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The s i g n i f i c a n c e of occupational w e l f a r e both as a subject and a 

funct l o n In the human resources management of or g a n i s a t i o n s has been 

undervalued by académies and p r o f e s s i o n a l managers i n i n d u s t r y i n 

Nigeria and the U.K. f o r many years. Evidence t o support t h l s c l a l m 

l i e s i n the f a c t t h a t only a handful of a r t i c l e s and books have been 

w r i t t e n and few researches c a r r i e d out about welfare p r a c t i c e s i n both 

countries s i n c e 1967 when Martinf II p u b l i s h e d what i s now the only 

comprehensive and concise account of welfare at work. 

Books and a r t i c l e s have c a n s i s t e n t l y f a l l e d t o address the main i s s u e 

of concern which i s t o examine and evalua t e how f a r occupational welfare 

i s impartant i n the human resources management of or g a n i s a t i o n s . The 

research presented i n t h l s d i s s e r t a t i o n provides i n s i g h t i n t h i s area 

of concern and i n a d d i t i o n o f f e r s suggestions t o enable o r g a n i s a t i o n s l n 

Niger i a and the O.K. t o respond mare a p p r o p r i a t e l y t o t h e i r employée 

welfare needs. 



The t h e s i s begins by developing a p i c t u r e of the scope of o c c u p a t i o n a l 

welfare ( i n both c o u n t r i e s ) which encompasses i t s o r i g i n and 

development, a review of e x i s t i n g l i t e r a t u r e and a coinprehensive 

d e f i n i t i o n of occupational welfare. 

Having set the scene, the s i g n i f i c a n c e of occupational welfare i n the 

human resources management of an o r g a n i s a t i o n i s examined and evaluated 

by presenting a case study of w e l f a r e s e r v i c e s i n B r i t i s h Telecom 

follawed by an indepth survey of employee welfare s e r v i c e s i n the 

Hlgerian E x t e r n a l Telecom. Both s t u d i e s explore the l a b y r i n t h of. i s s u e s 

relevant t a the fo r m u l a t i o n of w e l f a r e p o l i c y . The abject has been t o 

discover the k i n d of employee welfare s e r v i c e s pravided, how they are 

managed and what r o l e they play In the human resources management of the 

org a n i s a t i a n s concerned. 

Careful a n a l y s i s of t h i s informatíon leads t o the develapment of sample 

systems models of occupational w e l f a r e . 

1. A general model of an Occupational Welfare Systems. 

2. The Vholeperson Concept Model. 

3. An Employee C o u n s e l l l n g Model. 

4. A Group V e l f a r e S e r v i c e Provisión Model. 

These models can be used as a framework w i t h i n which t o review occu­

p a t i o n a l welfare p r a c t i c e s and procedures i n o r g a n i s a t i a n s and t a reach 

conclusions on how welfare may best be organlsed and managed i n order t o 

play a more e f f e c t i v e r o l e i n the management of an o r g a n i s a t i o n . 

The t h e s i s ends with a nurober of pro p o s a l s on the f u t u r e development 

and p r a c t i c e of occupational welfare. 
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T¥Twnr)tTGTiOH 

Occupational welfare has progressed i n a marked fas h i o n s i n c e 

systematic welfare s e r v i c e s were f i r s t developed i n o r g a n i s a t i o n s i n 

the U.K. i n the l a t e n i n e t e e n t h century. But i n s p i t e of the growing 

p o p u l a r i t y and p r a c t i c e of occ u p a t i o n a l welfare, the number and scope 

of attempts e i t h e r by académies or p r a c t i s i n g managers t o evalúate i t s 

r o l e i n the management of o r g a n i s a t i o n s have been few - henee my own 

motivation to study i t . One of the conséquences of t h i s s c a r c i t y of 

published information about a sub j e c t área of considerable importance 

t o human resource management has been the i n a b i l i t y of research of 

research t o keep pace with developments i n occupational welfare p r a c t i c e 

This has r e s u l t e d i n co n f u s i o n over names, définitions and the c l a s s i -

c a t i o n of catégories of welfare s e r v i c e . 

This study i s an examination and évaluation of how f a r occupational 

welfare i s c u r r e n t l y important i n the human resources management of 

larg e modem télécommunications s e r v i c e organisations. It draws most 

of i t s basic data from a study of two l a r g e télécommunications s e r v i c e 

o r g a n i s a t i o n s i n the U.K. and N i g e r i a , and analyses the perspectives i n 

published l i t e r a t u r e on welfare i n order t o reach conclusions on the 

nature of occupational welfare and what impact i t s p r a c t i c e c u r r e n t l y 

has on the human resources management of modem t e c h n o l o g i c a l 

organi sat i ons. 
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O v e r a l l Alm of the Research 

The p r i n c i p a l aims of the re s e a r c h are twofold: 

1. t a c r i t i c a l l y examine the extent t o which empioyee welfare s e r v i c e s 

s e r v i c e s play a r o l e i n the human resources management of l a r g e 

modem telecomraunications s e r v i c e o r g a n i s a t i o n s , and development 

2. t o evalúate how f a r o c c u p a t i o n a l welfare can c a n t r i b u t e t o the 

human resources management and development of such o r g a n i s a t i o n s . 

To pursue these o v e r l a p p i n g aims, i t i s necessary to set two 

s p e c i f i c a b j e c t i v e s : 

<a) te s t a t e an app r o p r i a t e n u l i hypothesis, c o l l e c t r e l e v a n t 

date and t o evalúate the s i g n i f i c a n c e of the data t o the 

v a l i d i t y of the n u l i hypothesis. 

<b) t o develop conceptual models r e l a t i n g occupational welfare 

to the broader f i e l d of human resource management and 

development and corporate p o l i c y . 

The n u l i hypothesis i s s t a t e d as f o l l o w s : 

that welfare s e r v i c e s no longer play a r o l e i n the management 

of large modem telecommunicatlons s e r v i c e o r g a n i s a t i o n s with 

s p e c i a l reference t o B l g e r i a and the O.K. 

Acceptance or r e j e c t i o n of hypothesis would depend on evidence of 

continued provisión or growth and or adaptation of welfare s e r v i c e s and 

the i m p l i c a t i o n s of management and empioyee views on welfare s e r v i c e 

provisión and usage. 
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Also i t w i l l be seen that General Systems Theory as a p p l i e d t o 

Business P o l l c y and O r g a n i s a t i o n a l Development provides the 

appropriate context f o r the conceptual models required f o r the 

second o b j e c t i v e . 

Cholce o i Industry 

Because of i t s changing technology, the télécom iüdustry i s 

représentative of those modem i n d u s t r i e s which can s t i m u l a t e r a p i d 

i n d u s t r i a i development and boost i n t e r n a t i o n a l trade and coopération 

and i s ther e f o r e p a r t i c u l a r l y worthy of study. A study of welfare 

p r a c t i c e i n a U.K. and F i g e r i a n Telecom o r g a n i s a t i o n furthermore 

provides an opp o r t u n i t y . t o compare welfare p r a c t i c e s i n a developed 

economy with t h a t i n an emerging econamy. 

The choice of the télécom s e r v i c e i n d u s t r y i s a l s o based on the 

importance of télécommunications f o r s o c i a l and economic development. 

Li ke t r a n s p o r t and e l e c t r i f i c a t i o n , télécommunications communications 

i s a fundamental I n f r a s t r u c t u r a l élément i n any development e f f o r t , 

p laying a c r u c i a l rôle In the t r a n s f e r of information, data and ideas. 

I t i s considered t h a t évidence d i r e c t l y r e l e v a n t to thèse 

organisations w i l l be capable of généralisation to major s e c t o r s 

of industry i n thèse c o u n t r i e s and o t h e r s at various stages of 

i nd u s t r i a 1 deve 1 opinent. 
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Of a d d i t i o n a l i n t e r e s t i s the f a c t that B r i t i s h Telecom has 

developed from being part of the Post O f f i c e o r g a n i s a t i o n t a 

being a separate l e g a l e n t i t y as a n a t i o n a l i s e d i n d u s t r y 

subsequently p r i v a t i s e d . S i m i l a r l y , the Nigérian Ext e r n a l 

Télécommunications Ltd.(NET),has grown out of a pa r t n e r s h i p 

with Cable and V i r e l e s s Ltd. of London i n t o a Federai Nigérian 

Governmeot-owned l i m i t e d l i a b i l i t y p a r a - s t a t a l o r g a n i s a t i o n . 

Occupational welfare p r o v i s i o n i n t h i s o r g a n i s a t i o n has been 

g r e a t l y i n f l u e n c e d by bath s o c i a l , c u l t u r a l , economie and 

p o l i t i c a i f a c t o r s and the Nigérian employée expectatians. The 

extent of t h i s i n f l u e n c e i s examined i n more d e t a i l i n Chapter 

3.2. But i n both NET and BT, growth has 1ed to major changes 

i n p o l i c i e s which make trends over a long period s i g n l f i c a n t . 

A t t e n t i o n has been pai d t o stu d y i n g présent p o l i c i e s and 

fut u r e development, and gat h e r i n g m a t e r i a l of a r e l e v a n t 

h i s t o r i c a l nature, c o n t r a s t i n g the s i t u a t i o n today with 

past p r a c t i c e s . 

General Research Methods 

The data c o l l e c t i o n phase of any research i n v e s t i g a t i o n draws on 

two main sources of information which can be d i s t l n g u l s h e d as 

*primary and secondary' sources. Primary data are o r i g i n a l data 

gathered s p e c l f i c a l l y f o r the research i n hand. Secondary data 

are those already e x l s t i n g , having been c o l l e c t e d a r i g i n a l l y 

f o r other purpose. 



Primary Data 

O r i g i n a l data may be c o l l e c t e d by one or a combination of 

three methods - observation, expérimentation and sample survey. 

Observational techniques dépend h e a v i l y on the s k i 11 and o b j e c t i -

v i t y of the observer and s u f f e r from the need f o r secrecy i f 

behavioural patterns are not to be d i s t u r b e d as a r e s u i t of the 

subjects* awareness that he or she i s under s c r u t i n y . The scope 

of d i r e c t observation w i t h i n t h i s study was l i m i t e d t a g i v i n g the 

researcher an opportunity of seeing the s t a f f V e l f a r e Coinmittee and 

the J o i n t C o n s u l t a t i v e Committee d i s c u s s welfare matters. As a 

technique I t i s doubtful how much i l l u m i n a t i o n would have' been 

gained through s i t t i n g i n at other meetings and i t would a l s o have 

been necessary t o i n t e r v i e w p a r t i c i p a n t s subsequently t o a b t a i n 

t h e i r explanation on what went an and why. Expérimentation a v o i d s 

the l a c k of c o n t r o l common t o o b s e r v a t i o n a l method and c o u l d be l e s s 

expensive t o undertake than a sample survey. I t s major draw back 

l i e s In the d i f f i c u l t y of r e p l i c a t i n g normal behaviour i n a 

laboratory s e t t i n g . C l e a r l y i t i s Inappropriate i n a study such 

as t h i s concerning peopie and t h e i r behaviour and a t t i t u d e s 

towards s e r v i c e s . 

B a s i c a l l y there are three main methods of conducting a t t i t u d e 

surveys: 

<a) the in t e r v i e w 

(b) the questionnaire 

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



The choice w i l l depend on a number of f a c t o r s such as the o b j e c t i 

of the survey, the s i z e of the group t o be surveyed and the time 

a v a i l a b l e . 

Questionnaires and i n t e r v i e w s can be regarded as complementary 

research t o o l s . Questionnaires provide an economical method of 

gathering information on matters of opinion and a t t i t u d e as w e l l 

as f a c t from s u b s t a n t i a l numbers of people who may be widely 

scattered and whom i t i s out of the question to i n t e r v i e w 

i n d i v i d u a l l y . D i f f i c u l t i e s c entre around the achievement of 

an adequate response r a t e , the ambiguity or inadequacy of 

w r i t t e n answers and a c e r t a i n r e l u c t a n c e among respondents 

to reply to lengthy q u e s t i o n n a i r e s or to give other than 

stock answers. 

Interviewing i s t h e r e f o r e necessary i f one i s to obtain r e l i a b l e 

and exact information and a u t h o r i t a t i v e views from those persons 

p r i n c i p a l l y i n v o l v e d In the s i t u a t i o n i n question. In p a r t i c u l a r 

semi-structured i n t e r v i e w s make i t e a s i e r to follow-up promising 

leads or to press when vague or general stock answers are given. 

The a b i l i t y of an i n t e r v i e w to c l a r i f y a m biguities improves 

accuracy, permits the use of longer and more complex question­

naires aod g r e a t l y reduces the problem of respondent s e l f -

s e l e c t i o n . The major disadvantage of i n t e r v i e w i n g i s interviewee 

bias, e.g. the i n t e r v i e w e r may 'lead* the respondent or simply 

record the answers i n a c c u r a t e l y . 



«inonda ry data 

Sot only i s i t p o s s i b l e that the r e q u i r e d information i s a l r e a d y 

a v a i l a b l e , a l b e i t i n a form which r e q u i r e s r e - t a b u l a t f o n , but 

al s o secondary data are e s s e n t i a l t o i n d i c a t e both the content 

and the p r e c i s e nature of the data t o be obtained through primary 

sources. Further, published sources are more a c c e s s i b l e and 

o f f e r savings intime and money i f p r o p e r l y used. Several r e a d i l y 

a v a i l a b l e sources of secondary i n f o r m a t i o n are: 

1. i n t e r n a i company records, 

2. a r t i c l e s and instruments of government, 

3. trade, p r o f e s s i o n a l and business a s s o c i a t i o n s , 

4. p r i v a t e f i r m s , 

5. research o r g a n i s a t i o n s and 

6. l i b r a r l e s . 

Data C o l l e c t i o n 

Data c o l l e c t i o n methodology f o r t h i s d i s s e r t a t i o n comprised: 

1. Gathering r e l e v a n t i n f o r m a t i o n concerning deve1opments i n 

the theory and p r a c t i c e D f occ u p a t i o n a l welfare s e r v i c e 

p r o v i s i o n and welfare management, 

2. Relevant f l e l d s t u d i e s i n STigeria and the O.K. and 

3. Developlng and t e s t i n g an a p p r o p r i a t e general model of an 

Occupational V e l f a r e System. 



E1eld S t u d i e s 

There were two p r i n c i p a l f i e l d s t u d i e s : 

(a) There was a d e t a i l e d i n v e s t i g a t i o n of welfare p r a c t i c e s , 

a t t i t u d e s and o p i n i o n s of s t a f f i n the Nigérian E x t e r n a l Telecom 

A m a j a r i t y of management and employées were i n v o l v e d i n t h i s 

study. The Nigérian E x t e r n a l Telecom was v i s i t e d by the author 

f o r a p e r i o d of about niñe months during which time d e t a i l e d 

i n f o r m a t i o n d o s s i e r s were complied and i n t e r v i e w s h e l d w i t h a 

a wide range of managers and employées at a i l levéis i n the 

or g a n i s a t i o n . 

(b) A case study of B r i t i s h Telecom's welfare s e r v i c e was c a r r i e d 

out. Over a pe r i o d of two years, d i s c u s s i o n s were h e l d t o 

e s t a b l i s h the s t r u c t u r e and o r g a n i s a t i o n of the welfare s e r v i c e . 

A d d i t i o n a l l y , a sample of différent levéis of s t a f f , ( b o t h users 

of the s e r v i c e and those d i r e c t l y or i n d i r e c t l y connected t o i t ) 

were interviewed t o a s c e r t a i n t h e i r r o l e i n the o v e r a l l w e l fare 

System. Thèse d i s c u s s i o n s were designed both t o o b t a l n a 

snapshot view of the o v e r a l l o r g a n i s a t i o n of the welfare s e r v i c e 

and t a a s c e r t a i n views on p a r t i c u l a r aspects of welfare 

p r o v i s i o n and usage. 

Of thèse s t u d i e s , the Nigérian one was the more i n t e n s i ve. A 

combination of i n t e r v i e w s and quest i o n n a i r e s were used i n 

c o l l e c t i n g data from both o r g a n i s a t i o n s . Since the prime 

8. 



o b j e c t i v e of the study i s to f i n d out about welfare s e r v i c e s 

and how they i n f l u e n c e the management of thèse two l a r g e télécom 

org a n i s a t i o n s , i t was necessary t o t a l k t o managers and employées 

and t o f i n d out t h e i r a t t i t u d e s towards the welfare s e r v i c e s 

provided. In t h i s d i r e c t i o n the f i e l d s t u d i e s have p r a v i d e d 

information on employées and management r e a c t i o n s and g l v e n people 

i n both o r g a n i s a t i o n s the oppor t u n i t y t o express t h e i r f e e l i n g s . 

i n a matter concerning t h e i r w e l l being. 

In a d d i t i o n the f i e l d s t u d i e s have a l s o provided the o p p o r t u n i t y 

f o r people t o make suggestions, thereby tapping the wealth of 

ideas which expérience has shown t o e x i s t i n a i l o r g a n i s a t i o n s 

at a i l l e v e l s . 

The s u b j e c t i v e éléments i n the case s t u d i e s might l i m i t the 

p o s s i b i l i t y of systematic a n a l y s i s i f f o r example, welfare s t a f f 

i n both o r g a n i s a t i o n s were i n c l i n e d t o exaggerate e i t h e r the 

importance or the impotence of t h e i r f u n c t i o n s and s e r v i c e s . But 

i t i s important t a f i n d out what welfare p r a c t i t i o n e r s f e e l o r t h i n k 

about t h e i r f u n c t i o n s , as i t i s t a d i s c o v e r what a c t u a l l y goes on. 

Any study comparable t o t h i s would be incomplète i f a t t e n t i o n were 

nat paid t o the p a r t i c i p a n t s ' own perceptions and assessments. 

As i t turned out there was no s e r i o u s d i f f i c u l t y i n r e c o n c i l i n g 

or i n accounting f o r the views and a t t i t u d e s expressed by people 

Interviewed. Thèse views and a t t i t u d e s were not dépendent on 

i s o l a t e d i n c i d e n t s which had l e f t b i t t e r memories. Most respondents 



seemed t a t r y t a giv e as balanced a p i c t u r e as they c o u l d about the 

balanced a p i c t u r e as they c o u l d about the welfare s e r v i c e even when 

they made i t c l e a r t h a t they had s t r o n g views. 

Camparing the accaunts af a i l p a r t i c i p a n t s enabled the au t h o r . t o 

Judge the s i t u a t i o n f o r himself, and thus t o d i s c a v e r how f a r 

p a r t i c i p a n t s shared the same assumptions and what c o n c l u s i o n s 

followed from f a i l u r e t o maie thèse assumptions e x p l i c i t . 

Several respondents, e s p e c i a l l y among BT t e c h n i c a l s t a f f c o u l d not 

imagine why they had been s e l e c t e d f o r a t t e n t i o n , and thought they 

could make only a rountine c o n t r i b u t i o n which would be of no 

i n t e r e s t , simply because t h e i r expérience was not out of the 

ordinary; thèse were balanced by others who thought t h a t i t would 

be rash and unwarranted t o draw any general c o n c l u s i o n s from t h e i r 

own expérience which, as some argued with great f o r c e and c o n v i c t i o n 

was p o s s i b l y i n t e r e s t i n g - even f a s c i n a t i n g - but c e r t a i n l y 

u n t y p i c a l . 

Llterature. Search 

The examination of r e l e v a n t developments i n the theary and p r a c t i c e 

of welfare p r o v i s i o n covered r e p o r t s and a r t i c l e s of research and 

develapment r e l e v a n t to occupational welfare p r o v i s i o n i n both 

Nigeria and the U.K., and d i r e c t o r a l évidence from exper t s i n 

appropriate research and p r o f e s s i o n a l bodies such as the I n s t i t u t e 

of Welfare O f f i c e r s and the I n s t i t u t e of Personnel Mange ment i n the 

O.K., as w e l l as reading r e l e v a n t J o u r n a l s published by thèse and 
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other I n s t i t u t e s and o r g a n i s a t i o n s i n both the U.K. and N i g e r i a . 

The knowledge gained front thèse sources has c a n t r i b u t e d t a my 

of o r g a n i s t i o n s and coloured the approaches t o the c o n c l u s i o n 

Development of a General Model. 

A general model of occ u p a t i o n a l welfare has been developed from 

the Systems approach and a s s o c i a t e d procédures of conceptual 

c l a r i f i c a t i o n . The approach evolved out a general Systems the o r y 

<GST), formulated by an i n t e r - d i s c i p l i n a r y team of s c i e n t i s t s 

with common i n t e r e s t s . The prime mover af G.S.T. was the b i o l o g i s t 

Ludwig von B e r t a l a n f f y . The Systems approach takes as i t s b a s i s a 

conceptual s t r u c t u r e w i t h i n which i t i s p o s s i b l e to organise and 

and u l t i n a t e l y understand b e t t e r the complex nature of any n a t u r a l 

phenomena. I t i s the way t h i s model looks at phenomena r a t h e r than 

the phenomena i t s e l f f o r which some o r i g i n a l i t y can be claimed. I 

bave used Systems techniques t o analyse the e x i s t i n g conceptual 

t h i n k i n g about occupational welfare p r o v i s i o n i n such a way as 

to make more c l e a r l y évident, an occupational welfare s e r v i c e * s 

interconnections, i n t e r - r e l a t i o n s h l p s and Inhérent p r o p e r t l e s which 

are i n one sensé a i l already known but i n another not adequately 

recognised. 

my understandlng of the r o l e af welfare s e r v i c e s i n the management 

reached. 
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S t r u c t u r e of the Thesis 

The Thesis i s organisée around f i v e l o g i c a l l y r e l a t e d p a r t s : 

Part One g i v e s an overview of the welfare concept, i t s o r i g i n s 

and developments i n H i g e r i a and the U.K. from the séminal i d e a s 

of the Quaker employers t o the developed and developing concepts of 

present-day p r a c t i t i o n e r s . I t then reviews e x i s t i n g l i t e r a t u r e on 

occupational welfare and f i n a l l y provides a comprehensive définition 

of occupational welfare whlch s e t s the scène f o r the a n a l y s i s which 

f o l l o w . 

In Part Twof the d e s c r i p t i o n of the B r i t i s h Telecom V e l f a r e s e r v i c e 

h i g h l i g h t s i t s h i s t o r i c a l background and leads t o a c r i t i c a l 

d i s c u s s i o n of i t s s t r u c t u r e and o r g a n i s a t i o n and the s t a t u s and 

r e s p o n s i b i l i t i e s of welfare o f f i c e r s and welfare work l n gênerai. 

The nature and in c i d e n c e s of in n o v a t i o n s w i t h i n the e x i s t i n g 

welfare o r g a n i s a t i o n i n BT, the impact of the rôle of welfare i n 

the o r g a n i s a t i o n were examined with p a r t i c u l a r référence to the 

conséquences of being both a welfare and personnel spécialist at the 

sa me time. 
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part Three begins wítb a d i s c u s s i o n of the n a t i o n a l scene whích 

o u t l l n e s the origíns of occupational welfare and the types of 

welfare s e r v i c e s provided i n o r g a n i s a t i o n s i n H i g e r i a . I t 

examines the i n f l u e n c e of c u l t u r e and the H i g e r i a n employee's 

expectatlons on welfare provisión and the s t r u c t u r e and 

organisation of welfare at FET where the welfare f u n c t i o n 

i s not departmentalised. 

Also, i t r e p o r t s and presents c o n c l u s i o n s on the f i n d i n g s of an 

a t t i t u d e survey of management and employee's opinions on the 

welfare s e r v i c e s p r e s e n t l y provided and those a n t i c i p a t e d i n the 

future. The valué of the s t u d i e s i n parts two and three i s t h a t 

they provide an opportunity t o compare and c o n t r a s t the a c t u a l 

p r a c t i c e s of occupational h e a l t h from two d i f f e r e n t c u l t u r e s 

and demonstrates the fcinds of i n f l u e n c e s t h a t can a f f e c t and 

determine welfare p r o v i s i o n s i n these s i t u a t l o n s . 

Part Four explores the concepts and assumptions inherent i n a 

systems perspective of occupational welfare. I t then proposes 

sample models developed from the experlences and s t u d i e s of BT 

and KET which are seen as r e l e v a n t t o the f u t u r e a p p l i c a t i o n of 

occupational welfare i n o r g a n i s a t i o n s . 

As a r e s u l t of the t h e o r e t i c a l and practícal analyses of we l f a r e 

i n the preceding p a r t s ; Part F i v e d l s c u s s e s the c o n t r i b u t i o n s 

occupational welfare can make to the everyday management problems 
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encountered i n o r g a n i s a t i o n s and reaches c o n c l u s i o n s on how f u t u r e 

events and changes i n H i g e r i a and the Ü.K. w i l l a f f e c t the r o l e of 

occupational welfare I n the management of o r g a n i s a t i o n s . 

The research thus r e s u l t s i n a c l e a r and d e t a i l e d d e s c r i p t i o n of 

a c t u a l welfare p r a c t i c e s and t h e i r importance i n the management 

of o r g a n i s a t i o n s . In t h i s context i t a l s o serves; 

1. t o pravide a methodological framework - thus a s t a r t i n g f o r 

more i n t e n s i v e s t u d i e s of welfare i n or g a n i s a t i o n s . 

2. t o provide a f a c t u a l framework f a r the study of occupational 

welfare t h a t i s i n f o r m a t l v e and can be u t i l l s e d i n t o the 

future. 

3. t a f u r t h e r c l a r i f y the s i m i l a r i t i e s and différences between 

and among the v a r i o u s t h e o r e t i c a l p e r s p e c t i v e s on f r i n g e 

b e n e f i t s and welfare s e r v i c e s , and 

4. t o provide a Systems approach model f o r the study of théories 

concerning o c c u p a t i o n a l welfare with p a r t i c u l a r référence t o 

c o u n s e l l i n g . 
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. 1 THE DEVELOPMENT OF OCCUPATI OH Al. VKI.FABE 
IH THE U.K. AFP HIGEBIA - AB OVERVTFy 

Intr o d u c t i o n 

Occupational welfare i n the U.K. and N i g e r i a has passed through 

three s i m i l a r stages of development. The f i r s t stage which may 

be summed up as 'employer paterna 1 1 su' , occurred a t a time when 

progressive employers i n both c o u n t r i e s showed a p a s t o r a l care 

concern f o r t h e i r workers while expecting a r e c i p r o c a i sense of 

s e r v i c e from them. The second stage was that of a c t i v e government 

involvement supported by législation, u s u a l l y l a y i n g down r e q u i r e -

ments f o r employer p r o v i s i o n . The t h i r d stage was one i n which 

employer p r o v i s i o n progressed to an a c t i v e concern f a r employée 

personal prablems r a t h e r than i n j u s t the p r o v i s i o n of rudimentary 

welfare s e r v i c e s . 

Developments during the three stages mentioned above have been most 

influ e n c e d by différences and changes i n the b a s i c economie, 

c u l t u r a l , p o l i t i c a i and s o c i a l s t r u c t u r e of both c o u n t r i e s of 

which more w i l l be s a i d l a t e r . Also, there i s évidence that the 

stage and rate of i n d u s t r i a i development and growth bas i n f l u e n c e d 

différences i n the h l s t a r y of occupational welfare devt; 1 opment i n 

both c o u n t r i e s . The e f f e c t of thèse f a c t o r s on the devolupment of 

occupational welfare ÌS examined i n more d e t a i l i n the f o l l a w i n g 

pages. 
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fitagfi One - Employer P a t e r n a l i s m 

In the 0*. K. , the f i r s t modern programmes of occupational w e l f a r e 

were introduced by i n d i v i d u a i employers i n the l a s t q u a r t e r of the 

nineteenth Century t o meet p a r t i c u l a r needs of t h e l r i n d u s t r y on a 

l i m i t e d b a s i s . Though there i s évidence that f i f t y years before 

then, many schemes e x i s t e d I 11, i n d i v i d u a i employers such as Rown-

tre e and the l a r g e Quaker employers were the f i r s t t o show how good 

working c o n d i t i o n s and p r o f i t a b i l i t y c o u l d be compatible. T h i s was 

l a r g e l y seen by students of I n d u s t r i a i development as an a s s e r t i o n 

of a p a t e r n a l i s t i c r e l a t i o n s h i p between employers and t h e l r work-

force - an outlook i n the s p i r i t of the o l d guild-masters who 

expected a r e c i p r o c a i sensé of s e r v i c e f r o n t h e l r workers. 

In l i g e r i a , d u r i n g e a r l y i n d u s t r i a i expansion, the major employers 

were f o r e i g n e r s who were dépendent upon a labo u r - f o r c e unaccustomed 

ta monetary employment and o f t e n needing t o be a t t r a c t e d t o the 

i s o l a t e d l o c a t i o n of the f a c t o r y f a r from t h e l r f a m i l l e s and t r i b e s . 

In order simply to keep going, such I n d u s t r i e s had to provide the 

most basic amenities such as houslng, food and crude medicai 

f a c i l i t i e s . Also before i960, when H i g e r i a became independent, there 

was l i t t l e governmental involvement or l e g i s l a t i v e a c t i o n In the 

p r o v i s i o n of s o c i a l welfare f a c i l i t i e s . As such, much depended upon 

the goodwill and p a t e r n a l i s t i c planning of the i n d i v i d u a i employer. 
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The general standard of l l v i n g was low and most a c t i a n by employers 

was l i m i t e d t o the provisión of a bas i c degree of comfort while 

malntaining p r o d u c t l v i t y . 

In both c o u n t r i e s , the I n l t i a t i v e s taken by these i n d i v i d u a l p i o n e e r s 

of occupational welfare seem r e l a t i v e l y l i m i t e d ; the U.K. i s very 

p r a c t i c a l by compairson vrith N i g e r i a . These were mainly concerned 

with improving v e n t i l a t i o n , s a n i t a t i o n and l i g h t i n g , working hours 

and r e s t periods and p r o v i d i n g canteens, medical care, s p o r t and 

other l e i s u r e f a c i l i t i e s . They were not concerned t o i n t e r e f e r e i n o r 

to attempt t o modérate the bas i c worker-employer r e l a t i o n s h i p , and 

there f o r e although appreciated by emerging trade unions, had l l t t l e 

e f f e c t on the s t r u c t u r a l determinants of work. Even more important, the 

a c t i v i t i e s were confine d t o a very small number of employers i n both 

cou n t r i e s . 

Stage Two - L e g i s l a t i o n Requlrements 

In the U.K., the i n t r o d u c t i o n of l e g i s l a t i o n s e t t i n g down minimum 

requirements an i n d u s t r y , as f a r as occupational w e l f r c provisión 

i s concerned, has too o f t e n been put down to the a c t i v i t i e s of a few 

enlightened p h i l a n t r o p i s t s or seen as part of an inexorable and 

steady progress. But as O'Higgins p o i n t s out, 'both views are too 

simple'. 'The part was a l s o played by the s e l f - i n t e r e s t of 

employers; the a t t i t u d e of c o u r t s t o i n j u r e d employees, trade unión 
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o r g a n i s a t i o n s , new methods of production, and moral outrage a t 

the worst abuses of a f a c t o r y system. There was a l s o the l i n k 

between occupation and p a r t i c u l a r kinds of acc i d e n t s , d i s e a s e s and 

d i s t o r t i o n s of the human body* 1 2 ] . 

I t would be p o s s i b l e t o t r a c e the émergence of the welfare concept 

i n the U.K. back t o the middle ages when the master stood i n ' l o c o 

parentis* to h i s apprentices. P o s s i b l y a l s o , i t might be a t t r i b u t e d 

t o the dépression which f o l l o w e d the fiapoleonic Vars and which 

r e s u l t e d i n a general movement towards d e f i n i n g minimum c o n d i t i o n s 

f o r workers. This had e x p r e s s i o n In the l i m i t e d législation of 1819 

and the F a c t o r i e s Act of 1833 which was the b a s i s of the nineteenth 

Century reform. In 1831, too, the nineteen a c t s r e g u l a t i n g payment 

i n t r u c k s were replaced by a general p r o h i b i t i o n of payment of wages 

i n goods; the t r u c k system had been e x t e n s i v e l y used i n many trades 

during the l a t t e r h a l f of the eighteenth Century, and I t had enabled 

enployers to beat down r e a l wages by f o r c i n g employées t o take part 

i n t h e i r renumeration i n k i n d or spend part of t h e i r incomes at 

company Shops. These mueh e a r l i e r législation, together with the 

subséquent F a c t o r i e s Act 1961, and the O f f i c e s and Railway Premises 

Act 1963, d e a l t mostly w i t h the p h y s i c a l working c o n d i t i o n s i n 

f a c t o r i e s . T h i s législation culminated i n the Health and Saf e t y at 

Vork Act 1974, which r e q u i r e s employers t o ensure as f a r as i s 

reasonably p r a c t i c a b l e , the h e a l t h , s a f e t y and welfare of employées. 
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But, i t was the i n t r o d u c t i o n af the V e l f a r e State législation i n 

1942 a f t e r the 'Beveridge Report' which probably had the major 

o v e r a l l c u l t u r a l i n f l u e n c e on the development of occupational 

welfare i n the O.K. V h i l e the b e n e f i t of hindsight, enables one 

to see the inadequacies and weaknesses i n p r a c t i c e af a post-war 

p o l i c y (31, i n the f i r s t decade f o l l o w i n g the législation, the S t a t e 

was believed t o haye met most b a s i c welfare needs s u c c e s s f u l l y and 

employers must have f e l t l i t t l e o b l i g a t i o n t o provide a d d l t l o n a l 

s e r v i c e s at the workplace. V i t h i n f l a t i o n , a general r i s e i n wages, 

and the b e l i e f i n a p r o s p e r i t y shared by a i l c l a s s e s , o c c u p a t i o n a l 

welfare' a c t i v i t y found i t s e x p r e s s i o n i n conspicuous p r o v i s i o n s such 

as s p o r t s c l u b s and r e c r e a t i o n a l f a c i l l t i e s . 

V h i l e much of the législation i n the U.K. came a f t e r a long and 

hard-fought s t r u g g l e an the p a r t of the workers, i n S i g e r i a such 

programmes were granted or imposed by the government with r e l a t i v e l y 

l i t t l e worker involvement. Hearly a i l programmes of occupational 

welfare lntroduced were based on those already i n existence i n the 

U.K. Thls was perhaps t o be expected during the period of c o l o n i a l 

government when the owners and managers of the f i r m s e s t a b l i s h l n g 

thèse p r o v i s i o n s were themselves l i v l n g i n the U.K. But much of 

t h l s c o l o n i a l i n f l u e n c e has p e r s i s t e d a f t e r independence and there 

appears to have been remarkably l i t t l e i nnovation i n the législation 

concerning occupational welfare p r o v i s i o n . For exaaple, the sa me 

Higerian F a c t o r i e s Àct of 1958 which was handed over during the 
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c o l o n i a l days i s s t i l l l a r g e l y the law governing occupational 

welfare provisión i n N i g e r i a . This act l a y s down c e r t a i n minima 

which companies have t o meet as f a r as health, s a f e t y and w e l f a r e 

of employees are concerned. These p r o v l s l o n s have been g e n e r a l l y 

observed throughout i n d u s t r i e s i n Nig e r i a s i n c e then. 

Stage Three - I n t e r e s t i n Employee Personal Problems 

Very few o r g a n i s a t i o n s i n N i g e r i a employ welfare o f f i c e r s t a a d v i s e 

employees on how t o deal w i t h t h e i r personal problems. The very 

l i t t l e c o u n s e l l i n g an personal problems that i s done, i s c a r r i e d out 

i n f o r m a l l y by v a r i o u s heads of departments or personnel o f f i c e r s , 

only when a personal r e l a t i o n s h i p e x i s t s between the'employee 

concerned and the head a f department. The reason f o r t h i s i s t h a t 

there i s not enough t r u s t between management and employees i n 

Nigerian i n d u s t r i e s t a enable them t o handle s e n s i t l v e i s s u e s such 

as those concerning the personal problems of employees on a wide 

sc a l e 141. As such, developments l n t h i s área of welfare have been 

very slow or even non-existent. 

By c o n t r a s t , i n the U.K., the focus i n recent years has s h i f t e d t o 

the provisión of a personal welfare s e r v i c e and the employment of 

prófessional s p e c i a l i s t w e l fare o f f i c e r s whase majar concern i s that 

of c o u n s e l l i n g i n d i v i d u a l employees who are experiencing personal 

problems o r d i f f i c u l t i e s , and of providing an advis o r y s e r v i c e t o 

management. The number of welfare o f f i c e r s employed i n i n d u s t r y and 
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commerce as w e l l as In the p u b l i c c o r p o r a t i o n s i n the O.K. i s 

s t e a d i l y i n c r e a s i n g , Examples of o r g a n i s a t i o n s that now employ 

welfare o f f i c e r s t o counsel employées on personal problems a r e : 

the London Ambulance S e r v i c e , Freeman's Mail Order s e r v i c e , 

Trustée Savings Bank, the London Boraughs of Hounslow and Hackney, 

the Central E l e c t r i c i t y Generating Board, the B r i t i s h B r o a d c a s t i n g 

Corporation, London Transport, the E a t i o n a l Coal Board, B r i t i s h 

Telecom, N a t i o n a l Westminster Bank, B r i t i s h Airways, B a r c l a y s Bank, 

S e l f r i d g e s L t d . , V. H. Smith and Son Ltd., ICI Ltd.,etc . 
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t.2 A, BEVIEV OF EXISTIIJG LITERATPBE 
. OW OGCÜFATTOgAL VELFAKE 

Velfa r e at Vork, <Martin 1967H121 conta i n s the most comprehensive 

review of published l i t e r a t u r e on welfare and personnel management 

between the years 1949 and 1966. In i t . t h e author d l s c u s s e s how 

e a r l l e r w r l t e r s had coníused welfare and personnel management and 

points aut tn a t the n a t i o n of welfare as an i d e n t i f i a b l e f u n c t i o n 

i n o r g a n i s a t i o n s was being overtaken and replaced by personnel 

management. Evidence i n support of these two p o i n t s was manifested 

by the synonymous use of the word welfare and personnel management 

and the r e l e g a t i o n of d i s c u s s i o n s of the welfare f u n c t i o n t a sub-

d i v i s i o n s of the personnel management f u n c t i o n i n the l i t e r a t u r e 

reviewed. He a l s o introduces a t r i p a r t i t e cancept of c l a s s i f y i n # 

welfare s e r v i c e s as being Physical,Group and Personal V e l f a r e . 

A s i m i l a r survey af e x i s t i n g l i t e r a t u r e on welfare and personnel 

management between 1967 and 1985 has not only confirmed t h i s 

r e l e g a t i o n of welfare but has brought i n t o l i g h t the canfused usage 

of the words 'welfare' and ' f r i n g e b e n e f i t s ' and a much reduced 

dis c u s s i o n of the concept of occupatianal welfare i n modern t e x t -

books on personnel management. 

Apart from Martin's book, there are n e i t h e r B r i t i s h ñor B i g e r i a n 

published textbooks c a v e r i n g s u b s t a n t i a l l y the whole área af 

'occupatianal welfare*as d e f i n e d widely i n t h i s study. Most modern 



textbooks on persannel management p u b l i s h e d between 1967 and 1985 

p a r t l y touch on the s u b j e c t of welf a r e , whlle a handful of a r t i c l e s 

an welfare p u b l i s h e d i n J o u r n a l s d u r i n g t h i s p e r i o d concéntrate 

mostly on r e a s s u r i n g readers t h a t the p r a c t i c e of occupational 

welfare was s t i l l very much a l i v e i n i n d u s t r i a l o r g a n i s a t i o n s i n 

the U.K. 

Various e d i t i o n s of some of the most w e l l tnown books on personnel 

management such as ' Textbook: of Personnel Management',(Thomasan, 

1976),'Personnel A d m i n i s t r a t l o n , A P o i n t of View and a Method* , 

<Plgors and Myers,1982),'The Theory and P r a c t i c e of Personnel 

Management', (Cuming, 1985), •Hanaging Human Resources', (Cowling and 

Mailer,1981)[ 13] have very l i t t l e w r i t t e n on occupational welfare. 

Only Cuming devates abaut f i f t e e n pages t o welfare. He d i s c u s s e s 

welfare i n the t r a d i t i o n a l sense of being only concerned w i t h the 

provisión of p h y s i c a l and group welfare s e r v i c e s such as the pro­

visión of adequate v e n t i l a t i o n , s a n i t a t i o n , l i g h t i n g , s p o r t s and 

s o c i a l c l u b f a c i l i t i e s e t c . He di s a g r e e s with the n o t l o n of an 

employer g e t t i n g i n v o l v e d i n the personal problems of employees and 

sees an enormous v a r i e t y i n the provisión and a d m i n i s t r a t l o n a f 

welfare f a c i l i t i e s between d i f f e r e n t o r g a n i s a t i o n s and the extent 

t o which t h e i r personnel departments become d i r e c t l y i nvolved. 

Cuming's booR i s n e i t h e r up-to-date ñor an accurate d i s c u s s l o n of 

trends In occupational welfare provisión i n B r i t i s h i n d u s t r y . 



Both, Perscmnel Management (Torrlngton,1983>and Personnel Management 

(Bottomley,1983),make no mentían af welfare.'A Handbook af Personnel 

Practice*(Armstrong,1984),has s i x pages of a chapter devoted t o 

welfare. The authar takes Martin"s t r l p a r t i t e l i n e oí c l a s s i f y i n n 

occupational w elfare s e r v i c e s . Apart from these c l a s s l f I c a t i o n s , 

thís book does not r e a l l y d l s c u s s anythlng new, 

Probably the best and most concíse t h e o r e t l c a l c r i t i c l s m of the use-

f u l n e s s of o c c u p a t i o n a l welfare can be found i n pa^es 76 t o 80 i n 

' Kan-Mi smangement 1(Fox,1985)[161. 'Personnel Management, Modern 

Concepts and Techniques', CDessIer,1984 H 1 7 J , i s an American textbook 

which d i s c u s s e s o c c u p a t i o n a l welfare under the t i t l e of * B e n e f i t s 

and S e r v i c e s * , I t devates twenty-four pages t o the t o p i c and 

d i s t i n g u l s h e s b e n e f i t s from s e r v i c e s remarkably w e l l , but makes 

no mention of the word welfare and leaves the reader w i t h the 

impressian t h a t American i n d u s t r i e s perhaps do not provide 'welfare 

s e r v i c e s ' but J u s t b e n e f i t s and s e r v i c e s . I t i s however not a u s e f u l 

summary of r e l e v a n t theory and r e s e a r c h i n the context of t h i s study 

'Personnel Management l n N i g e r i a * , <Ubeku, 1975H 18]. i s by and lar«e 

the only comprehensive textbook on personnel management by a 

Higerian. There i s c l e a r l y a confusión i n the book between w e l f a r e 

s e r v i c e s ^ d i i c h he d i s c u s s e s under f r i n g e b e n e f i t s i n f i v e pa^e^and 

f r i n g e b e n e f i t s which he takes t o be the blanket coveraíte f o r 

s e r v i c e s provided by employers f o r employees. He a l s o devotes a 

quarter of a page t o a d i s c u s s i o n of welfare p r o v i s i o n s under the 



Health Safety and V e l f a r e s e c t i o n s oí the 1958 Factori.es Act of 

Nig e r i a . 'Success i n Management: Personnel (Hackett, 1955H 19Jcan 

e a s i l y be de s c r i b e d as the most up-to-date book on aspects of 

personnel management such as occupational welfare. One chapter of 

eleven pages i s devoted t a the d i s c u s s i o n of employee welfare 

s e r v i c e s which are c l e a r l y d i s t i n g u i s h e d from employee b e n e f l t s 

which are d e a l t with i n a sepárate chapter. V e l f a r e i s discussed i n 

both the t r a d i t i o n a l and modern sense and a l o t of care seems to 

have been taken to present a c l o s e l y reasoned d i s c u s s i o n of mucb of 

the área of welfare. 

• Introduction to Personnel Management' (Attwood,1985H201 ,has eleven 

pages on'Looking A f t e r Employees - V e l f a r e and C o u n s e l l i n g S e r v i c e s * 

In g e n e r a l . i t i s a good f a c t u a l and up-to-date summary of what 

occupational welfare i s a l l about i n the context of modern personnel 

management. 

' Mon-wage B e n e f i t s ' (Cunningham, 1981)I21J,presents a very comprc-

hensive d i s c u s s i o n of b e n e f i t s enjoyed g e n e r a l l y by employees i n a l l 

i n d u s t r i e s i n the U.K. although he c a l i s them ' non-wage b e n e f i t s * he 

discusses s e r v i c e s which c o u l d have been c l a s s l f i e d as welfare 

s e r v i c e s and f r l n g e b e n e f i t s together. In t h i s d i s c u s s i o n , t h e author 

provides evidence from both government and prívate instítutlonal 

researches and l e g i s l a t i o n t o support h l s claims. There I s no d i r e c t 

reference to welfare and the use of the term f r l n g e b e n e f i t s seems 

to.include occupational welfare. 
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Only four r e l e v a n t and u s e f u l a r t i c l e s have been w r i t t e n by aca~ 

denilcs l n v a r i o u s j o u r n a l s i n F i g e r i a and the U.K. s i n c e M a r t i n 

reviewed l i t e r a t u r e on w e l f a r e i n h i s book i n 1967. There are 

probably a few other a r t i c l e s but nane as comprehensive, up-to-date, 

and r e l e v a n t t o the i s s u e s much debated about welfare as these. 

Considering t h a t a p e r i o d of eighteen years has elapsed s i n c e then, 

t h i s i s c l e a r l y a m a n i f e s t a t i o n of the neglect of welfare as a 

formidable f u n c t l a n i n o r g a n i s a t i o n s . In order of p u b l i c a t l o n , t h e 

a r t i c l e s are as f o l l o w s : 

1. ' S t a t l n g the Case f o r V e l f a r e ' , (Kenny,1975). 

2. 'Vhatever Happened t o the V e l f a r e O f f l e e r ' , (Stewart,1983). 

3. 'Employee V e l f a r e Dnder Onfavourable Economic Conditi o n s ' , 

( E j i o f o r , 1 9 8 4 ) . 

4. *Personnel Management and the V e l f a r e Role',(Beaumont,1984); 

'Personnel and V e l f a r e , The Case of the Problem Drínker at Vork*, 

(Beaumont and Hyman, 1985H 22] . 

As the t i t l e suggests, Kenny's a r t l c l e stands up i n defence of 

welfare. He argües t h a t welfare work has survived the challenge fram 

management t h e o r i s t s and remained an important part of personnel 

work i n the U.K. He s t a t e s c l e a r l y h i s side of the debate that the 

p r a c t i c e of welfare i n i n d u s t r y i n the U.K. was i n no wav ROÍnR i n t o 

e x t i n c t i o n ; that i n s t e a d , l t was e n t e r i n s a phase i n which i t was 

being rediscovered. He denounces the critícism l e v i e d a s a i n s t wel­

fare by S o c i a l S c i e n t i s t s and makes tbe point that the r e d i s c o v e r y 
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of welfare was manifested i n the i n t e r e s t that has been shown over 

the years i n the area of j o b s a t i s f a c t i o n . Tbat welfare i n c r e a s e s 

job s a t i s f a c t i o n and qui te a l o t of jobs can only be done i f t h e r e 

i s a t t e n t i o n t o welfare i n the form of e f f o r t s to promate j ob 

s a t i s f a c t i o n . 

Stewart's a r t i c l e provides the évidence to support Kenny's c l a i m 

that welfare work i s f a r from dead. H i s survey of job advertlsements 

over a two-year period, i d e n t i f i e d some 198 personne] management 

posts which mentioned e i t h e r 'welfare' or 'counsel1ing' as p a r t of 

the job. The l a r g e s t s i n g l e group of thèse ad v e r t i s e d j o b s were i n 

pub l i c a d m i n i s t r a t i o n . In ad d i t i o n , h e found out that not only are 

large employers maintaining s p e c i a l i s t welfare s e c t i o n s , but two-

t h i r d s of a i l personne] o f f i c e r s a l s o seem to engage i n a c t i v i t i e s - as 

iated with welfare at work. He i d e n t i f i e d employée c o u n s e l l i n * as 

the core of the welfare task. 

