
view of the very serious malnutrition problems facing the larger

" numbers outside tbe labour force. This is even by economic criteria
alone belng short-sighted. The failure to pravide now adequate
nutrition for children, limits thelr productivify as warkers latef.

Similarly, housing for employees does not necessarily indicate good

bomes for families. It may belp ap employer to maintain his labour
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force in the short-term, but in the long-term it'ﬁay serve to
exacerbate the social problems of a communiiy. in addition, the
provision af services for employees in the larger and more techno-
logically advanced firms would only increase pr.;t least perpetuate,
the inequalities between workers in different Indusirial sectors
and help to add to the status of those modern industrial workers
who form a new industrial 'elite' in a developlng country with a

standard of 1iving often well above the poverty of the rest.

By contrast,a pragrammé of occupatiopal welfare that reachkes all

emplayees may well help to diminish inequalify and promote greater

opporfunities far voiuntafy mobility. This can éffectively be based

con the following criteria which will be discuésed in the follawing

. pages:

1. A itotal identificaticn of the needs of the eﬁployee,hls family
and comminity, |

2. A preparedness ta share the social costs arising from the
1ndustrial process and develapment,

3. A recognition by industry of its social responsibllity, and

4. An acceptance by Government of a much heavier community

responsibility.

The needs of the employee, his family and commnity.

The needs of these people may be presented along two dimensions -

participatiaon in social growth and compensation for social costs.
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In both Figeria and the U.K.,employees may need the benefits of
welfare,not as increments to their standard of iiving but as partial
compensaticn for dis-services, for social costs and social insecuri-
ties which are the product of a rapidly changing industrial - urban
society{14). For example in a newly industralising country like
Figeria,the rate and extent of change may be cohsiderable.especially
for certain groups. Kany will experience within short periods of
time, shifts of home and employment with little guarantee of a

more permanent security. Their econcmic and political power, their
social honour may remain at least uncertain,at worst they may lose
all material belongings, together with any sense of psychological
belonging. At the same time,access to welfare services may help to
put education, health and social security more within the reach of
the ordinary or Iess privileged group. Their standard of living

may be lifted by the development of the community with social and

economic grawth.

The concept of social cost as part of the price we pay to some
peaple for bearing part of the costs of other people's progress(15],
seems particularly useful for considering the social effects of the
industrial process apnd on a wider scale industrialisation - the
adjustments to technological change, the shifts of population, the
dislocation of established commnities and the exchange of rural

poverty for urban uncertainty.
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The needs of the employee may be seen on the one hand as an
intrinsic part of the industrial process but they will be affected
by the stage of Industrialisatlion the country has reached and the

speed and way it has arrived at this level of economic development.

Programmes of economic and industrial development should there-
there clearly be directed ﬁo pay more attention to the total needs
of employees and thelr families. Unfortunately,failure to take the
needs of these groups into account may oiten rgmain concealed while
disservices are borne quietly and privately. Very little attention
has been paid to the social needs of workers as revealed by the
study of NET and BT. Also there is littie in the literature to
evaluate the costs the worker and his family have to bear. The
failure to obtain adequate feedback on the working of services

is felt first and hardest by those whom the agencies serve or are
intended to serve. The important role of research as part of an
eariy warning system which alerts society to unintended conse-
sequences and side-effects of the development process is clear. If
the danger of an ipadequate programme {s not recognised in time,

the impact on the comminity may well he irreversible.

The. sharing of social cosis

The fact that many of the costs of the industrial process and indus-
trial development are borpe by the employee, his family and the

wider comminity should encourage a more rigorous consideratiom of
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ihe share that industry should pay to commnity development and

in compensation for costs borne soclaily.

The idea of a levy on those employers not providing a particular
service, akin to the method of financing the Industrial Trainiung
Boards in the U.K. seems to bhave worked well in practice. 1t is one
way of ensuring that all firms contrihute to a service from which
t;ej may all with the commu;ity at large, derive some benefit.

This may be cne means of enabling smaller firms to share in the
costs of a service for which they are unable or unwilling to make
any initial investment or meke any special proﬁjsion. Thelr
employees would then be entitled to make use of the services which

might include not only training facilities but basic or special

.medical services, recreational facilities, canteen services or

special transportation.

At all tismes however, there is the need to ccnsjder the community
as a whole and not just the needs of industry and its workers.

