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The Changing Culture of a Factory: A Study of
Authority and Participation in an Industrial Setting. By
Elliott Jaques, with an introduction by A. T. M. Wilson.
1951. London: Tavistock Publications, Ltd., in
collaboration with Routledge & Kegan Paul, Ltd.
Pp. XVII+341, 16 text figures. Price 28s.

The Changing Culture of a Factory is an account of a
study which the Tavistock Institute of Human Relations
undertook at the Glacier Metal Company's factory in
West London between April, 1948 and November, 1950.
Dr. Elliott Jaques who led the research team appears as
the author of the book which " has been the result of
the closest collaboration between myself, my colleagues . .
and members of the Glacier Metal Company ". It is
good to find that such a study can be published with
the assent of all concerned.

Part I outlines the development of the Institute's plans
for the study, and gives also an account of the Company
from its founding in 1898, together with a sketch of its
organization in 1947 when the Managing Director first
approached the Institute. " The design chosen for the
project was to collaborate with one firm which would
*be willing and interested to study and develop its
methods for creating satisfactory group relations."
Thus the focus of the study-relations within different
groups in the factory and between those groups-
coincided with the chief means for obtaining information,
the group discussion, a technique which the Institute
(and the Clinic from which it derives) has developed, and
for which it is well known.

Before introducing the research team into the factory,
the Institute took considerable care to obtain the consent
both of the management and the elected Works Com-
mittee, and in addition they sought " cover " from the
Trades Unions concerned. They were at particular
pains to build up the independence of the team, so that
it might avoid the appearance of taking sides-to
guard the research team (as they put it) against " be-
coming involved in stresses between groups in the factory,
and to establish from the beginning that a part of the
approach used by the team would be the avoidance of
capture by any particular group" in the factory.
Further, the team laid down that any comments or
interpretations that it might offer to any group during
the course of the study would be limited to matters
appertaining to that group and to the relations existing
between members of the group. Thus the possibility of
bias as between one group and another would be ex-
cluded as far as possible.
The body of the book-Part TI-consists of reports

on five problems which the team were asked to investi-
gate. These problems were: (1) a proposal that one
department should change from piece-work to time-

work; (2) proposed changes in the form and member-
ship of the Works Council; (3) difficulties of the Works
Committee in retaining the interests of their " con-
stituents" during periods when no outstanding issues
about pay or jobs arose; (4) proposed changes in the
form of the Superintendents' Committee (which led
eventually to its dissolution); (5) changes in the form
of the Divisional Managers' meeting (which finally
became the General Managers' meeting).

In all these discussions members of the research team
attended, by invitation, meetings ordinary and extra-
ordinary, now as observers and now as consultants.
When appropriate, the team supplemented these group
discussions by private interviews with members of the
groups to obtain their views on particular issues.
Despite many difficulties, the research team obtained a
considerable body of information about the life of the
factory, especially the way it was managed, and about
the methods of joint consultation.

In Part III, following a chapter on definitions (" social
structure ", " role ", " role relationships ", " culture ",
" personality "), which contrives to echo and paraphrase
many, recent considerations of these notions without
actually quoting any of them, Dr. Jaques discusses what
he presumably regards as the three central processes of
factory organization: (1) the sanctioning of authority,
(2) the operation of authority (the executive system), and
(3) social adaptation. The author does not offer any
panacea or simple prescriptions for the establishment of
satisfactory group relations. In the five examples
described and discussed in the book, he demonstrates
the important point that the general suspicion and
anxieties of individuals and of groups are liable to
become attached to particular practical issues and
difficulties, so much so that the resolution of these
practical, and maybe trivial, difficulties is thereby
seriously obstructed. Indeed, such symptomatic diffi-
culties are often retained as the lesser of two evils, as a
device for avoiding deeper, more threatening troubles
and issues between individuals and groups which may
be unrecognized. To tackle these underlying conflicts,
the group must have high morale and confidence in
itself. There must also be an issue sufficiently trouble-
some and pressing to make it worthwhile for the group
to make the sacrifices so often necessary for the reso-
lution of serious conflicts. Only then, can the group
bring them out into the open and deal with them.
There is a hint that this can only be done satisfactorily
with the patient collaboration and understanding of
the consultant.
Thus the research team was asked to consider changes

in the constitution of the Superintendents' Committee,
which was, on the surface, a minor problem of organi-
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zation. As the discussions went on, it became
increasingly clear that the real source of trouble was a
difficulty in communication between the superintendents
and their divisional managers. This led to the com-
mittee becoming virtually a " refuge " for the super-
intendents, as " displaced persons in the executive
system ". After the superintendents had worked
through their problem with the research team and a
change in the organization of the factory had remedied
the underlying difficulty, they were able to dispense
with their committee altogether.
The existence of healthy groups, it would appear,

presupposes a general setting in which continuing
security has reduced the immediate fears concerning
jobs and wages, and in which other policies are suffi-
ciently advanced to permit " dangerous introspection ",
and to cope with the further difficulties which such
introspection reveals. The willingness of this particular
factory to accept the research team, the assistance they
afforded it, and the actual appearance of the book now
under review are signs that such a fortunate state of
affairs does exist at Glacier.
One important source of stress which Dr. Jaques

identified is the difficulty which individuals have in
completely and correctly defining their " role " or
" roles "-what they are expected to do and how they
are expected to behave-and their consequent failure
to act accordingly. The failure of the Managing
Director for instance to realize his secondary role as
General Manager of the London factory threw a con-
siderable burden on his immediate subordinates who
did not know quite how they stood.