E j i o f o r ' s a r t i c l e présents a very f a c t u a l p i c t u r e of the sudden 

growth of welfare p r o v i s i o n i n l i g e r i a n industry during the decade 

of the o l i boom from 1970 to 1980. He analyses the dilemma employers 

naw face, now th a t funds are no longer s u f f i c i e n t to support thèse 

generous gestures, and proposes ways by which employers can s a l v e 

the problems they now face i n t h i s context. It i s an e x c e l l e n t piece 

of académie work as well as a manifestation of the r e a l world 

s i t u a t i o n i n i n d u s t r i a i welfare p r a c t i c e i n Mi s e r i a . 
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The a r t i c l e s by Beaumont while reviewing évidence i n support of the 

argument about the s u r v i v a l and usefulness of welfare at work takes a 

somewhat différent l i n e by pre s e n t i n g a contemporary case study of the 

actual a c t i v i t i e s of an i n d i v i d u a l engagea i n welfare work. T h i s case 

study he argues, demonstrates the p r a c t i c a l r e a l l t y of what a w e l f a r e 

o f f i c e r does as apposed t o p r e s c r i p t i v e d i s c u s s i o n s of what a w e l f a r e 

o f f i c e r i d e a l l y should do. Vhen placed alongside t h e o r e t i c a l d i s c u s s i o n s 

of a welfare o f f i c e r ' s r e s p o n s i b i l i t i e s , there are wide différences 

between them. The paper concludes by suggesting that welfare o f f i c e r s 

be involved i n comprehensive employée c o u n s e l l i n g programmes a k i n t a 

'Employée Ass i s t a n c e Programmes* or 'Employée Assistance Resources' i n 

American Organisations'. 

Relevance of L i t e r a t u r e on Morale and Job S a t i s f a c t i o n 

In the U.K. the Health and Safety at Vark Act 1974 l a y s a s t a t u t a r y 

duty on o r g a n i s a t i o n s t o provide f o r the Health, Safety and V e l f a r e of 

employées. The Act s a y s : ' I t s h a l l be the duty of every employer t o 

ensure, so f a r as i s reasonably p r a c t i c a b l e , the health, s a f e t y and 

welfare at work, of a i l h i s employées'. 

Velfare i s not def i n e d and f o r t h i s reason, Health and Safety Inspectors 

may f i n d I t d i f f i c u l t t a assess the extent t o which the s t a t u t e i s 

complied with i n p r a c t i c e . The s t a t u t o r y duty means th a t welfare 

p r o v i s i o n i s a c o n d i t i o n of s e r v i c e as of r i g h t . On the other hand, 

enlightened employers who make welfare p r o v i s i o n f a r i n excess of 

s t a t u t o r y requirements make the assumption that good welfare leads t o 

better p r o d u c t i v i t y and e f f i c i e n c y . 
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T.P. Kenny<1975) made the point c l e a r l y when he pointed out t h a t the 

rediscovery of welfare was manifested i n the i n t e r e s t t h a t has been 

shown over the years i n the area of job s a t i s f a c t i o n . That w e l f a r e 

increases job s a t i s f a c t i o n and that q u i t e a l o t of j o b s can only be done 

i f there i s a t t e n t i o n to welfare In the form of e f f o r t s t o promote j o b 

s a t i s f a c t i o n . 

I t i s a g a i n s t t h i s background that i t has to be recognised t h a t one of 

the main assumptions of occupational welfare s e r v i c e p r o v i s i o n i s t h a t i t 

w i l l improve job s a t i s f a c t i o n and morale which i n t u r n leads t o improved 

e f f i c i e n c y and p r o d u c t i v i t y . Although no s t u d i e s have proved t h a t the 

p r o v i s i o n of welfare s e r v i c e s w i l l make employées more productive, i t 

can be argued t h a t even i f welfare s e r v i c e s cannot in c r e a s e i n d i v i d u a i 

p r o d u c t i v i t y , they can h e l p to minimise decreases. In a d d i t i o n , i n c r e a s e s 

i n morale or l o y a l t y may not r e s u i t i n commensurate or indeed i n any 

increases i n p r o d u c t i v i t y , but undue anxiety can r e s u i t i n reduced 

e f f e c t i v e n e s s . Herzberg*s two f a c t o r model i n e f f e c t placed welfare 

amongst the hygiène f a c t o r s . b u t he d i d not under-estimate the importance 

of 'hygiène' as a means of e l i m i n a t i n g or at l e a s t reducing causes of 

anxiety or d i s s a t i s f a c t i o n . 

Further treatment of the concept of job s a t i s f a c t i o n beyond t h i s p o i n t 

i s out of the scope of t h i s t h e s i s . For f u r t h e r d i s c u s s i o n s , please 

r e f e r to the l i t e r a t u r e on morale and job s a t i s f a c t i o n provided i n the 

'addendum' on page 2 3 6 . 
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1.3 PjrpjlfTTmWS OF nCCUPATIOHAL VELFARE 

In d e f i n i n g occupational welfare, the p r a c t l c a l d i f f i c u l t i e s are 

to be found In determning i t s d i s t i n g u i s h i n g c h a r a c t e r l s t i c s . This 

bas been manifested by the différent conceptions of what constitûtes 

occupational welfare s e r v i c e s i n o r g a n i s a t i o n s s t u d i e d i n N i g e r i a 

and the O.K. In both c o u n t r i e s , occupational welfare i s an 

'umbrella' term used t o i n d i c a t e the gênerai s e r v i c e s provided by 

emplayers f o r t h e i r workers. For t h i s reason and because of the 

diverse range of employer a c t i v i t i e s now i n opération i n N i g e r i a 

and the O.K., any définition employed i n t h i s study w i l l have t a 

take thèse twa f a c t o r s i n t o considération. 

I t has been argued that the term should be l i m l t e d only t o those 

s e r v i c e s provided v o l u n t a r i l y by an employer and not those r e q u i r e d 

by law or included i n the terms and c o n d i t i o n s of employmentt51. 

I believe that the voluntary nature of the p r o v i s i o n of s e r v i c e s i s 

an important f a c t o r when determining c r i t e r i a f o r d e c i d i n g what i s 

and what 1s not welfare s e r v i c e . The p r o v i s i o n of s e r v i c e s r e q u i r e d 

by law or terms and c o n d i t i o n s of s e r v i c e i s u s u a l l y taken f o r 

granted by most employées and as such do not p a r t i c u l a r l y i n d i c a t e 

anythlng spécial about t h e l r employers. But the p r o v i s i o n of 

s e r v i c e s much more than the law or terms of s e r v i c e indicate,shows 

a concern f o r and an acceptance of responsibi11ty f o r the w e l l -

being of employées by an employer which Is u s u a l l y taken very w e l l 

by employées. The weakness of the use of the voluntary c r i t e r i a 



as a means of d i s t i n g u i s h i n g welfare s e r v i c e s l i e s i n the f a c t 

that when s e r v i c e s are províded ' v o l u n t a r i 1 y', they seein to co n j u r e 

accusations of 'paternal ism' which i s the most common c r l t l c l s m 

l e v i e d against welfare s e r v i c e s . 

Occupational welfare programnies have o f t e n been i d e n t i f i e d on the 

basis of t h e i r r e c i p i e n t s , and there i s o f t e n a tendency t o r e s t r i c t 

the a p p l i c a t l o n of the term only t o s e r v i c e s meetinR the needs of 

manual workersC63. S i m i l a r programmes f o r w h i t e - c o l l a r employees or 

management are more l i s e l y t o be c l a s s i f i e d under terms such as 

'fr i n g e b e n e f i t s ' . Since such s e r v i c e s mlght be a v a i l a b l e not only 

to worlters but t o t h e i r f a m i l i e s and on occasion former employees 

or prospective ones,such i d e n t i t y and coverage does not p o r t r a y 

welfare s e r v i c e s i n t h e i r modern concept. 

Some of the d i f f i c u l t i e s i n saying e x a c t l y what occupational 

welfare i s are due partí y to the loase way i n which the term has 

been used and p a r t l y because the usage has developed over the course 

course of time and i t i s only f a i r l y r e c e n t l y that a reasonably 

defined view of what i t has became e s t a b l i s h e d . As terms become 

fashionable,so the temptation a r i s e s f o r more and more i n t e r e s t e d 

groups and peaple t o o f f e r t h e i r own d e f i n i t i o n s . Because occupa­

t i o n a l welfare i s a comrnon concept, very many ñames and a few 

d e f i n i t i o n s e x i s t . Some w r i t e r s and i n s t i t u t i o n s c a l i o c c u p a t i o n a l 

welfare s e r v i c e s f r i n g e b e n e f i t s , some supplementary b e n e f i t s and 

others non-wage b e n e f i t s . Some of these ñames and d e f i n i t i o n s w i l l 

now be díscussed i n the f o l l o w i n g pages. 
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gfrpip T h e o r e t i c a l D e f i n i t i o n s 

The B r i t i s h I n s t i t u t e of Management i s an example of an i n s t l t u t i o n 

that r e f e r s t o welfare s e r v i c e s as 'non-wage b e n e f i t s ' . I t s 

d e f i n i t i o n d e s c r i b e s ' them as ítems over and above basic remune-

r a t i o n which increase the we l l - b e i n g a r wealth oí employees a t some 

cost to the employerl71. This deíinition does not give any examples 

of ítems that should c o n s t i t u t e non-wage b e n e f i t s . But i t does 

emphasise t h e i r c o n t r i b u t i o n t o the well-being of employees as an 

e s s e n t i a l element. S i m i l a r l y , Christopher Stephen's defInitloní83, 

r e f e r s t a welfare s e r v i c e s as ' f r i n g e b e n e f i t s ' and d e f i n e s them as 

'those b e n e f i t s , s o c i a l and other, which can be expressed l n money 

terms, can be enjoyed as a d i r e c t r e s u l t of p a r t i c u l a r employment, 

and which are granted by management over and above normal wages and 

s a l a r i e s * . Again the vagueness of t h i s d e f i n i t i o n i s apparent. 

Stephen's leaves the course wide open f o r any Ítem to be taken as a 

a f r i n g e b e n e f i t as long as i t can be expressed i n money terms. He 

s p e c i f i e s t h a t they can be anything from company pensión to a 

company sponsored borne help s e r v l c e . A d e f i n i t i o n as broad as t h i s 

gives the impression that welfare s e r v i c e s are part of f r i n g e 

bene f i t s and th a t f r i n g e b e n e f i t s are an umbrella term f o r i d e n t i -

f y i n g a l l s e r v i c e s provided by an employer f o r employees. 

T.P. Kenny i n h i s defÍnition[91, makes the polnt that 'employee 

welfare movement stood f o r voluntary a c t i o n of employers f o r human 

betterment, beyond the requlrements "of the law, the market or 
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s o c i a l custom'. lío daubt, the emphasis here i s f o r ' v o l u n t a r y 

a c t i o n ' by employers. The term 'voluntary' c o u l d be a s i g n i f i c a n t 

means of d l s t i n g u i s h l n g welfare s e r v i c e s , now t h a t most s e r v i c e s 

and b e n e f i t s are e i t h e r required by law or included i n the terms 

and c o n d i t i o n s of employment. 

Two outstanding and r e l e v a n t d e f i n i t i o n s by Alan Bulloclr and 

O l i v e r Staílybrass i n the Fontana D i c t i o n a r y of Modern Thought and 

Thomas Kemper i n a Handbook of Management, seem to have made the 

only attempt t a d i s t l n g u i s h between welfare s e r v i c e s and f r i n g e 

b e n e f i t s . According t o the Fontana D i c t i o n a r y , ' t h e word welfare i n 

welfare l e g i s l a t i o n or the welfare s t a t e r e f e r s g e n e r a l l y t o govern-

ment suppart f o r the poor and p a r t i c u l a r l y t o the f r e e or s u b s i d i s e d 

supply of c e r t a i n goods or s e r v i c e s , e.g. h e a l t h and education.' 

T r a n s f e r r i n g t h i s meaning to use In i n d u s t r y , occupational w e l f a r e 

would r e f e r to 'a company's or f i r m ' s support f o r i t s employees and 

p a r t i c u l a r l y t o the f r e e or s u b s i d i s e d provisión of c e r t a i n f a c i l i -

t i e s , b e n e f i t s or s e r v i c e s airoed at improving t h e i r w e l l - b e i n g * . 

This definítíon h i g h l i g h t s welfare's g e n e r a l i t y as an a 11-embracing 

term concerned with the provisión of a l l kinds of support, whether 

physical or mental to a l l employees. 

The Fontana D i c t i o n a r y a l s o d e f i n e s f r i n g e b e n e f i t s , as 'the 

elements of an employee's remuneration provided at the employer's 

expense under the c o n t r a c t of employment other than the r a t e of pay 
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per u n i t of time output'. 'They commonly comprise such Items as 

holidays with pay, pension plans, l i f e Insurance, stock purchase 

plans and payment f o r absence d u r i n g f a m i l y emergencies'. *They are 

to be d i s t i n g u i s h e d from e x - g r a t i a payments and from the p r o v i s i o n 

of general amenities such as canteens and s p o r t s grounds. 

Comparing both d e f i n i t i o n s , f r i n g e b e n e f i t s are much more measurable 

and i d e n t i f i a b l e . Even though they are a l s o aimed at improving the 

well-being of employees, they are u s u a l l y provided according t o the 

terms and c o n d i t i o n s of employment. So they cannot on t h e i r own be 

referred t o as e x c l u s i v e l y composing the only elements of welfare 

services. At best they can be c l a s s i f i e d as part of the package of 

benefits and s e r v i c e s that can be c a l l e d 'welfare s e r v i c e s * . 

In Thomas Kemper's d e f i n i t i o n , he sees welfare as 'that part of 

Personnel Management which i s concerned with the p h y s i c a l and mental 

well-being of employees'. 'He t h e r e f o r e r e s t r i c t s o ccupational 

welfare to: 

<a) the .provision of f a c i l i t i e s such as cloak-rooms, l a v a t o r i e s , 

r e s t rooms, canteens, s o c i a l and s p o r t s clubs, 

(b) f r i n g e b e n e f i t s , many of which are designed to reduce 

hardship i n s i c k n e s s or o l d age and, 

<c) personal c o u n s e l l i n g f o r those with domestic and other 

problems' , 
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Since f r i n g e b e n e f i t s are catered f o r i n most c o n d i t i o n s of s e r v i c e , 

i t i s l i k e l y t o be the odd one out i n the above d e f i n i t i o n , o t h e r ­

wise the d e f i n i t i o n seems t o be e a s i l y understood and s t r a i g h t to 

the point. I t provides a b a s i s f o r viewing occupational w e l f a r e i n 

i t s proper p e r s p e c t i v e and s e t s out i t s scope i n the l i g h t of modern 

p r a c t i c e s i n welfare i n o r g a n i s a t i o n s . Both d e f i n i t i o n s have estab­

l i s h e d o c c u p a t i o n a l welfare as being the g e n e r a l i t y of a c t i v i t y by 

a f i r m or company aimed at improving the well-being of employees and 

f r i n g e b e n e f i t s as part of the g e n e r a l i t y of a c t i v i t y . 

Functional D e f i n i t i o n 

In t h i s study, a wider f u n c t i o n a l d e f i n i t i o n has been adopted which 

encompasses occ u p a t i o n a l welfare s e r v i c e s provided by o r g a n i s a t i o n s 

studied i n H i g e r i a and the O.K. In the Higerian External Telecom 

(ITET),the welfare s e r v i c e s provided are as f o l l o w s : S p o r t s and 

s o c i a l c l u b f a c i l i t i e s , s u b s i d i s e d canteen s e r v i c e s , medical 

f a c i l i t i e s and Company farms. In B r i t i s h Telecom (BT),the main focus 

i s on the p r o v i s i o n of a personal welfare s e r v i c e . The o r g a n i s a t i o n 

does provide s p o r t s and r e c r e a t i o n a l f a c i l i t i e s but these are 

handled by a BT Recreation Council,so a l s o i s the h e a l t h s e r v i c e 

handled by the Occupational Health Department. The c a t e r i n g s e r v i c e 

i s run by a BT C a t e r i n g P o l i c y and Operational s e r v i c e s . These 

welfare service's are independent of the welfare department which 

i s not i n any way i n v o l v e d In t h e i r a d m i n i s t r a t i o n and o r g a n i s a t i o n . 

They are evidence of the d i f f e r e n c e s i n emphasis and the kind of 

programmes and f a c i l i t i e s which d i f f e r e n t o r g a n i s a t i o n s can regard 

as c o n s t i t u t i n g t h e i r welfare s e r v i c e s . 

31. 



One common fe a t u r e of thèse s e r v i c e s i n both o r g a n i s a t i o n s i s that 

they are provided v o l u n t a r l i y and are not required by law or the 

terms and c o n d i t i o n s of employment. Though as f a r as some of them 

are concerned,(for example, médical f a c i l l t i e s ) , the law r e q u i r e s 

a c e r t a i n minimum p r o v i s i o n , they are provided at the discrétion uf 

the o r g a n i s a t i o n concerned. These différences i n eraphasis can only 

f u r t h e r s u b s t a n t l a t e the ambiguous nature of the concept of occupa-

t i o n a l welfare. As such a définition that taxes i n t o considération 

thèse variances and emphases can be the only one to employ. 

In p r a c t i c e t h e r e f o r e , occupâtional welfare cauld be 1nterpreted t o 

r e f e r to "the range of f a c i l l t i e s and personal s e r v i c e s p r o v i d e d 

v o l u n t a r i l y by an employer, which promote and preserve the w e l l -

-being of a c t i v e and r e t l r e d employées and t h e l r f a m i l l e s " . A 

fu r t h e r d i s c u s s i o n of t h i s définition i s provided i n Chapter 1.4. 

I bel leve 1t w i l l serve t o c l a r i f y the meaning and scope of occupa 

t i o n a i welfare and perhaps pave the way f o r avoiding the confused 

usage and a s s o c i a t i o n of the term with f r l n g e b e n e f l t s . 
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1.4 mWCLUSIOHS OS THE SCOPE OF OCCUPATïQMAL VELFARE 

This chapter f i r s t présents a b r i e f summary of tbe preceding 

chapters and then provides a définition which e x p l a i n s the scope 

of occupational welfare p r a c t i c e i n i n d u s t r i a 1 o r g a n i s a t i o n s . 

Thj-p.e Stage Development 

Three main stages of occupational welfare development can be i d e n t i -

f i e d i n H i g e r i a and the U.K. The idea of the three stages presented 

here should not d i s t r a c i a t t e n t i o n from the fa c t that many changes 

might have taken place w i t h i n i n d i v i d u a l i n d u s t r i e s i n both 

c o u n t r i e s t h a t d i d not lead to wider enactment. Also i t should be 

recognised t h a t mucb of tbe development bas been on a piecemeal 

basis with r e l a t i v e l y l i t t l e i n t e g r a t i o n i n tbese c o u n t r i e s . In 

fa c t , i n a way, occupational welfare development i n both c o u n t r i e s 

was p a r t i a l and r e s t r i c t e d t o p a r t i c u l a r s e c t o r s of i n d u s t r y . In 

the U.K. f o r example, the s i z e of the f i r m was often a s s o c i a t e d 

with developing trends in the p r o v i s i o n of welfare s e r v i c e s . The 

larger and more modem firms <e.g. the food industry i n the l a t e 

nineteenth century) f i r s t moved towards wider b e n e f i t s , with tbe 

encouragement and pressure of unions. Then the- medium-sized f i r m s 

would f i n d themselves pushing towards the sane d i r e c t i o n by union 

a c t i on which could poi n t to p r o v i s i on i n 1arger firms i n the same 

industry. The f i n a l step of general extension to tbe s m a l l e s t 

companles o f t e n required government législation and aid[101. 

S i m i l a r l y i n H i g e r i a , small compan i es usua 1 1 y f ound themselves 



p r o v i d i n g the same welfare s e r v i c e s as the l a r g e r companies i n 

order to keep t h e i r workers and to stay i n the market. 

A separate but v i t a l point f o r d i s c u s s i o n s of future development 

i s the extent t o which t h i s r a t h e r ad hoc growth with o c c a s i o n a l 

s p u r t s of l e g i s l a t i o n , i n f l u e n c e d most by p o l i t i c a l and e x t r a 

workplace occurences, has been the best way to promote and enhance 

occupati onal welfare. 

Occupational Welfare - A Personnel Function 

The general s c a r c i t y of documented information on occupational 

welfare p r a c t i c e and the very l i t t l e i n t e r e s t shown by academics 

i n the subject area over the l a s t nineteen years, seem to have 

quickened the displacement of welfare as an Independent f u n c t i o n 

In o r g a n i s a t i o n s by personnel management. In the U.K. the book, 

•Welfare at Work', already r e f e r r e d to, i s the only textbook that 

has comprehensively discussed the subject of occupational welfare 

s i n c e the l a s t nineteen years. In S i g e r i a , from the beginning of 

i n d u s t r i a l development i n the e a r l y f i f t i e s t o the present day, no 

book has been published about nccupational welfare. Yet, i n both 

countrj es, welfare seems to have been fa i r l y wel1 esta b l i s b e d and 

recogn i sed as a personnel f u n c t i o n even though personne 1 manage­

ment evolved from being a welfare a s s o c i a t i o n . 

A few modern textbooks on personnel management published i n both 

c o u n t r i e s now seem to t r e a t welfare e i t h e r as a s e c t i o n or as a 

subsection of a s e c t i o n on personnel management. But the g e n e r a l i t y 
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of l i t e r a t u r e on personnel management only devotes j u s t a few pages 

to tbe d i s c u s s i o n of w e l f r e at work. Yet tbere 1s évidence t o prove 

that most large o r g a n i s a t i o n s i n H i g e r i a and the U.K. p r a c t i c e 

occupational welfare In one form or another and spend vast sume 

of money to improve the well-being of t h e i r employées. 

One explanation f o r t h l s négligence of welfare at work i n tbe U.K. i s 

that welfare l a s t the b a t t l e wlth personnel management, wben the change-

of nane from the V e l f a r e Vorkers A s s o c i a t i o n t a the I n s t i t u t e of 

Labour Management and then Personnel Mangement occured. This change of 

name, according t o some l i t e r a t u r e on personnel managementi 113 r e f l e c t e d 

a change of emphasis of the f u n c t i o n of personnel management i n 

industry. t b i s was when i t dawned on employers that t h e i r r e l a t i o n s h i p 

towards i t s employées was more than j u s t l o o k i n g a f t e r t h e i r personal 

prob león, that i t a l s o 1nvolved a responsi bi1 i ty fnr a wide v a r i e t y of 

i mportant f u n e t i o n s r e l a t i n g to the s a t i s f a c t i on of the employée wi t h 

hi s job, and the s a t i s f a c t i o n of tbe or g n a i s a t i o n with the employée, and 

that. i t needed a h i g h l y t r a i n c d s p e c i a l i s t member nf the management team 

in the form of a personnel manager w i t h i n the o r g a n i s a t i on to c a r r y out 

thíise functions. 

The attempi to d e f i n e occupatiooal welfare i n Chapter 1.3, placed 

emphasis; on i t s dynamic nature. AS shown by the f i n d i n g s i n the two 

orga n i s a t i o n s presented i n t h i s t h e s i s , there are s i g n i f i c a n t 

v a r i a t i o n s between o r g a n i s a t i o n s i n the p r o v i s i o n ;ind o r g a n i s a t i o n 
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of welfare s e r v i c e s . For these reasons, t h i s study has adapted a 

fu n c t i o n a l d e f i n i t i o n of occupational welfare. Occupational welfare 

s e r v i c e may be defined as'the p r a c t i c e of providing a range of 

f_ajjJJJU£S-_apd_ personal s e r v i c e s v o l u n t a r i l y by an employer, which 

promotes and preeeryQS the w e l l - b s i ^ g ^ _ a ^ j v e _ a n d r e t i r e d , 

employees and t h e i r f a_ l U t i£s!^ the key word i n t h i s d e f i n i t i o n 

being * Vj20i»BtarJUyĴ _ 

Any f a c i l i t y or personal s e r v i c e provided by an employer would 

q u a l i f y as an occ u p a t i o n a l welfare s e r v i c e as long as i t i s not 

required t o be provided by law or included i n the terms and c o n d i ­

t i o n s of employment. 

F a c i l i t i e s In t h i s context would r e f e r for example t o : 

1. Catering and r e c r e a t i o n a l f a c i l i t i e s such as canteens and 

a v a r i e t y of s p o r t s and s o c i a l clubs. 

2. Medical f a c i l i t i e s such as the p r o v i s i o n of c l i n i c s and 

the appointment of medical doctors and nursing s t a f f , 

while personal s e r v i c e s would include, 

3. Counselling employees and p r o v i d i n g advice and a s s i s t a n c e 

on a v a r i e t y of i n d i v i d u a l problenc.. 

4. Velfare v i s i t i n g d uring s i c k n e s s or death, and 

5. Provi d i n g a i d to disadvantaged groups such as d i s a b l e d persons, 

young persons, migrants with language problems, ex-offenders, 

and a l c o h o l i c s , mothers of young c h i l d r e n , etc. 

39. 



1.5 REFJ£̂ EIC£S_ 

[ U Grant, J. V. and Smith, G.C1977), Personnel A d m i n i s t r a t i o n 
g j ^ J n d u p t r l a l g e l a t i o n s . Longman. 

[21 0'Higgins<1968), O r i g i n s of the S o c i a l Sciences, 
gpw Society.London. 

[3] Tltmus, X. R i c h a r d ( 1 9 5 7 ) , ( e s p e c i a l l y 'the S o c i a l D i v i s i o n of 
VPIfare),Kssays on the V e l f a r e State.London.Allen and 
Unwin; Vedderburn,D.(1965),Facts and Theories of the V e l f a r e 
st-.jit.ff, Soci a l 1 s t Regi s t er : XI11 band and Savi 1 l e (1965), 
'Family Pollcy'.London.Allen and Unwin. 

[41 E j i o f o r , R.O.(1983),Employee V e l f a r e Under Unfavourable 
Economie C o n d l t i o n s , I n s t i t u t e of Personnel Management of 
Nig e r i a , October 1983. 

151 Kenny, T.P.(1975),Stating the Case f o r Velfare.Personnel 
Management Journal.September 1975, pp.18-21 and 35; 
Backett, P.(1985).Success i n Management Personnel. 
John Murray, 

[61 Attwood, M.(1985).Introduction t o Personnel Management. 
Pan Breafcthrough Boaks. 

[71 Cunningham, K. (1981).Ron-Vage B e n e f l t s . P l u t o Press. 

Ifil Stephens, C.(1964>,Fringe Benefits,Personnel Managemept 

Í9J Kenny, T.P. (1975),Stating the Case f a r Velfare.Personnel 
Management Journal,September 1975, pp.18-21 and 35. 

110] Durham, V.(1958),The E.S.D. of V e l f a r e . I n d u s t r i a l V e l f a r e 
Society J o u r n a l , 1958. 

ílll Grant, J.V. amd Smitb, G.(1977).Personnel A d m i n l s t r a t i o n and 
I n d u s t r i a l R e l a t i o n s . Longman. 

U21 Martin A. Q. (1967) . Ve 1 f are at Vork f London.B.T. B a t s f o r d L t d . 

U3] Pigors and Myers(1982).Personnel A d m i n i s t r a t i o n . A P o l n t of Yiew 
and a Me^hod- I n t e r n a t i o n a l Student E d i t i o n . 

Thamason, G.A.(1976),Textbook of Personnel Management.1PM London 

Cuming, M.V.(1985),The Theory and P r a c t l c e of Personnel 
Management. Helneman London. 

Cowling, A.G. and M a i l e r , C.J.B.(1981) TManaglng Human Resources. 
Edward Arnold Ltd. London. 

December 1964. 

40. 

http://st-.jit.ff


[143 Torrlngton, D. and Chapman, J.(1983).Personnel Management. 
P r e n t i c e - H a l l I n t e r n a t i o n a l . 

Torrington, D. and Chapman, J.(1983)Personnel Management. 
M & E Higher Business Education S e r i e s . 

[153 Armstrong, M.(1984).A Handbook of Personnel Management P r a c t l c e . 
Kogan Page. 

[163 Fox, A. (1985).Man Mismangement. Hutchinson. 

[17] Dessler, G.(1984).Personnel Management. Modern Concepts and 
Techniques,. P r e n t i c e - H a l l , I n t e r n a t i o n a l E d i t i o n . 

[183 Obeku, A.K.(1975) fPersonnel Management i n N i g e r i a . E t h i o p e 
P u b l i s h i n g Corporation, V a r r i , N i g e r i a . 

(191 Hackett, P. (1985).Success i n Management: Personnel. John Murray. 

[203 Attwood, M.(1985),Introduction t o Personnel Management. 
Pan Books. 

[213 Cunningham, M. (1981 ). Hon-Vage 33enefits. Pluto Press.p 

1 1 . 



X T W O 



2.1 HTSTORY AHD PHILJSOPHY 

T_hf. Pnst O f f i c e V e l f a r e Scheme. 

Vhat i s now B r i t i s h Telecom V e l f a r e S e r v i c e had i t s o r i g i n i n the 

Post O f f i c e V e l f a r e Scheme which began i n J u l y 1943 when the then 

Post-Kaster General appointed *a welfare study group',on the 

welfare requirements of tbe Post O f f i c e . At that time,the Post 

O f f i c e was part of the C i v i l S e r v i c e and most grades (except minar 

and manipulative) enjoyed the same C i v i l S e r v i c e pay s c a l e s and 

con d i t i o n s of s e r v i c e which were overseen by HM Treasury. 

Following the study group's recommendatian,an embryo welfare 

s e c t i o n was formed i n the s t a f f branch of the Personnel Department 

in Kay 1944 without definí te f u n c t l o n s , .Thereafter as a r e s u l t of 

various d i s c u s s i o n s which took place from 1945 to 1947 between 

management and s t a f f s i d e s of the already existíng V h i t l e y J o i n t 

Consultative Commiteee i n tbe C i v i l S e r v i c e to decide the nature of 

the praposed new welfare o r g a n i s a t i o n and the d u t i e s of welfare s t a f f 

a standing j o i n t coramittee an welfare was formed i n 1947. The 1947 

committee s i g n a l l e d the o f f i c i a l takeover of the Post O f f i c e welfare 

scheme and a l s o l e d t a tbe appolntment of V e l f a r e Advisers and a 

Hational D i r e c t o r to lake charge of the welfare scheme. Ten of the 

f i r s t twelve welfare a d v i s e r s appointed were a l l o c a t e d to the r e g l o n s 

while the ather two were a l l o c a t e d t a the headquarters. T h e l r primary 

task was to assess the need f o r l o c a l welfare o f f i c e r s and the 
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numbers requlred. T h i s recommendation paved the way f o r the a p p o i n t ­

aient of the f i r s t welfare o f f i c e r s who were drawn mainly from Post 

O f f i c e ranks. 

The i n i t i a l success of the t a k e - a f f of the scheine was due i n l a r g e 

measure t a the d i l i g e n c e and e f f i c i e n t powers of o r g a n i s a t i o n of 

Kr. E.B. Davies,the Midland Regioa D i r e c t o r who became known as the 

'Father of the Post O f f i c e V e l f a r e Scheme'. 

Although the Post O f f i c e had begun to e s t a b l i s h i t s welfare scheme 

by appointing welfare o f f l c e r s . i t was d i f f i c u l t f o r thèse we l f a r e 

o f f i c e r s ta gain c r e d i b i l i t y q u i c k l y w i t h i n the o r g a n i s a t i o n . 

I n i t i a l l y there was a c a u t i o n i n accepting welfare and i t was not 

s u r p r i s i n g that some l o c a l managers and s t a f f représentatives 

received 1t as a p o s s i b l e t h r e a t to t h e i r r e s p e c t i v e f u n c t i o n s . 

Ve l f a r e o f f i c e r s o f t e n foundt11 t h a t managers and Su p e r v i s o r s were 

suspicious of t h e i r work and they were a l s o attacked by the unions 

as a management device f o r c o n t r o l 11og employées. The problems of 

being the 'person i n the middle'were not u n l l k e the d l f f i c u l t i e s 

faced by f i r s t l i n e Supervisors. Vork people were not sure whether 

the aims of welfare were a l t r u i s t l c and f e i t that there was an 

élément of hypocrisy i n the welfare o f f i c e r ' s a c t i o n s . Managers saw 

the p o s s i b i l i t y of another standard besides economie e f f i c i e n c y being 

applied and were antaganised by the thought of any r e s t r i c t i o n s on 

t h e i r power. 
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Apart from the problem of g a i n i n g c r e d i b i l i t y w i t h i n thc organisatíon 

there a l s o remained one other very important i n i t i a l problem which 

was; t o whom would welfare o f f i c e r s be re s p o n s i b l e ? In most r e g i o n a l 

branches of the Post O f f i c e f o r example.the r e l a t i o n s h i p of the 

welfare s e r v i c e t o the r e s t of the o r g a n i s a t i o n was unclear and went 

unnoticed by many. I t was a s s o c i a t e d i n most minds wíth graup welfare 

p r o j e c t s such as f i r s t a i d and mass radiongraphy, According t o the 

Post O f f i c e J o u r n a l , L i g h t h o u s e 0 9 7 2 ) ; no one seemed to fcnow how 

s e r v i c e s should be used. V e l f a r e o f f i c e r s had t o take on a v a r i e t y of 

odd jobs hived o f f from other dutíes. They could f o r instance, be 

c a l l e d upon to be a s o r t of accommodatlon-cum-bi1letíng o f f l e e r . For 

example, i n an e f f o r t t o r e c r u i t Vest Indians f o r vacancies i n the 

provinces i t was suggested that an o f f l c e r should meet them a t the 

port as they disembarked and o f f e r lodgings and welfare s e r v i c e s . 

' C o n t r o l l e r of s i c k " b a y s and f i r s t a i d arrangement i s another t l t l e 

e a r l y welfare o f f i c e r s might have merited. They were c a l l e d i n as 

consultants i n d i s c u s s i o n s about working a r welfare c o n d i t i o n s , 

sometimes making i n s p e c t i o n s with the l o c a l c o n t r o l l l n g o f f l c e r and 

s t a f f a s s o c i a t l o n r e p r e s e n t a t i v e . They were involv e d i n refreshment 

club management,they cooperated wíth t r a i n i n g o f f i c e r s o r g a n i s i n g 

educational improvement f o r both J u v e n i l e and adult s t a f f and they 

helped to i n s p i r e and maintain i n t e r e s t i n süorts and s o c i a l a f f a i r s . 

These i n i t i a l problems were viewed s e r l o u s l y by the Dioneering 

management of the Post O f f i c e V e l f a r e Seheme between the e a r l v years 



of 1947 and 1959. They acted s w l f t l y and declded the r a l e af the 

welfare o f f l c e r i n the o r g a n i s a t i o n . He was not t o belong t o e i t h e r 

management or s t a f f but was expected t o be some kind of ' n e u t r a l 

ángel' that each s i d e c o u l d c a l i upon. I t was argued t h a t i f he was 

part of management he would be considered an o u t s i d e r by the s t a f f 

and i f attached t o the s t a f f - s i d e would be suspect by management. 

The concept af a personal welfare s e r v i c e and the implementation -

af the Post O f f i c e welfare p o l i c y was f o r m a l l y introduced i n t o the 

organisation during the 1960* s when Dr. A. Martin was appointed as 

Chief Velfare Adviser (at P r i n c i p a l l e v e l equating to the Treasury 

Velfare Adviser) and c o o r d i n a t o r of the work of r e g i o n a l welfare 

advisers. But i t was not u n t i l i n 1972 that the r o l e of the s e r v i c e 

was c l e a r l y d e f i n e d as f o l l o w s : 

1. 'to be concerned with the d i f f i c u l t i e s which may 

confront employées i n t h e i r everyday l i f e ' . 

2. 'that the V e l f a r e O f f l c e r ' s functioo, i s to help 

individuáis towards f i n d i n g ways af d e a l i n g with them'Í21, 

Also i n 1972,a V e l f a r e T r a i n i n g Centre was set up with modem 

teachlng f a c i l i t i e s . The s e r v i c e s of the Centre were considered 

so good that contemporary o r g a n i s a t i o n s such as the Ce n t r a l 

E l e c t r i c i t y Generating Board, B r i t i s h R a i l . B o r t h Thames Gas,a 

number of l o c a l a u t h a r i t y c o u n c i l s and even the C i t i z e n s Advice 

Bureau sent t h e i r welfare s t a f f t o be t r a i ned there. 



B r i t i s h Telecom welfare department s t i l l malntalns l i n k s with most 

of thèse o r g a n i s a t i o n s and they s t i l l cooperate e f f e c t i v e l v i n 

employée welfare matters. 

B_r_itish Telecom V e l f a r e S e r v i c e s 

Even though the years of welfare s e r v i c e p r o v i s i o n and A d m i n i s t r a t i o n 

under the Post O f f i c e have been a period of increased demand f o r more 

extensive p r o v i s i o n of community and personal welfare s e r v i c e s , t h e 

Post O f f i c e made great e f f o r t s to meet the need f o r t r a i n e d personnel 

and s e r v i c e s and enhanced i t s réputation i n the f i e l d of o c c u p a t i o n a l 

welfare. The Post O f f i c e V e l f a r e Scheme s t i l l continues i n i t s own 

r i g h t under the management of the Post O f f i c e Corporation and has 

provided a s o l i d foundation f o r improvlng and developing t a one of 

the best i n the U,K. 

Following the r e o r g a n i s a t i o n of the o l d Post O f f i c e i n t o Télé­

communications and H a l l s with G i r o , the télécommunications arm 

was renamed ' B r i t i s h Télécommunications'(BT). Under the B r i t i s h 

Télécoms Act of 1981,the télécommunications as well as welfare 

s e r v i c e s provided by the Post O f f i c e f e l l under the a d m i n i s t r a t i o n 

of the new p u b l i c c o r p o r a t i o n . B r i t i s h Telecom was subsequently 

privât i sed i n 1984. 

One of the immédiate Impacts the formation of the new c o r p o r a t i o n 

had on tbe p r o v i s i o n of welfare s e r v i c e s i s that i t l e d to changes 
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i n the s t r u c t u r e and o r g a n i s a t i o n of welfare under the new c o r p o r a ­

t i o n throughout the country. V h i l e the welfare department has 

has remalned under the o v e r a l l c o n t r o l of the D i r e c t o r of Personnel 

at BT's Headquarters,the s t a t u s of the V e l f a r e Off l e e r has been 

r a i s e d to that of a p r o f e s s i o n a l manager i n h i s own r l g h t . Due t o 

an expansion of the s e r v i c e s of the V e l f a r e T r a i n i n g Centre,a more 

in t e n s i v e and longer period of t r a i n i n g i s now provided to cover the 

most e s s e n t i a l aspects of welfare work. 

There has a l s o been an expansion of the number of welfare s t a f f 

employed to a d v i s e s t a f f on personal problems. This f i g u r e has 

increased from s e v e n t y - f i v e d u r i n g the Post O f f i c e era to one 

hundred and t h i r t y - f i v e i n the BT era. The main reason f o r t h i s 

increase has been due to the need by management to make use of the 

opportunity of the formation of a new o r g a n i s a t i o n to expand s e r v i c e s 

i n order to i n c r e a s e o v e r a l l e f f i c i e n c y . 

The main focus of the welfare o f f i c e r ' s job i n B r i t i s h Telecom has 

been the concept of a personal welfare s e r v i c e through employée 

co u n s e l l l n g which now occupies well over s i x t y - f i v e percent of a 

welfare o f f i c e r ' s time. Anather major o r g a n i s a t i o n a l change has seen 

the a b o l i t i o n of the posts of Chief V e l f a r e O f f i c e r and Senior 

Velfare O f f i c e r levéis w i t h i n the welfare s t r u c t u r e and the t r a n s f e r 

of r e s p o n s i b i 1 i t y to f u n c t i o n a l managers to take care of welfare 

s e r v i c e s i n t h e i r departments. Also i n some of BT's t e r r i t o r i e s and 



d i v i s i o n s , new p o s i t i o n s of V e l f a r e Service Managers i n c o r p o r a t i n e 

personnel and welfare f u n c t i o n s hâve been created i n an attempt t o 

décentralise the welfare s e r v i c e . 

V e j f a r e Philosophy 

According t o Lambert(1971)[3], the f i r s t statement concernine the 

philosophy of the Post O f f i c e V e l f a r e S e r v i c e was s p e l t out to the 

f i r s t group of welfare o f f i c e r s in 1951 by S i r Donald Sargent who 

was then the Deputy D i r e c t o r General of the Post O f f i c e . This s e t 

the course f o r the fu t u r e . 

E s s e n t i a l l y , the statement d i r e c t e d that the bas i c philosophv of the 

Post O f f i c e V e l f a r e S e r v i c e s h a l l be based on 'a concern f o r the 

well-being of the i n d i v i d u a i worker,demonstrated p o s i t i v e l v through 

the system of c o u n s e l l i n g on personal problems without any depart-

mental s t r i n g s being attached. This statement became the terms of 

référence f o r planning,organlsing and s t r u c t u r i n g the a c t i v i t l e s of 

the Post O f f i c e ' s V e l f a r e O f f i c e r s f or many years. By a n a l y s i s . i t 

provided d i r e c t i v e s on four main areas as f o l l o w s : 

1. the scope of welfare p r a c t i c e i n the o r g a n i s a t i o n ; 

2. haw t h i s concern of welfare can be achieved; 

3. the place of l i n e mangement i n welfare p r a c t i c e , and, 

4. the sub s t a n t i v e foundattons on which the philosophy 

i s based. 
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The i m p l i c a t i o n s f o r tbe scope of welfare p r a c t i c e i n the then Post 

O f f i c e as f a r as t h i s statement i s concerned were c l e a r . The primary 

concern of the s e r v i c e was t a p r o t e c t and preserve the w e l l - b e i n g of 

every employée i n the o r g a n i s a t i o n i r r e s p e c t i v e of s t a t u s . T h i s 

suggests a b e l i e f i n good o r g a n i s a t i o n and a broad missions a f 

pastoral care f o r t h e i r workers which might i n turn lead to h i g h e r 

output by c o n t r o l l i n g s i c k n e s s , absenteeism and by e a r l y r e s o l u t i o n 

of grievances and personal problems. 

This statement of the Post O f f i c e ' s welfare philosophyl33 a l s o 

empbasised the p r a c t i c e of employée c o u n s e l l i n g as a means of 

improving tbe well-being of an employée. There was a f a i r amount of 

debate i n the e a r l y days according to Sydney Lamberto] on the 

merits of aiming f o r e i t h e r c o u n s e l l i n g in-depth as p r a c t i s e d by 

the Marriage Guidance Counci] and other s o c i a l work agencies.or 

operating an information and r e f e r r a l s e r v i c e l i k e the C i t i z e n s 

Advice Bureaux. The general view of the managers of the s e r v i c e a t 

the time was that with the amount of casework d e a l t with.the i n d e p t h 

approach would take up too much time while the information and 

referra) Idea smacked of i n s t a n t welfare. In the event,management 

decided that good occupational welfare casework i n the then Post 

O f f i c e should operate between the two concepts. However, personal 

casework bas remained the s o l i d base of the welfare o f f l c e r ' s Job 

i n tbe o r g a n i s a t i o n up to the présent. 
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The s t a t e d aim of casewark as p r a c t i s e d i n the Post O f f i c e i s f i r s t 

to help the employée to assess and understand b i s or her d i f f i ­

cultés, and second to help r e s a l v e thèse d i f f i c u l t i e s , o r ease them. 

A s o l u t i o n can come through d i s c u s s i o n and c o u n s e l l i n g and where 

necessary p r a c t i c a l help. Sometimes an understanding h e a r i n g i s 

s u f f i c i e n t e 4] . 

Vhen B r i t i s h Telecom was cr e a t e d i n 1982, i t more or l e s s f u l l y 

adapted the philosophy on which the Post O f f i c e welfare s e r v i c e 

had been based f o r the previous 34 years. I t s statements on the 

scope and roeaning of a personal welfare s e r v i c e and i t s aims and 

ob j e c t i v e s are contained i n v a r i o u s l e c t u r e handouts on BT's 

Occupatlonal V e l f a r e O f f i c e r ' s courses and brochures on the V e l f a r e 

service!. 5], I t was not p o s s i b l e d u r i n g the research t o o b t a i n c o p i e s 

of BT's statement of welfare.philosophy. The pretext f o r t h i s was 

' conf i d e n t i a l reasons'. I was however assured by the managers of the 

serv i c e that such a statement was i n existence and that the handouts 

and papers on the welfare s e r v i c e published by the welfare depart-

were based on such a p o l i c y statement. 

The Concept of the "Vhole person". 

The substantive foundation on which BT's welfare philosophy opérâtes 

i s the concept of the 'whole person'(61. This accepts t h a t a person 

has a number of r o l e s t o play i n everyday existence,e.g.as employée, 

father, mother,son,daughter,hauseholder and c i t i z e n e t c . . I t i s 
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d i f i i c u l t to i s o l a t e thèse r o l e s from a person's rôle as an employée 

io an o r g a n i s a t i o n . A l s o i n performing thèse rôles, problems and 

di f i i c u l t i e s a r i s e which may be domestic, f i n a n c i a l or s o c i a l . 

At f i r s t sight.many of these problems appear t o have l i t t l e or 

notbicg to do with an employer, but i t must be remembered t h a t 

they a f f e c t an employée i n the oontext of h i s worfc. Furthermore, 

empioyces cannot give of t h e i r best when they have excessive 

s t r e s s e s and s t r a i n s at home. This i s one reason why BT i n t e r e s t s 

i t s e l f i n personal welfare s e r v i ce where s p e c i a l I s t welfare 

o f f i c e r s are employed t o advise members of s t a f f on personal 

probi OHM. A more d e t a i l e d d i s c u s s i o n of t h i s concept i s under-

taken in chapter 4.3 of t h i s t h e s i s . 
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2.2 VELFARE RESPOKSIBIL T TY AHD ORGAffISATIOfi 1N BT. 

F P ^ p n n s l b l l i t Y . f Q r V e l f a r e 

To ntost employees i n BT, welfare o f f i c e r s are the very embodiment 

of the welfare s e r v i c e . V e l f a r e O f f i c e r s have been described as 

•managers and c o o r d i n a t o r s of resources both human and m a t e r i a l M 6 ] 

and as 'general p r a c t i t i o n e r s i n welfare' with an ímmense l i s t of 

responslbilitíesí71 . Yet almost a l l the welfare o f f i c e r s t o whom 

I have t a l k e d resent these l a b e l s and see themselves slmply as 

s p e c l a l i s t s i n welfare by t r a i n i n g and education. These p e r s p e c t i v e s 

of the o f f i c e are r e f l e c t e d l n the ambiguities and c o n t r a d i c t i o n s 

b u f l t Into the r a l e i n the welfare s e r v i c e . For example,as noted 

e a r l i e r . o n e connoentatorf83 an Post O f f i c e w e l f a r e , s t y l e d the V e l f a r e 

Ófflcer as ' some klod of n e u t r a l ángel' that each s i d e of the organi-

s a t l o n could c a l i upon on any matters a f f e c t i n g both employees and 

management,reflecting h i s p o s l t l o n duríng the formative years of the 

se r v i c e when welfare o f f i c e r s were 'Jacks of a l l trades*. 

But since the 1960's when the r o l e of the welfare s e r v i c e was 

properly defined.a r e c o g n i t i o n of h i s p r o f e s s i a n a l and s p e c l a l i s t 

s t a t u s emerged! 91 . The extent of h i s rcs p o n s i b i 1 i t y as f a r as the 

welfare of employees i n the organisatíon i s concerned subse-

quently l i m i t e d to the use of h i s s p e c l a l i s t or expert knowledge 

i n a d v i s i n g s t a f f and management on personal problemst101. Thus 

evolved a ' t r i p a r t i t o p a r t n e r s h i p * i n which the V e l f a r e O f f i c e r , 
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l i n e manager and employée together became responsi b l e f o r welfare. 

