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Chapte rl INTRODUCTION

ThlS monograph is_based.around case. studies of" two

~wholefood shop; ho esaiing co-operatives located in a

medium sized town in the South of England,eand has as
its partlcular purpose an examination of the’ mére
salient ‘issues facing these enterprlses at . the time the

research took place: .

‘Whilst the focus of the research is problem oriented it

must be stated from ‘the ‘outset that this by no means
implles that the co-operatives studied here are:'lame
ducks’ or failures, or that the problems they face are
symptomatic of any major shortcomings in co-operatives
per se. With respect-toithe two case studles, at the
time of the research this was far from being the.case,
and a different study:with more optimistic orientations
would no doubt produce a completely different ‘set of
conclusions. The intention here is simply to highlight
some of the major issues facing these two co-operatives
within a £framework that may enable other co-operatives
to recognlse, confront and resolve these and 81m11ar
issues in their own ways.

The first of these case studies, ’'The Bean Shop’ is a
collective of six people: two full-time partners, Jeff
and Paul; one part-time partner, Kathy; one full-
time/prospective partner, Alan, and two part-—time
'cagsual’ workers, Jamie and Liz. The data wasg obtained
through an initial interview with all full-time workers
in the collective, Jeff, Paul and Alan, which was then
followed up with interviews with two full-time
partners, Jeff and Paul, on an individual basis.

In the second case study, 'Whole Grain Foods’, the
larger size of the co-operative meant that it was
necessary to obtain a sample from members _and ex-
members. The sample consisted of approximately one-
third of members/ex-members from each of the three main
working areas: - the shop, the bakery and the warehouse.
out of a total of nine interviews, five were with
members; George, a warehouse worker, Gordon, from the
bakery, and Jenny, Clare and Sally, all from the shop.
The four ex-members, Simon, Marion, Ian and Sarah had
all left the co-operative just before this study took
place. They had all formerly held positions of
considerable responsibility and importance prior to
their departure. Other variables -taken into account in
choosing the sample were age, sex, and length of .
membership of the co-operative.



SHOP pt/ft WAREHOUSE AND pt/ft BAKERY pt/ft
PACKING ROOM
sarah™? £/t tan*? £/t Gordon® £/t
Clare® £/t Simon"! £/t Susan  p/t
SallyI £/t GeorgeI £/t Percy £/t
Jenny? £/t Marion"? £/t Bill £/t
Christine £/t Philip f/t William p/t
Jack f/t Albert £/t
Lynn £/t Peter £/t
Arthur £/t Hugh £/t
Gillian p/t John f/t
Nicole p/t David f/t
Jude p/t Julie : f/t
Hilary p/t Mike f/t
Chris £/t

* Indicates those having recently (up to one month
before the research took place) left the co-

operative.
I Indicates: those members and ex-members interviewed
for the study.

Pig 1 Membership of 'Whole Grain Foods’' by working
area

The interviews themselves took place in January and
February 1986 and lasted on average two hours.
Questions and answers were recorded on tape, or, at the
respondent’s request, by hand. Interviews were
conducted variously at the workplace of those concerned
(as far as possible in isolation from other co-op
members in order to maximise confidentiality), at their
own homes, at my own home, or in the local pub. The
questionnaire used in these interviews is included as
an appendix at the end of this study.




dege - grerr PAUL . fseRr |

|kathy Pt -
G

|samie - ﬂfg/t; ‘

iz | Np/t

* Indicates partners of the collective.

I Indicates those members interviewed for the study.

Fig 2 Membership of ’'The Bean Shop’

In many respects this monograph represents a follow-up
study to case studies of the same organizations that
provided the basis for my D.Phil thesis (Woolham 1984).
This earlier study was based around much more extensive
participant-observer research methods. As well as
being able to draw upon the findings of this earlier
research my prior relationship with both organizations
meant that I experienced little difficulty in obtaining.
access for the study.