Other, more general findings are less useful, as the
following may suggest. " How far the authority of the
executive system is sanctioned by investors and
customers depends on the profitability and potential
profitability of the concern and on the quality of its
product; " " the factory must adhere to the laws of
Britain and implement governmental regulations, trade
agreements, negotiated wage agreements, and conditions
of work; " " members of the concern having been
brought up within the British culture, are unconsciously
limited in the extent to which they can deviate from its
traditional practices. Moreover, patterns of behaviour
and organization within the concern must remain
consistent with the patterns of behaviour and expec-
tations of a community that carries this culture.

Since the director of the research team is a physician,
it is disappointing to observe that there has apparently
been little attempt to relate these social problems
within the factory to the physical and mental health of
the workers ; indeed, the usual indices of industrial
health and factory welfare such as accident, lateness,
and sickness rates are scarcely examined at all. The
only figures given show the monthly average of days
lost per person through certified sickness in 1942-49;
the labour turnover as an annual percentage; the
numbers leaving " at company request " during the
1949 " redundancy crisis "; and the firm's financial
position from 1936 to 1949-and these data are set out
in diagrams from which it is difficult to read exact
numbers.
H

In the " Operational Plan of the Project " (pp. 4-5)
Dr. Jaques points out the necessity of taking into
account " the larger social forces emanating from the
general economic situation, the competitive position of
the factory and the characteristics of the local com-
munity ". In practice, however, this principle has been
forgotten and the factory appears to be suspended in a
social void-despite the rude incursion of an inter-
national economic blast on page 49 which caused 160
out of an average of 1296 workers to leave within six
months " at the company's request ". There are also
very occasional references to trade unions, to the firm's
social club, and to the interests of the workers in
families, homes, hobbies, and other things. Surely it is
accepted by now that an individual's interests and
activities at work and outside it are likely to affect one
another, and his own feelings about all of them-and
the case is the same for the factory as a whole. No one
disputes the legitimacy of limiting the questions asked
in a research study to those which can be answered in
the time and with the resources available, provided
some estimate of the effects of the various other factors
are set out and related to a definite theoretical position.
If this has been done by Dr. Jaques the results do not
appear in the text. The study therefore remains open
to many of the criticisms made of the Mayo study at
Western Electric which, incidentally, is the only work of
this kind to appear in the list of references (one other is
mentioned in passing). The resemblance to the Haw-
thorne study is increased by the apparent disregard of
Dr. Jaques, like the Mayo group before him, of the
considerable amount of work on industrial relations
done by other people and easily available to any one
interested. This work is sufficient in the U.S.A. at
least to be divided between half a dozen different
academic disciplines, several research institutes, and a
good number of journals. It is difficult to see why Dr.
Jaques apparently disregarded all this work, when by
taking it into account he could have increased the value
of his study and set it in the context of what is already
known and what only guessed at.

This segregation (or as Dr. Jaques has called it
"maldaptive segmentation ") of the research work from
the rest of life has another important aspect. The
research team has studied a single factory-that is it
has made a case study. To make full use of a case
study it is necessary to know the extent to which the case
studied is typical of all phenomena of that class; in
this instance, which of the findings are applicable to
most kinds of factories, which to a limited number, and
which are peculiar to this particular factory. Much of
the information which would enable such comparisons
to be made is not presented-and what there is suggests
that the factory is a most unusual one, in which what
are elsewhere likely to be important and immediate
problems have here been already tackled and resolved,
in part at least. A further complication in this kind of
study of social behaviour is that two of the principal
means of getting information-the interview and the
group discussion-are themselves kinds of social be-
haviour. The research team has tackled this latter
difficulty in a remarkably ingenious and persevering way.

307

 group.bmj.com on February 14, 2012 - Published by oem.bmj.comDownloaded from 

http://oem.bmj.com/
http://group.bmj.com/


BRITISH JOURNAL OF INDUSTRIAL MEDICINE

But in the process it has gone on to develop two points-
the restriction of comment to the limited and particular
group of the moment, and the independence of the
research team-which surely are matters of research
tactics, into principles which have guided and confined
the entire study within the restricted bounds already
described, and without which, its considerable value
would have been still more enhanced.

It will of course be obvious that these remarks are to
be taken in their context-of gratitude that here at last
is a serious and indeed pioneering study of some of the
least accessible features of human relations in industry.