The r e s p e c t i v e r o l e s of the welfare offleer,manager and employée 

as f a r as t h i s p a r t n e r s h i p i n BT welfare s e r v i c e i s concerned are 

discussed i n the f o l l o w i n g pages. 

Xhfí r o l e of the V e l f a r e O f f i c e r 

The work of welfare o f f i c e r s w i t h l n the B r i t i s h Telecom o r g a n i s a t i o n 

i s to o f f e r a p r i v a t e c o u n s e l l i n g s e r v i c e to i n d i v i d u a l employées and 

to act as a d v i s e r s t a management on a v a r i e t y of human problemsC101. 

Examples of the types of cases where c o u n s e l l i n g and advice t o 

management and employées may be needed are those: 

1. R e l a t i n g t o personal r e l a t i o n s h i p s , p a r t i c u l a r l y of a p r i v a t e 

nature - f o r example,a différent f a m i l y prablem about which 

the person e i t h e r cannot or w i l l not open-up t a management. 

2. Out-of-character changes i n behaviour patterns i n the working 

groups observed over a pe r i o d by management. 

3. D i r e c t l y r e l a t e d t o the wark s i t u a t i o n - death i n s e r v i c e , l a t e / 

s i c k attendance r e c o r d s , t r i a l p e r i o d s , i r r e g u l a r attenders, 

age/medical retirements,changes of duty a f t e r accident or 

i l lness e t c . . 

4. Vhere information i s sought on such matters as enti t l e m e n t t o 

national Insurance b e n e f i t s , i n d u s t r i a l réhabilitation and 

r e - t r a i n i n g f a c i 1 itles,community s o c i a l s e r v i c e s , etc. 
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To be able t o c a r r y out these f u n c t i o n s e f f i c i e n t l y , w e l f are 

o f f i c e r s ID BT are c a r e f u l l y s e l e c t e d and t r a i n e d f l l l . 

D e t a i l s of the s e l e c t i o D process and a conrprehensive t r a i n i n g scheme 

that provides the welfare o f f i c e r w l t h the many and v a r i e d s k i l l s 

needed t a guide him i n the exec u t i o n af h l s r e s p a n s i b i 1 i t i e s are t a 

be found i n the T r a i n i n g Center's manual on welfare o f f i c e r ' s 

t r a i n i n g programmet121 . 

ThP r o l e of management 

It i s a basic assumption i n BT, t h a t Une managers are r e s p o n s i b l e 

for the welfare of t h e i r staffí13]. The manager only b r i n g s i n the 

welfare o f f i c e r when s k i l l s and Jcnow-haw are needed of a kind not 

expected w i t h i n the accepted group c o n t r o l f u n c t i o n of management. 

Once management has assessed the need f o r these s k i l l s t a be brought 

i n . e a r l y c o n s u l t a t i o n witb ar r e f e r r a l of the case t a the welfare 

o f f i c e r becomes e s s e n t i a l . 

The success of the s e r v i c e i n a sense depends on the l e v e l and 

degree of cooperation and understanding between management and 

welfare s t a f f . I t ís rcgarded as e s s e n t i a l by the partners i n 
l 

the BT welfare s e r v i c e that managers and welfare s t a f f be f u l l y 

aware of one anotber's p o i n t s of view i n any given case. T h i s 

w i l l a l l o w an e f f i c i e n t , p r a c t l c a l and humane approach t o the 

problem and p o s s i b l y to i t s s o l u t i o n . 
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jhp r o l e nf tbe employee 

The employee i n a sense i s the most important member of the 

'partnership'. He i s the 'problem ovraer' without whom,there would 

be n e i t h e r problem ñor welfare o f f l c e r ñor management involvement. 

The "employee problem owner' can be a messenger,an o r d i n a r y worker, 

a t e c h n i c l a n or even a r e t i r e d former member of s t a f f as long as 

he or she worJríed) f o r BT. The p o l i c y of helplng people t o help 

themselves i s g e n e r a l l y adopted by BT's welfare o f f i c e r s i n d e a l l n g 

wlth cases. I t i s not the t a s k of the welfare o f f l c e r tD tafce over 

an employees problem but r a t h e r t o a s s i s t him or her to help them­

selves. For success t o be achieved therefore,the employee wha 

con s u l t s a welfare o f f l c e r i s normal 1 y bound t a d i s c l o s e the t r u t h 

about a s i t u a t i o n t o the welfare o f f l c e r who w i l l then through h i s 

expert Imowledge advise on the best approach and Information or 

r e f e r r a l s e r v i c e needed. 

P o s i t i o n of V e l f a r e Department i n BT. 

The welfare department l s part of the Personnel and Corporate 

Services u n i t which l s under the c o n t r o l of a D i r e c t o r of Personnel 

and Corporate S e r v i c e s who l s a member of BT's Board of D i r e c t o r s . 

The welfare s e r v i c e i s organlsed from w i t h l n three main áreas as 

fol l o w s : 

1. B r i t l s h Telecom Headquarters CBTHQ) l n Londan: This i s where 

the Chief V e l f a r e Advlser d i r e c t s and coordinates the welfare 
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a c t i v i t l e s of the o r g a n i s a t i o n . For a l l welfarc matters i n c l u d i n g 

F i r s t Aid, the Chief V e l f a r e Adviser (CVA) i s d i r e c t l y r e s p o n s i b l e 

to the Head of Corporate S e r v i c e s D i v i s i o n who io turn i s 

responsible t o the D i r e c t o r of Corporate Personnel who i s f i n a l l y 

answerable t o the board members. Th i s means that the welfare and 

personnel departments i n BT are in v o l v e d i n a compiementary 

r e l a t l o n s h i p , t h e i m p l i c a t i o n being that welfare i s seen as part 

of the personnel system and t h e r e f o r e inséparable from 1t. T h i s 

kind of r e l a t l o n s h i p i s rauch t a l k e d about i n académie c i r c l e s as 

being r e s p o n s i b l e f o r the 'soft-image' view of personnel f u n c t i o n s 

by other departments i n many contemporary o r g a n i s a t i o n s ! 141. T h i s 

view Is f u r t h e r discussed i n chapter 5.1, Also loeated a t BTHQ 

under the d i r e c t i o n of the CVA i s the welfare a d m i n i s t r a t i e o f f i c e 

which i s c o n t r o l i e d by a welfare o f f i c e r who i s the main contact 

on general welfare matters and welfare arrangements f o r d i s a b l e d 

employées. 

Velfare T r a i n i n g Centre: 

This centre i s a l s o loeated i n London and the CVA bas o v e r a l l 

responsibi11ty f o r 1t. It has t u t o r s of se n i o r welfare o f f i c e r 

rank, who plan and run the courses. They organise the t r a i n i n g of 

welfare o f f i c e r s and advise tbem of fu t u r e t r a i n i n g needs i n the 

area of r e f r e s h e r and post-appointment and attendance at r e l e v a n t 

conférences and meetings. 



3. D i v i s i o n s , T e r r i t o r i e s and D i s t r i c t s : 

These are the main business branches and s t r u c t u r e of B r i t i s h 

Telecom and they each have t h e i r own teams of welfare s t a f f . 

The present attempt to d e c e n t r a l i z e the o r g a n i s a t i o n of w e l f a r e 

i n BT,gives autonomous powers t o welfare teams i n these u n i t s to 

s e l e c t and appoint t h e i r own welfare s t a f f who may or may not be 

s p e c i a l i s t s i n welfare matters. These u n i t s have now Introduced a 

number of d e s i g n a t i o n s such as ' V e l f a r e Service Managers*,and 

"Velfare Managers' which have almost completely replaced the o l d 

designations of 'Chief and Senior V e l f a r e O f f i c e r s ' . They are 

respo n s i b l e t o the r e s p e c t i v e Boards of D i r e c t o r s of V e l f a r e 

s e r v i c e i n the d i v i s i a n s , t e r r i t o r i e s and d i s t r i c t s . 

Officers 

B r i t i s h Telecom operates a m u l t i - h i e r a r c h i c a l management s t r u c t u r e 

which makes i t p o s s i b l e f o r any member of s t a f f to be appointed to 

any vacant management p o s i t i o n . T h i s means that i n the welfare 

department (as i n other departments),there are a number of c h i e f 

and senior welfare o f f i c e r s whose backgrounds have been In other 

professions. Whatever advantages and disadvantages t h i s might b r i n g 

to the o r g a n i s a t i o n 1n general and i n p a r t i c u l a r to the welfare 

department are a matter of debate. But i n the l e a s t i t has the 

obvious b e n e f i t of g i v i n g someone w i t h i n a p a r t i c u l a r department 

an opportunity to advance h i s or her career a l b e i t i n a d i f f e r e n t 

profession. 
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There are b a s i c a l l y three welfare o f f i c e r l e v e l s In BT. They are 

discussed below: 

1. Chief V e l f a r e Advlser(CVA): 

In p r i n c i p l e the CVA i s responsi b l e d i r e c t l y to the Head of 

Corporate S e r v i c e s D i v i s i o n . He i s supreme In h i s own department 

-provided always that he bas the confidence of the Head of Corporate 

Services D i v i s i o n . ïn general terms he I s responsable to the Head of 

Corporate S e r v i c e s D i v i s i o n f o r the Implementation of welfare p o l i c y 

i n B r i t i s h Telecom. He i s a l s o head of the T r a i n i n g C e n t r e , F i r s t A i d 

Centre and the V e l f a r e A d m i n i s t r a t i v e O f f i c e even tbougb he has 

i n d i v i d u a i subordinates i n c o n t r o l of thèse subsections. He i s 

d i r e c t l y r e s p o n s l b l e f o r a d v i s i n g di v i s i o n a l , t e r r i t o r i a 1 and d i s t r i c t 

managers on welfare matters even though he has no c o n t r o l over how 

they organise t h e l r welfare f u n c t i o n s . 

2. Chief V e l f a r e O f f i c e r <CVO): 

Senior V e l f a r e O f f i c e r (SVO); 

Velfare S e r v i c e Manager (VSM): 

Velfare Manager <VM) . 

Chief and Senior V e l f a r e O f f i c e r l e v e l s are belng g r a d u a l l y phased 

out i n BT's welfare o r g a n i s a t i o n . Responsibi11ty of CVO's and SVO's 

has beeD s h i f t e d to personnel o l f i c e r s i n some t e r r i t o r i e s and 

d i s t r i c t s . Scotland Region and BT I n t e r n a t i o n a l D i v i s i o n are a few 

of the areas of the business s t i l l r e t a i n i n g the old hier a r c h y . 

Vhere thèse hiérarchies s t i l l e x i s t , the CVO i s responsl b l e f o r 

organlsing a i l welfare a c t l v l t i e s and answerable to BT's board of 
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d i r e c t o r s oí welfare serví ce of the división, t e r r i t o r y or d i s t r i c t . 

Most of them a l s o organise F i r s t Aid (a s t a t u t o r y requirement under 

the Health and Safety Act) and c a r r y out other d u t i e s t h a t the board 

f e e l s CVO's should do i n t h e i r áreas, some of them take on a d d i t l o n a l 

d u t i e s as board members i n the regions as a way of making the manage­

ment s t r u c t u r e work more e f f l c i e n t l y . 

The Sénior V e l f a r e O f f i c e r i s r e s p o n s l b l e f o r s u p e r v i s i n g the day to 

day worklng of welfare o f f i c e r s and a s s i s t i o g them w i t h d e a l i n g with 

any d i f f i c u l t problems that a r i s e . They are a l s o r e s p o n s l b l e f o r 

training,development and appralsement of welfare o f f i c e r s and dea! 

with sénior managers' casework. 

Velfare managers or welfare s e r v i c e managers are the new designatory 

replacements t o CVO's and SVO'S l n the d i v i s i o n s , t e r r i t o r i e s and 

d i s t r i c t s and as sucb are f u n c t i o n a l equals t o thera. The main 

d i s t i n c t l o n s , ( a c c o r d i n g t o the Chief V e l f a r e A d v i s e r ) , a r e t o be 

found i n t h e i r knowledge and experience of welfare matters and the 

dut i e s they perform. T Ms new breed of welfare managers may or mav 

not be experts on welfare matters. Even when thev are expert s on 

welfare,they now take on other d u t i e s more d i r e c t l v concerned with 

persannel matters. Thlo new arrangement has the advantage (according 

to the P r i n c i p a l Tutor on welfare at the T r a i n i n g Centre),of making 

i t p o s s l b l e f o r the s p e c i a l i s t welfare managers to l e a r n more about 

persannel and henee widen t h e i r promotional prospeets by i n t e g r a t i n g 



personnel and welfare f u n c t i o n s ; a p r a c t i c e which was seen as 

impossible by some welfare o f f i c e r s i n the e a r l y years oí BT s 

welíare servíce. 

Because oí the autonomous powers granted the d i s t r i c t s , t e r r i t o r i e s 

and d i v l s l o n s t o organlse and implement t h e l r welfare arrangements, 

the t r a l n l n g of the n o n - s p e c i a l I s t welfare managersUe. the one with 

l e s s knowledge of personneDto a c q u l r e welfare s k i l l s cannot be made 

compulsory. They accept r e s p o n s i b i 1 i t y f o r a l l welfare matters i n 

a d d i t l o n to t h e i r personnal f u n c t i o n s and take charge of expert 

welfare o f f i c e r s a l l o c a t e d t o t h e i r d i s t r l c t or t e r r i t o r i e s . Such an 

arrangement may créate d i f f l c u l t i e s i n future i f welfare p o l i c i e s are 

to be properly implemented i n the v a r i o u s áreas of BT's businesses. 

3. Vel f a r e O f f i c e r ( V O ) : 

Velfare O f f i c e r s c a r r y out the day to day welfare a c t i v i t i e s i n the . 

organisatíon. Such a c t i v i t i e s i n v o l v e c o u n s e l l i n g of employees on 

various problems and d i f f i c u l t i e s , s e e k i n g outside help on v a r i o u s 

m a t t e r s , v i s i t i n g s i c k and r e t i r e d employees and p r o v i d i n g Information 

on various i s s u e s as required by employees. Some organlse welfare 

t a l k s on s e r v i c e s they can o f f e r t o stafí and management. 

On average, VO's deal with about '40' new cases a month. These are 

cases where one hour or more i s spent on a person, e.g. i n t e r v i e w i n g , 

c o u n s e l l i n g and seeklng o u t s i d e help. The average loading i s about 

one VO to about 2,500 stafí. Figure 1 on pago 60 gives a p i c t o r i a l 

view of the e x i s t i n g s t r u c t u r e of BT's welfare o r g a n l s a t i o n . 
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2.3 TYPES QF SERVICES TO EMPLOYEES, 

This chapter examines a range of s p e c i f i c s e r v i c e s and f a c i l i t l e s 

provided by the B r i t i s h Telecom V e l f a r e S e r v i c e f o r i t s a c t i v e 

and r e t i r e d employées. These s e r v i c e s f a l l broadly i n t o two main 

groups - 'personal' and *group' welfare s e r v i c e s . In a l i m i t e d 

way.the welfare s e r v i c e a l s o concerns i t s e l f with a d v i s i n g 

management of any d e f i c i e n c i e s that may corne to i t s a t t e n t i o n as 

regards the p r o v i s i o n of p h y s i c a l welfare f a c i l l t i e s such as r e s t 

room accommodation,washing f a c i 1 i t l e s , h e a t i n g and l i g h t i n g , e t c . . 

Personal welfare s e r v i c e s are concerned with the personal problems 

and d l f f l c u l t i e s of employées. The work of the welfare o f f i c e r (as 

has been s t a t e d e a r l i e r i n chapter 2 . 2 ) , i s almost e n t l r e l y concerned 

with a d v i s i n g and hel p i n g employées to deal with thèse personal 

problems and d i f f i c u l t i e s . Employées may come to him o r be r e f e r r e d 

to him by management or out s i d e agencies - with problems a r i s l n g from 

domestic s i t u a t i o n s , bereavement, s l c k n e s s , f i r i a n d a i d l f f l c u l t i e s , 

pension probiems,housing and c e r t a i n employment matters e t c . . 

Group welfare s e r v i c e s provided by BT c o n s i s t mainly of s p o r t s and 

r e c r e a t i o n a l f a c i l i t i e s and c a t e r l n g s e r v i c e s . Just as i t can be 

argued that personal welfare s e r v i e s a f f e c t e f f i c i e n c y and pro-

d u c t l v i t y , so a l s o the p r o v i s i o n of group welfare s e r v i c e s can be 

J u s t i f i e d on the assumption that they are good f o r morale. Both 

points w i l l be discussed In more d e t a i l i n l a t e r p a r ts of t h i s 

t h e s i s . 



P^r^gp^l V e l f a r e S e r v i c e s 

Thèse types of s e r v i c e s f a l l i u t a the f o l l o w i n g catégories: 

1. Support durlag siçfcness 

The aim of t h i s s e r v i c e i s to provide help and advice t o absent 

from work f o r p e r i o d s exceeding two t a three months because of 

.prolonged i 1 l n e s s . 

The approach i s u s u a l l y f o r the welfare o f f i c e r to be n o t i f i e d 

i mmediately by the l i n e manager as soan as an employée goes on 

si c k leave. The welfare of f i cer would then encourage management 

to write and v i s i t members of t h e i r s t a f f on s i c k leave i n c l u d i n g 

mentioning s e r v i c e s of welfare o f f i c e . Vhen the s e r v i c e exceeds 

two to three months without contact,the welfare o f f i c e r should 

make a v i s i t . Once he makes the contact,he then t r i e s to i d e n t i f y 

that a welfare need e x i s t s i n the p a r t i c u l a r s i t u a t i o n . This may 

become obvious i f i t i s found that the employée cannot help 

himself without support and i f such a i d i s not forthcomiDg from 

the state,medicai or welfare s e r v i c e s or the employées or the 

employée's own fami ly[131. 

2. Assistance t o the Bereaved: 

This s e r v i c e provides help and advice to r e l a t i o n s of members 

of the s t a f f who d i e before retlrement. At tlmes l l k e t h i s the 

State s e r v i c e s may not be able to a s s i s t and the fami 1 y i s o f t e n 

non-existent or h e l p f u l . BT welfare s e r v i c e attaches a l o t of 
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importance t o t h i s s e r v i c e and c o n s i d e r s i t one of the most 

widely appreciated s e r v i c e s of a welfare o f f i c e r . 

The company procedure i s f o r the welfare o f f i c e r to approach the 

s i t u a t i o n with t a c t and common sense,putting the bereaved employee 

or the widow or widower of the employee i n touch with the r i g h t 

o r g a n i s a t i o n s and hel p i n g with f u n e r a l arrangements, s t a t u t o r y 

b e n e f i t s , a d v i c e on procedure t o be followed a f t e r a death,dealing 

with V l l l and Probate matters. Management are encouraged t o w r i t e 

and v i s i t n e x t - o f - k i n and to advi s e them to contact the we l f a r e 

o f f i c e r f o r f u r t h e r help and advice. 

Help with Domestic Problems. 

The range of problems invol v e d are s t r i c t l v personal ones and they 

u s u a l l y a f f e c t l i f e at home. They cover a l l types of matrimonial 

and f a m i l y problems,i 11nesses of dependents,single parenthood, 

e l d e r l y parents and l e g a l cases. The approach i s to counsel 

employees on how to help themselves or where to go f a r expert 

advice and the s t a t u t o r y b e n e f i t s and s o c i a l s e r v i c e s a v a i l a b l e . 

Help with Employ me qt_Prjj.bJLems; 

The kind of cases i n c l u d e complaints about s u p e r v i s i o n , l a c k of 

promotion, requests f o r t r a n s f e r t o another department,inter-

personal r e l a t i o n s and f e e l i n g s of inadequacy about d u t i e s . 

Employees are encouraged t o d i s c u s s these kinds of problems with 

t h e i r boss or through BT's grievance procedure where they should 
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normally be solved. The most that Is done I s t a provide a coun-

s e l l i n g s e r v i c e which g i v e s employées the opportunity t a talle 

about these prablems and a l l o w s the welfare o f f i c e r to suggest • 

acti o n s the employée can taire t o put t h i n g s r i g h t . 

5. Assistance t o Pensioners: 

BT provides a welfare s e r v i c e f o r s t a f f who r e t i r e on age.health 

and redundancy grounds. In a i l cases help and advice i s o f f e r e d 

through c o u n s e l l i n g and a s s i s t a n c e provided i n a i l matters con-

cerning retirement,DHSS b e n e f i t s , p e n s i o n and g r a n t s . r e t r a i n i n g 

f o r other employment, t r a i ni ng o p p o r t u n l t i e s scherno,how to adapt 

to a new l i f e , a n d redundancy payments due. BT welfare department 

maintains c o n t i n u i n g contact with r e t l r e d s t a f f . V e l f a r e o f f l c e r s 

organise v i s i t s t o pensioners,and i f requested,regular1 y m a i l s 

them free of charge,copies of 'Telecom Today' - a BT monthly 

bouse magazine t o keep them informed of developments and changes 

In the o r g a n i s a t i o n 

6. Help during F i n a n c i a l C r i s i s : 

The types of f i n a n c i a l problema which are u s u a l i y d c a l t with by 

BT's welfare o f f i c e r s are of three mai n types: 

- those I n v o l v i n g minor f i n a n c i a ! d i f f i c u l t i e s , m o r e c e r i o u s debts 

and f i n a n c i a l d i s t r e s s cases. The causes of these probiems range 

from domestic reasons such as i 11ness,through to i r r e s p o n s i -

b i l i t y i n v o l v i n g gambiIng,1 i ving beyond means,drinklng and drugs 

and bad management by wife, husband or both. 
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Minor f i n a n c i a l d i f f i c u l t i e s a r i s e when there i s a sudden 

emergency such as l o s s of money and . t h i s i s us u a l i y d e a l t w i t h 

e i t h e r by p r o v i d i n g a s a l a r y or wage advance,seefring help from 

l o c a i benevolente fund or i n c r e a s i n g earnlngs o p p o r t u n i t l e s . 

The more s e r i o u s debt and ÜDancial d i s t r e s s cases which r e s u l t 

i n an i n a b i l i t y t o pay money owed,(for example rent and debt 

etc.)and t o meet d a i l y needs.are d e a l t with by ap p l y i n g f o r help 

from the B r i t i s h Telecom Benevolent Fund which e x i s t s f o r the 

ex c l u s i v e b e n e f i t of BT s t a f f and or t h e i r dépendants. 

7. Help with Houslng d i f f i c u l t i e s : 

The s e r v i c e s o f f e r e d provide help,advice and information on 

general housing needs,improvement gr a n t s . r e n t s and r a t e s rebates, 

rents of f u r n i s h e d and unfurnished tenancies,tenants r i g h t s , l a n d -

l o r d ' s r i g h t s , évictions,harasssment ànd how to acauire temporary 

and permanent accommodation. S t a f f are u s u a i l y r e f e r r e d to the 

appropriate agency that can deal with p a r t i c u l a r problems and 

where necessary arrangements f o r casual leave are made with 

appropriate departments f o r t h l s purpose. 

Other cases d e a l t with by welfare o f f i c e r s i n c l u d e , s p e c i a l 

such as alcohalism,drug addiction,disablement, accident and 

c r i m i n a l i n j u r y procédures, a l t e r n a t i ve wori: and r e h a b i l i t a t i o n 

and personal hygiène problems. 
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GxffîP Ve] fare S e r v i c e s 

These s e r v i c e s are of three main types - C a t e r i n e s e r v i c e s , s p o r t s 

and s o c i a l c l u b s and Occupational Health Service(QHS). 

1. Catering S e r v i c e s ; 

B r i t i s h Telecom opérâtes one of the l a r g e s t d i r e c t l y c o n t r o l i e d 

s t a f f c a t e r i n g s e r v i c e i n the country. I t ' s a c t l v i t i e s are 

c o n t r o l i e d by B r i t i s h Telecom Catering P o l i c y and O p e r a t i o n a l 

Services, 

'As at 1983,BT c u r r e n t l y opérâtes 400 s t a f f r e s t a u r a n t s <160 i n 

London) throughout the U.K. It employs about 3690 employées, 

45 percent of whom are p a r t - t i m e r s . These r e s t a u r a n t s orovide 

46,000 main meals,130,000 snacks.and 176,000 beverages d a i l y . 

The * small u n i t ' types of restaurants which number about 260, 

serve up to 400 meals and snacks d a i l y , w h i l e the 'medium u n i t s ' 

s e r v i n g from 400 to 800 meals and snacks d a i l y number about 79. 

The Marge u n i t s ' are 61 i n number and thev serve more t.han 

800 meals and snacks d a i l y ' . 

Apart from restaurants,BT a l s o provides about 3000 mess rooms 

f o r e s s e n t i a l s e l f - c a t e r i n g needs where no s t a f f r e s t a u r a n t i s 

a v a i l a b l e . 

The B r i t i s h Telecom College at Kanor Gardens.London runs courses 

f o r c a t e r i n g s t a f f up to C a t e r i n g Executive 'A' l e v e l . T r a i n i n g 

i n aspects of s t a f f restaurant opération i n c l u d l n g cookery. 
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hygiène,safety,catering law,acce-unting and Caterina management 

management i s a v a i l a b l e . Some s p e c i a l i s e d courses are run under 

l i c e n c e from the Hotel and C a t e r i n g Industry T r a i n i n g Board, 

which a l s o monitors t r a i n i n g standards. B r i t i s h Telecom c a t e r i n g 

t r a i n i n g courses are a l s o marteted throughout the c a t e r i n g 

industry both i n B r i t a i n and abroad, 

2. Sports and S o c i a l Clubs: 

A récréation C o u n c i l c a l l e d the B r i t i s h Telecom and Post O f f i c e 

Récréation Counc i l i s i n charge af about 700 s u b s i d i s e d s o o r t s , 

c u l t u r a l and s o c i a l c l u b s which are run under i t s a u t h o r i t y 

throughout the country. 

3. Occupational Health Service(QHS): 

BT's Occupational Health Service(OHS) was founded in 1972. Sin c e 

then i t has acquired a réputation of excellence throughout the 

U.K. and maintains fréquent contact with other occupâtiona1 h e a l t h 

organisations throughout B r i t i s h i n d u s t r y to keep abreast of 

developments. The c h i e f médical o f f i c e r 1s head of the s e r v i c e 

and he i s r e s p o n s i b l e f o r evoìving and i n s t l t u t i n g n n l i c v of the 

OHS. He i s a s s i s t e d by a deputy c h i e f medica] o f f i c e r , a n u r s i n g 

o f f i c e r and an a d m i n i s t r a t i v e s t a f f . In each t e r r i t o r y or 

d i s t r i c t , the OHS i s headed by a médical o f f i c e r who i s the h e a l t h 

team leader i n respect of the nurses under h i s c o n t r o l . In t o t a l , 

the OHS p r o f e s s i o n a l s t a f f c o n s i s t of some 50 nurses,16 f u l l - t i m e 

doctors and a number of part-time doctors and nurses. 
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The s e r v i c e aims t o look a f t e r BT employees and t h e i r problems and 

the working environment. I t i s not a treatment s e r v i c e and the 

health and advice i t g i v e s are e s s e n t i a l l y preventive i n nature. 

It i s af p a r t i c u l a r concern i f an employee's wark a f f e c t s h i s h e a l t h 

o r - i f h i s health a f f e c t s h i s work. The OHS advises management on the 

proper assessment and c o n t r o l of health hazards - p h y s i c a l , c h e m i c a l , 

b i o l o g i c a l ánd p s y c h o l o g i c a l . I t a l s o advises management on the 

heal t h aspects of employment - f l r s t l y at the recruitment stage and 

and subsequently throughout employment,undertaking h e a l t h examinatíon 

where necessary. Main áreas r e l a t e to the e f f e c t s of 111 hea l t h on 

working capacity,provisión of s u i t a b l e employment f o r those with 

temporary or permanent d i s a b i l i t i e s and f o r those people who need 

premature retirement f o r reasons of i l l h e a l t h . Vhen s l c k n e s s absence 

i s investlgated,means by which i t may be reduced are suggested. 

Costs of P r o v i d i n g V e l f a r e S e r v i c e s l n BT 

There vas an a i r of secrecy and s u s p i c i o n surrounding the discussíon 

and d i s c l o s u r e of f a c t s , f i g u r e s and Information i n general on the 

cos t s to BT of p r o v i d i n g welfare serví ees. I was t o l d t h a t manage­

ment regarded t h i s área as h i g h l y c o n f i d e n t i a l and th e r e f o r e not to 

be discussed with an o u t s i d e r . Becausc of t h l s , t h e r e was a 1 i mit t a 

the amount of Information I could obtain i n t h i s respect. 

Apart from published f i g u r e s on ye a r l y s t a f f c o s t s , I managed to 

obtain approxlmate estimates(which were read out to me by a BT 



o f f i c i a i ) on wbat BT spent on t t s weifare s e r v i c e y e a r l y from 1982 

to 1985. ït was not p o s s i b l e to obtaiD a breaJcdown of how mucb was 

was spent d u r i n g tbese years on eacb area of the weifare s e r v i c e . 

One common method of determi ni ng how much weifare s e r v i c e s c o s t 

employers i s to measure them as a percentage of the employer's 

t o t a l labour c o s t s . In the case of BT, the f i g u r e s sbowing w e i f a r e 

c o s t s expressed as a percentage of labour c o s t s from 1982 to 1985 

(since the création of BT) are shown g r a p h i c a l l y i n Figure 2 on 

page 72. Also on page 73- f i g u r e 3 shows the percentage i ncreases 

and decreases i n 'labour costs' and 'weifare costs' and ' s a l a r i e s 

and wages' over the same period of time. 

V e l f a r e h a s'cost BT over the four year period i11ustrated,on average 

of about .08 percent of t o t a l labour costs. In money terms, 

t h i s means that over t h i s four-year period,an average of about 

12.000. 000 has been spent by BT to provide weifare s e r v i c e s t o 

I t s employées while ¿2,622,00.0., Q0Q, was spent on labour c o s t s . Vhen 

expressed as a cos t per employée, BT spent on average about £8.,..65_ on 

eacb employée per annum on weifare. 

In general,the l e v e l of weifare costs seems to decrease s h a r p l y over 

years whlle the l e v e l of increases in t o t a l labour c o s t s and s a l a r i e s 

and wages a l s o g r a d u a l l y but not s i g n i f l c a n t l y decreased. T h i s means 

that over the f o u r year period, wel fare c o s t s bave decreased cont-

Inuously while labour c o s t s and s a l a r i e s and wages increased s l i g h t l y 

every year. V e l f a r e c o s t s and labour c o s t s seem to be c a r e f u l l y 
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b a l a n c e d a g a i n s t L a b o u r t u r n o v e r , r e t i r e m e n t s a n d 

w a s t a g e . A v e r a g e a n n u a l d e c r e a s e i n w e L f a r e 

p r o v i s i o n h as been 1 5 . 3 % o v e r t h r e e y e a r s a n d t h e 

a v e r a g e a n n u a l i n e r e a s e i n L a b o u r c o s t s h as b e e n 

5.1% 

The a b ove c o m p a r i s o n s when v i e w e d a s t h e y a r e , do 

n o t Look v e r y imo r e s s i ve. L a b o u r i n v e s t m e n t c o s t s 

r e l a t i v e t o c a p i t a l i n v e s t m e n t c o s t s a r e e x p e c t e d 

t o be l o w e r t h a n c a p i t a L c o s t s w h e r e c a p i t a L c o s t s 

a r e h i g h . I t w o u l d h a v a b e e n i n s t r u c t i v e t o com 

t h e s e f i g u r e s w i t h t h o s e a p p i y i n g t o t h e B r i t i s h 

P o s t O f f i c e . B u t u n f o r t u n a t e l y s u c h d a t a w e r e n o t 

a v a i L a b l e . 

I t i s most r e g r e t a b i e t h a t BT d i d n o t i n t h e e v e n t 

p r o v i d e t h e t r e e d o m o f i n f o r m a t i o n c o n c e r n i n e ; 

w e l f a r e d e v e L o p m e n t a n d c o s t s w h i c h I h a v e b e e n 

Led t o e x p e c t . N e v e r t h e i e s s , t h e gene r a L p i e t u r e 

w h i c h emerged was o f e x p a n s i o n and d e v e L o p m e n t 

s i n c e 19 3 1 c o u p l e d w i t h r e o r g a n i s a t i o n 

p a r t i c u i a r i y i n t e r m s o f r e d u c t i o n o f s e n i o r s t a f f 

w e l f a r e o f f i c e r s a n d i n c r e a s e d d e v o i u t i o n w h i c h 

has l e d t o c o s t s a v i n g s . To t h i s e x t e n t t h e m a i n 

n u l i h y p o t h e . s i s i s d i s p r o v e d . H o w e v e r , s o m e 

c o n t r a r y e v i d e n c e e m e r g e s i n t e r m s o f u n i o n 

o f f i c e r s ' p e r s p e c t i v e s o f w e l f a r e p r o v i s i o n 

d i s c u s s e d i n t h e f o l l o w i n g c h a p t e r 2,4. 
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2.4 EMPLOYEE PERSPECTIVES OS BT VELFARE SERVICE 

Because BT i s the minor study.no attempt was made to carry out 

a formal company-wide survey of employées' attitudes to the welfare 

service. Instead the aim was to f i n d out and e s t a b l i s h modem pr a c t i c e 

in welfare ÌD BT which w i l l then be used as a model f o r d i s c u s s i n g the 

the welfare service i n the Sige r i a n External Télécommunications Ltd. 

One way of doing this.Capart froru the many months spent in BT's 

welfare department t a l k i n g to welfare o f f i c e r s and reading relevant 

lìterature on the welfare service) ,was to organise a structured 

discussion with randomly selected l i n e ma nager s .Trade Union o f f i c i a i s 

and ordinary employées of BT. To the li n e managers and Trade Union 

o f f i c i a l s . t h e aim was to comment on the welfare service as both i t s 

users and coordinators while the employées had ta comment as users of 

the service only. Even though the sample covered Is by no means 

représentative of BT's workforce, i t hawever gives a near-accurate 

impression of how both users and managers of the service see l t . A 

sample of the kinds of questions asked (which were adapted to s u i t 

the department and people interviewe«! ) ,is provided in Appendix 1.. 

This chapter therefore provides a summary of the views r e s u l t i n g froni 

ray discussions with Trade Union o f f i c i a l s . l i n e managers and ordinary 

employées of B r i t i s h Telecom. 
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Trade Union P e r s p e c t i v e s . 

In BT, the bigg e s t o r g a n i s a t i o n representing v: orkers or employées 

vas the Post O f f i c e E n g i n e e r i n g Union (POEU) v i t h 135,000 

merribers i n January 1°85- l i mergeri v:ith the BT C i v i l and P u b l i c 

Services Association(CPSA) to form the National Communications 

Unioni NCU). The NCU nov re présents abcut 90 per cent of BT's 

employées. D e t a i l s of the merger ;;ere s t i l l being vorked out a t 

the t i n o 1 approached the union f o r d i s c u s s i o n s . I discu'äsed w i t h 

the s c o r e t a r y and about ten shop-sterards and members of the union 

from various branches, about the r o l e the union was p i a v i n g i n 

pronot.ing o c c u p a t i o n a l ve3 f a r e i n the org a n i s a t i o n . 

l i t t l e évidence i s a v a i l a b l e that unions do not appear to bave 

played a very s i g n i f i c a n t r o l e i n the development of the we l f a r e 

s e r v i c e i n 3T. Though they \ ere involved i n ne g o t i a t i o n s d u r i n g 

the e a r l y ycars (_iÌJ t o de t e r g i n e what the major empiitisi s o f the 

se r v i c e woulri be i n l a t e r years, they seem to nave genera.lly been 

nere cor.corned vrith n e g o t i a t i n g f o r basic pay increases and the 

inprovo nennt of working cor.<: i t i o n s f o r s t a f f genera 11 y. '¡or;t of 

the unions v.-ork has been conce-meri with d e a l i n g v i t h v a r i ous 

r»er.be ri-:* uro biens v:hich cover aspects of work, home *i i i e , 

personal prob l e ms and money matterà l"ióJ. 3ut as a generai r u l e , 

proMens r e l a t i n g t o vork, are rogarded to be v i t h i n the sphère 

of the f i r s t l i n e manager or supe r v i s o r . 

bu-
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Domestic problems, money matters and housing are seen a l s o t o 

f a l l w i t h i n the province of the welfare o f f i c e r . 

The major a c t i v i t i e s of the union are centered around the 

p r o v i s i o n of what i t c a l l s the 'Union's Personal S e r v i c e s ' , 

these a r e ; f r e e l e g a l a i d to a l l i t s members, a s s i s t a n c e w i t h 

the processing of cl a i m s f o r accidents on or o f f duty which may 

r e s u l t i n death or permanent t o t a l disablement, p r o v i d i n g a death 

b e n e f i t t o n e x t - o f - k i n and a comprehensive education scheme v h i c h 

covers general s o c i a l education and s p e c i f i c t r a i n i n g f o r Trace 

Union work (íóQ. C l e a r l y there i s need f o r a cay to day l i a i s o n 

between Union and Vie l i a r e O f f i c e r s to avoid unnecessary overlapp. 

During our d i s c u s s i o n , the NCU o f f i c i a l s argued that i n genera] 

they have always supported management i n promoting a healthy 

o r g a n i s a t i o n p a r t i c u l a r l y when the well-being of t h e i r members 

are involved. They blame p o l i t i c a l appointments to top managerial 

p o s i t i o n s i n BT by the government as the cause f o r the co n f r o n t a ­

t i o n a l a t t i t u d e s now adopted by the unions towards almost every 

management i n t e n t i o n . 

As f a r as p h y s i c a l ve l i a r e f a c i l i t i e s are concerned, the union 

r o l e has always been to b r i n g management *.o r e a l i t y whenever 

there are d e v i a t i o n s from s t a t u t o r y requirements. The unions arc-

s a t i s f i e d with e x i s t i n g p r o v i s i o n s and arrangements f o r group 

welfare s e r v i c e s . T h e i r members organise and p a r t i c i p a t e f u l l y 

i n sports and s o c i a l c l u b s , and f e e l a l o t could be done to 

improve them. Through t h e i r membership of the 3T Sports C o u n c i l , 

and the BT Union C o u n c i l , committees are elected which d e a l w i t h 

sports f a c i l i t i e s and 
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througb tbese.they hope tu make gradual but e f f e c t i v e changeos. 

Tu s p i t e of t b e i r early support and interest from the 'Vhjtley 

Committee' origins.the unians nave very l i t t l e confidence in the 

current development of the personal welfare service system. F i r s t 

and foremost.they see the e x i s t i n g arrangernents to decentralize 

the welfare service as a furtber oppartunity by management to 

increase i t s influence i n d i c t a t i o g the r e s p o n s i b i l i t i e s of the 

welfare o f f i c e r . They f e e l strangly about the i n c o m p a t i b i l i t y of 

personnel and welfare a c t i v i t i e s ; t.hat attempts being made in the 

decentralisation e f f o r t to malte welfare managers combine welfare 

duties with personnel and safety r e s p o n s i b i l i t i e s w i l l not work 

well and w i l l only make the service i n e f f l c i e n t . 

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

been a very good r e l a t i o n s h i p between unions and the welfare depart-

ment. This has been b u i l t mostly on the good work done on the numerous 

cases of .staff referred to tbe welfare o f f i c e r by the unión o f f i c i a l s . 

Velfare o f f i c e r s and unión officíals used to meet frequently to dincuss, 

exchange views and experlences and agree on a common strategy to adopt 

on various s t a f f issues. But since the creation of BT.thor.e meetings 

have boen stopped. As a result.uninn cervices and welfare servic<is are 

no longer as integrated as previously. Although no d l r e o l evldenco 

was offered. Tbere were rumours of reported cases wherc welfare 

o f f i c e r s have been alleged to have leaked ennfidential infnrmation 

about s t a f f to management. Such cases have had the e f f e c t nf d i s -

couraging s t a f f from taking the personal welfare s e r v i c e s e r i o u s l y . 
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According to them, tbe personel welfare servíce w i l l have no 

more future i n BT i f the f o l l o w i n g problems are not solved: 

1. The e x i s t i n g l a c k of t r u s t between unión members and the we l f a r e 

of f i cers. 

2. Management over-involvement i n the a f f a i r s of the welfare department 

3. The involvement of non-specífist welfare managers i n the we l f a r e 

servíce. Evidence from the unión o f f i c i a l s interviewed i s t h a t of a 

d e t e r i o r a t i n g welfare o f f i c e r s e r v i c e , hawever, i t was not p o s s i b l e 

to judge the extent t o which these views were widespread amongst 

unión o f f i c i a l s , because no thorough samplíng of o f f i c i a l s was 

attempted. 

S t a f f Perspectlves: 

Most of the s t a f f I t a l k e d t o seemed q u i t e s a t i s f i e d with the work 

welfare o f f i c e r s are doiDg i n general. Fúrther probes revealed t h a t 

s t a f f were g e n e r a l l y ignorant of the kinds of s e r v i c e s on o f f e r i n 

the welfare department. On f l r s t thought, i t was the unión o f f i c i a l s 

only, they thought they could go to with problems concerned with t h e i r 

work. Mos't of them see tbe welfare o f f i c e r as a fcind of intermediary 

between them and management over problems of employment. There was no 

awareness by many that the welfare o f f i c e r d e a l t with domestlc and 

f i n a n c i a l d i f f l e u 11Íes. Such Issues they would r e f e r to s u p e r v i s o r s 

and l i n o managers f o r advlce only i f they were on good terms at the 

time. Otherwise i t would be l e f t to them to deal with i n t b e i r own way. 

They a l l agreed that there i s a s e r i o u s case f o r p u b l l c l s t o g tbe 

welfare s e r v i c e and i t s a c t i v i t i . e s more e f f e c t i v e l y w i t h i n the 

organisation 
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The l i n e managers I discussed with were drawn from the f i v e d i v i s i o n s 

of the business. Among them were a Resourcing and Tra i n i n g Manager, 

Commercial Offleer, F i n a n c i a l Accountant, Protocol Support Engineer, 

a Catering Executive, a Computer Hardware Manager, a Research and 

Development Manager and a Chief Hursing Officer. 

Most of thèse people accept the view that the prime responsib . U i ty 

for the welfare of employées remains with managers and Supervisors; 

that welfare s t a f f are available to a s s i s t them with expert knowledge 

and a wide range of contacts. On the bas i s of t h i s premise.they claire 

that they bave always advocated and supported the establishment oí a 

personal welfare service,belng well aware of the benefits they would 

derive from being able t a ref e r t h e i r s t a f f to the se r v i c e s of expert 

and impartial welfare o f f i c e r s . In spite of the costs involved, 

l i n e managers claim that they have always provided support f o r the 

development of the service i n two main ways: 

1. They frequcntly advised s t a f f under their supervision to use t.be 

welfare o f f i c e r s * services and al lowed time off wort to conduit 

welfare o f f i c e r s . 

2. By putting pressure on top management to oxpaod the se r v i c e and U K 

provision of service in general. (There are of course some 

exceptions in terms of location of s t a f f , e.g. employées who work 

but do not stay in London, cannot make effective use of sporting 

and s o c i a l club f a c i l i t i e s . 
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On the issue of the r e l a t i o n s h i p between welfare s t a f f and management, 

most managers agreed t h i s has been good even though there has been the 

odd occasions of welfare o f f i c e r s taking a b i t too much on themselves 

and over-stepping t h e i r mark. They a i l see 'employée cou n s e l l i n g ' as the 

'cornerstone' of an e f f i c i e n t personal welfare s e r v i c e and think that BT 

welfare o f f i c e r s are doing a good job. However some managers argued 

because female employées enjoy or benefit more by t a l k i n g about t h e i r 

personal problems more than men, most of the c l i e n t s of welfare 

o f f i c e r s i n respect of domestic problems are female. This f a c t was 

substantiated by one-third off the managers I talked to. Velfare 

o f f i c e r s ' évidence do not necessarily support t h i s . T h i s fact does 

point out that men might be very s e n s i t i v e i n d i s c u s s i n g t h e i r domestic 

problems wlth welfare o f f i c e r s . 

Vith the increased décentralisation of the welfare s e r v i c e and the 

alleged graduai érosion of confidence in welfare officers,most managers 

do not see a happy future for the welfare s e r v i c e i n BT. They pofnt 

out that already.décentralisation has led to the phasing out of cadres 

in the welfare service - (the chief welfare o f f i c e r and senior welfare 

o f f i c e r positions) whicb have been accepted and recognised l e v e l s 

of experienced and well-trained o f f i c e r p o s i t i o n s . Some managers 

consider the real danger to the service to be the unions. They 

argue that due to the graduai l o s s of confidence between employées and 

welfare o f f i c e r s because of breaches In c o n f I d e n t i a l i t y , the unions 

now counsel employées on personal problems. 
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The welfare department has encouraged t h i s s t a t e af a f f a i r s by i t s 

continued inadéquate p u b l i c i t y of i t s services. As a r e s u i t employées 

are not t o t a l l y aware of the kind of services available. Managers 

predict that i f t h i s i s allowed to continue,in due course.the unions 

w i l l nate i t impossible f o r employées to use the welfare service. 

Vhat i s needed.they ad v i s e , i s an integration of the r e l a t i o n s h i p 

between unions and the welfare department so as to be able to provid 

complementary services to each other for the benefit of a l i i n the 

organisation. 



2.5 SUBMARY OF MATS ISSUES 

This part of the t h e s i s has reviewed modern practice i n occupational 

welfare in B r i t i s h Telecom. The scope and significance of occupational 

welfare i n the management of organisations continues to excite wide- ' 

spread interest(171,concerning as i t does the well-being of the 

individuai in the world of work.and the most appropriate method ta 

cater for the betterment so that he can give h i s best in promoting 

company objectives. 

The contents of the various chapters have demonstrated the wide sweep 

of occupational welfare.as well as i t s obvious p r a c t i c a l relevance in 

the human resource management of a large modem technological 

organisation such as B r i t i s h Telecom. 

The foregaing chapters provide scope for hig h l i g h t i n g s i g n i f i c a n t areas 

áreas which w i l l be developed further in t h i s study. These areas are 

discussed below. 

'A Personal Velfare Service'? 

A remarkable feature of the development of the welfare function i n 

BT is the fact that i t empbasise-s and focusses on the provision nf a 

personal welfare service. This idea was adopted at a time when 

welfare provisions i n contemporary organisations were dominated by 

the provision of physical and group welfare services. For example, 
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concero f o r sanitation.canteens.haurs of work,médical care.rest pauses, 

sports f a c i l i t i e s and gênerai éducation and leisure pursuitstlôl. 

Tbe choice of a personal welfare service in BT as revealed from my 

discussions was based not only on humanitarian considérations but a Isa 

on productivity considérations. This belief sees benefits of increased 

productivity and e f f i c i e n c y r e s u l t i n g from the provision of a persona] 

welfare service. Tbis notion seems to be based purely on i n s t i n c t 

because no one bas proved that the provision of a personal welfare 

service makes employées more s e t t l e d and so more productive. 

As reported above apart from union o f f i c i a i s , most employées 

see the se r v i c e as very useful, p a r t i c u l a r l y the provision 

of help and information on personal problems and d i f f i c u l t l e s . 

Perhaps t h i s feeling may bave contrlbuted towards the continued 

successes of BT (as stated by i t s Chairman) in st e a d i l y 

improving e f f i c i e n c y , q u a l i t y and range of i t s products over the 

yearstl9). This extrapolation of t h i s kind i s out of the scope 

of t h i s t h e s i s . 

However.this emphasis un the provision of a personal welfare s e r v i c e 

is a t r l b u t e to the outstanding foresight o l tbe early managers of 

BT's welfare service. It i s perhaps a common fact that the pr o v i s i o n 

of physlcal and group welfare services in most organisations i n the 
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U.K. aod other i n d u s t r i a l i s e d countries i s QOW taten for granted by 

employées. Quite r i g b t l y too the provision of thèse s e r v i c e s are now 

almost e n t i r e l y covered by legislation[20]. Therefore in modem day 

terms,as f a r as welfare s e r v i c e provision i s concerned, the hallmark 

of a progressive organisation seems to dépend on the w i l l i n g n e s s and 

a b i l i t y to move a step further from the provision of such f a c i l i t i e s 

to somethlng more. 