It might be worth considering a limit to some industiral wellare
provision unless it were made available to ail members of the
community either free or at a basic cost. Firms should be required
ta contribute to some speciiic social welfare fund for the whoie
community and not be aliowed to provide for their own workers alone

those services which might bhe needed by ail.

The social responsibility of ipdustry

The awareness of the hidden needs of the employee, his famlly.and

community and the proposed sharing of costs calls {or a new role for
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1ndustry in the welfare relatlonship. The abjective should be for
the community to involve the organisation 1o the general effort ta
promote the weliare of society and its members. The first responsi-
bility is the improvement of the work setting, the work process and
the job itself. Even though a firm may contribute to the community
at large in voluntary activity and contributions or in tax payments
and the wealth of its employment, i{ the quality of the workers®
experience there is diminished by any form of exploitation, then

this first and basic social responsibility will have been shirked.

Regrettably, not all arganisations either in Figeria or the U.K.
will accept the importance of contributing to the welfare of the
commnity. Also greater understanding af the nature of the social
needs of individuals, families and commnities has been slawly
reinforcing the recognition of inter-dependence among industry and
its workers and the wider society. Because ol these views, two
significant raoies for organisations emerge. One Is that of providing
services within the total weliare system and the second is that of
L. . .. belping to plan and develap the community services. At the
plaﬁning levei, a main issue to be considered i1s that of the appro-
priate place, within a country’'s total petwork of social weliare
services, of services administered under the direct auspices of
industries or particular undertakings. & related issue is that of
the nature and extent of an organisation's involvement im the

plaoning and development of community based social welfare services.
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5.5  IHE FUTURE DEYELOPMENT OF THE WELFARE FUNCTIQN
Introduction

This finral chapter i1s concerned with the future development of the
welfare function. Although there are many ways of anticipating the
future, the one most commonly used i1s to project current events and
trends into a future time horizonm. This differs somewhat from a
fd}ecast or prediction. A forecast often implies some prophecy not
necessarily extrapolated from the.present. Projections, however,
are safer since their underlying assumptions are rooteq in the
present and one can keep certain elements constant while allowing
other elements to evolve in a prescribed mamner, usvally a

continuvuation of a current trend.

The aim here therefore iIs not to attempt to forecast future events
or to outline the developments that are Iikely to come about; rather
it is to discuss the manner in which future events oOr changes will
affect the role of occupational welfare in the management of
organisations. Some of the fundamental variables more likely to
influence welfare policies (most of which have been referred to in

earlier chapters) are discussed in the following pages.

The Changing Nature of British and Nigerian Societies.

In recent years people in Nigeria and the U.K. have experienced and
are cootinuing to experience raplid changes in major aspects of their

lives. Kuch of this upbeaval bas an {mpact directiy or indirectly on
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occupational welfare provision. The changes may be classified as
paolitical, ecomomic, technological and social. They are seldom

discrete but rather interact one with another.

Political changes are mastly manifested in the ways existing
governments deal with matters affecting or relating to the welfare
of employees. Successive governments that have ruled Nigeria aover
the last fifteen years bave done very little to improve the
provision of social services in the country. For example, in
almost all the major citles where industries are located, it is
almost impossible for employees to be able to afford decent
housing transport to work, basic education and medical care for
their families and dependanis without the help of thelr employers.
¥ith inflation running at well over 100 per cent, 1t has become
almost lwmpossible for even highly paid executives to afford basic
necessities. This state of affairs hﬁs involved almost every
organisation that is 1ntérested ir the well-being of its employees

in the provision of &al]l sorts of welfare services.

Similarly {no the U.K., the continued cuts in public spending by
the government over the last eight years aand the following high
unemployment have stretched the avallability of soclal services
almost beyond the reach of people who are employed; as a result,
welfare at work has become the only hope for employees who have no

place in state provided services.
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Avother source of political change can be manifested in the type
and frequency of legislation affecting employee welfare provision.
For example, when various legislatlons are passed in favour of
certaln aspects of welfare, they have the effect of making what
used to be regarded as welfare serviﬁes into employee -benefits
whose provision then either becemes compulsory er megotiable as
Jtérms and conditians of service. One good result af this kind of
legislétive lotrusion is that it camn tempt pragressive employers
inta discoverlinpg mew ways of expressing thelr conmcern for the
well-being of their emplayees. An example of currept trends in
organisations in both countries is the fact that the provision

of certain group welfare services such as canteen, sports and club
facilitiés are nov either belng made compulsory by legislatien

or quofed as employee bepmefits im the terms and corditioms of
employmeat. As such, employers are now shifting thelr areas of

provisiaon of services from group welfare into personal welfare

services.