The content of ithis monograph is divided into six
sections, including this introduction. Section two
provides a brief overview of the background and history
of the two organizations and also refers briefly to the
major issues revealed in the first study, thereby
providing a context within which the current issues can
be located. Section three examines the development of
both organizations as businesses, with particular
reference to the relationship between this development
and the co-operative structure of the enterprise.
Section four examines how the organization, structure
and management of the co-operatives have developed over
time. Section five considers how work is experienced
by the individuals working in the two enterprises;
focussing in particular upon the ’'costs’ and ’'benefits’
perceived by individuals working within a co-operative
orgnizational structure. The final section of the
monograph is in three parts. The first summarises the
more significant phases in the development of the
organizations, the second considers why the two
developed in such different ways, whilst the final



section explores some of the key dynamics of
organigational life emerging from the study.

I would like to record my gratitude to all members and
ex-members of the two organizations that are the
gsubjects of this study, and particularly those who
agreed to be interviewed. But for their interest,
patience and friendliness, this study could not have
taken place. Thanks are also due to Chris Cornforth of
the Co-operatives Research Unit, who made the initial
suggestion for me to conduct this study and whose
advice and assistance I gratefully acknowledge. Any
errors or omissions are, of course, mine exclusively.



Chapter 2 A BRIEF HISTORY OF "THE BEAN SHOP" AND "WHOLE
GRAIN FOODS"

The Bean Shop

'The Bean Shop’ was established in 1974 as one
experimental project, amongst others, of a University
based environmental group known as the ’Rubicon Group’,
This group were involved in a number of schemes and
projects in the area intended to encourage greater
awareness of the environment and the wasteful and
destructive use made of the Earth’s resources, both
globally, and at a more local level. One such scheme
was a stall that sold wholefoods at a weekly market
held at the University.

The success of this stall encouraged those involved to
try to sell wholefoods at other local markets, and when
the volume of trade became such that it was no longer
realistic to store and pack goods in the bedroom of one
of the volunteers, a decision was made to try to find
premiges for this purpose which might also serve as a
shop. ’

"Eventually a renewable three month lease was acquired
from a property development firm on a semi derelict
building scheduled for eventual demolition, located on
a side street in the east of the town. Though not a
prime trading site, ’'The Bean Shop’ had by this time
managed to build up a large number of regular customers
from their market stalls, who offset the problems that
trading in such an area would otherwise have presented.

The shop was initially financed with a tiny capital
base of £500, which covered the coste of the lease,
stock and the cost of essential repairs.

Selling wholefoods was not the only use to which their
early premises were put. A number of spare rooms in
the building were used to accommodate other locally
based businesses and projects, started either by
members of the ’'Rubicon’ group or, in more recent
times, members of the town’s 'alternative community’.
This tradition of other building users was maintained
for several years, though it was in decline before the
eviction of the shop from its premises forestalled any
attempts made to revive the practice. The diversity of
activities at ’'The Bean Shop’ in its earlier years
meant the continual arrival and departure of volunteer
workers, not only in the shop but throughout the






building. This seemed to have two effects.. First, it
wensured a steady flow of ideas,.energy:and~enthusiasm
which enabled the building to-be repaired .and
maintained very cheaply, and generally helped the
pro;ects u51ng the‘bu1ld1ng galn momentum, and second

jgradually becomlng apparent that what’ had ofiglnally
been an experlment could potentlally be a more
.permanent entlty i

Although the shop became reglstered as A partnershlp,
it was from the start organlzed and run on a collective
basis. The 1dea of ‘running ‘the entlre bulldlng, as
well as the shop, ‘in a collectlve fashlon evolved over
the first two years. This was pOSS1bly a .response to a
need to accommodate ‘to the continual’ 1nf1ux of
temporary, volunteer, labour, but more probably because
co-operatiion as a principle. was consistent with the
partners wider aims and ‘ideals. By the end of 1977 the
whole building was..run in a loosely .collective manner.