'The Vhole Person Concept.' 

The philisaphy of BT's personal welfare service as has been explained 

in chapter 2.1 ,is based on the concept of the whole person. The concept 

i s similar to the ' h o l l s t i c * concept on which the 'Systems. Approach' 

i s basedf21]. It involved looking at a problem from a broader view-

point - as a whole. One of i t s main c h a r a c t e r i s t i c s i s that when one 

part is altered.the whole i s altered in a greater or lesser degree 

through re-arrangement of the parts. A Systems approach to the study 

of employées personal problems would involve t r y i n g to understand 

the employée as a whole <î.e. in a l l bis rôles - as a worker.father, 

mother.etc.>. It a l s o means looking ât the areas of int e r a c t i o n s or 

a c t i v i t i e s in everyday l i f o in or der to understand why he i s behaving 

the way he does. The Systems approach concentrâtes on a i l thèse 

relationships and parts rather than parts alone. 

There is no doubt that t h i s concept 
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i s a usefiil way GÌ looking at the problem of dealing with the personal 

weif are of employées and a further development of l t w i l l be undertaken 

in a la t e r part of the t b e s i s . 

Sharing R e s p o n s l b i l i t y f o r Personal Velfaxe 

Under the B r i t i s h Telecom welfare organisation,there i s a t r i p a r t i t e 

r e s p o n s l b i l i t y f o r the welfare of employées. This includes the 

employée who owns the prublem and wants' to do something about i t , 

the manager or supervisor who i s i n charge of the employée and i s 

primarlly respansible f a r tris welfare,and the welfare o f f i c e r who i s 
a v a i l a b l e when needed and possesses.the e x p e r t i s e and s k i l l s ìn 

order to help s o l v e the problem. 

This d i v i s i o n of r e s p o n s l b i l i t y seems to have worked well with each 

person playing h i s part in the arrangement with respect and regard 

for the status .knowledge and expérience of the other. But due to 

iìxisting décentralisaLjcm of the welfare services,this r e l a t i o n s h i p 

seems to be i n danger of c o l l a p s i n g . The danger due to décentralisation 

has arisen because of theproposed i n t r o d u c t i o n of welfare Managers who 

are. non-experts in w e l f a r e in the o r g a n i s a t i o n lo share the r e s p o n s i b i ! i ; 

for helpîng we l f a r e problem solvìng. Such an arrangement now raîses Ì S S I K 

which w i l l a f f e c t the n f f i c i e n c y and coniIdentia1 ity of the welfare 

service,because i t i s arg ned that non-experts in welfare may not be 

able to completely handle the types of cases whícb are dealt with by 

expert welfare o f f i c e r s l 2 2 1 . This l s one of the many predicaments 
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f a c i n g the welfare s e r v i c e i n BT a t the moment. So f a r there 

has not been a s h i f t of emphasis f r o n BT's management on t h i s 

issue. Even i f a change i n p o l i c y i s to come, the new managers 

vould have to be given soné time before they are proved wrong. 

At the time data viere being c o l l e c t e d , the concept of w e l f a r e 

managers c a r r y i n g a d d i t i o n a l r e s p o n s i b i l i t y f o r other aspects 

of personnel work vas a new one. No agreed job d e s c r i p t i o n oí" 

vjéjfí&tfp of welfare managers was a y a i l a b l e . I t was not knowh to 

what extent they would be t r a i n e d with other welfare s t a f f . 

The Place of Welfare i n BT. 

The welfare department i s p a r t of the Personnel and Corporate 

Services u n i t of BT. With d e c e n t r a l i s a t i o n of the s e r v i c e s 

c u r r e n t l y going on, i t seems very i i k e l y that a l l the s u b s i ­

d i a r l e s of the department i n the varióus d i v i s i o n s , d i s t r i c t s 

and t e r r i t o r i e s of BT w i l l be put under the personnel depart-

ments i n these áreas. This makes the p o s s i b i l i t y of ever having 

a welfare department independent of personnel remote. Welfare. 

may never have a s t a t u s of i t s own i n 3T. 

Welfare now seems to be l i v i n g i n c r e a s i n g l y under the shadow of 

more cost conscious personnel management department and t h i s 

means perhaps, a r e v e r s a l of the *soft imago' a c c u s a t i o n 23 -

Problem o f . P u b l i c i t y . 

The developmont of an e f f e c t i v e welfare s e r v i c e depcnds on two 

main f a c t o r s : 

(a) Management p c l i c y , and 

(b) the cooperativo response of the t o t a l labour forcé and 

i t s unión r e p r e s e n t a t i v e s . 
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Management p o l i c y determines the welfare philosophy which 

i n order to be e f f e c t i v e must be known to a l l management and 

p o t e n t i a l users of the s e r v i c e who are i n essence the labour 

forcé of the organisation/cannot c o o p e r a t i v e l y respond t o the 

v e l f a r e s e r v i c e s provided i f they do not know enough about them. 

One vay out Of such a diiemma could be to adequateiy p u b l i c i s e 

the welfare s e r v i c e i n order to créate and s u s t a i n a r e q u i r e d 

labour forcé image iovards i t . P u b l i c i t y i n t h i s sense vould 

involve a l l forms of a d v c r t i s i n g and a c t i v i t i e s which w i l l 

inform employees of the o r g a n i s a t i o n about i t s welfare 

p r o v i s i o n s . 

At present the main medium f o r p u b l i c i a i n g the welfare s e r v i c e 

i s by means of a brochure (25*7, which s e t s out b r i e f l y BT's 

ne l fare p o l i c y , the s e l e c t i o n and t r a i n i n g oí' w e l f a r e o f f i c e r s , 

a v a i l a b i l i t y of welfare o f f i c e r s , the kinds of problems a welfare 

o f f i c e r can d e a l v i t h , a note on the degree of c o n f i d e n t i a l i t y 

surrounding a l l d e a l i n g s with welfare o f f i c e r s and an open 

request to contact a welfare o f f i c e r . 
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Throughout my v i s i t s to BT.there was no department or noticeboard i n 

which I found t h i s brochure displayed. Even i n the welíare department 

and at the Training Centre.these brochures could not be e a s i l y found. 

Another means oí p u b l l c i s i n g the service as I was t o l d was through the 

occasional t a l k s given to s t a f f by welíare o f f i c e r s . There was no proof 

that a t a l k has been given as recently as two years ago. I could not 

apply t h i s s i t u a t i o n to justiíy figures of welíare service users provided 

by the department which were that 50 percent of managers,45 percent of 

employees, 3 percent of unión members and 2 percent of others used the 

welfare service. 

Bowever t h i s state of a f f a i r s i s blamed largely on the rearganisation 

of BT due to i t s p r i v a t i s a t i o n by the govemment, and attempts by BT 

management tD l i m i t the independence of the service. 

Summary of evldence concerning n u i l hypothesis i n BT 

The foregoing cbapters provide the following evidence to disprove 

the hypothesis stated i n page 2. 

1. Grpwth: There has been an expansión of the number of welíare 

s t a f f i n BT. This f i g u r e has increased from 75 during the Post O f f i c e 

era to 135 i n the BT era. Also new positions of welfare Managers 

incorporating personnel and welfare functions have been created. 

2. Continuation of Training Courses for other Organisation: 

Not only does w e l f a r e p e r s i s t i n BT, but BT i s s t i l l i n the lead; 

i t runs t r a i n i n g courses other organsations attend. It sets examples 

in other áreas such as providing T r a v e l l i n g Scholarships and 

organising c h a r i t i e s aimed at promising i t s image as reported i n ' 

38. 



the Maxcli 1988 issue of 'Telecom Today', the B r i t i s h Telecom's staíf 

newspaper. 

3. BT spends on average about £2m yearly on the welíare service. This 

i s not the sum of money to be spent on a service which i s not useful. 

4. Evidence from dlscusslons with employees and management shows that 

as users and managers of the service, that they are s a t l s f i e d with the 

service being provided though there i s always room f o r improvement. 

Only some unión o f f i c i a l s gave a picture of deteriorating welfare 

o f f i c e r service which cannot be substantiated. 
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This chapter discusses welfare services provided for workers and t h e i r 

fnnllles in i n d u s t r i a i organisations i n Higeria. F i r s t . i t reviews the 

background to the présent s i t u a t i o n by describing how the concept of 

omployee "welfare evolved. Secondly.lt examines législation concerning 

welfare services and analyses i t s influence on the provision of services. 

Tbirdly,and f i n a l l y . i t outlines the major types of services commonly 

provided within i n d u s t r i a i organisations in the country. 

I k i c i g m i i i d 

Duo to the absence of records .concerti f o r the welfare of employées can 

only be assumed to have evolved when the f i r s t employées' assoc i a t i o n 

- the ' C i v i l Service Union" was formed in 1912. Its remit included the 

promotion of the welfare and in t e r e s t s of native raembers of the C i v i l 

Serviceli]. Between 1912 and 1945 t h l s union remained the only 

organisation in tbe country with an expressed concern for the welfare 

<>f employées. Its members.apart from enjaying the r i g b t to monthyly 

tyilaries,leave (sickness,absence,means of transpnrt.etc. (today's 

conditions of employmcnt) ,were in addition also e n t i t l e d to ce r t a i n 

welfare benefits such as housing.sports and recreational f a c l l i t i e s 

*nd canteen services. 
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The c i v i l service conditions of employment and welfare benefits became 

a model and envy of the p r i v a t e sector workers who at t h i s tirae were 

neither e n t l t l e d to conditions of se r v i c e nor welfare services. Vhat 

must be understood i s that the majorïty of private sector employers 

at the time were r u r a l farmers who knew nothing and cared very l i t t l e 

about wage employaient and i t s implications. But the s i t u a t i o n changed 

when commercial organisations concerned mainly with produce buying 

were Introduced and people became paid f o r work done. Then the c i v i l 

service influence took over the scène. The union so influenced the 

thinking of workers i n the priv a t e sector that subsequently organised 

employées' résistance units i n terms of unions sprang up in the major 

commercial organisations i n the country. The résistance was about a 

perceived e x p l o i t a t i o n of the Higerian worker by the then Colo n i a l 

bwners of industry; and the aim was to pressurise them to introduce 

c i v i l service type conditions i n t o employment. 

This organised résistance led to the 'General Strike* of 1945 which 

was concerned with a demand for conditions of employment and welfare 

services. H war. during tbe s t r i k e that i t became apparent to eniployers 

that f u l l - t i m e s p e c i a l i s t s were needed to handle union grievances which 

had hltberto been handled by General Managers and t h e i r A s s i s t a n t s in 

the produce buying commercial organisations in existence at the time. 

This need paved the way for the employment of Hlgerians to take charge 

of the Personnel Function In most of thèse organisations. Thèse Higerians 
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were f i r s t designated Labour and S t a f f Managers.then Personnel A s s i s t a n t s 

and f i n a l l y Personnel O f f i c e r s and Managers. Their main r e s p o n s i b i l i t y 

was to oegotiate with the unions. Indeed most of the f i r s t ffigerian 

personnel managers were former Trade union Leaders. la t h i s context, 

the personnel functian became a machinery f o r pacifying the union. This 

fact perhaps accounts for the lach: of status of personnel managers i n 

the early years i n the Sigerian i n d u s t r i a i scene. Anyone,trade uni o n l s t s , 

typists.clerks etc.,who was popular with workers cauld be recruited ar 

promoted as personnel manager rather tnan get trained and well-educated 

people to do the job. 

The a r r i v a i on the scene of the Higerian personnel manager as a r e s u i t 

of the general s t r i k e gave r i s e to further developments. F i r s t . i t opened 

a Channel of communication between the employers and the unions which 

constantly led to an awareness (by the employers) of union views and 

demands about anything (and at that time welfare featured prominently 

in thèse demands). Secondi y .this awareness almost always produced 

positive results (i .e.conceding to most demands) aimed at preventing 

further s t r i k e action. As a recuit,between 1950 and 1957,many private 

sector employers started introducing conditions of employment and 

welfare services. Following thèse developments,the Government stepped 

in 1958 to introduce the Nigérian Factories Act which specifîed statutory 

minimum requirements for industry în Healtb,Safety and Velfare matters. 
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After independence i n 1960,when Indu s t r i a i a c t i v i t y increased,much more 

modern practices in conditions of emplayment and welfare s e r v i c e s evo 1 ved. 

These practices have seen the délégation of welfare r e s p o n s i b i l i t y to 

subordinabas within personnel departments in large organisations. This 

notwithstanding.welfare s t i l i remains largely within the province of the 

présent day personnel manager. Vhat has happened i s that welfare no longer 

fonns the core of the a c t i v i t l e s of the personnel manager as i l did duriog 

the early years of the development of the personne] functian. 

Velfare L e g i s l a t i o n in Higeria. 

As far as occupational welfare provisions are concerned.the law i s 

govemed by the Factories Act of 1958 which also deals with Health and 

Safety. It pravi des f a r c e r t a i n minimum standards which have to be met 

by industry among which are the following: 

1. 'The provision of adequate supply of drink i ng water positioned and 

niaintained at su i table points conveniently accessible to a l l employées, 

2. the provision of adequate washlng f a c i l i t i e z and t o i l e t s , 

3. where there i:> un c l i n i c attached to the factory where s i c k employées 

can be treated tir glven f i r s t aid.a f i r s t aid box or cupboard must be 

provided. Small companles which cannot afford to malntain a c l i n i c can 

keep a f i r s t aid box and t r a i n a number of employées i n f i r s t aid so that 

they can belp fellow injured employées befare they are taken to h o s p i t a l , 

4. the provision of adequate cloakrooms wbere worlters can change t h e i r 

clothing. 
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Quite surprisingly.the F i g e r i a n Factories Act only deals with rudimentary 

welfare provisions that f a l l within tbe physical welfare group. S a n i t a t i a n 

and l i g h t i n g services are contained in tbe section on healtb and safety. Ho 

mention i s made i n tbe Act a bout the provision of canteens.sparts and s o c i a l 

clubs or any other welfare services. Recause the Factories Act s p e c i f f e s tbat 

emplpyers who f a i l t a provide Statutory minima w i l l be penalised by law, the 

r e s p o n s i b i l i t y of ensuring tbat both statutory welfare services and those 

provided by Campanies v o l u n t a r i l y i s generally entrusted to personnel 

departments in most organisations. 

Types-of Velfare Services. 

Velfare services provided by organisations in Higeria can be c l a s s i f i e d 

into twa main catégories - Physical and Group welfare services. The 

provision of physical welfare services such as adéquate standards of 

drinking water.washing and cloakroom f a c i l i t i e s J F i r s t Aid .Health and 

Safety services etc., Is covered by législation,and most organistions 

meet the standards required. Group welfare services are either provided 

for a i l or. for a group of employées (such as senior management) 

voluntarily by organisations. Into t h i s category f a l l : 

1. Canteen Services; 

2. Sports and recreatlanal services, and, 

3. Médical services. 



The point has already l>een made i n part one.chapter l.l,that personal 

welfare services are not provided. This does not mean that employers 

are not sympathetic towards the personal probìems and d i f f i c u l t i e s 

encountered by t h e i r employées. Such matters are dealt witb i n f o n n a l l y 

by individuai départ mental managers. Vhat i t means i s that no welfare 

o f f i c e r s or other speci f i c a l l y concemed with helping to solve the 

personal problems of employées are employed,and the l i t t l e counselling 

that i s dane i s carried out on an informai basis. One Df the main 

reasons for t h i s i s that much of the developmcnt in employée welfare 

has been focussed on the provision of employée benefits or incentives 

and rewards rather than on the voluntary provision of welfare services. 

Such incentives and rewards involve several forms of cash payments 

ranging from various allowances t o bonuses. Some examples are:-

no-accident bonus.Cnristmas bonus.shift allowance,out-of-statlon 

allowances.entertainment allowance.housing allowance.transportation 

allowance.leave allowance, etc.. 

Such provisions might have been designed to please Higerian worhrers 

who see money as the uni y major cause of inequality betwecn the ri e h 

and poor and therefore the morii e f f e c t i v e way to inirove the well-being 

of the employée. 

Canteen Services: A great many of the companies operatlng in Higeria 

have canteens attached to ei t h e r t h e i r f a c t o r i e s or o f f i c e s and the food 

provided i s heavily subsidlsed. The existence of separate dinlng rooms fo 



directors.middle management and junior management,and of a s t a f f restaurant 

and works canteen.all in tbe same building i s common. It may be j u s t i f i e d 

to a limited extent where c a n f i d e n t i a l information i s l i k e l y to be discussed 

at mealtiines. But i t i s a c i e a r indication of tbe existence of s o c i a l 

s t r a t i f i c a t i o n in industry In Nigeria. 

Only small organisations employing less than f i f t y people tend not to 

provide any catering f a c i l i t i e s for employées. However.canteen f a c i l i t i e s 

can be tbe most co n t r o v e r s i a l aspect of emnployee services in Nigérian 

organisations.and as a r e s u i t many organisations have canteen committees 

- a s p e c l a l i s t form of j o i n t consultation. 

Sports and , Recréâttonal Services: Thèse are very common today e s p e c i a l l y 

wltb b i g organisations employing over 1000 employées. They vary from play-

grounds for f o o t b a l l and tennis to club bouses where employées can meet 

for drinks and indoor games. The most successful sports and s o c i a l clubs 

in existence today in organisations in Nigeria axe tbose which are la r g e l y 

run by the employées themselves with perhaps a f u l l - t i m e paid secretary 

in the larger organisations. Frequently the personnel depnrtment lias 

overall r e s p o n s i b i l i t y f or the maintenance of f a c i l i t i e s and for gênerai 

administration,whi le a committee of employées décides on polie les and 

programmes. Tbe question of the degree of f l n a n c i a i r e s p o n s i b i l i t y for 

thèse f a c i l i t i e s and programmes must be determined by an organisation. 

Some organisations provide club premises,sports ground and maintenance 

only,and expect employées to meet the expenses of equipment aDd a c t i v i t i e s 



tbrough club subscriptions.dances and sale of refreshments. Others 

provide an annual subsidy towards runnlng costs; few taire a l l f l n a n c i a l 

r e s p o n s i b i l l t y as I t i s agreed generally that the mast f l o u r i s h i n g c l u b s 

are those where the members themselves contribute a c e r t a i n amount of 

time'.êffort and money. 

Medicai Services:-Most small, medium and large organisations employlng 

oot less than f i f t y peoplc provide free medicai services for t h e i r employées. 

These include payment of doctor's fees as well as costs for medlcines and 

hospita l i s a t i o n for employées. The more generous organisations extend t h i s 

benefit to the employee's wife and up to four children. -Some very large 

organisations nave t h e i r own c l i n l c s and a team of doctors and nurses. 

There i s no legal requirement for Bigerian employers to engage the s e r v i c e s 

of professional medicai s t a f f . There i s under the Factories Act of 1958 -

Health and Safety section,an obligation on every employer to maire adequate 

f i r s t aid provision for employées. This means providing properly equipped 

f i r s t - a i d boxes and t r a v e l l i n g fcits.and appolnting at least one trained 

f i r s t - a i d e r for every 150 employées in offices,and for every 50-150 

factories and other area s which are thaught ta be more hazardous. Employées 

are to be kept informée] of the f i r t aid arrangement:-; which a f f e c t tbem, 

and records are to be hept of a l i f i r s t aid cases troated. 
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3.2 TUR 1BFLUESCE OF CULTURE ASD THE EXPECTATIOffS 
CS tíÍGERIAff EMPI.OYEES. 

IntroductlOD 

In i t s general usage, 'culture' i s an elusive and emotive word. But 

ln the context of t h l s t h e s i s . i t i s defined as 'custom' which manifests 

i t s e l f in tbe ffigerían society ín the form af long established habits 

or t r a d i t i o n . In considering i t s influence on welfare s e r v i c e provisión, 

we nave to examine c r i t i c a l l y , aspects sucb as, the extended family 

family system, polygamous family structures, r e l i g i o u s p r a c t i c e s and 

the patronage of t r a d i t i o n a l medical and catering f a c i l i t i e s . 

The average Higerian employee expects employment to bring prosperity 

and benefits to the worker and h i s extended family system. However, 

ever since modern i n d u s t r i a l i s a t i o n began In the early 1960's, t h i s 

expectation has depended to a great extent on a number of f a c t o r s 

which have in addition prevented the Higerian employee from showing 

the same degree of l o y a l t y aod commitment to h i s organisation as 

that which i s said to t y p i f y the employer-employee r e l a t i o n s h i p in tbe 

dcveloped countries. Sucb factors include among athers tbe p r e v a l l i n g 

economic s i t u a t i o n in the country, the extent of Inequalities in 

existence between managers and employees in the sbaring of benefits 

provided by t h e i r organlsations, and the bad management oí s e r v i c e s 

and benefits i n arganisations i n the country. 
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The extended family system i s s t i l i a very common aspect of the 

Nigérian way of l i f e . I t i s opposed to the nuclear f a m i l y system 

wbich c o n s i s t s s o l e l y of busband, wife and cbildren and spans only two 

generations;it i s a numerically larger unit i n c l u d i n g three or more 

générations of k i n . It u s u a l l y involves an employée in a l i s o r t s of 

r e s p a n s i b i l l t i e s f o r h i s r e l a t i v e s . For example, in Nigérian s o c i e t i e s 

i t i s normal f o r an employée to look-after h i s mot hoir or father i n law, 

brothers, and s i s t e r s ( i n addition t o h i s wife and c h i l d r e n , etc.), 

support them material l y and f i n a n c i a l l y , and a l soi house and feed them. 

In t h i s context, the extended family can be a major source of s t r e s s 

""on the Higerian employée wbich can resuit in a v a r i e t y of domestic 

problems which can g r e a t l y i n h i b i t h i s productive e f f i c i e n c y and 

effectiveness. I t w i l l most c e r t a i n l y r e s u i t in extraordinary loads 

of work f o r welfare o f f i c e r s attempting to cope w i t h employée persona! 

welfare problems. There a r e no records of any organisations that bave 

either extended t h e i r w e l f a r e s e r v i c e s to include the extended f a m i l l e s 

• f - t h e i r employées o r attempting to deal with the problem in any otber 

way. But the extended f a m i l y system remains a r o a l i l y of the Nigérian 

way of l i f e and a problem to confront future oceupational welfare 

o f f i c e r s . 

P-Qlygafflous faally structures^ 

The domestic welfare problems caused by the extended family system 

can be further compounded by polygamous practices whercby an 
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employée can be marrled t a up to four wlves. Partly as a way of 

discouraging polygamy, some organisations in Nigeria including 

NET have introduced r e s t r i c t i o n s on the number of dépendants in an 

employee's family who can q u a l i f y or use certain services. For exampi 

free medica] treatment and even free transport which used to be 

provided for a l i the dépendants of employées i s now provided for an 

employée and h i s wife and a maximum of four children. In the A i r 

Transport industry, free médical services are provided to employées 

only. This i s at a time when most Nigérians s t i l i aspire tu have 

four wives and at lea s t twelve ehildren(201. 

There i s no doubt that polygamus managers and employées in Nigérian 

organisations face hard times ahead both in tenus of the non-

a v a i l a b i l i t y of welfare s e r v i c e s to t h e i r dépendants and the 

probability that they may never be able to acquire the most 

satisfactory state of mind necessary to enable them to give t h e i r 

best to the i r organisations. 

EeiigiQys_PraçJ,ices. 

In a senso, r e l i g l o u s l o y a l t l e s in Nigeria are closely a l lied to 

extended and polygamous family structures. Moslems tend ta indulge 

more in polygamous p r a c t i c e s than C h r i s t l a n s . Moslems also feel vcry 

strongly about t r a d i t i o n a l a t t i r e being worn at work (even when they 

are unsuitable because of the kind of machines being used) and about 
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the p r e s c r i p t i o n s of t h e i r r e l i g i o n not to eat certain foods. In 

addition they f a s t one month every year during which wark and s o c i a l 

a c t i v i t i e s are s t r i c t l y r e s t r t c t e d . 

Thèse modes of eating and ci o t h i n g , brought about by adhérence to 

religious p r a c t i c e s can af f e c t greatly the catering and protective 

ciothing provisions i n organisations in the country. For example, 

différent menus have to be provided for Moslems and C h r i s t i a n s and 

spécial arrangements have te be made to accommodate t h e ^ 0 6 ; ' e ( T U f a s t i n g 

month of the year. Also l>r:eai:r.e uf the nature of t r a d i t i o n s ! a t t i r e , 

spécial protective wear have to be deslgned for Koslems who work i n 

factories. 

Traditlonal Hedical and Catering F a c i l l t i e s . 

In an âge of c i v i l i z a t i o n when most t h i r d world countries includlng 

Nigeria s t i l l look to the developed countries to provide them wlth 

everything, i t i s not s u r p r i s i n g that modem methods of treatment 

(imprrived greatly by technologica 1 developments) take precedence over 

what lias been desjgnated crude t r a d i t i o n a l medlca] treatments. For 

example, évidence of sickness in every Nigérian organisation must corne 

from a q u a l i f i e d modem medica.1 doctor. Such demands f a i l to l i v e up to 

the r e a l l t y , that many Nigérians t>ecause of loyalty to customs s t i l l 

and w i l l continue to patron!se native doctors or t r a d i t i o n a l medicines. 

No organisation that I know of gives any slgnificance to t h i s fact 
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whlch can greatly influence the costs and provisions of médical 

provisions of médical se r v i c e s in organisations in the country. 

S i m i l a r l y , catering services and arrangements have to take into 

considération what the ordinary Nigérian employée i s accustomed to. 

He regards food as something which grows, not as something for which 

money should be paid. Money i s seen by him as a commodity to be used 

for the luxuries of l i f e , the new prestige symbols such as cars, motor 

cycles, télévisions, and videos, etc. Accordingly, he w i l l grudge more 

than a bare minimum of h i s wage as a regular payment for food. 

The employée i s probably accustomed to family cooking and may have a 

form of diet peculiar to h i s t r i b e . The idea of food coaked in the 

mass or of a standard 'neutral* type l i k e l y to appeal to a i l may re v o i t 

him. In addition what he l i k e s to eat may not be n u t r i t i o u s ; he may not 

get i t in the canteen but at the same time he has not been educated to 

see the advantages of b i s health in what is provided. Moreover the cook 

w i l l not be able to spécialise in a l i the types of food asked f or by 

différent t r i b e s in the country and ton l i t t l e thought i s given to the 

sélection of canteen cooks. Thcy may gain t h e i r posts throuj;h r e l a t i o n -

ship with the s t a f f ratber than cooking a b i l l t y . 

The warker may already bave h i s own arrangements with a local woman 

or otber pcrson to provide him with food. Sbe has many advantages; she 

w i l l provide c r e d i t and take a weekiy or montbly payment in arrears. 
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Indeed ín Nigeria, she may well take nearly a l l the worker's wages and 

act as h i s banker - a servjce which a canteen, u s u a l l y dealing i n cash 

purchases, w i l l not provide. She cooks for a small cuéntele and i s a 

s p e c i a l l s t i n her p a r t i c u l a r s t y l e of cooking. In short she provides 

the human touch which a canteen cannot. Vhere she exists, she ís the 

canteen's most powerful enemy. 

&x.pe£taJJLan£J. 

The p a t e r n a l i s t i c origíns of welfare<discussed in chapter l.l),show 

that workers are expected to see welfare service provisión as kind 

^estures which shoujd be reciprocated. But in c u l t u r a Hy consclous 

Gocieties such as we have in Nigeria, t h i s can hardly be seen to be 

true. Vorkers expect incentives, rewards and welfare services as of 

right. The o r i g l n of t h i s expectation can be found i n oíd t r a d i t i o n s of 

employment i n which 'labaurers were given food and d r i n k in addition to 

the agreed day's wage'. T h i s view has helped to oo l o u r the a t t i t u d e s and 

expectations of Nigerian employees and managers as far as provisión of 

welfare services, incentives and rewards are concermni. 

As a result of t h i s backgrnund, nrganisations tend lo be vlewed by 

society as a whole as having a wider mission than i s j^enerally 

understood in the dcveloped countrics, being expected to provide 

s<XMally d e r s l r a b l e beneflts sucb as employment, housiug, transport 

and assistance with important s o c i a l r i t u a l s and ceremonies, etc.; 
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considerations of p r o f i t maximisation and e f f i c i e n c y may be viewed 

as secondary or in c i d e n t a l . 

During J i g e r i a ' s a i ] boom years 1970 to 1980, workers were expecting 

and indeed received high íncreases in rewards and incentives and 

welfare s e r v i c e s . provided by organisations. As E.jiofor (1984), put i t , 

'with so mucb líquid resources, many nrganisations s t a r t e d personnel 

pay p o l i c i e s unrelated to personnel work practices. The Federal 

Government conspicuously led tbe way wben ít. paid the Udoji S a l a r i e s 

and Arrears of 1975131. The s a l a r i e s of some workers doubled overnight, 

Private organlsations followed s u i t . Some of the best f r l n g e benefits 

in África got in t o contracts of employment. The dominant concern of 

most s a l a r i e d workers in Nigeria was less work, longer breaks, excuse 

duty c e r t i f i c a t e s , approved casual leaves, the next annual leave, the 

on-caming public holiday and the laaming i n d u s t r i a l action, a l l these 

to be enjoyed side-by-slde with frequent salary increases, a t t r a c t i v c 

allowances, accelerated promotions, f i c t i t i o u s claims, benefits and 

banuses. More and more peoplc became a l l e r g i c to work while they 

claimed f a n t a s t i c better conditíons of service, often witb empbasis on 

conditlans rather than on s c r v i c e i l l . During tbe o i l boom, the a t t l t u d e s 

of Bigerian workers became so bad tbat the then President in 198214], 

described i t as the warst in the world. Gi.ven the prosperous economic 

si t u a t i o n , poor management, obsession witb wealth, general i n d i s c i p l i n e 
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in society and low lev e l of patriotism, the bad attitude simply became 

entrenched. 

Arrogance, authoritative management s t y l e s , and i n e q u a l i t i e s . 

There i s in Nigérian s o c i e t i e s an emphasis on prestige and status 

différences, creating r e l a t i o n s h i p s of dependency which in organi­

sations f i n d s expression in wide d i f f e r e n t i a l s between org a n i s a t i o n a l 

levéis, p a r t i c u l a r l y between managers and worters. As E j i o f o r < 1984 ) 

noted, 'many welfare programmes are so inequitably dispersed between 

managers and employées that they encourage a dysfuncitona 1 work 

attitude. He continues by point i ng out that what frustrâtes the low 

paid workers mast i s the 'boss-tate-ali' attitude prévalent in 

Nigérian organisations. One example i s the case where a manager on 

tour i s provided with a luxury hotel suite while the d r i v e r has no 

place tn sleep. Another case was observed in a dr i n k s factory where 

workers complained that wbercas managers could t a t e home cartons of 

drinks free, a worker was sacked i f he t r i e d to t a i e away even a 

bottle nf drink. Also in i t s write-up on conditions of service, the 

Udo.ji Commission pointed out that 'frlnge benefits tend to be heavier 

at the top than at the bottoni, and thus favour the botter ( i l i as 

against the worse o f f . In addition, a survey of some Nigérian 

companies ca r r i e d out by the General Manager of the Lago;?, based 

Freeman's Engineering Company (1975)151, found that over 70 percent of 

workers made référence to several aspects of the conditions in t b e i r 

1 0 6 . 



establishment t o show that management was gaining a i the expense 

oí the workers. The complaint whichdomînated t h i s survey was that 

management enjoyed f a n t a s t i c s a l a r i e s and other fringe benefits as 

npposed to workers who had too l i t t l e of both. One respondent 

pointed out that, while the managing director of the firm had two 

cars, he was nat even given an advance to buy a bicycle.. 

The arrogance and au t h o r i t a t i v e management s t y l e s of Higerian 

managers are shown in organisations in the îow regard they have f o r 

theïr subordinates, i n a view of workers as human resources who are 

materially and f i n a n c i a l l y lower in status; i n not maintaining 

informai r e l a t l o n s h i p s and keeping aloof; in an emphasis on the 

observance of protocol rather than the accomplishment of worker-

related tasks. Nigérian managers tend to view their authority, 

professional compétence and information as personal possessions rather 

than impersonal concomitants of t h e i r organisational role. This coupled 

with the emphasis on the wlde d i f f e r e n t i a l s i n status,power.éducation, 

expérience and perceived abi 1 i t y between managers and workers,makes 

Nigérian managers very r o i notant to delégate authority, to share 

information and to involve subordinates <who may t>e perceived as a 

potential. threat) in décision making processes. 

Many désirable employée services and benefits are badly managed i n 

Nigérian organisations. For example i t i s oot unusual to see people 
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who are not i n employment being given treatment and drugs i n company 

c l i n i c s , so also s t a f f quarters are allocated to nepotically selected 

employées, and sports and recreational clubs and f a c i l i t i e s used by 

non-emplayees with the support and coopération of senior managers. 

A check on thèse excesses and a t t r i b u t e s i s c r u c i a l to the e f f e c t i v e 

management of welfare services i n organisations i n Nigeria. The 

Nigérian employée expectatians and the c u l t u r a l influences w i l l 

continue to be powerful influences and déterminants of the kinds of 

services and benefits to be enjoyed by Nigérian workers. As such they 

need to be takeri more seriously and researcbed upan in.arder to 

advantageously- r e i y on them. 
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3.3 T H E NTGERIAfl EITERgAL TELECQKJfUHICATIQJS LTD 

Compa nx_B_a,çkground Information 

Vhen Nigeria became independent in 1960, the Federai Government declded 

to go into partnership with Messrs. Cable and V i r e l e s s of London to form 

the Nigérian Exteraal Télécommunications Ltd.<I.E.T.). The company was 

iïicorporated i n December 1962 with 51 percent shares owned by the 

Federai Government and 49 percent by Cable and V i r e l e s s . In 1972, the 

Federai Government took over complete control of the company and acquired 

100 percent share holding. 

Its main products are national and international télécommunication 

services. S p e c i f i c a l l y , the services offered by the company include 

the following: 

1. International Telephone 

2. international Telegraph 

3. Telex and Telex Delivery 

4. Leased C i r c u i t Telegraph 

5. Public Telegraphy Facsimile 

6. T ra n s m i ss ion and recep t i on n f 
real t i me t e l e v i s i o n 

7. High speed data transmission. 

A l l thèse services are ava l l a t i l e twenty four hours a day and cari be 

transacted at customer's premises and at the SET l o c a l o f f i c e s in 

Lagos as well as State c a p i t a l brauch o f f i c e s a l i over the country. 
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Headquarters: The Higerian External Telecom Ltd., headquarters, 

consists of a n um ber of o f f i c e s in the centre of Lagos. 

Divisions: ÏET has eight d i v i s i o n s - Managing Director's o f f i c e . 

Administrative D i v i s i o n , Finance D i v i s i o n , Corporate A f f a i r s D i v i s i o n , 

Commercial Services D i v i s i o n , Engineering and Technical Operations, 

Division, Vorks and Property D i v i s i o n and Management Information 

Services Di v i s i o n . These d i v i s i o n s are located in the Lagos headquarter 

Staff: The t o t a l number of s t a f f employed by SET at January 31st 1985 

was 4,737. They are d i s t r i b u t e d among the d i v i s i o n s as follows: 

1. Managing Director's O f f i c e 610 

2. Administrative D i v i s i o n 040 

3. Finance D i v i s i o n 295 

4. Corporate A f f a i r s D i v i s i o n ¿17 

5. Commercial Services D i v i s i o n 1,190 

6. Engineering/Technical Opérations 885 
Divisions 

7. Vorks and Property D i v i s i o n 'JII 

8. Management Information Services 159 
Division 

Total 11 W37 

Unions 

Employées of the company are by law prohibí ted i'rom forming trade 

un ions. 
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However, a J o i n t Consultative CommltteeUCC) comprising of s t a f f and 

management représentatives has been established. Meetings of the JCC 

are held once a month to discuss matters r e l a t i n g to conditions of 

service a f f e c t i n g s t a f f , s t a f f welfare and otber matters as contained 

in the c o n s t i t u t i o n of the commi ttee. 

Seither the s t a f f bandbook nur any issues of the NECOH Journal -

(a house magazine of NET) makes any références to NET's welfare 

philnsophy. The c l o s e s t I cou.ld get to abtaining an o f f i c i a i statement 

nu what the aims and o b j e c t i v e of NET's welfare service are, can be 

found in an a r t i c l e entitled 'Fourth Development Flan Projects' i n 

Volume 3, No.2, Havember/Decembor 19Ö2 of the' Magazine called 'The 

Presidentf61. In t h i s a r t i c l e NET's aim of providing welfare services 

are described by the editor as being 'to a t t r a c t and r e t a i n st a f f * . 

This view, according to the a r t i c l e was conceived out of the perceived 

need to employ highly qualificxi people to man the sophisticated and 

highly coraplex equipaents used by the Company. Once recruited and trained, 

NET can not affard to lose thèse highly s k i l l e d employées. Therefore i t 

vigoronsly pursues p o l i c i e s aimed at improving the welfare of i t s s t a f f . 

A chief Personnel O f f i c e r in the Personnel Department i s responsible 

for both Industrlal Relations and St a f f Velfare in NET. lie reports 

to the Assistant DIrector of Personnel who i s in turn answerable to 

Director of Administration.. 
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The S t a f f Velfare Committee i s mandated by HET management to talco charge 

af the r e s p a n s i b i l i t y af not anly ensuring the retentian and improvement 

of welfare s e r v i c e s provided, but also to malte suggestions and recommen-

dations t a management for the provisión of additional f a c i l i t i e s or 

services which might boost s t a f f morale and encourage higher productivi Ly. 

This committee c o n s i s t s of two representatives from each of the 

d i v l s i o n s of the company. It i s also supposed to bave a representativo 

from the Joint Cónsultative Committee ÍJCC). The Chairperson i s the 

head of Adroinistration División, while tbe vice-chairperson and the 

secretary are elected from among the s t a f f representatives. The 

r e s p o n s i b i l i t i e s of tbe committee as set out in i t s terms of reíereuoe 

are as follows: 

1. 'Generally to attend to a l l matters toucbing on s t a f f welfare, 

e.g. promotion of pbysical welfare and improvement of working 

conditions; creation of healthy interpersonal r e l a t i o u s h i p s among 

st a f f , accident prevention and suggestions for improvement of 

general amenities". 

2, 'Tn s p e c i f i c a l l y address i t s e l f ta services d i r e c t l y a f f e c t i n g 

s t a f f welfare, e.g.canteen services, bealth, transport, recreation 

and socials'. Scbeduled meetings come up once a montb but emergenoy 

mectings can be called at short notice. 

Iypcs_üj:_Ve.ifar^_Seo'jccs 

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

employee welfare services in organisatíons in Nigeria bas been 
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dominated l>y increased p r o v i s i o n of a wide range of incentives and 

rewards rather than increased provision of welfare services. This 1s 

because the majority of Nigérian workers see cash payments in terms of 

various allowances and bonuses as the main contributors ta t h e i r w e l l -

beingC31. As a r e s u i t , the various i n i t i a t i v e s which can be grouped 

under welfare s e r v i c e s are neglected and have hardly developed beyond 

the provision of group welfare services. 

The welfare services provided by RET for i t s employées are a good 

example of the kinds of group welfare services which s t i l i lemain the 

focus of most employers i n the country. Thèse c o n s i s t of four main 

types of services: 

1. Subsidised Canteen Services,: Thèse are provided f or both junior 

and senior s t a f f at reasonable cost. Meals are served i n the morning, 

afternoon and evening. Canteen services are available at Marina, Lkorodu 

and Lan lato S a t e l l i t e Communications Earth s t a t i o n s . 

2. Med.îça3 Services; A f u l l y operated c l i n i c i s provided at Mar"ina, 

s t a f f ed witb doctors and qualificai nurses. The company also engages 

the services of two registered e l i nies wlthin Lagos to take care of 

the dépendants of employées. There are a l s a medicai l a c i l i t i e s at 

Ikore-iii and l e n i a t e s t a t i o n s . 

3. Company _Fàcms_; C u l t i vated faim lands at lkorodu and Lan la te 

produce yaros, maize, cassava and poultry whicb are sald to s t a f f at 

reasonable prices. 
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4. Sporting and Club A c t i v i t i e s : there l s a NECOM Football Club. 

There ís a l s o an annual f o o t b a l l competltlon amongst employees 

organised on d i v i s i o n a l basis for the Managing Director's cup. 

Table tennis tournaments are also arraDged. Company aided clubs such 

as photograpbic, automobile and shepherds clubs also e x i s t . 

Velfare Cost 

1984 estimates showed that NET spent about 6.1 per cent of t o t a l labour 

costs on the welfare of s t a f f . Vhen expressed as a cost per employee, 

i t mcans NET spent R16!>.3 about ¿81 per annum on cacti employee's welfare. 

Though only 1984 figures were available during my v i s i t to the company, 

I was assured by top management that the picture has remained nearly 

the same over the past f i v e years. Medical expenses had taíren the 

lion's sbare of t o t a l expenditure on welfare by NET. This i s evidence 

to support the inadequacy oí medical services available in the country; 

the result of which has led most organisations to undertake t h e i r 

sepárate comprehensive arrangements. Respectively, canteen services, 

sports f a c i l i t i e s , s o c i a l a c t i v i t i e s and general welfare claim .9 

percent, .5 percent, .7 percent and 72 percent of total expenditure. 

A brealfdown of actual s a l a r i e s and wages earned in ivx;h división and 

total costs of providing various welfare services in 1984 are shown 

in Tables 1 and 2. 

(Seo over) 
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IABXE L. ACTUM. SALARIES ABD VAGES HA RH ED 1JT EACH DlViSlOB M 1QH< 

Haira 

1. Managing Director's Offi c e 92 1 ,657 

2. Administrative Division 1,955,480 

3 . Finance D i v i s i o n 8 ^ 9 , 8 3 0 

4. Corporate A f f a i r s D i v i s i o n 1 8 9,206 

5 . Commercial Services Division 3,59*1,7 8 9 

6. Enjïi neerf n^/Teehn i c a l Opera t ions r< ; v is ion 3 , 3 8 5 . 7 6 7 

7. Vcrks and Property Division 1 . 9 3 . 0 60 

8. Management Information Services Division 5 2 3 . 1 25 

TO'! A i 1 2 , 8 3 7 , 7 8 9 

IABJ,E__2: COSTS 0 F PROVJDING VKLFAKE SERVICES IB «ET IM 1984 

Ha i i a 

1. Canteen Services 5 ^ 850 

2. Medice! Services 76 1.28 1 

3 . Sport:! f a c i l i t i e z Ü 197 

4 . Soc,ia 1 Act.ivit.ies 5,150 

5. V>! fare (général ) 5 6 J4 lj 

TOTAL 783. 122 
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3.4 A STUDY OF EMPLOYEE ATTITUDES TQ VELFARE SERVICES 

JjLtmdjxçiio s 

The general s c a r c i t y of Information on the p r o v i s i o n and raanage-

ment of welfare s e r v i c e s i n o r g a n i s a t i o n s In S i g e r i a i s proof t o 

some degree that many employers do not bother to f i n d ont what 

t h e i r employées' a t t i t u d e s are tawards the welfare s e r v i c e s they 

provide. lu a d d i t i o n , most welfare s e r v i c e s are now taken f a r 

granted by employers and employées even though tbe law does not 

require them to be provided. The Nigérian External Telecom L t d . , i s 

an example of an o r g a n i s a t i o n that spends large sume of money on 

in c e n t i v e s and rewards and tbc welfare of i t s employées without 

bothering to f i n d out i f the p r o v i s i o n of some or a i l of thèse 

be n e f i t s and s e r v i c e s i s r e a l l y necessary. The .reason f o r t h i s 

can be a t t r i b u t e d t o bad management r e s u l t i n g i n the c a r e l e s s use 

and a l l o c a t i o n of resources p a r t i c u l a r l y as happened d u r i n g the 

oí! boom decade of 1970 to 1980Ì7J. 

Employée a t t i t u d e s are s i g n i f i c a n t for a number of reasons. 

F i r s t l y , they help to ensure that the necessary kinds of s e r v i c e s 

are provided and i n doing so create the basis f o r e v o l v i n g a sound 

management p o l i c y towards the welfare of employées. Second 1 y,they 

provi de .i u s t i f i c a t i ons f o r suppl y i ng wel f are s e r v i ces i n organi -

sat i ons. By t h e i r v o l untary nature, a l o t of we1f are s e r v i ce 

pr o v i s i o n i s an act of faíth. 
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The main j u s t i f i c a t i o n s one reads about, f o r emplayers p r o v i d i n g 

welfare s e r v i c e s are humanitarian and economicl" 8] . Yet no s t u d i e s 

have proved that employées now care about tbe humanitarian and 

économie reasons of t h e i r emplayers wben making use of thèse 

s e r v i c e s . As such they are provided a long witn other s t a t u t o r y terms 

of employment without anyone c a r i n g too mueh about them. Accord ing 

to K i c h a e l Vadei91, welfare s e r v i c e s i n o r g a n i s a t i o n s have become 

so compétitive tb a t tbey seem to have 1ost t h e i r human touch. 

Economically a s w e l l , they. f a i l the t e s t of s i g n i f l c a n c e because 

i t has c e r t a i n ] y not been proved t h a t the p r o v i s i o n of welface 

s e r v i c e s makes employées more s e t t l e d and therefore more productive. 

Thé'to f i n d i n g out about employées" aí.títudes to welfare s e r v i c e s i s 

the example quoted by Reid and Robertsonl 101 i n which an American 

study showed th a t worker préférences f o r variaus types of welfare 

s e r v i c e s depended on a wide range of f a c t o r s concerned witb the 

employée's s t a t u s and personal c i rcuinstances. 

It i s tbe paradoxical r e s u l t s of thèse rather rare s t u d i e s t h a t 

i s the r e a l j u s t i f i c a t i o n f o r the attempt in t h i s study to f i n d 

out about employée a t t i t u d e s t o welfare s e r v i c e s provided by the 

Nigérian Externa1 Telecom Ltd. (H. E . T. ). 

The aim of tbe study i s t a evalúate the perceptions, a t t i t u d e s 

and opinions of management and s t a f f towards welfare s e r v i c e s , and 

to use t b i s to determine what inf l u e n c e welfare s e r v i c e s have on 

the management of the organisât!on í n general. 
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The data f o r the survey was c o l l e c t e d by the f o l l o w i n g methods: 

1. Questionnaires d i s t r i b u t e d among the employées of the 
organisation(appendix 2 enclosed). 

2. In-depth i n t e r v i e w s w i t h s e l e c t e d groups and 
i n d i v i d u a l employées of va r i o u s levéis from a i l the 
d i v i s i o n s i n the o r g a n i s a t i o n . 

3. Studying availáble l i t e r a t u r e and p u b l i c a t i o n s on the 
or g a n i s a t i o n ' s welfare s e r v i c e s . 

Sample Frame 

The sample was drawn from the t o t a l number of employées i n the 

Lagos Headquarters of the or g a n i s a t i o n . This i s because most of 

the opérations of the company are lo c a t e d i n and around Lagos 

State. V i t h the exception of s t a t e t r a n s m i t t i n g s t a t i o n s and the 

S a t e l l i t e Communications Earth S t a t i o n i n Kaduna which have j u s t 

a handful of s t a f f , the Lagos headquarters worlrfarce i s h i g h l y 

représentative of the di v e r s e t r i b a l groups and opinions i n 

H i g e r i a . The t o t a l number of people employed i n the Lagos head­

quarters, Ikorodu and Lanlate i s about 3,700. Sample s i z e according 

t a K r e j c i e and Horgant113 adopted f o r the survey was 350. 

Questionnaire Design. 