The impact of ecomomic changes om welfare service provision is most
noticééble when there {s a depression or boom iu an ecopomy. A
‘continued bigh rate of unemploymént has the effect of stretching the
demand for social welfare services as discussed earlier and as a
result, puts them beyond the reach of the cconomically active
members of the populatien. The position of employees in Higeria

under a climate of high unewployment is mich worse because of
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inadequate state provided soclal welfare services. Under such
conditions, organisations will always have to provide welfare
services 1f the welfare of their employees 1s to be assured. The
0ll boom in ¥Yigerla during the period 1970 to 1980, brought an
unprecedented growth in the economy. The availabiljt; of so much
lquid resources then tempted mapy organisations into providing
personnel and welfare policieg unrelated to personnel work

' practices. For example,the salarles of some woarkers doubled during
that period, and the comcerns of most employees ip the dountry
became, less work, longer breaks, approved casual leave or time-
offs, the pext annual leave,on-coming public halidays,etc.,all
these to be enjoyed with frequent salary increases, attractive
allowances, accelerated promotions and benefits and banuses.

The dis]ike for work increased At the same time as preference for
better conditions of service. Nigerlan organisations only managed
to accommodate these contradictions until breaking point when the

o0ll boom disappeared(161]1.

¥ith improved technology and automaticn, parilcularly in the
telecommunications service organisations, large amounts of money

are expended op training employees to acquire skills pecessary for
operating machipes. 1t is unreasonable after such expenditure on
training not to look after the well-belng of such employees I1f only
to encourage bim or her to stay with the orgapisation. The provision

of tralning in itself is part of looking after the welfare of
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emplaoyees on the job and it is useful for promoting good morale
and efficiency. High investments 1n technology should mean bigh
expenditure on employee welfare because iabour costs will be low.
Tecbhnology, therefore, would affect welfare provision by bringing
about changes in the relationship between employees and fLeir
methods of work and the awareness for higher safety measures and

traloing on the jab.

Perbaps the most significant of all for occupational welfare are
soclal changes. These are changes In attitudes, values amnd beliefs
which the majority of people hold in common and in soclal and
econgmic institutiuns such as marriage, schaolis, business and
governments. Among the social changes which the U.K. and Higeria

are experiéncing and which have a direct effect aon welfare provision
are the demand for a shorter workiag week and flexible working
hgurs, and an increase in sizes of famlly of employees wishing to

qualify for some more welfare services.

Like bholiday entitlements, the move towards an i{increase in leisure
through a reduction in the working week has continved throughout
this century. A thirty-pnine hour week is at present the norm for
wage-earners, while saliaried stalf are more commonly contracted to
work 37% or 35 bours per week in both countries. The pressures
continve for a general réduction to 395 hours, without loss of

financial reward. The likely effect on weifare of a shorter working

221.



week is for an increased use of both company and state provided
recreational, club and sports facllities, Similarly, with flexible
working hours, employees have more time te attend to personal
business — visits to solicitors, dentists etc., without disrupting
tbelr work. Flexible working hours effectively abolishes bad time-
keepi;g if properly adhered ta. 1t allows emplayees to coptrol

the pattern of their awn 11ves; gearing their vworking arrangements
round taking the children to school or getting home in time to cock

a meal.

It seems evident that occupaticnal welfare specialists will

need tao concern themselves increasingly with monltoring

pelitical ,economic, soclal and technological changes and with
preparing new welfare policles and mndifications to existing wel fare
_pﬂliéies and modifications te existing policles if their task to
look after the well-being of thelr eﬁployees 1s ta contribute to the

success aof the organisaltan.
A nev structural approach to welfare provision

In bath Bigeria and the U.K., there is a clear intenticn among
aorganisatians tg move away fram the old or traditiaonal paternalistic
emplayers’ approach to welfare towards what may be described as
‘mpdern welfare management', invalving a concern by an organisatioﬁ

for the personal problems of emplayees. Although this new trend
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currently appears more in 1ntentioplthan practice among organi-
sations 1n Figeria, and it is particularly limited to the more
modern industries in the U.K., it does seem likely that.the trend

will persist.’