Nevertheless, whatever awareness of collective
principles there may have been durlng this time, it was
not always translated to a practical level as tensions
between the growing number of shop partners, and
conflict between the partners and other members of the
building collective sometimes became paramount. These
early conflicts were more often than not to do with
changes. to each other’s developing roles and
responsibilities and clashes between building users
whose objectives were becoming incompatible. Such
conflicts were rarely easily resolved, and resulted in
the slow decllne of the number of building users.

The premises occupled by the collective during these
years were scheduled for re-development, and throughout
the collective’s time here the owners made repeated
attempts to obtain the planning permission necessary to
start their development. Despite the insecurity of
their tenure, the collective did resist for several
years the submissions made to the local Plannlng
Department by the developers, and were active in a
campaign to preserve the local character of the area.
Despite their resistance, the collective were finally
evicted in the summer of 1983. Unable to afford to buy
alternative premises or a suitable leasehold property,
the collective seemed faced with extinction until a
customer offered them leasehold premises in an empty

- shop which he owned nearby. Although adequate for the
purposes of the shop collective, the new building was
congiderably smaller, and therefore curtailed
opportunities for most prospective building users.

More significantly, it also necessitated the leasing of
warehouse space to enable stock to be stored and



packed. Happily, such premises were both more
available and more affordable, and obtained more
quickly and smoothly.

During this difficult period, the collective decided to
try to expand their business, and a third lease was
signed on a small ’lock-up’ shop in yet another part of
the town. For a variety of possible reasons, however,
this second shop was not profitable, and the partners
decided to close it down after only two years. It was
about seven months later that the research upon which
this study is based took place.

In general terms, ’‘The Bean Shop’ was established in a
more prosperous economic climate than that of today to
promote 'alternative’ life-styles, rather than to
defend jobs. More specifically, the main aims of the
collective can be summarised as follows:

(a) Realising the communal ideal and alternative life-
styles: for the two founder members, Ray and
Glyn, the shop represented the realisation of a
desire to establish alternatives to conventional
employment in hierarchically structured
organizations and businesses. As Glyn wrote in
'Whole Earth Magazine’ (a magazine once published
by members of the building users’ collective from
the premises)

'There must be many people who, like us, have
been driven half insane by the de-humanizing
strait-jacket of the orthodox working world
and yearned to be part of something better,
something more fulfilling.’

The desire to create and develop a convivial and
non-hierarchical working environment was probably
the single most important early aspiration:

'Learning to work with others, to be
tolerant, to seek advice, to accept criticism
and to fight passionately for the communaL
ideal are things in which endless effort and
patience are needed.

By comparison, the more practical problems, such
as finance, premiseg, management, business,
policies, goods and transport are much less
problematic. To succeed in that area collectively
you’ve got to get the ’people thing’ right first.’

(b) Community awareness and involvement: this
rejection of conventional occupational or
lifestyle assumptions did not mean that the early
collective was inward looking or insular. Another
early objective was to have a real impact on the
local community, and in small ways to promote what
they considered to be desirable social changes.




(1)

(ii)

Initlally, the founders hoped that 'The Bean Shop’
would act as a catalyst for oother oollectlves and

,co—operatlves, asg well as. prov1d1ng;non-a11enat1ng
. work ‘for increasing .numbers of people. A number

of practical steps in thi
‘soon after ‘the shop. was\opkned oo

i;directlon wvere taken

Seedbed enterprrses. ‘rooms-in- the ‘building not
used by the shop~collect1ve were let at a nominal
rent” (or‘no rent at all) to individuals or groups
who broadly shared the.aims of the shop
collective, The original building had housed a
large number -of’these’ projects durlng the course
of -/ The..Bean Shop's tenure. “Some of these were
organized by members of the shop collective of the
time, others independently of the shop collective.
These projects. ranged from a paper recycling
scheme, a bicycle. repair collective,.the.’street
library’, the ’'Whole Earth’ maga21ne, a
removals/delivery service,’ the 'University
Alternative ‘Technology Group, a fabric printing
workshop, a‘ Community Arts Workshop, the local
Womens’ Centre, and a feminist peace magazine.