The questionnaire was designed so that i t was f a i r l y short t o 

enable respondents t o complete them i n h a l f an hour or l e s s by 

making i t p o s s i b l e t o answer the majority of questions by c i r c l i n g 

or t i c k i n g a number of boxes. The questions were mainly designed t o 

obtain the views of management and employées on welfare s e r v i c e s 

* See appendix 3-
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provided by the fiigerian External Telecom Ltd. An i n t r o d u c t o r y 

nate was included i n the qu e s t i o n n a i r e t o e x p l a i n the reasons and 

background oí the researcb, and to s e l l the q u e s t i o n n a i r e to tbe 

prospecti ve respondent. Also i t was necessary to e x p i a i n t o 

respondents what occupationàl welfare i s i n order t o d i s p e l the 

misunderstandings and misconceptions surrounding the use of the 

term. 

The f o l l o w i n g e x p l a n a t i o n was given: That b a s i c a l l y , occupationàl 

welfare r e f e r s t o a company's or f i r m ' s support f o r i t s s t a f f and 

p a r t i c u l a r l y t o the f ree or s u b s i d i s e d provi s i an of c e r t a ! n 

f a c i l i t i e s and s e r v i c e s . Such f a c i 1 i t i es- and s e r v i c e s range from 

the p r o v i s i o n of p h y s i c a l amenities and group s e r v i c e s t o employée 

c o u n s e l l i n g on a range of personal problema and d i f f i c u l t i e s . 

P h ysical amenities i n c l u d e the p r o v i s i o n of clo a k r o o m s , l a v a t o r i es, 

washrooms e t c . w h i j e group s e r v i c e s are concerned wlth the p r o v i s i o n 

of f a c i l i t i e s such a s canteens, s p o r t s and s o c i a l c l u b s and medicai 

f a c i l i t i e s f o r a i ! employées. Employée c o u n s e l l i n g i s aimed a t 

hel pi ng the empi oyee t a f 1 nd s o l ut i ons t o doniest l e , f i n a n c i a l , 

sickness, berea ve ment, re t i re ment and empinymont probiems. 

The questionnaire was test e d out on severa 1 groups of people and 

a pi l o t study was conducted before they were f i n a l l y sent out. 

Discussions were held (by the researcher) with s e n i o r and middle 

management, s u p e r v i s o r s and foremen, représentatives of the J o i n t 

Consultative Committee and other key personnel. At thèse meetings, 
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consent was asked from a l l concerned f a r the survey to t a k e place. 

P u b l i c i t y t o a l l employées was c i r o u l a t e d by those présent a t the 

roeeti ngs, add i t i onal pubi i c i ty was provi ded by * noti ceboa r d s ' and 

l e t t e r s i n psy packets. 

At every s t a g e , i t was s t r e s s e d t h a t questionnaire compi e t i (¡n was 

e n t i r e l y v o l u n t a r y and no one need a c c e p t a form i f he d i d not wish 

tb do so. Anonymi t y would. be resi>octed and the forms wou i d be seen 

by no nne e x c e p t the researcher~. 

On the f i r s t day of the survey, tne researcher and two roe mixers of 

management s t a f f and t h e i r subordi na tes a l l o c a t e d by HKT to h c l p 

i n the a d m i n i s t r a t i o n of the survey v i s i t e d employées i n différent 

d i v i s i o n s of NET, d i s t r i b u t i n g q uestionnaires and answerine; q u e s t i o n s 

about the survey. Several such v i s i t s were made to d i s t r i b u t e 

f u r t h e r q u e s t i o n n a i r e s and c o l l e c t completed anes. C o l l e c t i o n s and 

d i s t r i bu t i uns were made at su i ta bl e t i mes f o r those on s i i i f t and 

night d u t i e s . Arrangements were mde f o r those who had not completed 

t h e i r q u e s t i o n n a i r e s on time to roi.uni them to t h e i r heads n i 

departiîKMits i n sealed envelopos whu would then forward the m t a the 

researcher i n the A d m i n i s t r a t i o n O f f i c e . 

KfiSpQns_<;_ S t a t i s_L i c s 

The response was as f o l l o w s : 

Questionnaires sent out 400 
Returned u n d i s t r i b u t e d 50 
Therefore va 1id q u e s t i o n n a i r e s sent 350 
Returned q u e s t i o n n a i r e s 250 
Improperly and non-completed r e p l i e s 51 
. . V a l i d rcsponses 399 

Response rate ( v a l i d ) 5 ? i 

See appendix 3 f o r a d e t a i l e d brnkdown of response S t a t i s t i c s . 
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Discussions with employées c-f S.E.T. 

There were two main types of d i s c u s s i o n s - Group d i s c u s s i o n s , and 

Di v i s i o n a i / i n d i v i d u a l d i s c u s s i o n s . Group d i s c u s s i o n s c o n s i s t e d of 

open meetings witb members of the J o i n t C o n s u l t a t i v e Committee and 

the S t a f f V e l f a r e Committee which are the two most a c t i v e and 

powerful employées' o r g a n i s a t i o n s i n NET. Di v i s i o n a 1 / 1 n d i v i d u a l 

d i s c u s s i o n s i n v o l v e d i n t e r v i e w s with e i t h e r i n d i v i d u a i or group 

members of s t a f f drawn f rom each of the d i v i s i t i n s which make up 

the o r g a n i s a t i o n . D i s c u s s i o n s varìed i n length and scopo and were 

most1 y semi-structured. They covered a t i me of between one t a f our 

hours and involv e d d i s c u s s i n g the questionnaire and other i s s u e s 

r e l a t e d to the p r o v i s i o n of welfare s e r v i c e s . A f u i 1er account of 

thèse sources of i n f o r m a t i o n i s as f o l l o w s : 

Group d i s c u s s i o n s . 

a. J o i n t C o n s u l t a t i v e Committee<JCO : c o n s i s t s of the main s t a f f 

représentatives and represents about 80 percent of s t a f f and 

are drawn from eacli d i v i s i o n . 8 représentatives were présent. 

b. S t a f f V e l f a r e Cotnnntteo <SVC) ; responsible f o r taking care of 

a l i welfare s e r v i c e s i n NET. In contact with about SiO percent 

of employées i n the Lagos headquarters, 9 members were présent 

duri ng the d i s c u s s i ons. 

Di v i s i o n a i / I n d i v i d u a l d i s c u s s i o n s : 

1. Management Informat i on S e r v i ces Di v i s i on: Seven representat i ves 

were présent a t the meet i ng. One P r i o c i p a l Information S e r v i ces 

O f f i c e r , tbree j u n i o r managers and three j u n i o r s t a f f . 
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A d m i n i s t r a t i v e D i v i s i o n : Four employées were interviewed, 

one A s s i s t a n t D i r e c t o r of A d m i n i s t r a t i o n , one Chief S t a f f 

Deve1opmen t O f f i cer, one P r i nei pa 1 Admi n i s t r a t i ve Off i c e r 

and a Chief Personnel O f f i c e r . I a l s o interviewed the Ch i e f 

Chief Medicai O f f i c e r . ' 

Corporate A f f a i r s D i v i s i o n : A group d i s c u s s i o n that 

involved f o u r employées toofc place; two c h i e f Corporate 

A f f a i r s Officerà and two P r i n c i p a l Corporate A f f a i r s O f f i c e r 

Engineerin« and Tec h n i c a l Operations D i v i s i o n : Rine 

employées were présent at the group d i s c u s s i o n ; two P r i n e i p a 

Technical O f f i c e r s and seven supervisory and j u n i o r s t a f f 

représentatives. 

Vorks and Property D i v i s i o n : Only one P r i n c i p a l Housing 

O f f i c e r was a v a i l a b l e f o r d i s c u s s i o n . 

Finance D i v i s i n n : Two P r i n c i p a l Accountants and one Chief 

Accountant were 1nterviewed. 

Commercial S*;r v i c e s D i v i s i o n : A group o f seven commercial 

superi ntendents and Exchange Operators were interviewed. 

Managing D i r e c t o r " s O f f i c e : One member of t h l s o f f i c e was 

i ntervi ewed - hi s personal a s s i s t a n i . 
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A v a i l a b l e L i t e r a t u r e 

The company's l i b r a r y was not i n use during the researcher's v i s i t 

but the A d m i n i s t r a t i v e D i v i s i o n keeps past and current c o p i e s of 

a r t i c l e s , b o o k l e t s and v a r i o n s p u b l i c a t i o n s about rTET's welfare 

s e r v i c e s . For example, almost a i l copies of H ECO H j o u r n a l c a r r i e d 

a r t i c l e s about the welfare s e r v i c e . Some representated views and 

views and o p i n i o n s of users of thèse s e r v i c e s , others were mainly 

d i r e c t e d at p u b l i c i s i n g the s e r v i c e s that are a v a i l a b l e to 

employées. 
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3.5 THE SU.RVF-Y Fí STJIFGS. 

The main s u r v c y f i n d i n g s described i n t h i s chapter are based 

an an a n a l y s i s nf q u e s t i o n n a i r e s r e t u r n e d by employees and 

management n i the R i g e r i a n Externa] Telecom Ltd., and tbey 

covered tbe f o l i o w i n g áreas: 

1. The l a b o u r forcé of !TET. 

2. The n e c o s s i t y to provide a cnmprchensive welfare serví ce. 

3. The rar¡ge of s e r v i c e s needed. 

4. Employee awareness of e x i s t i n g íacilities and t h e l r s u b s i d i e s . 

5. The need t n provide a persona! v e l f a r e s e r v i c e . 

6. S a t i s f a c f i n n / D i s s a t i s f a c t i o n w i t h exísting s e r v i c e s . 

These áreas wi11 now be discussed i n d e t a i l . 

The Labour Forcé 

The survey r e s p o n d e n t s were drawn ¡"rom a l l the eigh t d i v i s i o n s 

of the orga n i sn t i on. Sénior managenten t t epresented 5 per cent of 

respondents, w h i l e middle and júnior management levéis c o n s t i t u t e d 

15 and 25 p e r c e n t r e s p e c t i v e l y of the sample. The remaining 5!> 

percent of the sample were made up nf júnior s t a f f from the v a r i o u s 

d i v i s i o n s . T e c h n i c a l o f f i c e r s domi n.-i U:d the response by júnior s t a f f 

comprising about 40 percent of the t o t a l júnior s t a f f i n v o l v e d i n 

the sample. About ()6 percent of the t o t a l labour forcé of K.E.T., 

work i n the headqnarters o f f i c e i n Lagos, while 34 percent work i n 

other branchcs of the o r g a n i s a t i o n around the country. 
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Half of the labour f o r c e of HHT are aged between 30 and 39 years. 

27 percent are aged between 30 and 49 and 22 percent between 19 

and 29. Ho juvéniles are empluyed. Assuming no e a r l y retirements 

or résignations, the majority of s t a f f can s t i l i p::t in an average 

of about 20 years each before reaching normal r e i j renient. Thèse 

f i g u r e s are i l l u s t r a t e d i n Figure 4 . on page 1 -1.'• • 

The proportion of females employed In SET i s oniy 20 percent while 

the male population of the labour f o r c e stands weiì over 70 percent. 

A3 so over 85 percent of the t o t a l labour f o r c e are married, while 

3 1 percent are s i n g l e and Iess than 1 percent each are widowed or 

divorced. 35 percent of the married personnel have between 1 and 3 

c h i l d r e n , 31 percent between 4 and 6 c h i l d r e n and 29 percent have no 

c h i l d r e n at a l i . F u l l i l l u s t r a t i o n s of the number of c h i l d r e n and 

mar i t a i s t a t u s of SET employées are provided i n Figures 5 and 6 . 

respect:vely, on pages i 27 "und 128. 

The i m p l i c a t i o n s f o r the o r g a n i s a t i o n as f a r as thèse high propoi— 

t i e n s of .married employées and large, f a m i l l e s are concerned may be 

manifested i n high f i g u r e s of absenteeism or 1ow morale and product-

i v i t y duc to domestic and family problems. Though NET does not keep 

f i g u r e s of hours l o s t due to absenteeism, my d i s c u s s i o n s revealed 

the absence of v a r i o u s l c v e l s of s t a f f some of whom were not a b l e : 

to comte to work on c e r t a i n days because of one forni of domestic 

probiem or other. 
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Absences are most ch r o n i c during the afternoons when raost employées 

would go and c o l l e c t t h e i r c h i l d r e n home from school. S i m l l a r l y , 

many hours unaccounted f o i are l o s t when s t a f f have to taXe t h e i r 

c h i l d r e n and f a m i l y to h o s p i t a i s . Others go about t h e i r p r i v a t e 

a c t i v i t i e s without bothering t o report t o the o f f i c e f i r s t a t the 

s t a r t of the day's work. 

More than h a l f of the labourforce of NET bave been with the 

organisation f o r between 5 and 14 years. About 1b percent have been 

with SET f o r between 15 and 22 years, while alinosi 30 percent have 

spent not more than 4 years with the o r g a n i s a t i o n . Various f a c t o r s 

mi ght account f o r why ercp] oyees stay very 1 ong with H ET. One f act 

which has an obviaus i n f l u e n c e i s that workers in N i g e r i a do not 

have very many choices a i large and su c c e s s i l i ] employers. I t l s 

therefore a s e n s i b l e choice f o r employées to stay with an o r g a n i ­

sation tbey bave s t a r t e d witb. Also there i s not much of diffé­

rence i n terms of e i t b e r c o n d i t i o n s of empi oyinen t or welfare 

s e r v i c e s . Management are more s e n s i t i v e t o the i ntroduction of a 

new s e r v i c e than even the unions once they know about i t . Keeping 

abreast of tbe devel opinants i n i ndustry i n the coun try p r o v i des t b i s 

opportunity t o almost a l i employers. This i s wby butb c o n d i t i o n s of 

se r v i c e and the p r o v i s i o n of welfare s e r v i c e s in i n d u s t r i a i and 

commercial o r g a n i s a t i o n s are so s i m i l a r throughout the country. 

Figure 7 illustrâtes the years of s e r v i c e of NET employées. 
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The n e c e s s i t y t o provide a comprehensive welfare s e r v i c e . 

There i s an overwhelming f e e l i n g among SET employées that the 

o r g a n i s a t i o n should provide a comprehensive welfare s e r v i c e . The 

f i g u r e s i n t a b l e 3 belnw show that 97.5 percent are i n favour 

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

TABL_E._3J_ P r o v i s i o n of a comprehensi ve welfare sei v i c e 

Empioyees Frequently % 

Yes 97.5 
So 0.5 
Do not know 2.5 

l o i s O LOiLJÌ 

A' comprehensi ve we) f are s e r v i ce would i nvo.l ve the p r o v i s i o n of 

p h y s i c a l , group and personal welfare s e r v i c e s . This demand f o r a 

comprehensive welfare s e r v i ce f i t s i n with the views of empioyees 

shown i n t a b l e 4 abouf which department should manage such s e r v i c e 

Thcse f i g u r e s show that approximately 50 peroe.nt ni employees think 

that a wel f are department with wel f are of f i c e r s shou 1 d band l e the 

we] fare s e r v i c e s of the organ i sat i on. The J o i ri t Consti 1 ta11 ve 

Commi tt e e i s the empioyees second oboi ce to manage we1fare i n NET 

by 20 percent. The chotce of the personne! dopai tment as number 

three i n d l c a t e s a l o s s of confidence on i t s present management of 

the s e r v i c e , and a c i e a r s i gn of d issa11 s i act i on with piesent 

p r a c t i c c s by tbe majority of HET's employees. 



Table 4. Department t o handle welfare s e r v i c e s 

Department Fjc£quepcy % 

V e l f a r e department wlth 
welfare o f f i c e r s 49.7 

J o i n t C o n s u l t a t i v e 

Committee 26.G 

- Personnel department 20.6 

Other departments 

(not named) 1 . 0 

Do not know 2.1 

lotaJL 100, QQ 

The range of s e r v i c e s needed 

There was no c l e a r i n d i c a t i o n by HET employées of a choi c e of any 

p a r t l c u l a r s e r v i c e . Over h a l f of the workforce d i d not know what 

range of s e r v i c e s other than those e x i s t i n g at the moment they 

would l i k e t o see provlded. In a sensé, t h i s a t t i t u d e r e f l e c t s the 

l e v e l of ignorance among HET's employées as f a r as knawledge of 

welfare s e r v i c e s beyond the boundaries of HET I s concerned. 

Vhen added together, about 24 percent of employées want e x i s t i n g 

f a c i l i t i e s and s e r v i c e s Improved. Among the new ideas, a s t a f f 

club-house seems to be most d e s i r e d i n the Lagos head o f f i c e of MET. 

The range of s e r v i c e s suggested are as f o l l o w s : 
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?;:T¡ge of s e r v i c e s reo1.;! ved Frequency % 

! . End of year o r C h r i s trass p a r t y 0 . 5 

S t a f f C l u b - h o u s e 7 . 0 

;'. ̂ ü¡-í¿rv s c h o o l 2 . 0 

¡l. - i r s i * i d 2 . 0 

: Cloak roorns 1 -5 

T!-ìi'-:5port s e r v i c e r íor sí s i i c h i I d r e n 1 .0 

Luncheon schede 1.5 

: '^¡'irice schede 0 . 5 

1, ;-:.".o ! a r s h i p f o r E i a f " r i • ; • er; 1.0 

' i supertñ-arKt» 0 . 5 

; ; . ! J e 2 f s r e d e p a r t i f i l i . 1.5 

1 ":. E;ì: si i n g s e r v i c e s t o be improved 7 . 5 

! ? . n-è•_ rea l i or: f ac : ì ì t ÌC:S 0 . 5 

: - o • j =. i o g a l l ow a ri c e 0 . 5 

•T-. -OJÏ 1 ne f a c i l i t - i r - e 3 . 5 

':;. r'" f /f;:a:"iageEr;erii. *• e I :-1 i or¡ = 'o be improved, o . 5 

V . 1 a * t i e n s e r v i c e s -.0 l ì 1 w o veci 1.0 

''? :-:*5por t. s e r v i c e : '.o 1-i iu-.z-r-^veC 8 . 0 

'•''•.'•••o i¿rv:c¿E r=-^;i " f " ; 0 . 5 

I'D. Do no-1. í:r¡o* 5 6 . 8 

1 0 0 . 0 0 
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Most employées a l s o f e e l that KnT's involvement i n t h e l r personal 

problems could motivate and make fhem perforili b e t t e r at t b e i r Jobs 

and as a r e s u i t production be improved. As many as 37.77 percent 

f e e l t h i s way. About 16 percent f e e l Lhat involvement i n personal 

problems w i l l be 1 Dipoi'tant t o r a i se the standard of e f f J c i e n c y and 

sensé of cojumi. tment i n the organi sa t i on. Only 1 percent think i f 

v r i l l be gouJ foi" company Image; whiie Ì.5 percent think i t can 

reduce man hours l o s t . A more p r e c i s e p i c t u r e of the a t t i t u d e s of 

ÏET's involvement i n personal problems and the reasous given are 

sbown i ii t a b l e s G and 7. 

Table 0 

HPT TT) BE IFVOLVED IH THE PERSONAL E£££ü£nCI_& 
PROBLEMS OF ITS EMPLOYEES. 

YES 87-0 
NO 9-0 

DO NOT KNOW H . 0 

. x o m 100 
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TABI,E 7 . 

REAflOHS FOR ISVOLVEMEHT FKEOUEHCY % 

1. V i l i imprave production 19-6 

2 . V i l i motivate and make them work b e t l e r 18. 1 

3 . Important f o r e f f l e l e n e y 18.5 

4. I n s p i r e sensé of commi tmeot 7 . 0 

5. Good f o r company image 1 . 0 

6. Could reduce mai; hours 1 ost 1.5 

7. V i l i help management t.o understand s t a f f 
b e t t e r 

3 . 0 

8. Sbould be l i m l t e d to the p r o v i s i o n uf 
help only wbeii uuexpéeted th i n g s 
happêo. 

2 . 5 

9. Happy employées ntake a happy company 2 . 5 

10. Employées need help i u a l o t of i s s u e s 1 . 0 

1 1 . E e s p o n s i b i l i t y of company anywa 1.5 

12. Could improve s a t i s f a c t i o n with 
u r g a n i s a t l o n . 

0 . 5 

13. Do not know 3 3 . 5 

JD'Ul 10Û 

The s i g n i f i canee of th.; tyj^es of persona 1 pi obi litica most 1 i k e l y tu 

occur was t e s t e d oui. îjy asklug employées fu i n d i c a t a whlch of the 

were; " very importuni, important, s l i g h t l y impur ta ut oi' not 

important; at a l l ' . Sickness or Jlîriess pi obî <-.:(«.; were seen to l « j 

most i Diporta a l wJ th UVKI 95 pei cent of empioyees. F l o a n c i a l 

problema wei e cuiisìdered to be next i n oi dei of importance. Ovt^i' 

90 pei cent uf employées f e e l they a re ver y i mporta ut. Re 11 renient 

problèmi wëi e i.iiiked l . i i i i d by 98 percent while problema 
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a s s o c i a t e d v i t h emplo/merit came rtext a i 79 p e r c e n t , 75 p e r c e n t 

thought hereavement p r o o l e m s were r»o5t i m p o r t a n t , w h i l e 63 p e r c e n t 

thcught d o m e s t i c problème mosi i m p o r t a n t . A précise p l c t v r e of 

thèse a t t i t u d e s of employées i s shown i n t a b l e s 8,5,10,M,12 and 13. 

SKXNESS PRQR1 EMo , , FRECvENCY % 

Very important 87.9 
• ^ p o r t a n t 8.5 
Si ightïy important 0.5 
Mot i m p o r t a n t X 
Do not !::now 3 • 1 

IDJAi. , 10p 

Xàbi5„s... 

FINANCIAL FRCIBLEMS , EE^iL!IKiï_i 

Very important 69-9 
Important 21 .1 
SI ightîy i m p o r t a n t 5-5 
'.'ot- i m p o r t a n t X 
Do not know 3-5 

_ TOTAL , 100 

xi.b.lr_i::u. 

RETIREMEWT FRQBLErl'5 , FREO-.^NCY % 

Ver y important 72. Ji 
Impor t a n t 16.6 
311ght1 y i rnportant 3 . 0 
Not- i m p o r t a n t 3 . 0 
Do not know 5 . 0 
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Table IT 

BEREAVEMENT PROBLEME FREQ'.'ENCV % 

Very i m p o r t a n t 
Import a n t 
S l i g h t l y i m p o r t a n t 
Not i m p o r t a n t 
Do not !:rio* 

13.7 
31-7 
11.6 

1.5 
11.5 

THTÛI 100 

EMFLQYflENT PROBI .FM:1 

Very i m p o r t a ^ . 
Impor t a n t 
S I i g h t I y i m p o r t a n t 
Not i m p o r t a n t 
Do not. f;no1* 

62.3 
16.6 
6.5 
2.0 
12.6 

TOTAL 100 

IfifeìS_L3. 

re-mi irurv 

Very i m p o r t a n t 
Important 
Slightîy i m p o r t a n t 
Not i m p o r t a n t 
Do not -:nov 

27-7 
35-2 
17.1 
12.6 
7.1 

i n T û i J-00. 
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Employée awareness of e x i s t i n g f a c i l i t i e s and s u b s i d i e s 

Employées were a s i e d i f they are aware of tue exi s t e n c e of canteens, 

s o c i a l and s p o r t s c l u b s and housing and h o s t e l accommodation. The 

majo r i t y of employées - over 60 p e r c e n t j S a i d they are aware of and 

use canteen s e r v i c e s provided by HET at Head O f f i c e . About 84 

percent of employées are a l s o aware that canteen s e r v i c e s provided 

are p a r t l y s u b s i d i s e d . Only between 20 and 30 percent are not aware 

of the e x i s t e n c e of c a n t e e n s e r v i c e s and t h e i r s u b s i d i e s at Head 

O f f i c e . 

J u s t over h a l f of NET employées are aware of the e x i s t e n c e of s o c i a l 

and s p a r t s c l u b s at Head O f f i c e , About 1(8 percunt are not aware. 

Only 18 percent are aware of the p r o v i s i o n of thèse s e r v i c e s a t the 

branches of IET. Over 30 percent inow that thèse s e r v i c e s are 

p a r t l y s u b s i d i s e d . S i m i l a r l y , almost 50 percent of employées are 

aware of the p r o v i s i o n of housing and ho s t e l accommodation, and over 

70 percent a l s o know t h a t they are p a r t l y s u b s i d i s e d . 20 percent 

are aware of t h e i r e x i s t e n c e i n the branches of HET. The m a j o r i t y 

of employées f e e l t h a t a i l s t a f f should be given loans to purchase 

or b u i l d t h e i r own houses. About 95 percent f e e l t h i s way. 

The need t o provide a personal welfare s e r v i c e . 

Employées were asked i f they thought HET should be in v o l v e d i n 

f i n d i n g s o l u t i o n s t a t h e i r personal prDblems. More than 80 percent 

s a i d 'Tes' w h i l e only 9 percent s a i d 'Mo*. Th i s a t t i t u d e should 

provide a s o l i d base f o r the establishment of a personal welfare 

'service. 
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S a t i s f a c t f o n / D i s s a t i s f a c t i o n with e x i s t i n g s e r v i c e s . 

The survey triée" to di s c o v e r the a t t i t u d e s of employées towards 

e x i s t i n g f a c i l i t i e s provided by SET, by asking them to i n d i c a t e 

i f they were *good, n e i t h e r or bad'. 

Kost employées f e l t that restroom and cloakroom arrangements were 

bad and needed improvement. My d i s c u s s i o n s and observations 

confirm thèse f e e l i n g s . . L a v a t o r i e s were too few and d i d uot work 

properly. Cloakroom and irestrooms were untidy. A - f e e l i n g c i 

indifférence towards canteen arrangements i s i n d i c a t e d by the 

majarity of employées, while l e s s tban 50 percent t h i n k s p o r t s 

and s o c i a l c l u b arrangements are good. Only s l i g h t l y over 40 

percent of employées and j u s t over 50 percent t h i n k that 

accommodation and h o l i d a y s with pay are good. 54 percent a l s o agrée 

that s i c k pay p r o v i s i o n s are good. 84 percent of employées t h i n k 

that médical s e r v i c e s provided by KET are good, only 40 percent 

think the f i r s t a i d f a c i l i t i e s are adéquate. My d i s c u s s i o n s and 

observations c o n f i r m t h a t there are no f i r s t a i d arrangements i n 

most departments. 

Company pension schemes, loan arrangements and t r a i n i n g and 

developmo-nt o p p o r t u n i t i e s are scen by over 50 percent of employée:-; 

to be good. Sa f e t y arrangements from my observations are 

inadéquate. Only 34.1 percent of s t a f f see tbem to be good. 

The survey f i g u r e s are shown i n détail i n t a b l e s 14 to 26. 
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Table 14-

Cloakrooms Fr£O.ÜETicy % 

Good 13-0 
N e i t h e r 8 . 0 
Bad 3 9 . 7 

Do n o t know 3 9 - 3 

-r- i -i 100 To t a 1 

f a b l e Ì5. 

j a v a t o r i f r s F r equency % 

Good 33-6 
N e i t h e r l 4 . 6 
Bad Ü2.2 

Do not know 7 . 6 

To ta 1 100 

T * h l e i g 

rœntgen S e r v i c e s F requency %. 

Good 3 2 . 6 
N e i t h e r U . 6 
Ssd 1(2.2 

Do not know 7 . 6 

T o t a l 100 

Table Ì 7 . 

S p o r t s and S o c i a l Cì^hs Freoue n c v % 

Good 
N e i t h e r 2 6 • 6 

Bad 18.6 

Do not know 1 0 - 1 

T o t a ! 100 

140 



Table 18. 

accommodation and Mortel S e r v i c e s Frequency % 

Good ^3.8 
N e i t h e r 2 5 - 1 

Bad 2 1 - 7 

Do not know 9-^ 
100 

T o t a l 

T a b l e IS 

H o l i d a y s w i t h Pay arrangements , Frequency % 
Good 56.8 
N e i t h e r 23-1 
Bad 12.5 
Do not know 7 -6 
T o t a l 100 

Table 20. 

S i c k Pay ni-rangements Ecfiq'JSncy 5 

Good 53-8 
N e i t h e r 1 6 . 6 
?ad 3-5 

Do not know 11.6 

T o t a l 100 
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Table 21 

F i r s t . A i d f a c i l i t i e s . Frequency % 

Good 
N e i t h e r 

Do n ot know 

T o t a l 

Table 22. 

- n s i o n Scheme 

7r-=hle 23. 

• •-•art arrangement 

Do not know 

T o t a l 

Good 
N e i t h e r 
Bad 

40.2 
16.6 

Bad 35-2 

8.0 

100 

Good 68.3 
N e i t h e r !6-6 
Bad 3-5 

Do not know 1 1 - 6 

T o t a l 100 

Good 66.8 
N e i t h e r 19.6 
Bad 10.0 

3-6 

100 

U E ! e 24. 

M e d i c a l S e r v i c e s , Fji¿^rncy % 
8H.il 
10. 1 

3.0 

Do not know 2.5 

T o t a l 1 0 0 

JA2 
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Table 25 

Trairtin-g and De ve- l o p r i i r n i " F r equenc y 

Sood 52.3 
Ne< t h e r 30.2 
Dad 14.0 

Do not know ' 3.5 

T o t a l 100 

-.afet.y arrangefi-ents FreqLJencv % 

•2ood 52.3 
N e i t h e r 30.2 
Bad 1I4.0 

Do r;C-t know 3.5 

T o t a ! 100 
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3.6 SUMKARY DF MAIH ISSUES 

This part of the t h e s i s began by o u t l i n i n g the National scène as 

far.'provision of occupational welfare s e r v i c e s i s concerned. I t 

then discussed the i n f l u e n c e of c u l t u r e and the Higerian employée 

expectations, reviewed the welfare p r a c t i c e s at the Hi g e r i a n 

E x t e r n a l Telecom Ltd., and f i n a l l y reported on a survey c a r r i e d o u i 

t a evalúate the perceptions, a t t i t u d e s and opinions of management 

and s t a f f at FET. 

The contents of the v a r i o u s chapters have demonstrated the 

p o p u l a r i t y and s i g n i f i c a n c e of occupational welfare s e r v i c e s as 

as w e l l as t h e i r obvious p r a c t i c a l relevance i n the s u c c e s s f u l 

management of i n d u s t r i a l o r g a n i s a t i o n s i n Hig e r i a . In t h i s way 

they provide f u r t h e r évidence f o r r e j e c t i n g the general h y p o t h e s i s 

proposed i n the t h e s i s . 

Two s e t s of i s s u e s to be discussed, a l s o seem to emerge when 

co n s i d e r i n g the contents of thèse chapters. The f i r s t s e t a r i s e s 

out of the d e s c r i p t i o n s of e x l s t i n g n a t i o n a l and ÏET p r o v i s i o n s of 

occupational welfare s e r v i c e s while the second set cornes out of the 

f i n d i n g s of the survey of employée a t t i t u d e s i n HET. 

Issues a r i s l n g from the d e s c r i p t i o n of the Hational Scène 
and FET p r o v i s i o n s of welfare s e r v i c e s . 

In H i g e r i a as w e l l as i n almost any other country. i n the world, S t a t e 

provided welfare s e r v i c e s are always inadéquate. But a fundamental 



différence between H i g e r i a and the O.K. i s th a t there i s no 

coraprehensive welfare s t a t e system i n exis t e n c e . The s t a t e 

provid.es medicai, e d u c a t i o n a l , h e a l t h e t c . , s e r v i c e s which are 

inadéquate and badly managed. Because of the continued inadequacy 

and the d e t e r i o r a t i n g s t a t e of p u b l i c s e r v i c e s g e n e r a l l y , most 

employers have to t a i e on the r e s p o n s i b i l i t i e s to provide such 

s e r v i c e s i f they are t o ensure that t h e i r employées would be f i t 

and able t o come t o work. 

The worrylng p o i n t i s that even though welfare c o s t s as c a t e g o r i s e d 

i n t h i s t h e s i s represent a sìgnificant pro p o r t i o n of most company 

expenses i n S t g e r l a , very l i t t l e care i s taken to pian, m a i n t a i n and 

manage them p r o p e r l y once introduced. For example, no p a r t i c u l a r 

s i g n i f i c a n c e i s given t o the éléments of c u l t u r e even though i t i s 

widely recognised that F i g e r i a i s a c u l t u r a l i y conscious s o c i e t y as 

has been e x p l a i n e d i n Chapter 3.2. In t h i s connection, o r g a n i s a t i o n s 

should pay p a r t i c u l a r a t t e n t i o n t o the patronage of n a t i v e dóctors so 

that employées who do so are d e a l t with i n the same way as those who 

patronise the recognised medicai p r a c t i t i o n e r s . The polygamous and 

extended f a m i l y Systems have to be taken i n t o considération i n 

deciding who should q u a l i f y or use the welfare s e r v i c e s provided; 

so a l s o should r e l i g i o u s l o y a l t y and t r i b a l norms. 

Because of compétition or pressure to introduce i d e n t i c a l or b e t t e r 

welfare s e r v i c e s than t h e i r contemporaries, o r g a n i s a t i o n s seem to 

act without s u f f i c i e n t long-tèrm planning or considération of the 
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r o l e of welfare i n planning. The conséquences are that most 

s e r v i c e s so introduced according t o E j i o f o r t 7 ] become d y s f u n c t i o n a l 

to p r o d u c t i v i t y . An example i s s p o r t s and s o c i a l clubs. V h i l e very 

successful s p o r t s and s o c i a l c l u b s managed by some o r g a n i s a t i o n s 

i n ïigeria b r l n g p r e s t i g e t o t h e i r o r g a n i s a t i o n s , many S i g e r i a n s 

get f r u s t r a t e d with them. They see s u c c e s s f u l f o o t b a l l c l u b s being 

sponsored by an o r g a n i s a t i o n that cannot supply them with r e l i a b l e 

e l e c t r i c i t y , they see an o r g a n i s a t i o n that cannot d e l i v e r l e t t e r s 

and telegrams on time spending resources a l s o o r g a n i s i n g f o o t b a l l 

clubs. Thèse e x e r c i s e s are seen t o be sheer m i s a l l o c a t i o n of 

resources. 

The way some welfare s e r v i c e s are managed i n some o r g a n i s a t i o n s i n 

ïigeria créâtes animosity among employées. Under ITET's présent 

di n i n g arrangements f o r example, there i s a différence i n s e r v i c e 

arrangements f o r différent levéis of employées. Junior , middle and 

top managers are served by w a i t e r s while other s t a f f nave t o take 

t h e i r turn i n long queues. Also most j u n i o r s t a f f f e e l that thèse 

levéis of employées are served higher q u a l i t y meals. The m a j o r i t y 

majority of s t a f f f e e l that présent d i n i n g room arrangements should 

be abolished. Most employées would p r e f e r w a i t r e s s s e r v i c e . Given 

a cholee between cafétéria and w a i t r e s s s e r v i c e . There was a f e e l i n g 

from my d i s c u s s i o n s that employées at management levéis have str o n g 

t e r r i t o r i a l i n s t i n c t s which lead them to s i t i n the same place a t 

the same tab l e everyday. This tendency can f r u s t r a t e attempts t o 
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promote informai communication between différent l e v e l s of the 

orga n i s a t i o n i n the context af a common d i n i n g room. The focus i n 

Higerian o r g a n i s a t i o n s on the p r o v i s i o n of i n c e n t i v e s and rewards 

rather than welfare s e r v i c e s bas g r e a t l y a f f e c t e d the growth and 

development of welfare s e r v i c e s over the years. As a r e s u l t , most 

organisations s t i l l only provide t r a d i t i o n a l welfare s e r v i c e s . The 

notion of a personal welfare s e r v i c e i s s t i l i very much a nov e l t y . 

The reasons f o r t h i s are embedded both i n the Higerian employée's 

expectations and the continuous changing s t a t e of economie 

development of the country. 

For example, s t u d i e s have shown t h a t among Hi g e r i a n e x e c u t i v e s the 

nine most valued employer provided s e r v i c e s are, i n order of popu-

l a r i t y , housing/accommodation, car,and d r i v e r , medicai f a c i l i t i e s , 

retiremeat pension, stock purchase plan, p r o f i t s h a r i n g , annual 

boDus, severance pay and c l u b or p r o f e s s i o n a l membershipL121. Kost 

employées p r e f e r cash t o some welfare s e r v i c e s . I would not be 

surprised i f a labourer valued overtime pay more than every other 

welfare s e r v i c e . Money i s seen by the average Higerian employée as 

the only means of b r i d g i n g the gap between the rìch and the poor and 

as such only cash b e n e f i t s or allowances matter t o them. These 

différences may be a t t r i b u t e d t o one's p o s i t i o n i n Kaslow's need 

hierarchyf131,or différences i n sex and s c a l e of préférences s p r i n g -

ing from one's p e r s o n a l i t y . For example, a study leave programme, 

means l i t t l e t o a f i f t y year o l d labourer, gateman or c l e a n e r . A long 
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s e r v i c e award of a go l d watch given t o a r e t i r i n g polygamus machine 

operator with t en c h i l d r e n i s a l s o of l i t t l e valué. Because of a l l 

these reasans, most employers i n the country concéntrate on the 

provisión of v a r i o u s types of cash bonuses and allowances which 

are seen by employees as p r o v i d i n g d i r e c t cash b e n e f i t s t o them. 

These p r o v i s i o n s have been g r e a t l y enhanced by p r o f i t s from the o i 1 

boom decade which has been r e f e r r e d t o i n Chapter 3.2^ 

Issues a r i s i n g from the survey of employees a t t i t u d e s t o 
welfare s e r v i c e s i n KET. 

In general, the survey f i n d i n g s provide overwhelming evidence i n 

support of the need f o r employers t o take employee welfare very 

s e r i a u s l y i f they are t o manage t h e i r o r g a n i s a t i o n s s u c c e s s f u l l y . 

One way they c a u l d do t h l s i s to get employees more in v o l v e d through 

a t t i t u d e . s u r v e y s when i n t r o d u c i n g welfare schemes; because f a i l u r e 

t o f i n d out what i s r e a l l y needed could reduce many s e r v i c e s t o the 

l e v e l o f fads or f a s h i o n . 

S p e c i f l e a l l y , the survey provides evidence of a m a j o r i t y view by HET 

employees that a comprehensive welfare s e r v i c e managed by a welfare 

department i s favoured. Also i h e r e i s an urgent need t o overhaul and 

improve the provisión and management of e x i s t i n g s e r v i c e s i n order 

that they can meet t h e i r d e s l r e d o b j e c t i v e s . 

Most employees i n ITET would l i t e t a see a personal welfare s e r v i c e 

introduced i n t o the o r g a n i s a t l o n . In accordance with the s e n s i t i v i t y 
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of nigérians t o prablems of i l l n e s s , finance and retirement, 

employées* f e e l t h a t considération of such d i f f i c u l t i e s s h o u l d be 

be given p r l o r i t y i n a fu t u r e personel welfare s e r v i c e . V i t a the 

exception of médical s e r v i c e s , an o v e r a l l high percentage of KET 

employées are d i s s a t i s f i e d with the s t a t e and management of e x i s t i n g 

s e r v i c e s . T h i s perhaps p a r t l y accounts f o r the observed general 

i n d i s c i p l i n e among NET employées manifested by lateness t o work, 

unnecessary t i m e - o f f s f o r p r i v a t e businesses and high absenteeism. 

ID most cases, bad management and l a c k of s e r v i c e s are r e s p o n s i b l e 

for t h i s s t a t e of a f f a i r s . Far example, there i s no doubt t h a t the 

pr o v i s i o n of a bus s e r v i c e to t r a n s p o r t the c h i l d r e n of ÏET employées 

from school t a t h e i r homes and v i c e versa w l l l cut down on the number 

•f hours l o s t when employées have t o take time o f f to c o l l e c t t h e i r 

c h i l d r e n from sc h o o l . 

S i m i l a r l y , the enormous domestic problems c o n f r o n t i n g the average 

Bigerian employée because of the extended f a m i l y system can prevent 

them from working t o t h e i r f u l l p o t e n t l a l . There i s no doubt t h a t 

the p r o v i s i o n of a personal welfare s e r v i c e would help minimise the 

hardships encountered by employées i n t h e i r everyday exi s t e n c e . 

Kostly because the f i r s t owners of modem i n d u s t r i e s i n N i g e r i a were 

entrepreneurs drawn from the deveîoped western c o u n t r i e s , v i r t u a l l y 

a l ] the occupational welfare s e r v i c e programmes i n Higerian organ­

i s a t i o n s were and are s t i l i based on those of f o r e l g n c o u n t r i e s . For 
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example, i t was revealed e a r l i e r i n chapters 1.1 and 3.1 t h a t the 

ïigerian F a c t o r l e s Act enacted s i n c e 1958 under c o l o n i a l government 

i s i d e n t i c a l t o the U.K. F a c t o r i e s Acts of 1961 and 1963 and s t l l l 

i n opération. Th i s means th a t the same g u i d e l i n e s are being a p p l i e d 

i n e s t a b l i s h i n g p h y s i c a l w e l i a r e s e r v i c e s which are now covered by 

thèse a c t s . Kost canteen, médical and s p o r t i n g and r e c r e a t i o n a l 

f a c i l i t i e s are s t i l l a l s o e s t a b l i s h e d along the U n e s cr e a t e d by 

fo r e i g n owners of i n d u s t r i e s . 

ïevertheless,inspite of the above i m i t a t i v e tendencies,the pioneers 

of occupational welfare s e r v i c e p r o v i s i o n i n nigérian o r g a n i s a t i o n s 

do nat s t i l l seem to have f u l l y appreciated the need a t l e a s t i n 

p r i n c i p l e , to adapt them t a the country's customs and values i n order 

to play a more e f f e c t i v e rôle w i t h i n the i n d u s t r i a l and l o c a l context 

Vhat i s needed i s f o r Nigérian o r g a n i s a t i o n s t o evolve o c c u p a t i o n a l 

welfare Systems unlquely s u i t e d to t h e i r environnent i f they are to 

respond more e f f e c t i v e l y t a the needs of ïigerian employées. 

A fundamental redéfinition of the rôle of occupational welfare i n 

the Higerian context now seems to be c a l l e d f o r . I t would i n v o l v e a 

re-examination of the whole notion or concept of occ u p a t i o n a l welfare 

as i t a p p l i e s or should apply t o o r g a n i s a t i o n s i n K i g e r i a , before 

there could be any meaningful considération of i t s rôle and 

p r i o r i t i e s . 
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In the l i g h t of thèse fundamental requlrements, the r o l e of occupa­

t i o n a l welfare i n • Nigérian o r g a n i s a t i o n s can be analysed i n t o 

two major f u n c t i o n s (derived from the définition provided i n p a r t 

one) as f o l l o w s : 

1. P r o v i s i o n of f a c i l i t i e s and personal welfare s e r v i c e s r e l e v a n t 

to the needs and i n t e r e s t s of Nigérian employées. 

2. Promotion and Préservation of the well-being of a c t i v e and 

r e t i r e d employées and t h e i r f a m i l l e s and dépendants. 

In c o n s i d e r i n g both f u n c t i o n s , the fundamental question seems to be 

that of 'relevance'. Nigérian o r g a n i s a t i o n s must f i r s t aim t o 

i d e n t i f y themselves with the r e a l i t i e s of an u n s o p h i s t i c a t e d , mostly 

uneducated and t r a d i t i o n a l , but eip e c t a n t wortforce; only then w i l l 

they be able t o d i s c o v e r what the r e a l needs and i n t e r e s t s as 

defined by the customs and t r a d i t i o n s are and provide a c c o r d i n g l y . 

V e l f a r e o f f l c e r s and l i n e managers would be p l a y i n g a much tougher 

and wider r o l e than t h e i r c o u n t e r p a r t s i n the U.K. The l i n e manager 

would need t o develop a b e t t e r r e l a t i o n s h l p that would b r i n g him or 

her c l o s e r t o h i s wort f o r c e , so th a t he can become more e f f e c t i v e 

i n performing h i s r o l e of being p r i m a r i l y responsible f o r the welfare 

of h i s employées. For the Nigérian manager, t h i s would mean a complete 

change of a t t i t u d e towards h i s subordinates and i n understanding 

t h e i r problems. A welfare o f f i c e r would need a c l e a r understanding 

of différent t r a d i t i o n s and l o y a l t i e s to r e l i g i o n , the degree of 

polygamous and extended f a m i l y commitments among employées and 



the probable consequences that could a r i s e from them. He should be aware 

of l o c a l f a c l l i t i e s t h a t a l r e a d y e x i s t t o cope with problems a r i s i n g 

from these modes of U f e . Ov e r a l l . a n extensive knowledge of the c a u n t r y 

and i t s t r i b a l d i v i s i o n s and the way these can e f f e c t developments. 

Apart from pensión arrangements, there l s very l i t t l e c ontact between 

r e t i r e d employees and most o r g a n i s a t l o n s ín N i g e r i a . T h i s i s because 

i n most cases, m a j o r i t y of people r e t i r e from employment i n the urban 

áreas,to r e t u r n t o spend the r e s t of t h e i r l i v e s i n the r u r a l áreas. 

A t r u l y e f f e c t i v e welfare s e r v i c e must be able t o r e s t o r e l i n t s , and 

extend s e r v i c e s t a cover such people. 

Fumj^ry of evidence concernlng n u i l hypothsls i n SET 

HET provides both p h y s i c a l and group welfare s e r v i c e s . These p r o v i s i o n s 

nave p e r s i s t e d and remained s a t i s f a c t q r y Cin s p i t e of the f i a a n c i a l 

problems a f f e c t i n g the country) as observed durlng the survey of w e l f a r e 

s e r v i c e s a t the o r g a n s i a t i o n , and have developed i n t o the provisión of 

new i n i t i a t i v e s such as 'Company farms' where v a r i o u s Ítems of food are 

grown and s o l d cheaply t o BTET s t a f f . The number and range of s o c i a l 

and s p o r t i n g c l u b s has doubled over the years and continúes t o remain 

a main a t t r a c t i o n to the ma j o r i t y of employees as observed. 

The survey of employee and management a t t i t u d e s and op i n i o n s shows a 
consensus of views on the need to provide a comprehensi ve w e l f a r e 

s e r v i c e i n c o r p o r t i n g a personal w e ' r a r e s e r v i c e . Host s t a f f f e e l t h a t 

the provisión of such a s e r v i c e w i l l make them work more e f f e c i e n t l y . 

RET spends on averge about B7m on welfare provisión. Th i s spending 

together with the views of s t a f f and the growth and p e r s i s t e n c e of the 

s e r v i c e provide evidence t o disprove the hypothesis proposed i n the 

the s i s . 
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4.1 THF. IMPLICATIONS OF THF SYSTEMS APPROACH 
FOR QCCUPATIONAL•WELFARE. 

This chapter b r i e f l y reviews the developments and rceaning 

oí the Systems approach as a prélude to a d i s c u s s i o n of the 

models of occupational welfare which have been developed from 

the expériences and Knowledge gained as a r e s u i t of the case 

study of B r i t i s h Telecom and the survey of welfare s e r v i c e s 

at the Nigérian E x t e r n a l Telecom. 

The Systems Approach and Management Theory 

The dominance of f i r s t the ' C l a s s i c a l School' and second the 

'Human R e l a t i o n s School'Í11 has been overtaken by a more 

comprehensive approach t o the study of management i n o r g a n i ­

sations. This more récent approach views the o r g a n i s a t i o n as 

a 'systemà i . e . an i n t e r - r e l a t e d set of a c t i v i t i e s r e p r e s e n t i n g 

processes which enabîe inputs to be converted i n t o outputs. 

Systems may be 'closed' or *open'. Closed Systems are those, 

which, f o r aîl p r a c t i c a l purposes, are completely s e l f - s u p p o r t i n g 

and thus do not i n t e r a c t with t h e i r environment. Open Systems 

are those which do i n t e r a c t and exchange information, m a t e r i a l 

or energy with t h e i r environment. S o c i a l Systems,e.g.organi-

sations are always open Systems, as are b i o l o g i c a l and i n f o r m a t i o n 

Systems. 

A i l Systems are coraposed of the same basic éléments; in p u t s , 

processes and outputs. 
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I n p u t s a r e t h e s t a r t - u p f o r c e t h a t p r o v i d e s the system w i t h 

i t s o p e r a t i n g n e c e s s i t i e s . I n p u t s may be c o n c r e t e or a b s t r a c t 

and can v a r y f r a n i raw raaterials t o spécifie t a s k s , i n f o r m a t i o n 

or f1nance, e t c . . 