This shift in focus reflects an increasing awareness of the need
fo; a more structural approach to the problems of people at work.
There appears fo be increasing acknowledgement that the basic
relatinnship-between an employee and employer and the-position of
the employee in society is much more'important in determining the
behaviour of the employee than parficuiar aspeclts of welfare
provision such as canteens or rest rooms. There is need for more
attention to employee counselling as the basic tool far providing
asslistance in the area of personal problems, as well as an under-
standing of the psychological human nature, and the conditions
that determine work-relationships. ¥ithin such a setting occupa-
tional welfare provision i1n its modern sense has ap importasnt role

to play 1n fostering the succcessful management of organisations.

¥hile the practising personpel and welfare specialist has for-a
" lopg time been able 1f he so desired to make use of many of the
theories and practical techpniques of the behavioural scientist,

it seems that until the late 1950's, he was unduly influenced by
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an excessive concentration on the human relations philosophy,
developed from the Hawthorne experiments conducted by Elton ¥ayo

in the 1920’s 1# America. The adheren£s of the human relations
movement seemed to regard the soclal and psychological situatiom
af_people at work as being more lmpartant than the technical and
pgysical aspects of work. At that time in America and the U.X.,
this was a welcome change from the extfgme émphasis on the |
technical aspecfs of business and the vlew that people were simply
an accessory to production, which epitoidsed mich of the thinking of

the followers of the scientific management principles schaal.

In recent years, however, there has bgen a shift towards the

view that the best resultis are more likely to come from viewing

- organisations as systems as described in part four of this stuedy.
The welfare of epployees is clearly an integral aspect of an
organisational system. The methods_of work used in an organisation
and the accompanying welfare palicies and procedures need to be
integrated with the task and techmnological demands and constraints
and‘opportunities created by the external economic, palltical and
social environment. 1t is against this background that the
behavioural scientists, particularly industrial sociologists and
occupational psychologists are now providing important knawledge
ahout people at work, some of which have been referred to in this

study.
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Both personmel ard welfare speclallstis will need to keep them-
selves infarmed of developling concepts, 1nsights, theorles and
valldated search fipdings of the behavioural sclences if they are

ta do thelr jobs effectively. 1m particular, developments 1n the
application of systems concepts can help thelr understanding of
employee counselling and how to approach.the provislor of a personal

welfare service whilch 1s now the heart of a good cccupatlonal

velfare system.

According to Tysorn and Fe11(1986)[17],the:mmjor recesslon which has
affected Vestern‘Eurupe and the U.5.A. since the late 1970's has
produced new difficulties far personpel mapagement. In their view
there are twin crises affecting the profession ~ one external and
the other internal. Intermally, there is a crisis 1n conflidence
among persopnel managers themselves,which 1S related to the exterreal
crisis aver thelr credlbllity among their managerial colleagues.
They argue that evlidence of this newfourd vncertalniy can be
.discovered in the pages of management journals, where artlcles
seeking to jus;if;'the relevance of specialist persocnnel management
work have become increasingly common. Also year on year lncreases
in membership of the Institute of Personpel Nangement (IPM) were

14 percent in 1968 and 1969, rising to 15 percent in 1970, and 16

percent {n 1971. The rate of increase then steadled ta around 5
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percent per annum until 1977, when membership fell to 18,106 from
18,554 in 1976. Membership of the Institute in 1984 was 23,332.

This includes 5000, students and 3,400 affiliates.

Membership had only grown by 1,500 peopie in the previous four
years. The 1982 reﬁort of the Advisory.‘Coﬁciliation and Arbi-
tration Service(ACAS) confirms this trend when 1t stated thatl
"the decliné in the numbers and in the influence of personnel

' managers has gone a little beyond what might simply have been
expected from the 1mpact of the recession, and reversed a trend

that had been a notable feature of industrial relations in the

previous decade’.

Apart from these aifficulties there are various other criticisms

of the role of the personnel management function in organisations.r
For example, Horthcott(1960}) and Martin(1967)(18] agree with the
views of purists by arguing that the personnel manager does not
manage personnel and that it is the linme manager who manages
personnel. Vhat personnel managers do In essence is performing

an enabling function, where other functional managers see their

role as providing a service to managers and depariments. This view
no doubt increases their difficulty in justifying their contribution

to an organisation's efficiency and success.