D. H. ALLCORN

Skill and Age-An Experimental Approach. By A. T.
Welford assisted by C. G. A. Allan, R. M. Belbin,
Betty M. Bernadette, Ruth A. Brown, A. B. Cherno,
H. Kay, Antonia Sewell, and J. Szafran. 1951. London:
Oxford University Press. Pp. ix+ 159. Price 8s. 6d.

This book is based upon the work of the Nuffield
Research Unit into Problems of Ageing during the
period 1946-8. The Unit, led by Mr. Welford, has
from its inception been attached to the Cambridge
Psychological Laboratory, under the direction of Sir
Frederic Bartlett. In a foreword the latter suggests
that the Report should " be judged from two points of
view: as a contribution to the fundamental psychology
of human skill and of methods which make its accurate
measurement or assessment possible, and as a study of
the changes in skill which appear to be consequent upon
increasing age ". - If this, however, is taken in conjunc-
tion with the opening sentence of Mr. Welford's
introduction, where he says that " the studies described
here have been conceived within the framework of the
research on the measurement and analysis of human
skill which was developed in the Cambridge Psycho-
logical Laboratory during the war ", the reader is less
likely to err in blaming the author for not doing what
in fact he never felt obliged to do. This is not intended
to be a treatise on the subject, with the Unit's findings
integrated into the general body of relevant knowledge;
it is a frankly Cambridge report, as evidenced by the
fact that of a brief bibliography of 23 references, no less
than 16 emanate from the Cambridge Laboratory.
Thus understood, the Report has considerable merit

in several respects, both in content and presentation.
If judged in terms of Professor Bartlett's criteria, and
within the concept of the nature of skill advanced in the
third chapter of the book, the work reported undoubtedly
constitutes a further advance in methodology and
provides a scientifically-derived corrective to several
popularly-held notions about the effects of ageing.
Whether one is able to agree that it also contributes
significantly to what is described as " the fundamental
psychology of human skill" is perhaps very much a
function of the reader's use of the word " fundamental ".
The emphasis on the relative importance of the central
mechanisms of the receptor side over that of the effectors
and of the peripheral mechanisms may have already
appeared to psychologically-sophisticated readers as
being a likely working hypothesis. That within the
honestly-stated limitations of these studies this hypo-

thesis seems best to explain the experimental findings
is, however, a step forward. The language and diagrams
of the text are in general commendably clear, with one
or two glaring exceptions such as the sentence at the
head of p. 148: "It must be emphasised that such
analysis does not involve merely the taking of several
different scores relating to the same total performance,
but is a true analysis in the sense that sets of scores, each
of which accounts for all the data of a particular type,
are taken and used simultaneously when assessing the
experimental results" (author's italics). No doubt the
author was so familiar with his material that this
sentence appears to him lucid in the extreme, but this
has not proved the case with the reviewer and others.
This leads on to one general criticism of an otherwise
valuable little book: when the subject matter is by its
nature complex, even the exclusion of all mathematical
statistics to an appendix and a prolific use of line
diagrams does not justify such wishful thinking as that
the book as a whole will be readable for labour managers
and industrialists. Most of the experimental results,
forming half the text, demand sustained interest and
considerable concentration. Once again we are presented
with a reminder that technical data of a specialist nature
and conclusions therefrom which can be stated in
everyday language, simply do not mix to form a smooth
text for a heterogeneous public. This warning should
not, however, be permitted to excuse those concerned
with the industrial implications of ageing from the
worthwhile task of studying this report. -

ALASTAIR HERON

Occupational Factors in the Aetiology of Gastric and
Duodenal Ulcers, with an Estimate of their Incidence in
the General Population. By Richard Doll and F. Avery
Jones, with the assistance of M. M. Buckatzsch. 1951.
London: His Majesty's Stationery Office. Pp. 96.
Price 2s. 6d. net.

The high frequency in the incidence of peptic ulcer
justifies this investigation. An estimate in 1945, on the
basis of hospital experience and national death rates,
gave a figure of 1,500,000 people suffering from the
disease, so it is clearly extremely important to learn as
much as possible about the various factors in its aetiology.
The occupations investigated were those thought to

have a particularly high or low incidence of ulcer. The
former category includes lorry drivers, bus-drivers and
conductors, and doctors; the latter includes clerks,
labourers, and agricultural workers. A list of employees
was obtained from each management, and the work of
interviewing was divided into two stages. A preliminary
interview was carried out by the social worker, who
recorded particulars, such as sex, age, occupation, type
of shift and hours of work per week, together with
short clinical notes. These clinical notes enabled the
medical worker to classify the cases into three categories:
"no dyspepsia ", "minor dyspepsia ", and " major
dyspepsia ". Of all the cases classified as " major dys-
pepsia ", a clinical diagnosis was made by the medical
worker, and according to the results, the cases were
then divided into the following groups: proved peptic
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