The p r o c e s s i s t h a t which t r a n s f o r m a t h e i n p u t i n t o an o u t p u t . 

As such i t may be a machine, an i n d i v i d u a i , a computer, a 

Chemical o r equipment, t a s k s p e r f o r m e d by merabers c i an 

o r g a n i s a t i o n , e t c . . •• * 

Outputs a r e the r e s u l t s of t h e opération of t h e p r o c e s s or 

a l t e r n a t i v e l y , t h e purpose f o r w h i c h the systera e>:ists. They 

msy be c o n c r e t e o r a b s t r a c t , e.g. p r o d u e t s , s e r v i c e s , i d e a s , 

e t c . . 

The Systems a p p r o a c h e n a b l e s Systems t h i n k e r s t o s t u d y key 

éléments of o r g a n i s a t i o n s i n t e r m s of t h e i r i n t e r - a c t i o n with 

cne a n o t h e r and w i t h t h e i r e x t e r n a l envjronmeijt. Vhereas i n the 

past, the e x p l a n a t i o n s were i n t e r m s of s t r u c t u r e s o r p e o p l e , 

i:ow i t i s p o s s i b l e t o i d e n t i f y théories which seeK t o e x p l a i n 

or p r e d i c t a r g a n i s a t i o n a l b e h a v i o u r i n a mul t i - d i s e T i s i o n a l way 

by s t u d y i n g p e o p l e , and s t r u c t u r e and t e c h n o l o g y snd e n v i r o n m e n t 

ai one and t h e same t i me. The most récent f o r m u l a t i o n s of Systems 

théories tend t o be l a b e l l e d ' c o n t i n g e n c y théories' because t h e y 

e e p h a s i s e the need t o t a k e spécifie c i r c u m s t a n c e s or c o n t i n g e n c i e s 

i n t o a ccount when d e v i s i n g a p p r o p r i a t e o r g a n i s a t i c n 3 l and 
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management Systems. T b i s and many other théories associated with 

the Systems approach are w e l l d e a l t with in, various textbooks on 

organisation theory [21. 

The e s s e n t l a l i d e a s common t o a i l usages of the word and a l l 

Systems are the notions of 'conplexity* and • i n t e r - r e l a t e d n e s s ' . 

Every system i s complex and has many in t e r a c t i n g éléments, a i l 

organised to accomplish c e r t a i n objectives. The conplex problems 

of organisations p r i v a t e and p u b l i c , and the yet more d i f f i c u l t 

problems of s o c i e t y as a whole are so obviously muîtifaceted 

and contain so many intei—connections that i t i s obvious that we 

mist somehow embrace the *whole problem' i n seeking t o solve i t , 

l e s t improvements i n one area produce e f f e c t s elsewhere which are 

ïûJaical t a the whole. T h i s vlewing of a problem as a whole i s 

termed the 'Systems approach*. I t represents an attempi t o be 

' h o l l s t i c ' and i t i s the foundatlon on which the Systems paradigm 

i s based. 

In taking a Systems approach therefore, one must s t r i v e to look at 

the problem as a whole and i n l i s proper perspective - from a 

h o l i s t l c viewpoint. Thus the Systems approach aay be deflned as a 

way of going about t a c k l l n g a problem which avoids taking a 

piecemeal approach bccause of the awareness that there are 

interactions between p a r t s of the system and that altérations 

cannât be made t a some parts of a system without considering the 

e f f e c t s on the system as a whole. Three e s s o n t i a l a t t r i b u t e s of the 
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Systems approach can be deduced front t h i s définition. They are th a t 

the Systems approach; 

1. recognises the i n t e r - r e l a t i o n s h i p s which are e s s e n t i a l i n 
d e f i n i n g a system. 

2. a l s a recognises that f a c t o r i n g aut a part of a problem by 
negl e c t i n g the i n t e r a c t i o n s among sub-systems and components 
increases s i g n i f i c a n t l y the p r a b a b i l i t y that a s o l u t i o n 
to the problem w i l l not be found, 

and, 

3. r e q u i r e s t h a t boundaries of the system be extended outward 
as f a r as p a s s i b l e t o determine which i n t e r r e l a t i o n s h i p s are 
s i g n i f i c a n t t o the r e s o l u t i o n of the problem. 

Organisations as Systems. 

In a Systems a n a l y s i s , the o r g a n i s a t i o n must be s t u d l e d as a whole 

with m u l t i p l e , i n t e r p e n e t r a t i n g l e v e l s and se c t o r s . T h i s means 

c o n c e p t u a l i s i n g the o r g a n i s a t i o n as a concrete t o t a l phenomenon and 

attending t a the i n t r i c a t e ways i n which i t s components are t i e d 

together. For example, the f u n c t i o n a l departments become 

h i e r a r c h i c a l subsysteos each of which t r i e s to f u l f i l i t s p a r t of 

the general plan, but the success of which dépends as much upon 

tbe a c t i v i t i e s of the other subsystems as upon i t s own e f f o r t s . 

This p r i n c i p l e of t o t a l i t y d i r e c t s us to see the i n t r i c a t e t i e s of 

orga n i s a t i o n s t o the l a r g e r s o c i e t y - not only t o macr o - s t r u c t u r a l 

features such as economie and p o l i t i c a i Systems but a l s o t a the 

everyday a c t i v i t i e s of peaple.- I t s emphasis i s cancentrated upon 

the i n t e r a c t i o n s between the différent éléments i n an o r g a n i s a t i o n -

the people, the s t r u c t u r e , the technology and the environment, 
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which could be seen as a response t o the g r e a t l y increased 

pressures upon o r g a n i s a t i o n s and t h e i r employées i n récent years 

as a r e s u i t of very r a p i d changes i n p o l i t i c a l , t e c h n o l o g i c a l , 

économie and s o c i a l environments. 

Thraugh i t s d o c t r i n e s of i n t e r - r e l a t i o n s h i p s , c o m p l e x i t i e s and 

wholeness, the Systems approach provides a u s e f u l basis f o r 

analysing occupatlonal welfare p r a c t i c e s because of the i n t e r -

departmental nature of the welfare f u n e t i o n i n o r g n a i s a t i o r n s . 

Koreoever, there are r e c o g n i s a b l e s i m i l a r i t i e s between système 

concepts and occupatlonal welfare concepts (as p r a c t i s e d i n 

organisations studied) which w i l l be discussed l a t e r i n the next 

chapters. For example, the *wholeperson concept' advacates the 

understanding and treatment of the employée i n a i l h i s rôle 

contexts i n order ta make h i s work more e f f e c t i v e i n the 

organisation. T h i s i n e f f e c t i s an a p p l i c a t i o n of the p r i n c i p l e 

of wholeness on which the Systems approach i s based. The Systems 

approach t h e r e f o r e can serve both as a useful source of référence 

and a platform f o r viewing, e x p l a i n i n g and perhaps s o l v i n g problems 

associated with o r g a n i s a t i o n s . Thèse are the t a s k s t o be explored 

i n the next chapters. 

Pse of KodeJ^. 

Âccording to O ' H e i l l (1986H3], models are v l s u a l représentations 

Of a set of complex i n t e r r e l a t i o n s h i p s between thèmes, ideas or 

concepts. They are important because they show a set of 

» v : 
V - -, 
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r e l a t i o n s h i p s that we bad nat p r e v i o u s l y considered and how 

éléments af whicb we are already aware can r e l a t e t o each other. 

Probably the most important élément of. a i l , i s t h a t a good model 

w i l l i t s e l f be simple to understand. I t w i l l eut through buge areas 

of vagueness and u n c e r t a i n t y and c r y s t a l l i s e the complex 

r e l a t i o n s h i p s Into one c l e a r whole*. 

In the context of Systems, a model i s u s u a l l y c o n s t r u c t e d so t h a t 

the u n d e r l y i n g r e a l i t y can be s t u d i e d more c l o s e l y p a r t i c u l a r l y f o r 

planning and design purposes. T h e i r use can be J u s t i f i e d (as i n 

O'Neill's) an the grounds that: 

1. they are o b j e c t i v e o r i e n t e d i . e . they are d i r e c t e d towards 
the o p t i m i s a t i o n of a System or subsystem. 

2. they expose c r l t i c a l v a r i a b l e s by i d e n t i f y i n g thase éléments and 
r e l a t i o n s h i p s which are c r l t i c a l t o p r e d i c t a v e r a l l System 
performance. 

3. they are simple t o understand i . e . because they c o n t a i n the 
fewest v a r i a b l e s that have adéquate prédictive q u a l i t i e s . 

Kany o r g a n i s a t i o n s , e.g. IBM, United B i s c u i t s , Honeywell, e t c . have 

developed corporate models which c o n t a i n éléments cov e r i n g each part 

of the o r g a n i s a t i o n ' s a c t i v l t i e s , e.g. f i n a n c l a l , manufacturing, 

sa l e s , lnventory, d i s t r i b u t i o n e t c . . There i s no reasan why thèse 

o r g a n i s a t i o n s and others should not a l s o develop corporate models 

covering the areas of human resource management such as employée 

welfare. Such a model w i l l provide management with i n s i g h t s abaut 

the working of the r c a l System and a l s o a s s i s t them i n t r y i n g out 

designs, arrangements and plans. 
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4.2 A CRffFRAL MODEI. OF AH OCCirPATlOSAL VELFARE SYSTEM. 

In order to c a r r y out a Systems a n a l y s i s of occupational w e l f a r e , 

l t i s necessary t o d i s c u s s those fundamental f u n c t l o n s such a system 

must perform i n order t o e x i s t . Thèse f u n c t i o n s are well i l l u s t r a t e d 

i n Figures 8 and 9 whlch are designed to expound the Systems view 

and show how the b a s i c aim af an occupational welfare system ( i . e . t o 

previde a'comprehensive welfare s e r v i c e i n which managers and 

employées and t h e i r f a m i l l e s , and r e t i r e d s t a f f are considered as 

baving a r i g b t t o a seDse of well-being),can be achieved. F i g u r e 8 

<on page 161) d e p i c t s a general 'input-conversion-output model of an 

occupational welfare system with e s s e n t i a l éléments of p a r t s and 

r e l a f i o n s h i p s necessary f o r i t to f u n c t i o n ; while Figure 9(on page 

162),présents an example of a model of occupational welfare system 

based on BT welfare s e r v i c e with r e a l world p a r t s and r e l a t i o n s h i p s . 

Botb models discussed e x t e n s i v e l y i n the f o l l o w i n g pages are 

based on Easton's(1965) Systems a n a l y s i s of p o l i t i c a i l i f e M I . 

Occupational V e l f a r e as an Open System 

Ï rnay begin by viewing o c c u p a t i o n a l welfare as a system embedded i n 

an environment to the i n f l u e n c e s of which the occupational welfare 

system i t s e l f i s exposed and i n t u r n r e a c t s . Vhat maxes the i d e n t i ­

f i c a t i o n of the environhment useful and necessary i s that l t pré­

supposes that occupational welfare forms part of an open system -

meaning that i t i n t e r a c t s with i t s environment on which i t r e l i e s 
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NOTE: For an i l l u s t r a t i v e S u b ­
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AN ILLUSTRATIY£ SUB-SYSTEM MODEL 

A GROUP VSI.FAPS SERVICE PROVISION SYSTEM 

The model views a group welfare s e r v i c e provision., system as having one 

primary aim, which i s 

'To ensure that appropriate s e r v i c e s are provider! by the emr-loyer 

to meet medicai, c a t e r i n g , s o c i a l , s p o r t s and r e c r e a t i o n a l needs 

common to i t s employées at the most cost e f f e c t i v e method and 

in accardance with i t s welfare p o l i c y . ' 

The a c t i v i t i e s derlved from t h i s statement which express how the aim 

can be achieved together with the c o n t r o l s needed are shown i n the 

diagram on page 16£u 

A c t i v i t y 1: Contribute t o Corporate P o l i c y I n c l u d i n g 

welfare p o l i c y , 

This i s the s t a r t i n g point. I t i s considered t o be of fundamental 

importance to have a welfare p o l i c y which i s part of a broad corporate 

pian. The s i g n i f i c a n c e of t h i s p o l i c y i s that i t w i l l provide the 

foundation f o r e i t h e r an e f f e c t i v e or i n e f f e c t i v e welfare s e r v i c e . For 

more d i s c u s s i o n s of welfare p o l i c y , please r e f e r t o chapter 5.1, 

A c t i v i t y 2: I d e n t i f y Medicai. C a t e r i n g . S o c i a l . Sports 

and r e c r e a t i o n a l needs common to a l i employées. 

t h i s car. be facilitated by c a r r y i n g out an a t t i t u d e survey of employées to 

deteraì?.e what t h e i r needs are. 

A c t i v i t y 3: Decide which are appropriate wìtbin 

Corporate P o l i c y . 

Because empìoyees would have a wide v a r i e t y of needs i n r e l a t i o n t o 

these areas, i t would be necessary t o decide as a matter o: coroorate 

p o l i c y which are the p r i o r i t i e s of the system. 

Act i v i ty 4 : Decjd,- L s v e l s of Service requ Ired. 

This would in v o l v e the spécification of standards which to a lar g e 
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extent would be determined by what i s provided or a v a i l a b l e elsewhere 

and how much the o r g a n i s a t i o n and employée are prepared to put i n t o i t . 

A c t i v i t i e s 5.6. & 7. i d e n t i f y a l t e r n a t i v e methods of 
p r o v i d i n g each s e r v i c e w i t h i n budgetary 
p r o v i s i o n s . Estimate a l t e r n a t i v e cost 
methods choose most cost e f f e c t i v e 
methods. -

These a c t i v i t i e s would n e c e s s i t a t e a c r i t i c a i a n a l y s i s of i d e n t i f i e d 

a l t e r n a t i v e methods of p r o v i d i n g s e r v i c e s , CDnsidering the cost 

e f f e c t i v e n e s s of adopting any of the methods and choosing the most cost 

e f f e c t i v e methods of p r o v i d i n g the l e v e ! of s e r v i c e s r e q u i r e d . 

A c t i v i t y 8: Qbtain Resources(internal and Buy-in where necessary. 

This a c t i v i t y would ensure that adequate resources of people, money and 

équipaient are a v a i l a b l e f o r the e n t i r e system t o f u n c t i o n . P a r t i c u l a r l y 

important i s the assessment o f i n t e r n a i a v a i l a b i l i t y and needs and the 

décision to buy-in as necessary. Resources are the most important i n p u t s 

required i n the system. 

A c t i v i t y 9: Provide appropriate s e r v i c e s using most cast 

e f f e c t i v e methods. 

This a c t i v i t y ensures the primary o b j e c t i v e i s c a r r i e d out. The 

preceding a c t i v i t i e s ought to be performed f i r s t . 
A c t i v i t i e s 1 0 . 1 1 . & 1 2 - Monitor cost of p r o v i d i n g each s e r v i c e . 

Monitor p r o v i s i o n i n r e l a t i o n t o 
appropriateness and p o l i c y and 
monitor l g v e i s of s e r v i c e s achieved. 

These a c t i v i t i e s emphasise the use of measures of performance to c o n t r o l 

l e v e l s of se r v i c e achieved, c o s t s of o r o v i d i n g each s e r v i c e and to 

ensure that p r o v i s i o n i s appropriate and i n accordance with p o l i c y . 

These measures would i n d i c a t e déviations from planned performance and 

i n i t i a t e c o r r e c t i v e a c t i o n w i t h i n the system. 

162c. 



fox o b t a i n i n g e s s e n t i a l i n p u t s and f o r the discharge of i t s system 

outputs. By i t s very nature as an o r g a n i s a t i o n a l subsystem t h a t has 

been a n a l y t i c a l l y separated from other subsystems, an o c c u p a t i o n a l 

welfare system must be seen as l y i n g exposed t o i n f l u e n c e s d e r i v i n g 

from the other subsystems i n which e m p i r i c a l l y i t i s embedded. From 

them, t h e r e flows a constant stream of events and i n f l u e n c e s t h a t 

shape the c o n d i t i o n s under which the members of the system must a c t . 

Epvjrnnmental Systems 

In i n t e r p r e t i a g the diagram i n Figure 8, i t shows an o c c u p a t i o n a l 

welfare system surraunded by four types of environmental systems. 

These are: 

1. The departmental systems: c o n s i s t of those systems i n the same 

o r g a n i s a t i o n as the o c c u p a t i o n a l welfare system from which i t 

obtains most of i t s i n p u t s . Tbey include f i r s t and foremost the 

personnel department w i t h respect to which the o c c u p a t i o n a l 

welfare system a t the focus of a t t e n t i o n i s i t s e l f a camponent. 

The personnel department c o n s t i t u t e s a saurce of many i n f l u e n c e s 

that créate and shape the c o n d i t i o n s under which the o c c u p a t i o n a l 

welfare system must opérate. Jn the two o r g a n l s a t i o n s s t u d i e d . t h e 

personnel department i s the imiDediate wider system embodyíng the 

occupational welfare system w h i c h e x e r t s power and a u t h o r i t y l n 

determining i t s functions.and operations; then the other 

f u n c t i o n a l segments of the o r g a n i s a t i o n C f o r exanple, production, 

marketing, t e c h n i c a l department, etc.),which provide the welfare 
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system with most of i t s c l i e n t s and to which they w i l l r e t u r n and 

provide feedback; to/or i n f o r m a t i o n and r e s u l t s f a r c o n t r o l l i n g the 

system. This r e l a t i a n s h i p w i t n the f u n c t i o n a l departments 'through 

the employées and managers which pass through the system and the 

s e r v i c e s i t o f f e r s puts an occupational welfare system i n a 

p o s i t i o n i n which i t p l a y s an i n t e g r a t i n g r o l e i n an o r g a n i s a t i o n 

- a f u n c t i o n which should be recognised as c o n t r i b u t i n g i n d i r e c t l y 

to the success of an o r g a n i s a i t a n . 

The p o l i t i c a i and l e g a i Systems: Their i n f l u e n c e on the we l f a r e 

system may evolve from t h e i r a b i l i t y to determine the e f f e c t i v e -

ness and e f f i c i e n c y of S t a t e welfare s e r v i c e s and the fcinds of 

législation a f f e c t i n g the p r o v i s i o n of welfare s e r v i c e s by 

org a n i s a t i o n s . For example,if by v i r t u e of p o l i t i c a i a c t i o n s o c i a l 

welfare s e r v i c e s are neglected and become Inadequate as happened 

i n H i g e r i a , i n d u s t r i a i and commercial o r g a n i s a t i o n s w i l l assume 

some of the r e s p o n s i b i l i t i e s which otherwise should have been 

borne by the government. An example of t h i s i s the p r o v i s i o n of 

medicai care by o r g a n i s a t i o n s i n F i g e r i a . T h i s has al r e a d y been 

discussed i n part three of t h i s t h e s i s . In t h i s case the welfare 

system could f i n d I t s e l f having to take on more r e s p o n s i b i l i t i e s 

i n p r o v l d i n g s e r v i c e s . S i m i l a r l y i f the l e g a i system makes the 

p r o v i s i o n of c e r t a i n f a c i l i t i e s compulsory (as i t happened when 

law r e q u i r e s employers t o provide adequate l i g h t i n g , fume 

e x t r a c t i o n , a i r c o n d i t i o n i n g , f a c i l i t i e s f o r washing, r e s t breaks 
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i n N i g e r i a and the U.K.),thèse s e r v i c e s cease t a be welfare 

s e r v i c e s (référence to définition of welfare provided i n p a r t 

one of the t h e s i s ) . 

3. S o c i a l System: T h i s c o n s i s t s of the s t a t u t o r y and v o l u n t a r y 

o r g a n i s a t i o n s t o which the welfare system can r e f e r i t s c l i e n t s 

f o r s p e c i a l i s t advice and a s s i s t a n c e i n c e r t a i n problem cases 

and d i f f i c u l t i e s . They are important to the" welfare system 

because they take care of i t s r e f e r r a i f u n c t i o n s and are a source 

of i n f o r m a t i o n on the extent and l e v e l of s e r v i c e s that can be 

of f e r e d by the s t a t u t o r y and voluntary o r g a n i s a t i o n s . 

4. Economie and t e c h o l o g i c a l system: This i s composed of the resource 

markets,i.e. labour and money markets which determine the supply of 

human and f i n a n c i a l resources t o the o r g a n i s a t i o n and hence t o the 

welfare system. The a v a i l a b i l i t y and amount of f i n a n c i a l r e s o u r c e s 

détermines the investment i n welfare f a c i l i t i e s and s e r v i c e s while 

human resources can determine the existence or non-existence of 

the system. The welfare s e r v i c e s provided by other o r g a n i s a t i o n s 

a l s o i n f l u e n c e the growth of the system. 

The communciation af the many events that occur between the 

environments and the welfare system are represented by the s o l i d 

U nes Connecting the environments wlth the system. The arrowheads 

show the d i r e c t i o n of flow i n t o the system. 
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IIPPTS 

There are two majar i n p u t s i n an occupational welfare system -

Resource Inputs and Problem Inputs. Through them,a wlde range of 

a c t i v l t i e s may be channelled i n t o the system. In t h i s sense.they 

are key i n d i c a t o r s of the way i n which environmental i n f l u e n c e s 

and c o n d i t i o n s modify and shape the operations of the occ u p a t i o n a l 

welfare system. 

The resource i n p u t s are U s t e d h e r e i n as managers, employees, 

f a m i l i e s of managers and employees, r e t i r e d s t a f f , welfare o f f i c e r s 

and finance. The managers are the sénior members of s t a f f who have 

a primary responsibi1 i t y f o r the welfare of t h e i r júnior members 

while at the same time having welfare needs of t h e i r own. The 

employees are the Júnior members of s t a f f who may have v a r i o u s 

problems about which they need he l p and advice. R e t i r e d s t a f f are 

ex-employees who f o r the reasons of goadwill and good r e l a t i o n s 

s t l l l r e t a i n l i n k s with the o r g a n i s a t i o n . Together they represent 

the problem owners of the system. 

As Inputs t o the system, s p e c i a l i s t welfare o f f i c e r s p l a y a unique 

r o l e i n an occupational welfare system. Vhere they are made n e i t h e r 

part of sénior management, ñor w i t h i n the employee groups, they 

portray a kind of n e u t r a l i t y which makes them valuable as h e l p e r s 

In the wider s o c i a l problems which s o c i e t y faces. The personal 

problems experienced are sometí mes so s e r i o u s that they need t a be 
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discusseci w i t h someone outside the chain of command. A n e u t r a l 

welfare a f f i c e r as part af the prablem-salving system, can b r i n g 

to the system u s e f u l contacts with outside help and the b e n e f i t s 

of t h e i r s p e c i a l i s e d expérience which w i l l enable tbem t o re c o g n i s e 

problems more r e a d i l y . 

Finance i s money inputed by the o r g a n i s a t i o n i n t o the system which 

i s transformed i n t o s e r v i c e s and f a c i l i t i e s . Vithout i t the e s s e n t i a l 

s e r v i c e s of a welfare a f f i c e r and s p o r t s and r e c r e a t i o n a l f a c i l i t i e s 

cannot be purchased. Top management decides on the amount of f i n a n c e 

the system needs t a k i n g i n t o considération the o v e r a l l levéis of 

finance a v a l l a b l e , the s i z e of the o r g a n i s a t i o n , the k i n d a f - w e l f a r e 

s e r v i c e i t plans t o provide and what corapetitors are doing. 

The problem i n p u t s of an occupational welfare system d e r i v e d from an 

an o u t l i n e of BT's welfare s e r v i c e c l a s s i f i c a t i o n are of f i ve main 

graups which f r e q u e n t l y i n t e r - r e l a t e and must themselves be 

approached i n Systems terms: 

Ì.Domestic problems: are those a r i s i n g out of the context of an 

employee's home and Involve mostly f a m i l y a f f a i r s such as problems 

of e l d e r l y parents and s i n g l e p a r e n t h o o d , i l l n e s s e s of dépendants, 

matrimonial d i f f i c u l t i e s , b e r e a v e m e n t . a n d housing d i f f i c u l t i e s . e t c . 

2 . Financial difficultés concern money matters such as d e b t . l o s s of 

money, etc.. 
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3. Empinyroent prqblems are those a r l s l n g out of the work s i t u a t i o n 

and can be anything from I n t e r - p e r s o n a l r e l a t i o n s , f e e l i n g s of 

inadequacy t o promotion problema. 

4. Retlrement problems can occur due to voluntary, age or medicai 

reasans. 

5.Sickness problems a r i s e mainly from accident or due t o prolonged 

i l l n e s s and can give r i s e t o a number- of other problems such as 

pay,convalescence and concern about the job. 

These i n t e r - r e l a t e d groups of problems are important because 

together,they c o n s t i t u t e the very r a t i o n a l e of a personal w e l f a r e 

s e r v i c e . They a f f e c t the p r i v a t e a f f a i r s of employées and t h e i r 

outside of work i n t e r e s t s , t h e i r s o l u t i o n i s necessary because of 

humanitarian considérations and a l s o because the worried worker i s 

an unsafe worker. 

PROCESSES. 

are 

The processes/\ the problem s o l v i n g subsystem i n an occupational 

welfare system. It i s d u r i n g "thèse s t a g e s t h a t a c t i v i t i e s n e c e s s a r y 

to transform the Input éléments i n t o outputs are c a r r l e d out. The 

processes of c o n v e r t i n g i n p u t s i n t o outputs i n an occupational 

welfare system would i n v o l v e the c a r r y i n g out of the f o l l o w i n g 

a c t i v i t i e s : 

1. Employée Coungel,! 1 ng: T h i s a c t l v i t y has already been discussed 

i n part two i n which i t s importance to the existence of the welfare 

system was emphasìsed. Ba'sed on the case study of the B r i t i s h 
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welfare s e r v i c e , wbat shauld make a modem occupational w e l f a r e 

make a modem occupational welfare s e r v i c e i s the p r o v i s i o n of 

c o u n s e l l i n g and advice s e r v i c e t o a s s i s t employées i n s o l v i n g t h e i r 

problems. C o u n s e l l i n g i s a s p e c i a l i s t a c t i v i t y which needs the 

appointment of a s p e c i a l i s t t o c a r r y i t aut. I t i s the cornerstone 

on which the occ u p a t i o n a l welfare s e r v i c e i s based. I t can r e s u i t 

i n the r e s o l u t i o n of problems,improved performance and growth i n 

r e l a t i o n s h i p s and henee a major c o n t r i b u t o r t o o r g a n i s a t i o n a l 

success. 

2. R e f e r r a i t o ext e r n a ! agencies R e f e r r a i s e r v i c e s are the main 

avenues a f contact with the s t a t e welfare s e r v i c e s . Sueh s e r v i c e s 

help employées to f i n d t h e i r way thraugh t o the a p p r o p r i a t e s t a t e 

or voluntary s e r v i c e , without g e t t i n g too tangíed up i n the 

bureaucracy which i n e v l t a b l y surrounds s t a t e s e r v i c e s . Thus l e s s 

time i s wasted and the appropriate agencies wha have the expert 

knowledge t o deal with the problem can be contacted more e a s i l y . 

3. The p r o v i s i o n of va r i o u s s e r v i c e s and f a c i l i t i e s t o meet medicai, 

c a t e r i n g , r e c r e a t i o n a l and s o c i a l needs of employées,is p a r t i c u l a r l y 

useful f o r b r i n g i n g employées together and i n c u l c a t i n g a s p i r i t of 

togetherness withiD the o r g a n i s a t i o n . For example, p l a y i n g i n the 

company f o o t b a l l c l u b can help the employée to i d e n t i f y more 

c l o s e l y i f nat wtth h l s employers,then at l e a s t with h i s f e l l o w 

employées. Because thèse s e r v i c e s deal with some of the most 
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i n d i v i d u a l problems such as h e a l t h and c a t e r i n g and r e c r e a t i o n and 

because they are expensive t o provide,they enable the human 

resource inputs i n the t o t a l system t o f e e l that they are regarded 

as human beings r a t h e r than j u s t numbers on a c l o c k card. T h e i r 

importance as a means of t r a n s f o r m a t i o n i f centred around the 

assumption t h a t t h e i r p r o v i s i o n can improve morale and a sense of 

un i t y and belonging with an o r g a n i s a t i o n . 

4. The p r o v i s i o n of a i d to disadvantaged groups such as the s i c k , 

d i s a b l e d people e t c . , i s more a matter of i n d i v i d u a l conscience 

which can be t r a n s l a t e d i n t o company p o l i c y , u s u a l l y t o the 

ultimate benefit of both company and employees. These s e r v i c e s are 

are necessary t o c a t e r f o r the s p e c i a l needs of equal r i g h t s 

w i t h i n the work f o r c e . 

OUTPUTS AID FEEDBACK 

The primary output of an o c c u p a t i o n a l welfare system should be an 

i d e n t i f i a b l e c o n t r i b u t i o n towards t h e i r perceived well-being by manage 

employees and t h e i r f a m i l i e s and r e t i r e d s t a f f . Such a c o n t r i b u t i o n 

can only be achieved through a p o s i t i v e approach to the welfare of 

people at work i n v o l v i n g the adoption of a systems approach t o 

occupational welfare s e r v i c e . I t I s hoped that such a c o n t r i b u t i o n 

should enable managers and employees t o be more s a t i s f i e d with t h e i r 

work. This element of s a t i s f a c t i o n , though d i f f i c u l t t o measure, may 

be best observed by a comparison of a t t i t u d e s and performances 
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before and a f t e r the c o n t r i b u t i o n has been made. Also even though 

c o n t r i b u t i n g towards employées* well-being might not n e c e s s a r i l y maire 

make them productive; i t could help t o prevent them becoming l e s s 

productive and above a l i can help them to operate at maximum 

e f f e c t i v e n e s s . The Outputs of the system have the c h a r a c t e r i s t i c s 

af feeding back upon the system and shaping i t s subséquent behaviour. 

Two types of feedbackscan be d i s t i n g u i s h e d - ' p o s i t i v e feedback' 

causes the system t o repeat r o am p l i f y an adjustment or a c l t o n , w h i l e 

'negative feedback' seeks t o dampen and reduce f l u c t u a t i o n s around 

a norm or standard. In f i g u r e 8 on page 161, the feedback i s 

depicted by thè l i n e that shows the e f f e c t s of the Outputs moving 

d i r e c t l y back: t o both the environmental and input Subsystems. Two 

types of feedback are generated In t h i s case, - managerial and 

employée feedback which are Channelled i n t o the system i n the forms 

of information and r e s u l t s . 

Information can take many forms,for example complaints, i n c r e a s e d 

use of f a c i l i t i e s and s e r v i c e s e t c . . The r e s u l t s can be incr e a s e d 

e f f i c i e n c y and p r o d u c t i v l t y and hence p r o f i t s which can be ploughed 

back Into the o r g a n i s a t i o n to provide f u r t h e r f i n a n c l a l input and so 

ensure the s u r v i v a l and growth of the system. The Information and 

r e s u l t s may re-shape the environment i n some way, that i s , tney 

inf l u e n c e c o n d i t i o n s and behaviour there. In t h i s way,the Outputs 

are able t o modify the Inf l u e n c e s that continue to operate on the 

inputs and thereby the next round of inputs themselves. Feedback 

therefore enables c o r r e c t ! v e changes t o be made to keep the system 

on course. 

171. 



4.3 THE VHOLEPFESnW COWCRPT. 

B r i t i s h Telecom have adopted the whole-person concept which i s 

derived from humanistic pyscholagy. I t i s p r i m a r i l y a l o g i c a l 

approach f o r t a c k l i n g the personal welfare problems of employees 

and should be found easy t o apply In any o r g a n i s a t i o n t h a t values 

the welfare of i t s employees h i g h l y . I t s philosophy i s based on a 

simple c o n s i d e r a t i o n of an employee i n terms of h i s or her numerous 

everyday r o l e s and t h e i r s i g n i f i c a n c e as the major sources of h i s 

personal welfare problems. 

Background 

This concept has i t s o r i g i n i n two very u s e f u l concepts,namely,'role-

theory' with i t s r a m i f i c a t i o n s as explained i n s o c i o l o g y and "holism' 

on which the systems approach I s based. 

Discussions of r o l e theory by Boot,Cowling and Stanworth <1977) and 

Vorseley (1977),[51,lend c r e d i b i l i t y t o the c l a i m t h a t i d e a s about 

t h i s concept are founded on s o c i o l o g i c a l concepts. For example, 

Boot et a l , r e f e r to the d i f f e r e n t r o l e s of a f a t h e r and husband 

that a manager has to play i n a d d i t i o n to h i s work r o l e . A l s o they 

quote the work of the Pahls, (in'Managers and t h e i r V i v e s ' M n which 

which they examined i n some d e t a i l the r e l a t i o n s between managers 

and t h e i r wives and how these are a f f e c t e d by home and work r o l e s . 

In conclusion, they make the point that many attempts at d e c i s i o n ­

making and problem r e s o l u t i o n i n the workplace o f t e n f a i l through 
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an incomplete understanding and a n a l y s i s of the s o c i a l r e l a t i o n s 

concerned; and t h a t rôle theary approach can be of considérable use 

both i n a i d i n g and understanding problems and i n o f f e r i n g p o i n t e r s 

f o r improvements. The notio n of tbe whole-person concept agrées 

with. Boot.Cowling and Stanworth's c o n c l u s i o n by seeking t o analyse 

the rôles employées play i n everyday l i f e i n r e l a t i o n t o t h e i r wnrk 

rôles. Through t h i s a n a l y s i s . i t hopes to f a c i l i t a t e the understanding 

of personal welfare problems that prevent employées from working at 

maximum e f f e c t i v e n e s s . 

S i m i l a r l y , V o r s e l y désignâtes the s e v e r a l rôles anyone i n d i v i d u a i has 

to play as ' m u l t i p l e rôles*. He argues that while some of thèse rôles 

are played i n a séquence, some are played once and f o r a i l , o t h e r s 

f l e e t i n g l y and some over a period of years. That at a time of s t r i k e s 

f o r example,the rôle of the f a m i l y man may c o n f l i c t w ith the rôle of 

a u n i o n i s t . He reaches the s i g n i f i c a n t conclusion that r a l e - t h e o r y 

can take account of s o c i a l change and can be p a r t i c u l a r l y u s e f u l i n 

d i r e c t i n g our a t t e n t i o n t o the compiex l i n k s between différent 

i n s t i t u t i o n s , b e t w e e n the i n d i v i d u a i and those i n s t i t u t i o n s and t o the 

'problems the i n d i v i d u a i may face i n r e l a t i o n to other role-incumbents 

The h o l i s t i c concept i s p a r t i c u l a r l y u s e f u l as a source of ideas f o r 

t h i s r o l l - t h e o r y concept because îts emphasis and focus are s i m i l a r . 

Holism, f i r s t takes a broad view, then t r i e s t o take a i l 

aspects i n t o account and f i n a l l y concentrâtes on i n t e r a c t i o n s between 
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the différent p a r t s af the problem - viewing the prablem as a whole 

In t h i s context.the Systems approach can provide the o a s i s on which 

an employée*s personal problems can be examined i n t h e i r e n t i r e t y 

which i s what the concent of the whole-person i s aiming t o do. 

Malor t h e o r e t i c a l éléments. 

This theory uses the methods of r o l e - t h e o r y as a device f o r i d e n t i -

f y i n g the s e v e r a l rôles anyone employée has to play i n everyday l i f 

The rôles thus i d e n t i f i e d can then be used as a b a s i s f a r determini 

the kind of welfare needs necessary. For example, as a machine 

Operator i n a f a c t o r y , an employée w i l l be p l a y i n g one rôle i n 

r e l a t i o n t o h i s work while being a husband, wife, son, daugbter, 

taxpayer, brother, c i t i z e n e t c . . Recognising h i s or her c a p a c i t y f o 

such r e s p o n s i b i l i t i e s i n v a l v e s a h o l i s t i c concern f a r the employée, 

emphasising the importance of a l i the many f a c e t s of h i s personal 

l i f e that are s i g n i f l c a n t t a the p r o v i s i o n of a personal welfare 

s e r v i c e . Thus t h i s approach can be us e f u l as a means of p r e d i c t i n g 

welfare needs of employées. The s t a r t i n g point wou'ld be f o r 

considérable a t t e n t i o n t o be given to p e r c e i v i n g the employée i n 

many rôle contexts. From t h i s , the task becomes one of f i r s t 

i d e n t i f y i n g the contexts, then a s s e s s i n g the r a i e s played w i t h i n 

the contexts and f i n a l l y p r e d i c t i n g the personal welfare needs on 

the basis of the rôles. 
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So an employee bas t o be per c e i v e d i n many contexts i f h i s personal 

welfare problems are to be t a c k l e d e f f e c t i v e l y . I t l s d i f f i c u l t t o 

i s o l a t e any of the r o l e s played i n one context from the r o l e played 

in another. Since the employee i s the only one actor, he c a r r i e s 

with him the i n f l u e n c e s and ideas from one r o l e t o another. Examples 

of these contexts are; work, f a m i l y and s o c i a l contexts. Because of 

the d i f f e r e n t r o l e s he p l a y s wthin these contexts, various problems 

can a r i s e which can a f f e c t h i s work performance. Problems can a r i s e 

because the peaple he i n t e r a c t s w i t h i n these contexts make demands 

upon and have exp e c t a t i o n s about the r o l e he plays. In a d d i t i o n , he 

he has r e c i p r o c a i e x p e c t a t i o n s and demands (which could l e a d t o 

problems) of them too. Ignoring problems of concern i n these c o n t e x t s 

could have adverse e f f e c t s on h i s p r o d u c t i v i t y and e f f i c i e n c y . 

If these f a c t o r s are genulnely recognlsed, a philosophy shauld be 

developed based on t h i s understanding. Such a philosophy cannot be 

switched on one day and o f f the next. I t should become a way of 

thi n k i n g about people or the employee i n p a r t i c u l a r i n order t o h e l p 

resolve h i s personal welfare problems t h a t may be o b s t r u c t i n g h i s 

work performance and general l i f e . 

A c o ntext-role diagram showing the key ro l e s . an employee has t o p l a y 

w i t h i n each context i s shown i n Fig u r e 10(on page 177). I t i s based 

on diagrams of models of 'Open Learning Systems' which are shown i n 

a report by C l a r k e , V r i g h t and C o s t e l l o (1986)161. The r o l e s can be 

c l a s s i f i e d i n t a three main c o n t e x t s as f o l l o w s : 
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1. Vork-Context: The primary concerti I s h i s working l i f e and how the 

problems t h a t w i l l evolve as a r e s u i t of p l a y i n g the r o l e s of 

f o r example, machine oeprator, l i n e manager, shop steward, 

foreman, Supervisor e t c . w i l l a f f e c t h i s rôles i n other c o n t e x t s . 

2. Family Context: L i k e the work context category, the focus i s on 

h i s domestic l i f e which can lead t o m a r i t a l problems, problems 

with dépendants, r e l a t i o n s , etc.,which can a f f e c t a dversely h i s 

r o l e s i n the work and s o c i a l contexts. 

3. S o c i a l Context: V i t h i n t h i s context h i s rôles as householder, 

taxpayer, sportsperson, member of a r e l i g i o u s or s o c i a l group e t c . 

can b r i n g problems which can a f f e c t both h i s rôles w i t h i n the 

family and work contexts. 

Osing the Systems approach the r o l e s played i n these contexts are 

complex and i n t e r r e l a t e d , and they i n f l u e n c e one another. As such 

unless due considération i s gi v e n t o them as a whole, attempts t a 

inrplement welfare p o l i c i e s p e r t a i n i n g t o employee personal problems 

w i l l be i n e f f e c t i v e . Vhat t h i s means i n p r a c t i c e i s f o r an employer 

when de a l i n g with the personal problems of employées to 'consider 

him as a whole i . e . i n a i l h i s c o n t e x t s and to be prepared to deal 

with problems a r i s i n g from h i s v a r i o u s r o l e contexts r a t h e r than 

concentrate only on problems a r i s i n g from h i s r o l e s i n the work 

context. T h i s would n e c e s s i t a t e the p r o v i s i o n of a comprehensive 

welfare s e r v i c e which would deal with group welfare problems, 

physical welfare problems and personal welfare problems. 
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FIGURE 10 . A C O N T E X T - R 0 L E H O D E L OF THE WHOLEPERSON CONCEPT 

House H o l d e r R o l e 



4. 4 Aff EMPLOYEE COUSSELLItTG SYSTEM. 

Introduction 

Employée c o u n s e l l l n g (though g e n e r a l l y recognised as a new 

development i n c o u n s e l l l n g ) , according t o B a t e s ( l ; 9 8 6 ) [ 7 I , i s 

becoming more prévalent i n i n d u s t r y and commercial o r g a n i s a t i o n s 

i n tbe O.K. From my study af B r i t i s h Telecom welfare s e r v i c e s , 

t h i s form of c o u n s e l l l n g seems t o nave become w e l l e s t a b l i s b e d 

as the most a p p r o p r i a t e method of i d e n t i f y i n g and reaching 

agreement on how best t o a s s i s t an employée i n r e s o l v i n g h i s o r 

her personal problems. In t h i s sense, i t can be described as 

the cornerstone of personal welfare s e r v i c e p r o v i s i o n because 

i t provides the main foundation f o r knowing and t a c k l i n g personal 

welfare problems. 

I t i s c l a s e l y a s s o c i a t e d w i t h the p r i v i s i o n of various forms a f 

advice and a s s i s t a n c e t a employées an a l l personal and J o b - r e l a t e d 

problems; the o v e r a l l aim being t o help him understand and 

résolve h i s problem, improve h i s behaviour and make a p p r o p r i a t e 

plans f a r the f u t u r e . I t a l s o i n v o l v e s advlse and d i r e c t i o n 

from a c a u n s e l l o r which should r e s u l t i n fewer mistakes and 

better adjustments by the employée seeking advice. I t i s 

p r i m a r i l y based on an i n t e r v i e w or a d i s c u s s i o n between an 

employée and a c a u n s e l l o r i n arder t o help the employée to 

solve any s o c i a l , emotional or human r e l a t i o n s problems which 

may be preventing him from working at f u l l e f f i c l e n c y . Some 

of the main advantages t o be gained are that thraugh t h i s form 
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of c o u n s e l l l n g , an employée vrauld gain i n s i g h t s and understanding 

about hlmself and others, develop meaningful benaviour changes 

and a r r i v e a t appropriate décision making. 

YarlQUS C o u n s e l l i a g ¿pproach.es. 

There e x i s t s a great many models of c o u n s e l l l n g ; c l i e n t c e n t r e d 

approach, t r a i t - f a c t o r approach, rational-emotive approach and many 

otherstÔJ. Although no one schaol of c o u n s e l l l n g i s the best, a 

co u n s e l l o r w i l l l i k e l y be more e f f e c t i v e i f he draws i n f o r m a t i o n 

and Ideas from s e v e r a l théories. 

However, on the b a s i s of the knowledge gained from the B r i t i s h 

Telecom and the K l g e r i a n E x t e r n a l Telecom s t u d i e s , most employée 

c o u n s e l l l n g i n i n d u s t r y seem t o be based on the c l i e n t - c e n t r e d 

c o u n s e l l l n g approach. T h i s i s because of the focus g i v e n t o 

the employée being c o u n s e l l e d and the freedom granted him or her 

f o r décision making. S i m i l a r l y , under the c l i e n t - c e n t r e d 

approach, the c l i e n t i s the main focus and the c o u n s e l l l n g i s 

s t r u c t u r e d t a give him or her considérable r e s p o n s i b i l i t y i n the 

r e l a t l o n s h i p . The thèmes and major concepts of t h i s theory s t r e s s 

the importance of f e e l i n g s , f a i t h i n a person, purposefulness of 

benaviour and c l i e n t r e s p o n s i b i l i t y . The techniques of the 

cou n s e l l o r r e f l e c t the p h i l o s o p h l e s underlying the theory with the 

r e f l e c t i o n of f e e l i n g as the p r i n c i p a l technique. C a r e f u l , 

a t t e n t i v e l i s t e n i n g with considérable encouragement f o r an 

expression of f e e l i n g s i s another technique. 
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The core concepts according t o Downing(1975)193, s t r e s s the 

nation that a person i s b a s i c a l l y gaad, that he or she has the 

capacity t o s o l v e b i s or her problems and that much of h i s 

growtb i s dépendent upon i n s i g h t s . The c l i e n t i s expected 

to assume considerable r e s p o n s i b i l i t y f o r himself, t a 

eventually see the i r r a t i o n a l i t y of behaviour and t o gain 

therapeutic b e n e f i t s from the r e l a t i o n s h i p . 

The r o l e of management 

There are v a r i o u s o p i n i o n s as f a r as the r o l e of the l i n e 

manager i s concerned under a c l i e n t - c e n t r e d c a u n s e l l i n g approacn. 

Margaret Attwood(1985)in her b o o k l l O l , t h i n k s that * the 

r e l a t i o n s h i p betwen manager and subordinate often w i l l not be 

amenable t o the development of a c a u n s e l l i n g r e l t i o n s h i p . The 

manager may be concerned w i t h h i s own s t a t u s and thus u n w i l l i n g 

to put himself l n t o the subordinate*s shoes. A l s o there aay be a 

tendency t o be p r o t e c t i c e of info r m a t i o n , which might be u s e f u l , 

such as the employée's r e a l prospects of promotion. The employée i s 

l l k e l y t a f i n d i t d i f f i c u l t t o seek c a u n s e l l i n g from h i s boss. 

Far example, a d i s c l o s u r e of damestic problems may hamper promotion 

prospects. l e v e r t h e l e s s , the problems of t r u s t and fear of 

c o n i i d e n t i a l i t y so f a r as employées are concerned w i l l always 

a r i s e ' . I agrée with t h i s view, i t can be argued that there 

i s no point i n o f f e r i n g help or advice t o someone i f he t h i n k s 

that h i s personal problems are going t o be revealed to a t h e r s , 

possibly t o the détriment of h i s f u t u r e career. T h i s i s the 
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argument f o r having s p e c i a l i s e d welfare o f f i c e r s t n organs a t i o n s 

l a r g e enough t o be abl e t o a f f o r d them. They can be detacbed In 

a way that l i n e managers or personnel managers cannot be. 

S i . 

In a workshop, on the r a l e of the c o u n s e l l o r i n i n d u s t r y 

arranged by the B r i t i s h P s y c h o l o g i c a l Society! 111, Bates(198ô), 

argues that récent w r i t l n g on management perhaps adds t o the 

confusion as i t impliesCe.g. Hopson, 1981) th a t the manager can 

adopt the r a l e of c o u n s e l l o r . A récent a r t i c l e (Baxter and Bawers, 

1985), c a r r i e d t h i s t o r i d i c u l o u s extremes by suggesting t h a t 

logatherapy was a v i a b l e management t o o l . The manager, charged with 

o b j e c t i v e s of e f f e c t i v e n e s s and p r o d u c t i v i t y , cannot t r u l y counsel 

any of h i s or her employées*. 

'Further confusion a r i s e s from the f a c t t h a t c e r t a i n s k i l l s t h a t can 

be useful i n a range of manager!al a c t i v i t i e s , such as problem 

s o l v i n g , a p p r a i s a l and Coaching are a l s o used i n c o u n s e l l i n g . These 

s k i l l s (e.g. l i s t e n i n g use of open questioning) can be learned. 

Vhether empathy or u n c o n d i t i o n a l p o s i t i v e regard can be learned, 

however t h i s i s debatable, and i t i s thèse l a t t e r c o n d i t i o n s t h a t 

are necessary f o r e f f e c t i v e c a u n s e l l i n g . My expérience suggests 

that some poeple are j u s t not empathetic and never w i l l be, but 

they may s t i l l make e f f e c t i v e managers. Hopson suggests t h a t 

c o u n s e l l i n g should be d e m y s t i f i e d but there are r e a l dangers 

i n implying that the use af same r e l a t i v e simple communication and 

helping s k i l l s I s a c t u a l l y c o u n s e l l i n g . In the l l g h t of thèse 

problems, the workshop decided t h a t 'Managers cannot counsel 

t h e i r s t a f f . 
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V i t b the rôle of the manager expressed above, i t wauld a b v i o u s l y 

be advahtcgeous f o r p r o f e s s i o n a l welfare o f f i c e r s or other 

s p e c i a l i s t s on c o u n s e l l i n g t o undertake employée c o u n s e l l i n g i n 

i n d u s t r i a i o r g a n i s a t i o n s . F e v e r t h e l e s s , i t i s c e r t a i n t h a t both 

managers and personnel s p e c i a l i s t s w i l l take on the r a i e of 

caunsellor from time t o time. In order t o c a r r y out t h i s 

e f f e c t i v e l y , they must be t r a i n e d . 