Given these arguments, one might well agree with Tyson's

proposall19] that welfare 1s what personnel management is ail about.
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¥ith the increasing popuiarity of welfare and employee counselling
work as revealed in Stewart's_;{ddyIZOJ. It would be right to
speculate on the possibility of personnel mnagement undergoing
another change of name in the npear future to reflect more the role
it performs in organisafions. Already,there are different job
'-titlés in éxistence ﬁhich aim to epitomisé the actual funcfion being
performed. For e#ample, titles such as 'Human Resource MXanager,

Compensation Adviser and Welfare Services Mapager are baing used.

Océupational welfare management in the majin, can be viewed as a system
wherein all activities are designed in a unified, interlocking manner,
not a series of unrelated events. Its suitabllity to displace personnel
management can then be envisaggd from the emphasis such a system will
will put on the potential value and productive contribution of the
emplo&ee; its concern with the totality of the organisation and its
focus on the achievement of the symboisis which is seen to exist between
an organisation and its goals and an effective vse of the human
resources, the organisation needs to achieve its goals.

Contribution of Occupational Velfare to Human
Resources_Management, '

According to Tyson(1986)‘'Human Resources Management is concerned
about the motivation and development of the individual employee and
the performance-and proﬁuctivity of the organisation. ¥hat ties human
resources munagempent together is a belief in the potential value and

productive contribution of the employee'.
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Occupational Velfare Service provision in the main is predicated on
the understanding that it will improve job satisfaction and morale and
hence make the individual employee mpre efficient and productive.

its role in relation to human resources management 1s contained in its
central substane - 'a concern for the weli-being' of the individual
‘at work. This it achieves througﬁ the provision of Group and Personal
Veifare Services which unintentionaliy induce a recliprocal sense of

obiigation 1n the employee in response to the company’s welfare actions.

It is this concern for the well%being of the employee as the most
importaﬁt asset of the organisatiﬁn that secures it a ﬁlﬁce in human
resources management. Occupatlional weifare sees a gap existing betiween
an organisation, i1ts goals and human resourceé, and directs efforts at
achieving the symbilosis which is seen to exist betweeﬂ the organisation
and its goals and an effective use 6f the human resources the organi-
sation needs to achieve its goals. This is its strength within human

resources management .

Through the studies of British Teiecom and the Higerian External

Telecom, 1 have demonstrated the significance of welfare services in
the management of organisations. They are necessary in the effective
performance of the functions of acquiring, developing and retraining

human resources.

The systems and sub-systems models of occupational weifare
developed are useful in helping to find soluticns to the human

resources management problems confronting organisations. For example, the
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‘counselling model' presents a systematic step by step way of
conducting an effective employee counselling service whose primary
aim is to provide assistance and advice that wiil help the employee

to belp him or herself.

_The 'General Model of Occupational Velfare' 1s a tool any orgarnisation
can use to éet up; develop or improve its welfare service, - (thus
proeoting the- well-being of.emploﬁees<1n the 1nterest of improved
morale, job satisfaction and pruductivipy). It provides a pew way

of thinking about welfare provision and management.

The "wholepersor concept model', 1s also a useful reminder to the
over-zealous line manager (particularly wher the pressures pf work
and responsibilities tend to take control of situvations) that employees
are only buman and that they should constantly be seen as such’.

- Thus occupational welfare provides a basis for motivating and developing
employees in order to help improve performance and productivity in
organisations. This is its contribution to human resources management

and the platform on which it should best be seen and judged.
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A _DESCRIPTIOR OF THE GENERAL FORMAT OF DISCUSSIQN
VITH BI EMPLOYEES

The overail alm was Lo discover the roles various employee cadres

piay in promoting employee welfare in British Telecom. As a result

a crass—section of employees within the faollowipg broad categories

from ali the divisions of the organisation were interviewed.

a)l

b}

c)

d)

e)

)

1.

Line Manageément

Technical Personnei

Administrative and Clerical Personmel
Trade Union (Officials

Operatives

Medical Perscmnnpel

" Each discussion covered the following areas:

History of employee group or department's involvement in and
relationship with the welfare department.
Perspectives on welfare as a function dependent or

independent of the Fersonmnel Department.

- Part played in the provision, improvement and management of

weifare services. Given BT's expenditure on welfare,is

this enough?

Attitudes towards cmployee counselling as a necessary aspect
af the welfare function.

1m§r0vements considered necessary as a user of the welfare
service,

Perspectives on the future direction of the weifare service

im BT. ,
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QUESTIONNAIRE USwD FUR THE N.is.T. SURVEY.

A_SURVEY OF EMPLOYEE WELFARE SERVICES AT

THE NIGERIA .TELECUMMUNICATIDNS LTD.(NITEL)

FEBRUARY 1985 Y.J. KADIRI.




Middlesex Polytechnic middiesex Business School

The Burroughs Comprising the Schools of Accounting end Finance,
London Hotel and Catering Administrotion, Law. Orgonisotion and Monogement
Nw4 48T
01-202 6545
Telex 8954762
INTROOUCT 10N

This survey is carried out in support of a dectoral research
study which investigates the scope and significance of
industrial welfare in the management of large modern tele-

communications service organisations.

Its aim is to identify the employee welfare policy of the
Nigeria Telecommunications Ltd.(NITEL) and to evaluate the
perceptions, attitudes and opinions of management and staff

towsrds welfare services provided.

In order to achieve this aim, 1 would like your views on

the various aspects of welfare services provided by NI1TEL.

A five part gquestionnaire containing a number of statements
about these services is provided in pages 3 to 8. I should
be very grateful if you could spare the time to answer all
the gquestions, but if you do neot wish to comment on all

aspects, please just answer those questions which interest

you. Please feel free to comment on any points not
directly covered. There are no right or wreng answers and
this is not a test of your intelligence or ability. I am

interested only in your opiniens and confidentiality will be

observed.

Please return the completed questionnaire to Alhaji A.R.
Garuba in the Oepartment of Administration.

THANK YOU FOR YOUR COCPERATION.




EMPLOYEE WELFARE EXPLAINED

Basically, employee welfare refers generally to a company's
or firm's support for its staff and particularly toc the free
ar subsidised provision of certain facilities, benefits and
services. Such facilities, benefits and services range

from the provision of physical amenities and fringe benefits

to personal counselling on a range of problems and difficulties.

Physical amenities include the pravision of cloakrooms,
lavatories, accommodation and hostel facilities, canteen,
sports and sccial clubs, safety and first-aid arrangements;
while fringe benefits include items such as holidays and sick
pay, medical services, pension schemes, staff training and
development cpportunities and hcousing, ear and motor cycle
allowances. Personal difficulties involve counselling on
domestic, financial, sickness, bereavement, retirement and

resignation problems.



3.
For QOffice

QUESTIONNATIRE Use On Y

Serial No.
| 1-3
PART I. PERSONAL DETAILS Card No.

4

Please circle or fill in any of the boxes- that applies

to you.
1. What is your age? , ‘ J : 5 -6

2. Are you married?
) Single?
Divorced

Widowed?
Number of children

FE] HtlEIH [

3. Sex: Male
Female 18
4. Do you work at:
Head Office
Branch/State
: Station?
. 11
Other? ]
Specify *
5. How long have you been with organisation?
12 - 153
;years
6. What is the title of your job? B
14 - 15

e ——




4.

For Off
Use 0Onl

PART 2: The following gquestions will try to determine
what you think about employee welfare services

in general.

1. Do you think it is necessary for NITEL to provide
a comprehensive employee welfare service as

explained in page 27
s
Please circle one: Yes . 16
2]

No

2. 1f yes, should these services be handled by:

{a) A welfare department under a

Welfare Officer? [E] 17
Plesse (b) The Personnel Department [2] 18
circle
appropriste (c) By & Joint Consultative
numbers: Committee? [ﬂ 19
(d) By some other department 23
Please specify
3. What range of services other than those existing
at the moment would you like to see provided?
Please list them.
i
21 - 22
. 23 - 24
25 - 26
27 - 28
29 - 3P
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For bffice
Use Only
PART 3: The following questions are concerned with what you feel
about some physical amenities provided for employees in
general.
1. Are canteen facilities available at the NITEL location
where you work?
YES NO
Head Office K 2] 51
Branch/State Station: 1 2| . 32
Dther 1 2 33
2. Are these canteen services o
-~ fully subsidised?(ie free to all staff) 1 WJ{ 34
+ partly subsidised?{ie st minimum charhe} 1 | 2] 35
- limited to sale of cold snacks only? 1 | 2 | 36
- limited to machine vending only? 1 2 37
- not subsidised at all? 1 2 38
3. Are social and sports clubs provided in the NITEL
locaticon where you work? YES NO
Head Dffice 1 2 39
Branch/State Station- 1 2 48
Other 111 12 41
4. Are these clubs
Fully subsidised? ] |2 ] 42
Partly subsidised? 1 2 43
Not subsidised at 2117 1 2 44
Open to public use? 1 2 45
Open partly to public use? 1 E_- 46
Limited to staff use only? 1 2 47

BIRRI Ty 1 e} DL
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6.