The model. 

A model of an employée c o u n s e l l i n g system based an the c l i e n t 

centred approach i s i l l u s t r a t e d i n f i g u r e 11. I t i s based on a 

Systems view of employée c o u n s e l l i n g i n which a i l a c t o r s and 

a c t i v i t i e s i n the c o u n s e l l i n g process are seen as i n t e r r e l a t e d 

and fonaing a whole process. T h i s process d e p i c t s a general 

s t r u c t u r e of c o u n s e l l i n g a c t i v i t i e s or se s s i o n s i n which the 

employée, l i n e manager, welfare o f f i c e r , c o u n s e l l i n g i n s t i t u t i o n s 

and a s s o c i a t i o n s and the welfare department play various rôles and 

undertake différent f u n c t i o n s which are coardlnated i n t o a 

c o u n s e l l i n g c o n s u l t a t i o n process. The c o n s u l t a t i o n process i s 

the transformation stage d u r i n g which the problems and d i f f i c u l t i e s 

are properly i d e n t i f i e d and analysed and appropriate a c t i o n taken 

towards t h e i r résolution. The employée f i n a l l y émerges from the 

system, arraed w i t h advice and a s s i s t a n c e on how t a salve o r 

t a c k l e problems and d i f f i c u l t i e s . 
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The s t a r t i n g p o i n t i n the system i s the employée w i t h prablem(s). 

Vhen he i s inputed i n t o the system, he becomes the c l i e n t ' . T h e l a b e l 

c l i e n t i s used as an encouragement t o the employée t o see h i m s e l f as 

being i n v o l v e d i n a n e u t r a l process i n which he i s not accountable 

to h i s emplayers, and a l s o as a p r o f e s s i o n a l jargon by welfare 

o f f i c e r s . Two ways the c l i e n t can get in v o l v e d i n the system are 

e i t h e r by recommendation fram h i s l i n e manager or by d i r e c t c o n t a c t 

with the welfare o f f i c e r himself. 

The welfare o f f i c e r i s the c o u n s e l l o r and the main a c t o r i n charge 

of the system. He i s backed up i n p r a v i d i n g h i s s p e c i a l i s t . 

s e r v i c e by both the welfare department which r e c r u i t s and p r o v i d e s 

him with a d m i n i s t r a t i v e support and c o u n s e l l i n g i n s t i t u t i o n s and 

a s s o c i a t i o n s which provide him w i t h académie and p r o f e s s i o n a l 

support. As main actor, he g i v e s s p e c i a l i s t advice and a s s i s t a n c e 

to the c l i e n t . This he does through a 'C o u n s e l l i n g C o n s u l t a t i o n 

process*. The c o u n s e l l i n g c o n s u l t a t i o n process i s the v e h i c l e 

the welfare o f f i c e r uses t o help the employée to problem s o l v e . 

I t i s organised around f l v e main stages of a c t i v i t i e s which are 

discussed below. Stages 1 to 4 are c y c l i c a l , not d i s c r e t e , 

while stage 5 i s an outeome, not part of the 1 to 4 process. 

Stage 1: Developing a R e l a t i o n s h i p . 

An e s s e n t i a l f i r s t stage i n the process can be achieved by 

presenting an acceptable image t o the employée both i n 

environment and i n manner. A f r i e n d l y , warm manner can q u i c k l y 
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make an i n t e r v i e w e f f e c t i v e . The p h y s i c a l surroundings are a l s o 

important. They should présent a pleasant and r e l a x e d atmosphère. 

It i s important at t h i s e a r l y stage t h a t the question of 

c o n f i d e n t i a l i t y i s d iscussed and the c o n t r a c t made. 

Stage 2: I d e n t i f y i n g the Problem,. 

This r e q u i r e s a n o n - d i r e c t i v e approach, using open-ended q u e s t i o n s 

which a l l a w the prablem, owner t a e x p i a i n h i s problem, l i s t e n i n g 

and not a f f e r i n g advice or evaluate comments. The c a u n s e l l a r must 

remain n e u t r a l a t t h i s stage. To a l l o w the employée to t a l k about 

t o p i c s which are h i g h l y s e n s i t i v e . Tt i s important that he be g i v e n 

time to t h i n k and express himself - thus s i l e n c e s should be allowed, 

and techniques f o r apening up the prablem should be used; f o r 

example, r e f l e c t i n g back key phrases t o e l i c i t some f u r t h e r 

expansion of Issues. 

Stage 3: E x p l o r i n g the c o n d i t i o n s under which prnhlem occurs, 

By e x p l o r i n g the c o n d i t i o n s under which the employée expériences the 

problem, the boundarles of the problem can be found. The c o n d i t i o n s 

include the f e e l i n g s of the problem owner. Thèse f e e l i n g s are 

fa c t s . By a l l o w i n g the problem owner to r e v e a l to himself what 

h i s f e e l i n g s are, he w i l l come to accept h i s own part i n the 

problem. By knowing the c o n d i t i o n s under which the problem occurs 

i f I t i s a work problem f o r example, changes w i t h i n the j o b can 

e i t h e r be made t o a l l e v i a t e problems thus r e l l e v i n g pressures f o r a 

temporary p e r i o d or a subordinate encourage to use h i s workmates 

i n helping t o résolve the problem. 
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Stage 4: Dis c o v e r i n g s o l u t i o n s to the problem. 

S o l u t i o n s to problems can only be r e a l s o l u t i o n s l f the employée who 

beli e v e s he has a problem a l s o b e l i e v e s i n the s o l u t i o n . I t i s most 

l l k e l y t h a t he w i l l b e l i e v e i n the s o l u t i o n l f he puts i t forward 

himself. The employée should be encouraged t o look at a l i p o s s i b l e 

outcomes of the d i f f e r i n g décisions he might wish t o take.and the steps 

that would be necessary t o implèment them. The s t r e s s i n v o l v e d i n each 

course of a c t i o n should not be fo r g o t t e n . The r o l e of the we l f a r e 

o f f i c e r would be t o get the employée to evaluate h i s own s o l u t i o n 

r a t i o n a l l y . 

Stage 5; P r o v i d i n g a f r u l t f u l c o n l u n c t i o n between the 

problem owner and the export agency. 

I f a problem i s i d e n t i f i e d which r e q u i r e s expert h e l p . i t s w i t c h e s i t s 

focus to the problem of haw t o achieve a f r u l t f u l conjunctìon betwen the 

problem owner and the expert agency <e.g. drug a d d i c t i o n c e n t r e s , l e g a i 

a i d centre, marriage guidance centre, e t c . ) . Various kinds of s u p p o r t i l e 

behaviour w i l l a s s i s t - f o r examplc,giving time o f f , r e s p e c t i n g con-

f i d e n t i a l i t y , accompanying a nervous employée on h i s f i r s t v i s i t , e t c . . 

QPTFPTS AflP FEEDBACK 

1. Advice, d i r e c t i o n and a s s i s t a n c e . 

2. A b i l i t y and c a p a c i t y t o understand and résolve problem. 

3. Improved behaviour and plans f a r the fu t u r e . 

4. Loyalty t a o r g a n i s a t i o n ( t h i s présumes increased j o b s a t i s f a c t i o n ) . 

5. Greater S e l f - c o n f i d e n c e and r e s p o n s i b l 1 i t y f o r own a c t i o n . 

6. Improved morale. 

The welfare o f f i c e r gets a feedback of informat i o n front these outputs 

with which he or she .can improve and adapt the system. 
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4.5 CDffCLÜSIOHS. 

A systems view of an o r g a n i s a t i o n enables o c c u p a t i o n a l w e l f a r e 

to be vlewed as a subsystem wlth a l l the advantages as o u t l i n e d i n 

e a r l l e r chapters of t h l s part of the t h e s i s . Thls vlew I s 

necessary i f a c c u p a t l o n a l welfare l s t o be considered s e r i o u s l y 

as a d i s c i p l i n e and a p r o f e s s i o n i n l t s own r i g h t , The s i g n i f i c a n c e 

of systems thinjfcing f o r occupational welfare p r a c t i c e i s t o o great 

to be l e f t unexplored. Systems theory according t o Schoderbeck et 

a l (1980H12] 'has r e v o l u t i o n a l i s e d management s c i e n c e , 

cannmjnications and planning; i t has been r e s p o n s i b l e f o r the 

development of e n t i r e áreas of study w i t h i n physiology and ecology, 

philosophy, geography, economics, p o l i t i c a l s c i e n ce, s o c i o l o g y , 

psychology and p s y c h i a t r y are aaong the d i s c i p l i n e s d i r e c t l y 

a f f e c t e d * . 

Occupational welfare i s In f a c t e x c e p t i o n a l i n having f a i l e d t o 

come t o g r i p s w l t h a s e t of concepts which have now been p a r t 

of the s c i e n t i f i c thought f o r a generation. The reason why systems 

i s not r e a d i l y recognised as a legitímate sub j e c t i s t h a t i t i s 

d i f f e r e n t i n k i n d from most other d i s c i p l i n e s . I t s concern i s 

not a p a r t i c u l a r s e t of phenomena, as i n the case w i t h chemlstry 

and physics, f o r example, n e i t h e r i s i t , l i k e biochemistry, 

a subject which has a r i s e n at the overlapping of e x i s t i n g 

subjects. Sor i s i t a subject which e x l s t s because a p a r t i c u l a r 

problem área l s recognised as important, and r e q u i r e s the 

bringing together of a number of d i f f e r e n t streams of knowledge 

- as do town planning or s o c i a l a d m i n i s t r a t i o n , f o r example. 



Vhat d i s t i n g u i s h e s Systems i s that i t i s a subject which can 

•talk: about the other subjects or be used t o discuss the other 

subjects'. I t i s therefore not a d i s c i p l i n e to be put i n the same 

set as other d i s c i p l i n e s , i t i s a 'meta-discipline' whose subject 

matter can be a p p l i e d within v i r t u a l l y any other d i s c i p l i n e . I t i s 

on thèse strengths of the Systems approach t h a t occupational 

welfare should c a l i f o r an i n j e c t i o n of i n s p i r a t i o n i n order to 

illuminate i t s study and guide the design of i t s techniques. 

L i k e most d i s c i p l i n e s therefore, occupational welfare should have 

the benefit of some t h e o r e t i c a l underpinnings upon which to 

dépend. The Systems approach provides t h i s o a s i s as has been 

explained and i l l u s t r a t e d by the models discussed. I t i s from 

such a p o s i t i o n and under such framework t h a t i t s p r a c t i t i o n e r s can 

apply those techniques which seem more s u i t a b i e f o r them and t h e i r 

c l i e n t s . The g u i d e l i n e s provided within such a Systems view of 

occupational welfare ensure a systematic approach and avoid the 

i n e f f i c i e n c i e s and i n e f f e c t i v e n e s s of a haphazard and unorganised 

approach. A Systems view lends p r a c t i c a l i t y t o occupational 

welfare as i t permits the use of l o g i c a i and r e a l i s t i c concepts 

and techniques by i t s p r a c t i t i o n e r s . 

Such concepts and techniques such as the 'wholeperson concept* 

and the 'employée c o u n s e l l i n g system* model discussed i n e a r l i e r 

chapters have provided the basis f o r viewing employée problems 

both i n t h e i r e n t i r e t y and i n a systematic manner in order to 
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t a c k l e them e f f e c t i v e l y . Thèse two models are In f a c t e x t e n s i o n s 

of the general model of an occupational welfare system d i s c u s s e d 

Chapter 4.2. 

For example, the whole person concept through i t s techniques, 

enables the human resource inputs t o be analysed i n r e l a t i o n t o 

t h e i r everyday f u n c t i o n s at work, i n the family c i r c l e , and 

w i t h i n the environment i n arder t o determine t b e i r welfare needs 

c o r r e c t l y . The employée c o u n s e l l i n g system can be seen as a 

process sub-system of the general model and as such i s a l s o a 

major a c t i v l t y i n the transformation process. Considering 

therefore the i n t e r - d i s c i p l i n a r y nature of i t s work and 

se r v i c e s , occupational welfare viewed as a system would p l a y 

an important rôle as a u n i f y i n g f o r c e i n the s o l u t i o n of 

inter-departmental conflìcts that are common o r g a n i s a t i o n s of 

a i l klnds. 
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Having e f f e c t i v e l y disproved the n u l l hypothesis proposed i n the 

f i r s t o b j e c t i v e of t h i s t h e s i s , the stage i s set to c o n s i d e r the 

theoreticaî and p r a c t i c a l evideDce r e l a t i n g t o the second aim -

'to evalúate how f a r occupational welfare can c o n t r i b u t e t o the 

suc c e s s f u l management of large modem télécommunications s e r v i c e 

o r g a n i s a t i o n s . The task t h e r e f o r e i s to h i g h l l g h t f i r s t l y the 

important c o n t r i b u t i o n s occupational welfare had made and can mate 

ta. the everyday management problems encountered in o r g a n i s a t i o n s , 

and secondly, those areas which are seen t o make the p r o v i s i o n of 

welfare s e r v i c e s indispensable i n the management of modem télé­

communications s e r v i c e o r g a n i s a t i o n s and by e x t r a p o l a t i o n t o o t h e r 

i n d u s t r i e s which are a l s o being a f f e c t e d by t e c h n o l o g i c a l change. 

The d i s c u s s i o n of the c o n c l u s i o n s i s s t r u c t u r e d as f o l l o w s : 

5.1 The b a s i s of welfare p o l i c y i n an or g a n i s a t i o n . 

5.2 Vhy welfare i s necessary. 

5.3 Employée C o u n s e l l i n g as the cornerstone of good w e l f a r e 

p r a c t i c e . 

5.'4 A wider r o l e f o r welfare i n i n d u s t r i a l o r g a n i s a t i o n s . 

5.5 The fu t u r e development of the welfare f u n c t i o n . 

5.6 Références. 
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5.1 THE BASIS OF VRT.FARF TTÌT.1CY IH AR ORGAIISATIQI. 

Introduction 

A welfare p o l i c y should i d e a l l y be a w r i t t e n statement of an 

o r g a n i s a t i o n ' s plan of a c t i o n on matters a f f e c t i n g the w e l l -

being of the people i n the o r g a n i s a t i o n . This statement l i k e 

any statement on p o l i c y matters, should be i n broad, long-range 

terms that express or stem from the philosophy o r b e l i e f s of the 

org a n i s a t i o n * s board of d i r e c t o r s . It should be i n t e g r a t e d i nto 

the broad corporate p l a n which i n part w i l l be a f f e c t e d by 

législation, and should a l s o take account of the nature of the 

environmental systemst1] i n which the company e x i s t s . A w e l f a r e 

policy, should i n a d d i t i o n be expressed i n terms of the t h r e e main 

areas of occupational w e l fare a c t i v i t y - p h y s i c a l , group and 

personal s e r v i c e s , and may be elaborated i n the form of a number 

of s u b s i d i a r y p o l i c i e s under each heading. Associated w i t h thèse 

headings w i l l be r u l e s and régulations to ease the I n t e r p r e t a t i o n 

and a p p l i c a t i o n of p o l i c y by J u n i o r managers who r e l y on docuroentary 

guidance when d e a l i n g w i t h p a r t i c u l a r kinds of problems. 

Being expressed i n terms of the three main areas of welfare a c t i v i t y 

such a p o l i c y must emphasise the need to provide a comprehensive 

welfare s e r v i c e system i n c o r p o r a t i n g thèse areas i n an o r g a n i s a t i o n . 

Once t h i s p o l i c y statement has been made i n respect of the welfare 

functio n , the a c t i o n s t o be taken w i l l have to be guided by what has 
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been l a i d down. The s i g n i f i c a n c e of t h i s statement of p o l i c y l i e s 

i n the f a c t t h a t i t w i l l provide the foundation f o r e i t h e r an 

e f f e c t i v e or i n e f f e c t i v e w e l fare s e r v i c e . Any p o l i c y adopted 

however, w i l l have to be revlewed from time to tlme t o fceep i t 

in tune with changes w i t h i n and outside the o r g a n i s a t i o n . 

Some V e l f a r e P o l i c i e s 

For supposedly c a n f i d e n t i a l reasons, B r i t i s h Telecom r e f u s e d t o 

provide a statement of welfare p o l i c y . According t a the C h i e f 

Velfare Adviser and the Statements contalned i n the welfare 

department's brochure on the B r i t i s h Telecom V e l f a r e S e r v i c e , the 

or g a n i s a t i o n has somewhere a w r i t t e n statement of welfare p o l i c y 

as part of i t s corporate p l a n whlch commits i t t o t a t e an a c t i v e 

i n t e r e s t i n the personal w e l l - b e i n g as w e l l as the e f f i c i e n c y of 

i t s s t a f f . At Board l e v e l , the i n t e r e s t s of the welfare department 

are represented by the Board member of personnel and corporate 

services!21. 

By way of c o n t r a s t , the nigérian External Telecom has a mlxed bag 

of Statements of p o l i c i e s on welfare s e r v i c e s . These are f u l l y 

published i n the s t a f f handboak and they cover s p e c i f i c a l l y the 

commitment by the o r g a n i s a t i o n t a pravide canteen s e r v i c e s , s p o r t s 

and r e c r e a t i o n a l f a c i l l t i e s , médical, housing and t r a n s p o r t 

f a c i l i t l e s . The misleading aspect of such Statements i s th a t they 

give the impression that welfare s e r v i c e s are the same as f r i n g e 
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b e n e f i t s . As such they c o n t r a d i c t the b a s i c p r o p o s i t i o n i n the 

d e f i n i t i o n of o c c u p a t l o n a l welfare provided i n Part One of t h i s 

study. Also having been pu b l i s h e d i n the s t a f f handbaak, emplayees 

consider them as p a r t of the térros and c o n d i t i o n s of employment and 

therefore expected as a matter of course. 

At board l e v e l , the D i r e c t o r of Personnel represents the i n t e r e s t s 

of the welfare s e c t i o n and the personnel department i n FET. As con-

firmed by him i n person, one of the regular personnel t a p i e s f o r 

d i s c u s s i o n a t main board meetings In FET was campany s t a f f w e l f a r e 

and f r i n g e b e n e f i t s provisión, íollowed by i n d u s t r i a l d i s p u t e s and 

pay systems. By c o n t r a s t , manpower planning and labaur markets were 

not as f r e q u e n t l y discussed. Bowever personnel p o l l c i e s as a whole 

are often discussed a t board l e v e l . This seems to indícate the 

d i r e c t o r s ' concern f o r the huge c o s t s involved i n a c q u i r i n g , 

developlng and r e t a i n i n g the human resources necessary f o r the 

success of the o r g a n i s a t i a n and provides evidence i n support of 

the s i g n i f i c a n c e of welfare s e r v i c e s i n the management of the 

organlsation. 

Basls f o r a V e l f a r e Pal l e y - a Paradlgm Case l n the U.K. 

One of the main p r i n c i p i e s upan which a s u c c e s s f u l welfare p o l i c y 

may be based i s an a 'commitment t a gaod human relatíons* . Such a 

p o l i c y has been t r i e d and t e s t e d and works s u c c e s s f u l l y i n f o r 

exampie, K a r t s and Spencer, one of B r i t a i n ' s most progressive and 
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s u c c e s s f u l department s t o r e s . The f o l l o w l n g e x t r a c t from a speech 

by i t s chairman, Lord S i e f f serves t o f l l u s t r a t e the p a i n t l 3 ] . " G o o d 

human r e l a t l o n s develop only i f top management belíeves i n , and ís 

committed t a t h e i r implementation and has a genuine respect f a r the 

I n d i v i d u a l . This i s nat samething t a be t a c k l e d from time t o time, 

but demands continuous a c t i o n . Human r e l a t i o n s i n Industry should 

cover the problems of the i n d i v i d u a l at wark, h i s ar her h e a l t h , 

well-being and progress, the working environment and p r o f i t s h a r i n g . 

F u l l and f r a n k two-way communication and respect f o r the c a n t r i -

bution people can make given encouragement - these are the founda-

t i o n s of an e f f e c t i v e p o l i c y and a major c o n t r i b u t i a n to a success­

f u l operatian'. 

Fostering good human r e l a t i o n s w i t h employees means more than j u s t 

paying good wages. Managers must be aware of and react t o the 

problems of employees. Top management must know haw good o r haw bad 

employees* working c o n d i t i o n s and amenities are. They must eat i n 

the employees* r e s t a u r a n t s , see whether the food i s decent and w e l l 

caoked, v i s i t the washraoms and the l a v a t o r i e s . I f they are not good 

enough f o r those i n charge, they are not food enough f o r anyone. Our 

e f f o r t s nave r e s u l t e d i n a s t a b l e s t a f f , ready acceptance of change, 

high p r o d u c t i v i t y and good p r o f i t s In which a l l share - shareholders 

s t a f f , r e t i r e d s t a f f and the community. S t a f f morale i s high and the 

great majarity care about the progress of the business whatever 

t h e i r jobs'. 
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Cnnnrrftment t o Good Human R e l a t i o n s 

The above statement summarises the essence of Marks and Spencer's 

approach t o human r e l a t i o n s i n in d u s t r y . I t i s on t h i s approach 

that t h e i r s u c c e s s f u l welfare s e r v i c e s are based! 41. The s t a r t i n g 

point i s - human r e l a t i o n s h i p s not ma t e r i a l things. The i m p l i c a t i o n 

i s that welfare i s above a l l a m a n i f e s t a t i o n of a concern f o r the 

needs and w e l l - b e i n g of the i n d i v i d u a l , and i t r e q u i r e s that l i n e 

managers, personnel managers and top management are genuinely 

concerned about these i s s u e s . 

A welfare p o l i c y based on a commitment to good human r e l a t i o n s such 

as Harks and Spencer's goes a long way to enhance the success of an 

org a n i s a t i o n . Lord S i e f f In h i s speech g i v e s the names of major 

o r g a n i s a t i o n s some unionised, some not, who implement s u c c e s s f u l l y 

a p o l i c y of good human r e l a t i o n s elaborated t o s u i t t h e i r p a r t i c u l a r 

circumstances. G.E.C., United B i s c u i t s , IBM, Standard Telephones 

and Cable are some of the examples provided. 

Three s i g n i f i c a n t a t t r i b u t e s on which a welfare p o l i c y founded on 

t h i s commitment to good human r e l a t i o n s can be based are: 

1. A respect f o r the i n d i v i d u a l employee, i n terms of the acknow­

ledgement of h i s or her needs, a to l e r a n c e of h i s views, 

c o n s i d e r a t i o n when he i s a f f e c t e d by change over which he has 

no c o n t r o l and a c o n f i d e n t i a l treatment of h i s or her problem. 
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2. A w i l l i n g n e s s t a attend promptly to problems of employees; 

- whether a t work or not help should be given t a employees when 

they are encountering d l f f i c u l t i e s and managers should be d e l e -

gated w l t h authoríty t a a c t s e n s l b l y and generausly i n d e a l i n g 

wlth them. 

3. A cdmmltment from top management; In terms of i n s t i t u t i n g a 

management system that e l e v a t e s human r e l a t i o n s as a c a r d i n a l 

valué. 

Vithout previous experience of a good human r e l a t i o n s environment, 

i t i s d i f f i c u l t f o r individuáis t o envisage what such an environment 

can be l i k e . But there are at l e a s t two sources of Information t h a t 

may enable one.to judge s i t u a t i o n s i n o r g a n i s a t i o n s . F i r s t of a l l , 

there are the more q u a n t i f i a b l e i n d i c a t o r s such as the r a t l o o f 

personnel and welfare s t a f f t o employees, the number and range of 

f a c i l i t i e s and the aggregate c o s t s of these. As an example, i n 

B r i t i s h Telecom the r a t i o i s one personnel and welfare s t a f f t o 

every 719 s t a f f , while i n JET, i t i s one personnel and w e l f a r e s t a f f 

to 135 employees. JTET has a much smaller t o t a l labour forcé. By 

camparison, Harks and Spencer maintains a r a t i o of one personnel 

s t a f f t o every 50-60 employees i n the stores. The main reason f o r 

using both personnel and welfare s t a f f i s based on the inescapable 

f a c t that welfare i s an i n t e g r a l part of the personnel department i n 

both o r g a n i s a t i o n s and that personnel as well as s p e c i a l i s t w e l f a r e 

s t a f f perform the welfare f u n c t i o n s which i n t o t a l c o n t r i b u t e t a the 

o v e r a l l well-being of employees. 
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In terms of rangé of s e r v i c e s , those provided by B r i t i s h Telecom 

caver comprehensively the main áreas of welfare a c t i v i t y . Even 

though FET does nat have an i n s t i t u t e d personal welfare s e r v i c e . i t s 

Une managers take on the r o l e of employee c o u n s e l l o r from time t o 

time. Both o r g a n i s a t i o n s Cas ñas been sbown i n p a r t s two and t h r e e 

of the study), spend l a r g e sums of money an the welfare of t h e i r 

employees which nat only f a r exceeds s t a t u t o r y requirements but 

al s o goes w e l l beyond what contemporary o r g a n i s a t i o n s are o f f e r i n g 

t h e i r employees. 

The second source, r e l a t i n g t o the more q u a l i t a t i v e aspects r e q u i r e s 

a d i f f e r e n t t i n d of v a l i d a t i o n . Thi's can best be approached by 

t a l k i n g and l i s t e n i n g t o employees at d i f f e r e n t levéis i n the 

hierarchy i n an o r g a n i s a t i o n as was done during the s t u d i e s of FET 

and BT. 

In FET.there was a f e e l l n g of general dlscantent with the s e r v i c e s 

provided. The general p a t t e r n of f e e l l n g was samething l l k e t h i s ; 

that the company does nat loóle a f t e r i t s employees w e l l enough.and 

the employees f e l t they were not being t r e a t e d as individuáis; t h a t 

they were given too few o p p o r t u n i t i e s continuously t o t r a i n and 

develop themselves;that management was not on t h e i r s i d e but 

against and above them,and that they saw a b i g gap between what 

top management preached and what i t p r a c t i s e d . 

In BT the employees I spoke to were g e n e r a l l y s a t i s f i e d w i t h the 

se r v i c e s the welfare department was pr o v l d i n g though they might 
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refuse t o comment on how thèse s e r v i c e s a f f e c t e d t h e i r o v e r a l l 

f e e l i n g s towards t h e i r work and the o r g a n i s a t i o n as a whole. 

Thèse sources of i n f o r m a t i o n point to. a very important observation. 

That good human r e l a t i o n s e n t a i l s p u t t i n g people f i r s t , t r e a t i n g 

them as individuáis,recognising t h e i r c a p a c i t y f o r r e s p o n s i b i l i t i e s , 

t r u s t w o r t h i n e s s , s e l f - m o t i v a t i o n , coopérative e f f o r t s , achievement 

and p o t e n t i a l f o r development. I t means s i g n i f i c a n t investment by 

the o r g a n i s a t i o n i n terms of time, e f f o r t and money. The r e t u r n on 

the investment i s i n t a n g i b l e and w i l l matérialise o n l y i n the long 

run. A long term p e r s p e c t i v e t o human resources development i s a 

sine que non f o r good human r e l a t i o n s . 

The p r a c t i c e of good human r e l a t i o n s a l s o nécessitâtes r a d i c a l 

departures from conven t i o n a l o r g a n i s a t i o n and Job design. The 

o r g a n i s a t i o n a l s t r u c t u r e must be designed i n such a way as t o 

minimise the number of levéis i n the hierarchy, facilítate face 

to face i n t e r a c t i o n and frank and two-way communication among 

d i f f e r e n t o r g a n i s a t i o n a l levéis,ensure the maximum h o r i z o n t a l 

c r o s s - f e r t i l i z a t i o n and intégration,and make p o s s i b l e the e f f e c t i v e 

d i r e c t i o n and c o o r d i n a t i o n of the diver s e f u n c t i o n s and a c t i v i t i e s 

i n the o r g a n i s a t i o n . In terms of Job design the s t a r t i n g p o i n t i s 

again the human élément. Jobs are to be designed t o f i t people, 

not the other way round and t h i s e n t a i l s e x p l i c i t considération of 

the employée's i n t e l l e c t u a l and motor c a p a b i l i t i e s i n work and work-

place design as to make f o r a more human work environnent compatible 

with personal needs and a s p i r a t i o n s . 
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5.2 VHY VELFARE IS gRCESSARY 

Introduction 

Few people would deny th a t an employer should tafce an i n t e r e s t i n 

the welfare of h i s work people, but they may not accept t h a t the 

most e f f e c t i v e way of expressing t h i s i n t e r e s t i s by p r o v i d i n g a 

camprehensive welfare s e r v i c e . Vhat many people f i n d d i f f i c u l t 

i s be able t o j u s t i f y the p r o v i s i o n of a welfare s e r v i c e f o r 

humanitarian reasons and on the economie grounds which a business 

or g a n i s a t i o n must consider. A growing number of employers such as 

SUT and BT are coming to accept, however t h a t the cost of such a 

s e r v i c e i s f u l l y J u s t i f i e d by i t s e f f e c t upon p r o d u c t i v i t y and 

morale alone, q u l t e apart from any other considérations. They 

appreciate t h a t employees who have s e r i o u s problems i n e v i t a b l y 

adversely a f f e c t the w e l l - b e i n g of the o r g a n i s a t i o n In which they 

are employed, notably i n the areas of p r o d u c t i v i t y and morale. 

Conversely, the évidence of genuine i n t e r e s t by an employer can 

and almost I n v a r i a b l y does lead to inproved r a t e s of s i c k n e s s , 

absenteeism and turnover, as well as p r o d u c t i v i t y . 

Apart from humanitarian and economie reasons, évidence from the 

study of JTET and BT and e x i s t i n g l i t e r a t u r e on welfare bas shown 

that there are many more reasons why employers provide welfare 

s e r v i c e s . Thèse reasons are now dlscussed. 
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Two Schools of Thought 

There appear t o be two p r i n c i p a l schools of thought concernlng the 

p r o v i s i o n of so wide a s e r v i c e such as welfare f o r employées. One 

school maintains t h a t an employer should only provide what i s r e -

quired by law and not I n t e r f e r e or impinge on an employée's p r i v a t e 

l i f e , while the second school b e l i e v e s that any a s s i s t a n c e i t can 

give with an employée's personal problems w i l l help t o mate him a 

more e f f i c i e n t and s a t i s f a c t o r y worter. Both strands of o p i n i o n 

were évident i n SET and BT. 

Arguments agal n s t welfare p r o v i s i o n 

The most common argument used aga i n s t welfare i s that welfare i s 

synonymous w i t h paternalism. I t i s perhaps unfortunate t h a t i n a 

modem t e c h n o l o g l c a l âge such as we now l i v e i n where the s i g n i -

f i c a n c e i n i n d u s t r y of démocratie p r i n c i p l e s i s h i g h l y a p p r e c i a t e d , 

an o r g a n i s a t i o n can be accused of being p a t e r n a l i s t i c when l o o k i n g 

a f t e r the w e l l - b e i n g of i t s employees. Paternalism, a c c o r d i n g t o 

Horthcattl 5 1 , i s a benevolent regard f o r human we l l - b e i n g which i s 

based on three main p r i n c i p l e s . 

The f i r s t p r i n c i p l e i s based i n t u r n on the notion t h a t , t h a t 

which i s given t o employees may c l e a r l y be withheld or allowed 

only on c o n d i t i o n s l a i d down by the giver. 
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The second p r i n c i p l e i s based on the concept t h a t the employer s h a l l 

assert h i s i n d i s p u t a b l e r i g h t t o manage t h i n g s i n h i s own way i n 

what he regards as h i s own business. 

The t h i r d p r i n c i p l e i s based on the understandlng t h a t the employer 

s h a l l expect both g r a t i t u d e and acceptance of h i s own views and 

•préjudices from h i s employees. Considering the s t r e n g t h of Trade 

Union a c t i v i t i e s , i n d u s t r i a i compétition and l e g i s l a t i v e enactments 

f o r the p r o t e c t i o n and régulation or employer-employée r e l a t i o n s , 

i t i s d i f f l c u l t t o envisage f u l l - b l o w n p a t e r n a l i s m i n modem day 

organisations. P a t e r n a l i s m i s c l e a r l y out of date and i t i s t h e r e -

fore h i g h l y misleading t o use i t as a means of c r i t i c i s i n g w e l f a r e 

provisons. 

Other c r i t i c i s m s of welfare are th a t the existence of the V e l f a r e 

State absolves employers from r e s p o n s i b i l i t y fòr the welfare o f 

t h e i r employées,and a l s o i t i s s e l f i s h t o maintain l a r g e p l a y i n g 

f i e l d s and e r e c t huge s p o r t s p a v i l l o n s I f they are going t o be used 

by a minute p r o p o r t i o n of s t a f f f o r a very l i m i t e d p e r i o d of time -

the space and f a c l l l t i e s could be better used by the community. 

Both c r i t i c i s m s can be e f f e c t i v e l y contained by examining the 

the a c c e s s i b i l i t y of the welfare s t a t e s e r v i c e s i n both the U.K. 

and H l g e r i a . T h e o r e t i c a l l y even though s t a t e welfare s e r v i c e s are 

a v a i l a b l e to a l i In the U.K.,In p r a c t l c e I t i s only those who can 

tabe the time t o f i n d t h e i r way round i t that can use i t f o r the 
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résolution of t h e i r problems. In a d d i t i o n very many employees are 

l i k e l y t o be unaware of what i t can provide and how thèse can hel p 

them. Koreover they may a l s o be r e l u c t a n t t o absent themselves from 

work i n arder t o f i n d out. In ïigeria the welfare s t a t e system i s 

non-existent and the s o c i a l s e r v i c e s provided by the s t a t e are o f t e n 

inadequate.as a result,companies accept general r e s p o n s i b i l i t i e s f o r 

f o r the welfare of t h e i r employees and t h e i r fami l i e s as d i s c u s s e d 

i n chapter 3.1 and 3.2. 

In many o r g a n i s a t i o n s i n both c o u n t r i e s , the i n c r e a s i n g i n t e r -

dependence of the company and l o c a i community as seen i n the 

framework of n a t i o n a l development programmes and the s h i f t i n 

i n d u s t r i a i expansion from the i n d i v i d u a i large e n t e r p r i s e of the 

mine and p l a n t a t i o n s t o modem s e c t o r manufacturing i n l a r g e 

towns has very much changed the r e l a t i o n s h i p of the employer t o 

the employée, and t o the wider community and govemment. Th i s has 

helped t o b r i n g about a s h i f t from independent employer a c t i o n s t o 

a greater coopération and c o l l a b o r a t i o n as f a r as the p r o v i s i o n of 

various welfare s e r v i c e s are concerned. For example, most BT r e s t a u ­

rants are open t o use by the p u b l i c and even t h e i r V e l f a r e T r a i n i n g 

Centre accepts as traînées, employees from other o r g a n i s a t i o n s i n 

the community. S i m i l a r l y , RET shares i t s s p a r t s and r e c r e a t i o n a l 

f a c i l i t i e s w i t h the l o c a i community. 

Arguments i n favour of V e l f a r e p r o v i s i o n 

The strängest philosophy on which mast arguments i n favour of 

welfare at work are based i s one which sees i n d u s t r y as having a 
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s o c i a l r e s p a n s l b i l l t y f a r people who wort i n them, i . e . as one part 

of what the worter I s e n t i t l e d t o as a function of h i s wort output. 

I t s contention i s that because an employée spends most af h i s a c t i v e 

l i f e i n the wort s i t u a t i o n , he l s e n t i t l e d to somethlng more than 

h i s pay, statutory f r i n g e benefits, health and safety Systems. T h i s 

philosophy was well put by Hartin<1967> when he wrote: " S t a f f spend 

at least h a l f t h e i r waking time at wart or i n g e t t i n g to i t or 

leaving i t . They tnow they contribute to the organisation when they 

are reasonably f r e e from worry.and they feel.perhaps i n a r t i c u l a t e , 

that when they are i n trouble they are due to get something back 

from the organisation. People are e n t i t l e d to be treated as f u l l 

human beings with personal needs, hopes and anxieties; they are 

employed as people, they bring themselves to wart, not j u s t t h e i r 

hands and they cannot r e a d l l y leave t h e i r troubles at hometöl'. 

The position of workers i n the U.K. and s i m i l a r countries with 

well developed s t a t e welfare Systems,but also with high unemplay-

ment has put mare pressure an statutory s o c i a l Services because i t 

i s those who are economically inactive who become the c l i e n t s of 

the s o c i a l services!71. In such a c l i u a t e , occupatianal welfare Is 

to be valued In i t s own r i g h t because statutory s o c i a l Services 

f i n d i t increasingly d i f f i c u l t to o f f e r help ta employed people f o r 

whom they have no statutory r e s p o n s l b l l i t y . Vithout welfare at work, 

the employée and dependents facing d i f f i c u l t i e s may well have 

nowhere to turn. 
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L o g i c a l l y . i t would be expected t h a t the r e l a t i v e absence of labour 

shortages ID a r e c e s s i o n would l e a d t o a d e c l i n e i n the provisión of 

welfare s e r v i c e s . Such evidence as there i s suggests t h a t t h i s may 

not be o c c u r r i n g . V i t h t e c h n o l o g i c a l change, more of an o r g a n i s a -

t i o n ' s resources tend t o be in v e s t e d i n pla n t and machinery. Henee 

payments to employees become a l e s s e r p r o p o r t i o n of o v e r a l l operat-

ing costs.and so the provisión of f o r example, welfare s e r v i c e s or 

other b e n e f i t s becomes a r e l a t i v e l y smaller investment. As t h e r a t i o 

of c a p i t a l i nvested per employee increases, management may become 

more aware of the need f o r employees to be f u l l y e f f e c t i v e , a n d one 

way of ensuring t h i s i s to i n v e s t s e r i o u s l y i n t h e i r w elfare. 

Some o r g a n i s a t i o n s provide welfare s e r v i c e s because they wish t o 

be seen as the k i n d of employer who considers s e r i o u s l y the welfare 

needs of t h e i r employees. For example, the Trustee Savings Bank 

a d v e r t i s i n g f o r a Personal S e r v i c e s O f f l e e r t o ad m i n i s t e r welfare 

a c t l v i t i e s included the f o l l o w i n g relevant statement i n the adve r t -

isement; 'The Bank i s p a r t i c u l a r l y aware of the need f o r a welfare 

s e r v i c e f o r a l l members of i t s s t a f f and the department prov i d e s a 

c o n f i d e n t i a l c o u n s e l l l n g s e r v i c e i n a d d i t i o n t o r e g u l a r l y maklng 

more rautine v i s l t s t o the Bank's 228 branches*l8]. C l o s e l y a l l i e d 

to t h i s d e s i r e , i s the wish of most o r g a n i s a t i o n s t o a t t r a c t the 

best p o s s i b l e workers to t h e i r p a y r o l l . Generous welfare s e r v i c e s 

are thought t o a t t r a c t h i g h - c a l i b r e employees to an o r g a n i s a t i o n and 

also help r e t a i n them. T h i s l a t e n t f u n c t l o n of welfare i s very w e l l 
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recognised iD SET. Most of the s t a f f are aware and envlous of the 

d i f f e r e n t s e r v i c e s provided i n contemporary o r g a n i s a t i o n s which are 

not a v a i l a b l e i n t h e i r company. Even SET's managers b e l i e v e the 

organisation ought t o have been persuaded t o provide some of the 

welfare s e r v i c e s a v a i l a b l e i n other o r g a n i s a t i o n s . 

l o matter what motives employers have f o r p r o v i d i n g welfare 

s e r v i c e s , they w i l l always be disputed. On the b a s i s of the SET 

and BT studies.most employees w i l l always be compelled t o look 

a f t e r the we l l - b e i n g of t h e i r s t a f f f a r both humanitarian and 

économie reasons. Furthermore the development of a personal 

welfare s e r v i c e can ensure t h a t employée's productive c a p a c i t y 

I s not handicapped by personal problems. 
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5.3 EHFLQYEE CQrjHSELLIJG AS THE CORSÉRSTOSE 
OF GQOD VELFARE PRACTICE. 

The Slgnifícance of Employee C o u n s e l l i n g 

Employee c o u n s e l l i n g has always be en a baslc welfare t a s k i n 

i n d u s t r i a l o r g a n i s a t i o n s i n the O.K. ever s i n c e the f i r s t 

I n d u s t r i a l V e l f a r e Vorker was appointed i n 1896E93. Although a 

survey c a r r i e d aut by the B r i t i s h . Instítute of Management" i n 

.1971 suggested t h a t only 5 percent of f i r m s i n the U.K. o f f e r e d 

personal c o u n s e l l i n g s e r v i c e s ! 1 0 1 . A more recent study by 

Stewart<1983)1111 . t e s t i f i e d t o i t s growing importance i n i n d u s t r y 

when over a two year p e r i o d from 1980 ta 1982.it found t h a t two-

t h i r d s of advertisements f o r personnel management p o s i t i o n s 

mentloned c o u n s e l l i n g as p a r t of the Job. He concluded an the 

basis of t h i s evidence t h a t the dominance of c o u n s e l l i n g suggests 

i t i s the core of the welfare task. Even though t h i s form of 

c o u n s e l l i n g has not been i n s t i t u t i o n a l i s e d i n i n d u s t r i a l o r g a n i ­

s a t i o n s i n Sigeria.my research confirms that i t i s c a r r i e d out 

u n p r o f e s s i o n a l l y and i n f o r m a l l y by both l i n e and personnel managers. 

The case f o r i n t r o d u c i n g an employee c o u n s e l l i n g programme t o deal 

with the personal problems of employees i s supported by examples of 

f i g u r e s demonstratlng the extent t o which personal and p s y c n o l o g i c a l 

problems lmpinge on an o r g a n i s a t i o n i n the U.K. In 1979,It was 

estimated t h a t f o r t y m i l l i o n working days were l o s t through minar 

mental i l l n e s s such as dépressian and anxietyí161. This compares 

207 . 

http://1982.it


with ten m i l l i o n i n i n d u s t r i a l disputes and twenty-three m i l l i o n 

i n i n d u s t r i a l i n j u r y and disease. I t may be argued t h a t the f o r t y 

m i l l i o n may have increased w i t h the concern f o r personal Job 

s e c u r i t y endemie i n the c u r r e n t economie c l i m a t e . 

Also i t has been shown th a t at any p a r t i c u l a r time.up t o 20 per 

cent of a company's work: f o r c e w i l l have a problem which i s l i k e l y 

t o a f f e c t t h e i r performance; perhaps an accident a t home w i t h a 

c h i l d , an argument w i t h a colleague or a sudden in c r e a s e i n house-

hold expenditure. Same 8 per cent of employees w i l l be e x p e r i e n c i n g 

something more major,for example an impending cou r t case,a d i v o r c e 

or the death of a partnert121. 

Given the impact which personal problems of employees can have on 

o r g a n i s a t i o n a l e f f e c t i v e n e s s , I t seems f o o l i s h f o r an o r g a n i s a t i o n 

hot to i n v e s t on a c o u n s e l l i n g programme as a means of combating 

the personal problems t h a t could a f f e c t the e f f e c t i v e n e s s of an 

employee. 

One method of i n t e g r a t i n g c o u n s e l l i n g i n t o the workplace was 

suggested by Payne and Arroba(1979)[191, who among t h e i r 

conclusions ÍD a study of what mangers do about i l l n e s s e s among 

t h e i r subordinates, s t a t e d that;'perhaps r e s p o n s i b i l l t y f o r good 

health and the réduction of a s t r e s s f u l envlranment needs t o be 

f a r m a l l y b u i l t i n t o the managerial job spécification so t h a t a 

manager i s judged on c r i t e r i a r e l e v a n t to them as w e l l as on more 

conventional achievement c r i t e r i a ' . 
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Summary of p o t e n t i a l b e n e f i t s 

I f employée personal problems are t a c k l e d through an e f f e c t i v e 

c o u n s e l l i n g programme,the welfare s e r v i c e may s u b s t a n t i a t e l t s 

c r e d i b i l l t y i n the company by p r o v i d i n g the f o l l o w l n g b e n e f i t s : 

1. A réduction i n absenteeism, 

2. An improvement i n the q u a l i t y of work, 

3. A réduction i n productive wastage, 

4. À reduced number of workplace a c c i d e n t s , 

5. An improvement i n human r e l a t i o n s and l e v e l of morale, 

6. Reduced e a r l y retirement, 

7. Reduced labour turnover, 

8. Improved i n d i v i d u a l a b i l i t i e s i n décision making and problem 

s o l v i n g . 

V i t h i n a department, employee c o u n s e l l i n g forms the nucleus of a 

welfare o f f i c e r ' s job. His c o u n s e l l i n g rôle makes i t p o s s i b l e t o 

describe him as an agent of change,while not d i v u l g i n g confidences, 

the welfare o f f i c e r i n some cases may be able t o use the i n f o r m a t i o n 

gained during c o u n s e l l i n g t o encourage changes i n problem areas f o r 

the better. E s s e n t i a l l y , c o u n s e l 1 i n g needs to be seen as a p o s i t i v e 

agency.it facilitâtes c h a n g e , p a r t i c u l a r l y change determined by the 

i n d i v i d u a l f o r the i n d i v i d u a l , a n d s i n c e décisions through c o u n s e l l ­

ing are self-determined they are more l i k e l y t o p e r s i s t . 

Trained employées are valuable and represent an asset which should 

be protected l n the same way as p l a n t and machinery are maintained 

through s e r v i c e c o n t r a c t s . C o u n s e l l i n g wauld perform t h i s r a i e f o r 

the human assets of an o r g a n i s a t i o n . 
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5.4 A VIDER ROI.F FQR VFT.FARE Ig ORGAfflSATTOffS 

Introductlon 

The systems a n a l y s i s of welfare discussed In part four emphasises 

very c l e a r l y , the inter-departmental nature of the welfare t a s k 

and l t s c e n t r a i c o o r d i n a t i n g f u n c t i o n i n h e l p i n g to engìneer a l i 

p a r t s of the o r g a n l s a t i o n towards the s u c c e s s f u l achievement of 

corporate goals. In t h i s d i r e c t i o n , the welfare department shares 

an organic r e l a t i o n s h i p with other departments, the s i g n i f i c a n c e 

of which l i e s i n the performance of i t s c r u c i a i r o l e which i s to 

pramote and preserve the w e l l - b e i n g of a c t i v e and r e t i r e d employees 

and t h e i r f a m i l i e s . 

I t i s the s i g n i f i c a n t p r o b a b i l i t y that t h i s r o l e w i l l help b r i n g 

about the achievement of o r g a n i s a t i o n a l e f f e c t i v e n e s s which c a l l s 

f o r the adoption of a broad approach to the concept of occupational 

welfare. This approach would encompass the r e c o g n i t i o n of v a r i o u s 

forms of r e l a t i o n s h i p s with the e x t e r n a l and i n t e r n a i environments 

of the welfare department as enunciated In chapter 4.1. A broad or 

systemic view of t h i s k i n d w i l l i n v o l v e welfare In having to play an 

i n t e g r a t i n g f u n c t i o n both w l t h i n an o r g a n l s a t i o n and between i t and 

i t s p u b l i c . 

Qulte apart from t h i s major r o l e of welfare there are other r o l e s 

which r e l a t e t o i t s f u n c t i o n i n the problems presented by Indus-

t r i a l i s a t i o n , such as the a l l o c a t l o n of r e s p o n s i b i l i t y f o r the 
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p r i v a t e and p u b l i c c o s t s r e s u l t i n g from the involvement of the 

employee and h i s f a m i l y i n the i n d u s t r i a i process, the hearing of 

the r e a l cost by the community of occupational welfare and more 

importantly, of the occupational 'dls-welfare' which l s not avoided 

or at l e a s t campensated. There appears t o be considérable oppor-

t u n i t y f o r the employer t o s h i f t the cost of occupational w e l f a r e 

p r o v i s i o n to the community àt l a r g e but t h i s appears t o be neglected 

or t o receive no a t t e n t i o n . Furthermore,because of t h e r l a c k of 

a t t e n t i o n to the s o c i a l c o s t s , i t seems c l e a r t h a t the employee and 

h i s or her f a m i l y bear many of the unseen s o c i a l c o s t s of the indus­

t r i a i process. These c o s t s are greater i n c o u n t r i e s such as N i g e r i a 

where the basic i n f r a s t r u c t u r e of s o c i a l s e r v i c e s and s o c i a l 

s e c u r i t y i s l a c k i n g or inadequate. 

Occupational welfare f o r a l l workers i n developlng nations. 

Many programmes of occupational welfare d i s t r a c t a t t e n t i o n from the 

wider s t r u c t u r a l problems f a c i n g the majority of the l e s s developed 

countries l i k e H i g e r i a . For example, a concentration on canteen 

pr o v i s i o n s may not be the most appropriate way t o feed employees i n 

view of the very s e r i o u s m a l n u t r i t i o n problems f a c i n g the l a r g e r 

numbers outside the labour f o r c e . This i s even by economic c r i t e r i a 

alone being s h o r t - s i g h t e d . The f a i Iure to provide now adequate 

n u t r i t i o n f o r c h i l d r e n , l i m i t s t h e i r p r o d u c t i v i t y as workers l a t e r . 

S i m i l a r l y , housing f o r employees does not n e c e s s a r i l y i n d i c a t e good 

homes f o r f a m i l l e s . I t may help an employer to malntaln h i s labour 
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force i n the short-term, but i n the lang~term i t may serve t o 

esacerbate the s o c i a l problems of a community. In a d d i t i o n , t h e 

p r o v i s i o n of s e r v i c e s f o r employees i n the l a r g e r and more techno-

l o g i c a l l y advanced f l r m s would only increase or .at l e a s t perpetuate, 

the i n e q u a l i t i e s between workers i n d i f f e r e n t I n d u s t r i a i s e c t o r s 

and help to add t o the s t a t u s of those modem i n d u s t r i a i workers 

who form a new i n d u s t r i a i ' e l i t e * i n a developing country w i t h a 

standard of l i v i n g o f t e n w e l l above the poverty. of the r e s t . 

By c o n t r a s t . a programme of occ u p a t i o n a l welfare that reaches a l i 

employees may w e l l help t o d i m i n i s h i n e q u a l i t y and promote g r e a t e r 

o p p o r t u n i t i e s f o r v o l u n t a r y m o b i l l t y . This can e f f e c t i v e l y be based 

on the f o l l o w i n g c r i t e r i a which w i l l be discussed i n the f o l l o w i n g 

pages: 

1. A t o t a l i d e n t i f i c a t i o n of the needs of the employée, h i s f a m i l y 

and community, 

2. A preparedness t a share the s o c i a l c o s t s a r i s i n g from the 

i n d u s t r i a i process and development, 

3. A récognition by i n d u s t r y of i t s s o c i a l r e s p o n s i b i l i t y , and 

4. An acceptance by Government of a much heavier community 

responsi b i 1 i t y . 

The needs of the employée, h i s f a m i l y and community. 

The needs of these people may be presented along two dimensions -

p a r t i c i p a t i o n In s o c i a l growth and compensation f o r s o c i a l c o s t s . 
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In ooth ffigeria and the U.K.,employées may need the b e n e f i t s of 

welfare,not as incréments t o t h e i r standard of l l v i n g but as p a r t i a l 

compensation f o r d i s - s e r v i c e s , f o r s o c i a l c o s t s and s o c i a l i n s e c u r i -

t i e s which are the product of a r a p i d l y changing i n d u s t r i a i - urban 

s o c i e t y ! 141. For example i n a newly i n d u s t r a l I s i n g country l i k e 

JJigeria.tbe r a t e and extent of change may be considérable,especially 

f o r c e r t a i n groups. Kany w i l l expérience w i t h i n short p e r i o d s of 

t i me, s h i f t s of home and employjnent with l i t t l e guarantee of a 

more permanent s e c u r i t y . T h e i r economie and p o l i t i c a i power,their 

s o c i a l honour may remain at l e a s t uncertain.at worst they may lo s e 

a l l material belongings, together with any sensé of p s y c h o l o g i c a l 

belonging. At the same time,access to welfare s e r v i c e s may help t a 

put éducation,health and s o c i a l s e c u r i t y more w i t h i n the reach of 

the ordinary or l e s s p r i v i l e g e d group. T h e i r standard of l i v i n g 

may be l i f t e d by the development of the community with s o c i a l and 

economie growth. 

The concept of s o c i a l c o s t as part of the p r i c e we pay t o some 

people f o r bearing p a r t of the c o s t s of other people's progress! 15], 

seems p a r t i c u l a r l y u s e f u l f o r c o n s l d e r i n g the s o c i a l e f f e c t s of the 

i n d u s t r i a ] process and on a wlder scale i n d u s t r i a l i s a t i o n - the 

adjustments to t e c h n o l o g i c a l change, the s h i f t s of population,the 

d i s l o c a t i o n of e s t a b l i s h e d communities and the exchange of r u r a l 

poverty f o r urban u n c e r t a i n t y . 
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The needs of the employée may be seen on the one hand as an 

i D t r l n s i c part of the I n d u s t r i a i process but they w i l l be a f f e c t e d 

by the stage of i n d u s t r i a l i s a t i o n the country has reached and the 

speed and way i t has a r r i v e d at t h i s l e v c l of economie development. 

Programmes of economie and i n d u s t r i a i development shauld t h e r e -

there c l e a r l y be d i r e c t e d t o pay more a t t e n t i o n t o the t o t a l needs 

of employées and t h e i r f a m i l l e s . Unfortunately, f a l l u r e t o take the 

needs of these groups i n t o account may often remain concealed while 

d i s s e r v i c e s are borne q u i e t l y and p r i v a t e l y . Very l i t t l e a t t e n t i o n 

has been paid t o the s o c i a l needs of workers as revealed by the 

study of FET and BT. Also there I s l i t t l e i n the l i t e r a t u r e t o 

evaluate the c o s t s the worker and h i s f a m i l y have to bear. The 

f a i l u r e t o o b t a i n adequate feedback on the working of s e r v i c e s 

Is f e l t f i r s t and hardest by those whom the agencies serve o r are 

intended t o serve. The important rôle of research as p a r t of an 

e a r l y warning system which a l e r t s s o c i e t y to unintended couse-

séquences and s i d e - e f f e e t s of the development process i s c l e a r . If 

the danger of an inadéquate programme i s not recognised i n time, 

the impact on the community may w e l l be i r r e v e r s i b l e . 

The sharing of s o c i a l c o s t s 

The f a c t that many of the c o s t s of the i n d u s t r i a i process and indus­

t r i a i development are borne by the employée, h i s f a m i l y and the 

wider community should encourage a more rig o r o u s considération of 
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the share that i n d u s t r y should pay t o community development and 

In compensation f o r c o s t s borne s o c i a l l y . 

The idea of a levy on those employers not p r o v l d i n g a p a r t i c u l a r 

s e r v i c e , a k i n t o the method of f i n a n c i n g the I n d u s t r i a i T r a i n i n g 

Boards i n the U.K. seems t o have worlted w e l l In p r a c t i c e . I t i s one 

way of ensuring t h a t a l i f i r m s c o n t r i b u t e t o a s e r v i c e from which 

they may a l i w i t h the community at large , d e r i v e some b e n e f i t . 

This may be one means of e n a b l i n g s m a l l e r f i r m s t o share i n the 

cos t s of a s e r v i c e f o r which they are unable or u n w i l l i n g to mate 

any i n i t i a l investment or mate any s p e c i a l p r o v i s i o n . Their 

employées would then be e n t i t l e d t o make use of the s e r v i c e s which 

might include not only t r a i n i n g f a c i l i t l e s but b a s i c or s p e c i a l 

medicai s e r v i c e s , r e c r e a t i o n a l f a c i l i t l e s , canteen s e r v i c e s or 

s p e c i a l t r a n s p o r t a t i o n . 

At a l i ti»es however, there i s the need t a consider the community 

as a whole and not Jus t the needs of indu s t r y and i t s workers. 

It might be warth c o n s i d e r i n g a l i m i t to some I n d u s t r a l welfare 

p r o v i s i o n unless I t were made a v a i l a b l e t o a l i members of the 

community e i t h e r f r e e or at a bas i c cost. Firms should be r e q u i r e d 

to c o n t r i b u t e t o some s p e c i f i c s o c i a l welfare fund f o r the whole 

community and nat be allowed t o provide f o r t h e i r own workers alone 

those s e r v i c e s which might be needed by a l i . 

The s o c i a l r e s p o n s l b i l l t y of i n d u s t r y 

The awareness of the hidden needs of the employée, h i s f a m i l y and 

community and the proposed s h a r i n g of c o s t s c a l l s f o r a new rôle f o r 
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i n d u s t r y i n the welfare r e l a t l o n s h l p . The o b j e c t i v e should be f o r 

the community to i n v o l v e the o r g a n i s a t i o n i n the general e f f o r t t o 

promote the welfare of s o c i e t y and i t s members. The f i r s t r e s p o n s i -

b i l i t y i s the improvement of the work s e t t i n g , the work process and 

the Job i t s e l f . Even though a f i r m may c o n t r i b u t e t o the community 

a t l a r g e i n voluntary a c t i v i t y and c o n t r i b u t i o n s or i n tax payments 

and the wealth of i t s employment, i f the q u a l i t y of the workers' 

expérience there i s diminished by any forni of e x p l o i t a t i o n , then 

t h i s f i r s t and bas i c s o c i a l responsibì1ity w i l l bave been s h i r k e d . 

Regrettably, r.ot a l i o r g a n i s a t i o n s e i t h e r i n F l g e r i a o r the U.K. 

w i l l accept the importance of c o n t r i b u t i n g to the welfare of the 

community. Also g r e a t e r understanding of the nature of the s o c i a l 

needs of i n d i v i d u a l s , f a m i l l e s and communities has been s l o w l y 

r e i n f o r c i n g the récognition of inter-dependence among i n d u s t r y and 

i t s workers and the wider s o c i e t y . Because af these views, two 

s i g n i f i c a n t rôles f o r o r g a n i s a t i o n s emerge. One i s t h a t of p r o v i d i n g 

s e r v i c e s w i t h i n the t o t a l welfare system and the second i s t h a t of 

\ . - .. hel p i n g t o pian and develop the community s e r v i c e s . At the 

planning l e v e l , a main i s s u e t o be considered i s that of the appro­

p r i a t e place, w i t h i n a country's t o t a l network of s o c i a l w e l f a r e 

s e r v i c e s , of s e r v i c e s admlnistered under tbe d i r e c t auspices of 

i n d u s t r i e s or p a r t i c u l a r undertakings. A r e l a t e d i s s u e i s th a t of 

the nature and extent of an o r g a n i s a t i o n ' s involvement i n the 

planning and development of community based s o c i a l welfare s e r v i c e s . 
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5.5 THE FUTURE nRVFI.nPMEgT QF THE VELFARE FU1ÍCTíflH 

Introductlan 

This f i n a l chapter I s concerned with the f u t u r e development of the 

welfare f u n c t i o n . Although there are many ways of a n t i c i p a t i n g the 

future, the one most cammonly used i s to p r o j e c t c u r r e n t events and 

trends i n t o a f u t u r e time narizón. This d i f f e r s samewhat from a 

forecast or p r e d i c t i o n . A fórecast of t e n i m p l i e s some prophecy not 

n e c e s s a r i l y e x t r a p o l a t e d from the present. P r o j e c t i o n s , however, 

are s a f e r s i n c e t h e i r underlying assumptions are rooted i n the 

present and one can Jreep c e r t a i n elements constant while a l l o w i n g 

other elements t o evolve i n a p r e s c r i b e d manner, u s u a l l y a 

con t i n u a t i o n of a current trend. 

The aim here t h e r e f o r e i s not to attempt t o f o r e c a s t f u t u r e events 

or t o o u t l i n e the developments t h a t are l i k e l y t o come about; r a t h e r 

i t i s to d i s c u s s the manner i n which f u t u r e events or changes w i l l 

a f f e c t the r o l e of occupational welfare i n the management of 

organisations. Some of the fundamental v a r i a b l e s more l i f c e l y t o 

influence welfare p o l i c i e s (most of which have been r e f e r r e d t o i n 

e a r l i e r chapters) are discussed i n the f o l l a w i n g pages. 

The Changlng Hature of B r l t l s h and Ktgerian S o c l e t l e s . 

In recent years people i n l i g e r i a and the U.K. have experienced and 

are continuing t o experience r a p i d changes i n major aspects of t h e i r 

Uves. Kuch of t h i s upheaval has an impact d i r e c t l y or i n d i r e c t l y on 

2 1 7 . 



occupational welfare p r o v i s i o n . The changes may be c l a s s i f i e d as 

p o l i t i c a i , economie, t e c h n o l o g i c a l and s o c i a l . They are seldom 

d i s c r e t e but ra t h e r i n t e r a c t one w i t h another. 

P o l i t i c a i changes are mostly manifested i n the ways e x i s t i n g 

governments deal with matters a f f e c t i n g or r e l a t i n g t o the welfare 

of employées. Successive governments that have r u l e d H i g e r i a over 

the l a s t f i f t e e n years have done very l i t t l e t o Improve the 

p r o v i s i o n of s o c i a l s e r v i c e s i n the country. For example, i n 

almost a i l the major c i t i e s where i n d u s t r i e s are l o c a t e d , i t i s 

almost impossible f o r employées t a be able to a f f a r d décent 

hausing transport to work, b a s i c éducation and medicai care f o r 

t h e i r f a m i l l e s and dépendants without the help of t h e i r employers. 

V i t h i n f l a t i o n running at w e l l over 100 per cent, i t has become 

almost impassible f o r even h i g h l y p a i d executives t o a f f o r d b a s i c 

n e c e s s i t i e s . This s t a t e of a f f a i r s has involved almost every 

or g a n i s a t i o n that i s i n t e r e s t e d i n the we l l - b e i n g of i t s employées 

i n the p r o v i s i o n of a i l s o r t s of welfare s e r v i c e s . 

S i m i l a r l y i n the U.K., the cantinued c u t s i n p u b l i c spending by 

the government aver the l a s t e i g h t years and the f o l l o w i n g high 

unemployment have str e t c h e d the a v a i l a b l l i t y of s o c i a l s e r v i c e s 

almost beyond the reach of people who are employed; as a r e s u i t , 

welfare at work has become the an l y hope f o r employées wha have no 

place i n s t a t e provided s e r v i c e s . 
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Another source of p o l i t i c a i change can be manifested i n the type 

and frequency of législation a f f e c t i n g employée welfare p r o v i s i o n . 

For example, when v a r i o u s législations are passed i n favour of 

c e r t a i n aspects of welfare, they have the e f f e c t of making what 

used t o be regarded as welfare s e r v i c e s i n t o employée-benefits 

whose p r o v i s i o n then e l t h e r becomes compulsory or ne g o t i a b l e as 

terms and c o n d i t i o n s of s e r v i c e . One good r e s u i t of t h i s k i n d of 

l e g i s l a t i v e i n t r u s i o n i s th a t i t can tempt progressive employers 

i n t o d l s c o v e r i n g mew ways of expressing t h e i r concern f o r the 

welî-being of t h e i r employées. An example of current trends i n 

organisations i n both c o u n t r i e s i s the f a c t that the p r o v i s i o n 

of c e r t a i n group welfare s e r v i c e s such as canteen, s p o r t s and c l u b 

f a c i l i t i e s are now e i t h e r being made compulsory by législation 

or quoted as employée b e n e f i t s i n the terms and c o n d i t i o n s of 

employment. As such, employers are now s h i f t i n g t h e i r areas of 

p r o v i s i o n of s e r v i c e s from group welfare i n t o personal w e l f a r e 

se r v i c e s . 

The impact of economic changes on welfare s e r v i c e p r o v i s i o n i s most 

noticeable when there i s a dépression or boom i n an economy. A 

continued high r a t e of unemployment has the e f f e c t of s t r e t c h i n g the 

demand f o r s o c i a l welfare s e r v i c e s as discussed e a r l i e r and as a 

r e s u i t , puts the m beyond the reach of the economically a c t i v e 

members of the population. The p o s i t i o n of employées i n ïigeria 

under a elimate of high unemployment i s mucb worse because of 
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inadequate s t a t e provided s o c i a l welfare s e r v i c e s . Under such 

c o n d i t i o n s , o r g a n i s a t i o n s w i l l always nave t o previde welfare 

s e r v i c e s i f the welfare of t h e i r employées i s to be assured. The 

o i l boom ÌD S i g e r i a d u r i n g the p e r i o d 1970 tD 1980, brought an 

unprecedented growth i n the economy. The a v a i l a b i l i t y of so much 

l i q u i d resources then tempted many or g a n i s a t i o n s i n t o p r o v i d i n g 

personnel and welfare p o l i c i e s unrelated to personnel work 

p r a c t i c e s . For example,the s a l a r i e s of some workers doubled d u r i n g 

that period, and the concerns of most employées i n the country 

became, l e s s work, longer breaks, approved casual leave or time-

o f f s . t h e next annual leave,on*coming p u b l i c h o l i d a y s . e t c . , a l 1 

thèse to be enjoyed w i t h fréquent s a l a r y increases, a t t r a c t i v e 

allowances, a c c e l e r a t e d promotions and b e n e f i t s and banuses. 

The d i s l l k e f o r work increased a t the same time as préférence f o r 

better c o n d i t i o n s of s e r v i c e . S i g e r i a n o r g a n i s a t i o n s only managed 

to accommodate thèse c o n t r a d i c t i o n s u n t i l breaking point when the 

o i l boom disappearedl163. 

V i t h improved technology and automatian, p a r t i c u l a r l y i n the 

télécommunications s e r v i c e o r g a n i s a t i o n s , l a r g e amounts of money 

are expended on t r a i n i n g employées to acquire s k i l l s necessary f o r 

operating machines. I t i s unreasonable a f t e r such expenditure on 

t r a i n i n g not to look a f t e r the well-being of such employées i f only 

to encourage him or her to stay with the o r g a n i s a t i o n . The p r o v i s i o n 

of t r a i n i n g i n i t s e l f i s part of loo k i n g a f t e r the welfare of 
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employées on the job and l t i s u s e f u l f o r promoting good morale 

and e f f i c i e n c y . High Investments i n technology should mean high 

expendlture an employée welfare because labour c o s t s w i l l be low. 

Technology, t h e r e f o r e , would a f f e c t welfare p r o v i s i o n by b r i n g i n g 

about changes i n the r e l a t i o n s h i p between employées and t h e i r 

methods of work and the awareness f o r higher s a f e t y measures and 

t r a i n i n g an the job. 

Perhaps the most s i g n i f i c a n t of a i l f o r occupational welfare are 

s o c i a l changes. These are changes i n a t t i t u d e s , values and b e l i e f s 

which the m a j o r i t y of people hold i n common and i n s o c i a l and 

economic i n s t i t u t i o n s such as marriage, schools, business and 

governments. Among the s o c i a l changes which the U.K. and H l g e r i a 

are experiencing and which have a d i r e c t e f f e c t on welfare p r o v i s i o n 

are the demand f o r a s h o r t e r working week and f l e x i b l e working 

hours, and an increase i n s i z e s of family of employées wishing t o 

q u a l l f y f o r some more welfare s e r v i c e s . 

Litre h o l i d a y e n t i t l e m e n t s , the move towards an increase i n l e i s u r e 

through a réduction i n the working week has continued throughout 

t h i s Century. A t h i r t y - n i n e hour week i s at present the norm f o r 

wage-earners, while s a l a r i e d s t a f f are more commonly co n t r a c t e d t o 

work 37fc or 35 hours per week i n both c a u n t r i e s . The pressures 

continue f o r a general réduction t o 35 hours, without l o s s of 

f l n a n c i a l reward. The l i k e l y e f f e c t on welfare of a s h o r t e r working 
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week i s f o r an increased use of both company and s t a t e p r o v i d e d 

r e c r e a t i o n a l , c l u b and s p o r t s f a c i l i t i e s . S i m l l a r l y , with f l e x i b l e 

working hours, employées have more time t o attend t o personal 

business - v i s i t s t o s o l i c i t o r s , d e n t i s t s e t c . , without d i s r u p t i n g 

t h e i r work. F l e x i b l e working hours e f f e c t i v e l y a b o l i s h e s bad time-

keeping i f properly adhered to. I t aliows employées to c o n t r o l 

the pattern of t h e i r own l i v e s , gearlng t h e i r warking arrangements 

round taking the c h i l d r e n t o school or g e t t i n g home i n time t o cook 

a meal. 

I t seems évident that occupational welfare s p e c i a l i s t s w i l l 

need t o concern themselves i n c r e a s i n g l y with monitoring 

poîitical,économie, s o c i a l and t e c h n o l o g l c a l changes and w i t h 

preparing new welfare p o l i c i e s and m o d i f i c a t i o n s t a e x i s t i n g w e l f a r e 

palíeles and m o d i f i c a t i o n s t o e x i s t i n g p o l i c i e s i f t h e i r t a s k t o 

look a f t e r the we l l - b e i n g of t h e i r employées i s t o c o n t r i b u t e t o .the 

success of the o r g a n i s a i ton. 

A new s t r u c t u r a l approach t o welfare p r o v i s i o n 

In both S i g e r i a and the U.K., there i s a c l e a r i n t e n t i o n among 

organisations t a move away from the o l d or t r a d i t i o n a l p a t e r n a l i s t i c 

employers' approach t o welfare towards what may be des c r i b e d as 

'modem welfare management*, i n v o l v i n g a concern by an o r g a n i s a t i o n 

f o r the personal problems of employées. Although t h i s new t r e n d 
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c u r r e n t l y appears more i n i n t e n t i o n than p r a c t i c e among o r g a n i -

s a t i a n s i n U i g e r i a , and i t i s p a r t i c u l a r l y l i m i t e d t o the more 

modern i n d u s t r i e s i n the U.K., i t does seem l i k e l y t h a t the t r e n d 

w i l l p e r s i s t . ' 

This s h l f t i n focus r e f l e c t s an i n c r e a s i n g awareness of the need 

f o r a more s t r u c t u r a l approach t o the problems of people a t work:. 

There appears t o be i n c r e a s i n g acknowledgement that the b a s i c 

r e l a t i o n s h i p between an employee and employer and the p o s i t i o n of 

the employee i n s o c i e t y i s much more important i n determining the 

behaviour of the employee than p a r t i c u l a r aspects of we l f a r e 

provisión such as canteens or r e s t rooms. There i s need f o r more 

a t t e n t i o n t o employee c o u n s e l l i n g as the basic t o o l f o r p r o v i d i n g 

assistance i n the área of personal problems, as w e l l as an under-

standing of the p s y c h o l o g l c a l human nature, and the c o n d i t i o n s 

that determine w o r k - r e l a t i o n s h l p s . V i t h i n such a s e t t i n g occupa-

t i o n a l welfare provisión i n i t s modern sense has an important r o l e 

to play i n f o s t e r i n g the s u c c c e s s f u l management of o r g a n i s a t i o n s . 

The s l g n i f i c a n c e of the systems approach 

V h i l e the p r a c t i s i n g personnel and welfare s p e c i a l i s t has f o r a 

long time been able i f he so d e s i r e d to make use of many of the 

theories and p r a c t i c a l techniques of the behaviaural s c i e n t i s t , 

i t seems th a t u n t i l the l a t e 1950's, he was unduly i n f l u e n c e d by 
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an excessive c o n c e n t r a t i o n on the human r e l a t i o n s philosophy, 

develaped from t h e Hawthorne experiments conducted by E l t o n Rayo 

i n the 1920's i n America- The adherents of the human r e l a t i o n s 

movement seemed t o regard the s o c i a l and p s y c h o l o g i c a l s i t u a t i o n 

of peaple at work: as being more important than the t e c h n i c a l and 

physical aspects of work. At that time i n America and the U.K., 

t h i s was a welcome change from the extreme emphasis on the 

technical aspects of business and the vlew that people were s i m p l y 

an accessory t o production, which epitomised much of the t h l n k l n g of 

the f o l l o w e r s of the s c i e n t i f i c management p r i n c i p i e s school. 

In recent years, however, there has been a s h i f t towards the 

view that the best r e s u l t s are more l i k e l y t o come from viewing 

organisations as systems as described i n part four of t h i s study. 

The welfare of employees i s c l e a r l y an i n t e g r a l aspect of an 

or g a n i s a t i o n a l system. The methods of work used i n an o r g a n i s a t i o n 

and the accompanying welfare p o l i c i e s and procedures need t o be 

integrated w i t h the task and t e c h n o l o g i c a l demands and c a n s t r a l n t s 

and o p p o r t u n i t i e s created by the e x t e r n a l economic, p o l i t i c a l and 

s o c i a l environment. I t i s against t h i s background that the 

behavioural s c i e n t i s t s , p a r t i c u l a r l y i n d u s t r i a l s o c i o l o g i s t s and 

occupational p s y c h o l o g i s t s are now p r o v i d i n g important knowledge 

about people at work, some of which have been r e f e r r e d t o i n t h i s 

study. 
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Both personnel and w e l f a r e s p e c l a l i s t s w i l l need t o keep them-

selves informed of developlng c o n c e p t s , i n s i g h t s , t h e o r i e s and 

v a l i d a t e d search f l n d i n g s of the behaviaural s c l e n c e s i f they are 

to do t h e i r jobs e f f e c t l v e l y . In p a r t i c u l a r , developments i n the 

a p p l l c a t i a n of systems concepts can help t h e i r understanding of 

employee c o u n s e l l l n g and how t o approach the provisión of a personal 

welfare s e r v i c e which I s now the heart of a good oc c u p a t i o n a l 

welfare system. 

'Velfare Management' i n s t e a d of 'Personnel Management' . 

According to Tyson and Fell(1986)1171,the major r e c e s s i o n which has 

a f f e c t e d Vestern Europe and the O.S. A. s i n c e the l a t e 1970*s has 

produced new d l f f l c u l t i e s f o r personnel management. In t h e i r view 

there are twin c r i s e s a f f e c t i n g the p r o f e s s i o n - one e x t e r n a l and 

the otber i n t e r n a l . I n t e r n a l l y , there i s a c r i s i s i n confidence 

among personnel managers themselves,which i s r e l a t e d t o the e x t e r n a l 

c r i s i s over t h e i r c r e d i b i l i t y among t h e i r managerial c o l l e a g u e s . 

They argüe that evldence of t h i s newfaund un c e r t a i n t y can be 

,discovered i n the pages of management j o u r n a l s , where a r t i c l e s 

seekiog to j u s t i f y the re.levance of specíalíst personnel management 

work have become i n c r e a s i n g l y conimon., Also year on year i n c r e a s e s 

i n membership of the I n s t i t u t e of Personnel Mangement (IPM) were 

14 percent i n 1968 and 1969, r i s i n g to 15 percent i n 1970, and 16 

percent i n 1971. The r a t e of increase then steadied t o around 5 
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percent per annum untíl 1977, when membership f e l l t o 18,106 from 

18,554 i n 1976. Kembership of the Instltuté Iri 1984 was 23,332. 

This i n c l u d e s 5000, students and 3,400 a f f l l i a t e s . 

Kembership had only grawn by 1,500 people i n the prevlous f o u r 

years. The 1982 r e p o r t of the Advisory, Concilíation and A r b i -

t r a t i o n Service(ACAS) canfirms t h i s trend when i t s t a t e d that 

'the d e c l i n e i n the numbers and i n the i n f l u e n c e of personnel 

managers has gone a l i t t l e beyond what mlght simply have been 

expected from the impact of the recession, and reversed a tren d 

that had been a notable feature of I n d u s t r i a l r e l a t i o n s i n the 

prevlous decade'. 

Apart from these d i f f i c u l t i e s there are various other c r l t i c i s m s 

of the r o l e of the personnel management f u n c t i o n i n o r g a n i s a t l o n s . 

For example, lorthcott<1960> and Kartin<1967)( 181 agree with the 

views of p u r i s t s by arguing that the personnel manager does not 

manage personnel and th a t i t Is the l i n e manager who manages 

personnel. Vhat personnel managers do i n essence i s performing 

an enabling f u n c t i o n , where other f u n c t i o n a l managers see t h e i r 

r o l e as pr o v i d i n g a servíce to managers and departments. This view 

no doubt Increases theír d i f f l c u l t y i n J u s t i f y i n g t h e i r c o n t r i b u t i o n 

to an o r g a n i s a t i o n ' s e f f i c i e n c y and success. 

Given these arguments, one mlght w e l l agree with Tyson's 

proposaH191 that welfare i s what personnel management i s a l l about. 
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V i t h the i n c r e a s i n g p o p u l a r i t y of welfare and employée c o u n s e l l i n g 

work as revealed i n Stewart's studyi203. I t wouîd be r i g h t to 

speculate on the p o s s i b i l i t y of personnel management undergoing 

another change of name l n the near f u t u r e t o r e f l e c t more the r o l e 

i t performs i n o r g a n i s a t i o n s . Already,there are différent j o b 

t i t l e s i n existence which aim t o epitomise the a c t u a l f u n c t i o n belng 

performed. For example, t i t l e s such as 'Human Resource Xanager, 

Compensation Adviser and V e l f a r e S e r v i c e s Manager are being used. 

Occupational welfare management i n the main, can be viewed as a System 

wherein a i l a c t i v i t i e s are designed i n a u n i f i e d , i n t e r l o c k i n g manner, 

not a s e r i e s of un r e l a t e d events. I t s s u i t a b i l i t y t o d i s p l a c e personnel 

management can then be envisaged fram the emphasls such a System w i l l 

w i l l put on the p o t e n t i a l value and productive c o n t r i b u t i o n of the 

employée; i t s concern w i t h the t o t a l i t y of the o r g a n i s a t i o n and i t s 

focus on the achievement of the symboisis which i s seen t o e x i s t between 

an o r g a n i s a t i o n and i t s g o a l s and an e f f e c t i v e use of the human 

resources, the o r g a n i s a t i o n needs to achieve i t s goals. 

C o n t r i b u t i o n of Occupational V e l f a r e t o Human 
Resources Management. 

According ta Tyson(1986) ' Human Resources Management i s concerned 

about the motivation and development of the i n d i v i d u a l employée and 

the performance and p r o d u c t i v i t y of the o r g a n i s a t i o n . Vhat t i e s human 

resources management together i s a b e l i e f i n the p o t e n t i a l value and 

productive c o n t r i b u t i o n of the employée'. 
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Occupational V e l f a r e S e r v i c e p r o v i s i o n i n the main i s p r e d i c a t e d on 

the understanding t h a t i t w i l l improve j ob s a t i s f a c t i o n and morale and 

henee mate the i n d i v i d u a l employée more e f f i c i e n t and pr o d u c t i v e . 

I t s r o l e i n r e l a t i o n t o human resources management i s contained i n i t s 

c e n t r a l substane - "a concern f o r the well-being* of the i n d i v i d u a l 

at work. T h i s i t achieves through the p r o v i s i o n of Group and Personal 

V e l f a r e S e r v i c e s which u n i n t e n t i o n a l l y induce a r e c i p r o c a l sensé of 

o b l i g a t i o n i n the employée i n response t o the company's w e l f a r e a c t i o n s . 

I t i s t h i s concern f o r the w e l l - b e i n g of the employée as the most 

important asset of the o r g a n i s a t i o n that secures i t a pl a c e In human 

resources management. Occupational welfare sees a gap e x i s t i n g between 

an o r g a n i s a t i o n , i t s g o a l s and human resources, and d i r e c t s e f f o r t s at 

ach i e v i n g the symbiosis which i s seen t o e x i s t between the o r g a n i s a t i o n 

and I t s g o a l s and an e f f e c t i v e use of the human resources the o r g a n i ­

s a t i o n needs t o achieve i t s goals. T h i s i s i t s s t r e n g t h w i t h i n human 

resources management. 

Through the s t u d i e s of B r i t i s h Telecom and the B l g e r i a n E x t e r n a l 

Telecom, I have demonstrated the s i g n i f i c a n c e of welfare s e r v i c e s i n 

the management of o r g a n i s a t i o n s . They are necessary i n the e f f e c t i v e 

performance of the f u n c t i o n s of a c q u i r i n g , developing and r e t r a i n i n g 

human resources. 

The Systems and sub-systems mode1s of occupational welfare 

developed are u s e f u l i n h e l p i n g t o f i n d s o l u t i o n s t o the human 

resources management problems c o n f r o n t i n g o r g a n i s a t i o n s . For example,the 

228. 



' c o u n s e l l i n g model' presents a systematic step by step way of 

conducting an e f f e c t i v e employee c o u n s e l l i n g s e r v i c e whose primary 

aim i s t o provlde a s s i s t a n c e and advice t h a t w i l l help the employee 

to help him or h e r s e l f . 

The 'General Kodel of Occupational V e l f a r e ' i s a t o o l any o r g a n l s a t i o n 

can use t o set up, develop or improve l t s welfare s e r v i c e , - (thus 

promoting the-well-being of employees i n the i n t e r e s t of improved 

morale, Job s a t i s f a c t i o n and p r o d u c t ! v i t y ) . I t provides a new way 

of t h i n i i n g about welfare provisión and management. 

The 'wholeperson concept model', i s a l s o a u s e f u l reminder t o the 

over-zealous U n e manager ( p a r t i c u l a r l y when the pressures of worlr 

and r e s p o n s i b i l i t i e s tend t o t a t e c o n t r o l of s i t u a t i o n s ) t h a t employees 

are only human and t h a t they should c o n s t a n t l y be seen as such'. 

Thus occupational welfare p r o v i d e s a b a s l s f o r motivating and developing 

employees i n order t o help improve performance and p r o d u c t i v i t y i n 

organisatlons. T h i s i s i t s c o n t r i b u t l o n t o human resources management 

and the pl a t f o r m on which i t should best be seen and Judged. 

I 
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APPEHDIY 1. 

A PKSCRIPTTny QF THE GEFERAL FORKAT QF DISCUSSIOS 
VTTH BT EXPLOYEES 

The o v e r a l l aim was to d i s c o v e r the r o l e s v a r i o u s employee cadres 

play i n promoting employee welfare i n B r i t i s h Telecom. As a r e s u l t 

a c r o s s - s e c t i o n of employees w i t h i n the f o l l o w i n g broad c a t e g o r i e s 

from a l l the d i v i s i a n s of the a r g a n i s a t i a n were interviewed, 

a) Line Management 

b) Technical Personnel 

c) A d m l n i s t r a t i v e and C l e r i c a l Personnel 

d) Trade Onion O f f i c i a l s 

e> Operatlves 

f) Kedical Personnel 

Each d i s c u s s i a n covered the f o l l o w i n g áreas: 

1. H i s t o r y of employee group or department's involvement i n and 

r e l a t l o n s h i p witb the welfare department. 

2. Perspec t l v e s on welfare as a f u n c t l o n dependent or 

independent of the Personnel Department. 

3. • Part played i n the provisión, improvement and management of 

welfare s e r v i c e s . Given BT's expendí ture on w e l f a r e , i s 

t h i s enough? 

4. A t t i t u d e s towards employee c o u n s e l l i n g as a necessary aspect 

of the welfare f u n c t i o n . 

5. Improvements considered necessary as a user of the we l f a r e 

servíce. 

6. Perspect l v e s on the f u t u r e d i r e c t i o n of the welfare s e r v i c e 

i n BT. . 
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INTRODUCTION 

T h i s s u r v e y i s c a r r i e d o u t i n s u p p o r t o f a d o c t o r a l r e s e a r c h 
s t u d y w h i c h i n v e s t i g a t e s t h e s c o p e and s i g n i f i c a n c e o f 
i n d u s t r i a i w e l f a r e i n t h e management o f l a r g e modem t e l e ­
eoni m u n i c a t i o n s s e r v i c e o r g a n i s a t i o n s . 

I t s a im i s t o i d e n t i f y t h e em p l o y e e w e l f a r e p o l i c y o f t h e 
N i g e r i a T e l e c o m m u n i c a t i o n s L t d . ( N I T E L ) and t o evalúate t h e 
p e r c e p t i o n s , a t t i t u d e s and o p i n i o n s o f management and s t a f f 
t o w a r d s w e l f a r e s e r v i c e s p r o v i d e d . 

I n o r d e r t o a c h i e v e t h i s a i m , I w o u l d l i k e y o u r views on 
t h e v a r i o u s a s p e c t s o f w e l f a r e s e r v i c e s p r o v i d e d by NI TE L . 
A f i v e p a r t q u e s t i o n n a i r e c o n t a i n i n g a number o f s t a t e m e n t s 
a b o u t t h e s e s e r v i c e s i s p r o v i d e d i n p a g e s 3 t o 8. I s h o u l d 
be v e r y g r a t e f u l i f you c o u l d s p a r e t h e t i m e t o answer a l i 
t h e q u e s t i o n s , b u t i f you do n o t w i s h t o comment on a l i 
a s p e c t s , p l e a s e j u s t a n s w e r t h o s e q u e s t i o n s w h i c h i n t e r e s t 
y o u . P l e a s e f e e l f r e e t o comment on any p o i n t s n o t 
d i r e c t l y c o v e r e d . T h e r e a r e no r i g h t o r wrong a n s w e r s and 
t h i s i s n o t a t e s t o f y o u r i n t e l l i g e n c e o r a b i l i t y . I am 
i n t e r e s t e d o n l y i n y o u r o p i n i o n s and c o n f i d e n t i a l i t y w i l l be 
o b s e r v e d . 

P l e a s e r e t u r n t h e c o m p l e t e d q u e s t i o n n a i r e t o A l h a j i A.R. 
Ga r u b a i n t h e D e p a r t m e n t o f A d m i n i s t r a t i o n . 

THANK YOU FOR YOUR COOPERATION. 



2. 

EMPLOYEE WELFARE EXPLAINED 

B a s i c a l l y , e m p l o y e e w e l f a r e r e f e r s g e n e r a l l y t o a company's 
or f i r m ' s s u p p o r t f o r i t s s t a f f and p a r t i c u l a r l y t o t h e f r e e 
o r s u b s i d i s e d p r o v i s i o n o f c e r t a i n f a c i l i t i e s , b e n e f i t s and 
s e r v i c e s . Such f a c i l i t i e s , b e n e f i t s and s e r v i c e s r a n g e 
f r o m t h e p r o v i s i o n o f p h y s i c a l a m e n i t i e s and f r i n g e b e n e f i t s 
t o p e r s o n a l c o u n s e l l i n g on a r a n g e o f p r o b l e m s and d i f f i c u l t i e s 

P h y s i c a l a m e n i t i e s i n c l u d e t h e p r o v i s i o n o f c l o a k r o o m s , 
l a v a t o r i e s , a c c o m m o d a t i o n and h o s t e l f a c i l i t i e s , c a n t e e n , 
s p o r t s and s o c i a l c l u b s , s a f e t y and f i r s t - a i d a r r a n g e m e n t s ; 
w h i l e f r i n g e b e n e f i t s i n c l u d e i t e m s s u c h as h o l i d a y s and s i c k 
p a y , m e d i c a l s e r v i c e s , p e n s i o n s c h e m e s , s t a f f t r a i n i n g and 
d e v e l o p m e n t o p p o r t u n i t i e s and h o u s i n g , c a r and motor c y c l e 
a l l o w a n c e s . P e r s o n a l d i f f i c u l t i e s i n v o l v e c o u n s e l l i n g on 
d o m e s t i c , f i n a n c i a l , s i c k n e s s , b e r e a v e m e n t , r e t i r e m e n t and 
r e s i g n a t i o n p r o b l e m s . 



Q U E S T I O N N A I R E 

PART I . PERSONAL DETAILS 

P l e a s e c i r c l e o r f i l i i n any o f t h e boxes- t h a t a p p l i e s 
t o y o u . 

1. What i s y o u r âge? 

2. A r e you m a r r i e d ? 
S i n g l e ? 
D i vo r c e d 
W i d o w e d ? 

Number of c h i l d r e n 

C G 

3. Se x: Maie 
Ferna l e QD 

3. 
For O f f i c e 
Use On V 

S e r i a l No. 
1-3 

Card No. 

en 

5 - 6 

8 - 9 

10 

à. Do you work a t : 
Head O f f i c e fT~| 

"ßranch/St a t e 
S t a t i o n ? | 2 | 

O t h e r ? 

S p e c i f y ' 

5. How l o n g nave you been w i t h o r g a n i s a t i o n ? 

years 

6. What i s t h e t i t l e o f y o u r j o b ? 

11 

12 - 13 

14 - 15 



PART 2: The f o l l o w i n g q u e s t i o n s w i l l t r y t o détermine 
what you t h i n k a b o u t employée w e l f a r e s e r v i c e s 
i n gênerai. 

4. 

Do you t h i n k i t i s n e c e s s a r y f o r NITEL t o p r o v i d e 
a c o m p r e h e n s i v e employée w e l f a r e s e r v i c e as 
e x p l a i n e d i n page 2? 

P l e a s e c i r c l e one: Yes 11 ] 16 
No 0 

I f y e s , s h o u l d thèse s e r v i c e s be h a n d l e d by: 

(a) A w e l f a r e départment u n d e r a . 
W e l f a r e O f f i c e r ? [ j j 17 

P l e a s e (b) The P e r s o n n e l D e p a r t m e n t ff] 
, * l a c i r c l e 

a ppropriate ( c ) 8y a J o i n t C o n s u l t a t i v e 
numbers: C o m m i t t e e ? ]_2J 19 

(d) By some o t h e r d e p a r t m e n t 20 
P l e a s e s p e c i f y 

3 . What r a n g e o f s e r v i c e s o t h e r t h a n t h o s e e x i s t i n g 
a t t h e moment w o u l d you l i k e t o s e e p r o v i d e d ? 
P l e a s e l i s t them. 

21 - 22 
23 - 24 
25 - 26 
27 - 28 
29 - 30 



5. 
For O f f i c e 
Use Only 

PART 3: The f o l l o w i n g questions are concerned with what you f e e l 
about some p h y s i c a l amenities provided f o r employées i n 
general. 

Are canteen f a c i l i t i e s a v a i l a b l e at the NITEL l o c a t i o n 
where you work? 

YES NO 
Head O f f i c e 1 2 31 
Branch/State S t a t i o n - 1 2 32 
Other 1 2 33 

Are these canteen S e r v i c e s 
- f u l l y s u b s i d i s e d ? ( i e free t o a l l s t a f f ) 1 2 3A 

p a r t l y s u b s i d i s e d ? ( i e at minimum chartje) 1 2 35 
- l i m i t e d to s a l e of c o l d snacks only? 1 2 36 
- l i m i t e d t o machine vending only? 1 2 37 
- not s u b s i d i s e d at a l l ? 1 2 38 

3. Are s o c i a l and Sports c l u b s pro \ided i n the NITEL 
l o c a t i o n where you work? YES NO 

Head O f f i c e 1 2 39 
Branch/State S t a t i o n 1 2 40 
Other 1 2 41 

4. Are these clubs 
F u l l y s u b s i d i s e d ? 1 2 42 
P a r t l y s u b s i d i s e d ? 1 • 2 43 
Not s u b s i d i s e d at a l l ? 1 2 44 
Open to p u b l i c use? 1 2 45 
Open p a r t l y t o p u b l i c use? 1 2 46 
Limi t e d t o s t a f f use only? 1 2 47 

file:///ided


Are housing and h o s t e l accommodation provided i n the NITEL 
l o c a t i o n where you work? 

YES NO 
Head O f f i c e 1 2 
Branch/State S t a t i o n 1 2 
Other 1 2 

I s the rent 
F u l l y s u b s i d i s e d ? 1 2 
P a r t l y s u b s i d i s e d ? 1 2 
Not s u b s i d i s e d at a i l ? 1 2 i 

In the case of housing, should t h e i r p r o v i s i o n be extended 
to the g r a n t i n g of loans t o s t a f f to purchase or b u i l d t h a i r 
own p r o p e r t i e s ? 

YES NO 

E l LTJ 
Please comment on your answer i n the 
space provided below. f— 



7. 
For O f f i c e 
Use Only 

PART 4: The f o l l o w i n g questions w i l l t r y to détermine what you 
f e e l about c o u n s e l l i n g on personal problems. 

Do you think that NITEL should be involv e d i n f i n d i n g s o l u t i o n s 
to the personal problems o f i t s employées? 

YES 

NO 

a 
ni 65 

I f yes, give reasons: . 

Be low i s a l i s t of some o f the personal d i f f i c u l t i e s which can 
be encountered by s t a f f . How important i s i t to you that your 
o r g a n i s a t i o n t r i e s t o s o l v e thèse problems. I n d i c a t e by c i r c l i n g 
appropriate number. 

66 
68 
70 
72 
74 

67 
69 
71 
73 
75 

S e r i a l No. 
r m ~ i 
Card No-, 

f2 

Extremely Very Impor- S l i g h t l y Not 
Important Important * tant Important Impor­

ta n t 
Domestic problems 
F i n a n c i a l problems 
Sickness problems 
Bereavement problems 
Employment problems 
Retirement/Resignation 

problems 

5 
6 
7 
8 
9 

10 

I f you do not agrée th a t NITEL should be i n v o l v e d i n the personal 
problems of i t s s t a f f please give reasons: 

11.:- 12 
13 - 14 
15 - 16 
17 - 18 
19 - 20 



8. 

PART 5: This p a r t o f the qu e s t i o n n a i r e aims to f i n d out your 
s a t i s f a c t i o n and d i s s a t i s f a c t i o n with the f o l l o w i n g 
s e r v i c e s . - I n d i c a t e by c i r c l i n g a p propriate number. 

Very Ne i t h e r Very 
Good'Good Good . . . &ad Bad 

nor Bad 

1. Cloakcooms 

2. L a v a t o r i e s 

3. Canteen arrangements 

4. Sports and S o c i a l Club 

5. Accommodation and H o s t e l 
f a c i l i t i e s 

6. H o l i d a y s w i t h pay 

7. S i c k pay 

8. F i r s t a i d f a c i l i t i e s 

9. Pension Scheme 

10. Housing, Car, Motor c y c l e 
loans 

11. Médical s e r v i c e s 

12. S t a f f t r a i n i n g and development 
o p p o r t u n i t i e s 

13. Safety at work arrangements 

21 

22 

23 

24 

25 

26 

27 

28 

29 

30 

31 

32 

33 

( 



APPEIPII .3, 
BRKArPOYF QF RESPOMSE STATISTICS OF SET SUR Y ET 

1. Senior Managers: Managing D i r e c t o r , and Beads of D i v i s i o n s . 
<e.g. D i r e c t a r s and A s s i s t a n t D i r e c t o r s ) . 
10 respondents = 5% of sample. 

2. Middle Managers: Chief, P r i n c i p a l and'Assistant O f f i c e r s : ( e . g . C hief 
Personnel O f f i c e r , Chief Medicai O f f i c e r s , C hief -
Engineer, F r i nei pal Accountant, e t c . 
30 respondents = 15X of sample. 

3. Junior Managers Senior and Ordinary O f f i c e r l e v e l s ; (e.g. Personnel 
and Supervisory O f f i c e r s , Senior Medicai O f f i c e r s , Admin.Officers, 
S t a f f : Technical O f f i c e r s , Commercial O f f i c e r s , e t c . 

50 respondents = 25% of sample. 

4. Junior S t a f f : C a t e r i n g O f f i c e r s , Computer Opeartors, D r i v e r s , 
PIumbers, Messenger, Recepti o n i s t s , S e c u r i t y 
O f f i c e r s , Clérical O f f i c e r s , Technicians, e tc. 
109 respondents = 55X of sample. 

45% of the Mangement Team Responded while 551 of J u n i o r S t a f f . 

Grand T o t a l : Respondents: 199 = 100% 

i 
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