For Dffi
Use Only
5. Are housing and hostel accommodatian provided in the NITEL
location where you work?
YES NO
Head Office 1 2 48
Branch/State Station 1 2 49
Other i 2 5@
6. Is the rent
Fully subsidised? {1 i—f 51
Partly subsidised? 1 2 52
Not subsidised at all? ' 2 4 53

7. In the case of housing, should their provision be extended
to the granting of loans to staff to purchase ar build their

own properties?
YES NO

. L] [Z] 54

" Plesse comment on your answer in the

space provided below. r——7—Tﬁ 55 _ 5S¢

‘ L _ i 57-58
1 59 _ &f

61 - 62

63 - &4

R L AL o Y B I N A
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For Office
Use Only

PART 4: The following questions will try to determine what you

feel about counselling on personal problems.

1. Do you think that N1TEL should be involved in finding solutions

to the personal prablems of its employees?
YES [
NO 2] 65

If yes, give reasons: . : Tt 66 - 67
) 1 68 - 69
-7
72 - 73
74 - 75
Serial No.
Cord No» 1~°
2. Below is a list of some of the personal difficulties which can [;J 4
‘ be encountered by staff. How important is it to you that your
organisation tries to solve these problems. Indicate by circling
appropriste number.
Extremely Very lmpor- Slightly Not
lmportant Important « tant Important Impor-
tant
Domestic problems 1 2 3 4 5 5
Financial problems 1 2 3 4 5 6
Sickness problems 1 2 3 4 5 7
Bereavement problems 1 2 3 4 5 8
Employment problems 1 2 3 4 5 9
Retirement/Resignation
problems 1 2 3 4 5 13
3. If you do not agree that NITEL should be involved in the personal )
problems of its staff please give reasons:
11— 12
113 - 14
15 - 16
17 - 18
19 - 28

- . S e Tl W .- . R . - -
P BT e S P A e K B oS ot T N U L e P L



PART 5: This part of the questionnaire aims to find out your

10.

11.

12.

13.

satisfaction and dissatisfaction with the following

services. . lndicate by circling appropriaste number.

Very Neither Very
Cood Good Geod . _ Bad Bad
nor Bad

Closkrooms 1 2 3 4 5
Lavatories 1 2 3 4 5
Canteen arrangements 1 2 3 4 5
Sports and Social Club 1 2 3 4 5
Accommodation and Hostel 1 2 3 4 S
facilities
Holidays with pay 1 2 3 4 5
Sick pay 1 2 3 4 5
First aid facilities i 2 3 4 5
Pension Scheme 1 2 3 4 5
Housing, Car, Motor cycle 1 2 3 4 5
loans
Medical services 1 2 3 4 5
Staff training and development 1 2 3 4 5
opportunities

Safety at work arrangements 1 2 3 4 >

8.

For Offi.
Use Only

21
22
23
24

25

26
27
28
29
3@

31

32

33
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1. Senior Managers: Managing Director, and Heads of Divisions.
(e.g. Directors and Assistant Directars?.
10 respondents = 5% aof sample.

.2. Niddle Managers: Chief, Principal and Assistant Officers: (e.g. Chief
Personnel Officer, Chief Medical Officers, Chief
Engineer, Principal Accountant, etc. L
30 respondents = 15% of sample.

&

3. Junior Managers BSenior and Ordinary Officer levels; (e.g. Persannel
and Supervisory Officers, Senior Medical Officers, Admin.Officers,
Staff: Technical Officers, Commercial Officers, etc.

50 respondents = 25% of sample.

4. Juniar Staff: Catering Officers, Computer Opeartoré, Drivers,
Plumbers, Messenger, Receptionists, Security
Officers, Clerical Officers, Technicians, etc.
109 respondents = 55% of sample.
45% af the Mangement Team Responded while 55% of Junior Staff.

Grand Tatal: Respondents: 199 = 100%

s
!