'The Bean Shop also played an important role in
postponing the plans of their landlords to develop
the area. Not only did these plans .threaten their
livellhoods and those of other local traders, but
the proposed development (a car park, supermarket
and offices) also threatened to seriously affect
the undoubted character and charm of the area.
Members of the early shop collective played an
active part in the -pressure groups set up by
residents and traders in opposition to the scheme.

(1ii)The 'rural arm’: -another important manifestation

(iv)

of the desire to be involved in the local
community were attempts made to encourage local
growers and producers of wholefoods and vegetables
to sell their produce through the shop.

rservice orientations’: finally, the early
collective shared what might be called a ’"service’
orientation towards the local community. Food was
to be sold as cheaply as possible. the logic
behind this was that many of the shop’s customers
could not afford to pay the 'rip off’ prices other
shops might charge, and reflected a view that the
custom the shop should try to attract would be
from the poorer sections of the local community.
By keeping prices down for their benefit an
important service to the community,was being
provided. To this end, the collective were
prepared to sacrifice the organic purlty of the
wholefoods they sold for the sake of cheapness.



(¢)

Bcological and political perspectives: another
aim of the founding partners was to try to sell
products that were neither destructive of the
environment or were the produce of countries in
which the extreme exploitation of labour took
place. Though none of the founder members seems
to have played an active role in any kind of
political party, there was much sympathy for
radical causes. This consciousness was probably
assisted by the nature of the local events which
affected the collective. 1In this respect, the
struggle with the landlords of the property, and
later on, repeated attacks on the property and
personnel of the collective by the National Front
were perhaps significant in creating a tradition
of radical orientation.

buring the original participant observer study, five
basic organizational problems were identified.

(a)

The search for new premises. The premises
occupied by the collective at the time of the
first study were unsuitable in two basic respects.
They were in a dilapidated condition and the terms
of their lease made them insecure. In the first
few years of the trading life of the collective
this was not deemed to be especially problematic,
as it was generally felt that the project was
experimental and therefore temporary. As time
passed, the number of volunteer workers coming and
going diminished, as did the rate of turnover of
partners in the business, and it became clear that
the business was viable, albeit in a marginal way.
Longer serving members started to develop longer
term aspirations for the collective. Shortly
before the commencement of fieldwork, however, the
owners of the property gave the collective notice
to quit. After taking legal advice, it seemed
that if the collective was to survive, different
premises had to be found.

This was not going to be easy. Lack of capital
accumulation over the previous several trading
years meant that the collective could not afford
to buy a shop and to obtain leasehold premises it
seemed that the collective would have to expand
the business.

A sleeping partner who had recently contributed a
fairly large sum to the collective offered a third
alternative: that he and the collective jointly
purchase premises for sale at that time in the
same street on the understanding that he would
live in part of the building whilst the shop would
have its premises and storage space in the rest.



(b)

10

This alternative was rejected in favour .of a move

to leasehold premises, which provoked the sleeping

partner into threatening to withdraw his loan
unless the collective acceded ;to shis demands. The
collective decided .to ignore this.letter - sensing
that it was bluff as..well as blackmail, the loan
Was . repald in_the; pev1ouslysagreed fashlon, and
the sleeplng partner took mo .further action.

Additional problems remained, however: to finance
the move -to-a leasehold site, ‘@ bank loan was ‘
required, ‘and ‘the bank ‘when approached, asked for
collateral. - Only one member of the collective had
collateral to'offer: a flat bought from
compensation money fOllOWlng a motorcycle
accident;, and he was reluctant to allow it to be
used for:this purpose. 'This potential impediment
wags removed temporarily when it became clear that
the property developers who owned the site would
not be able to ‘redevelop as planned as they could
not find a buyer for the proposed supermarket they
were intending to*build. “This gave the collective
time to' consider ways around the problem.

The colleqtlve did not solve this problem by the
end of the fieldwork perlod However, they had
obtained the lease on a small lock-up shop in a
different part of the town. This was as much to
create. addltlonal employment as to expand the
business.

Lack of profitability. 'The comparative lack of
profit made by the collective was explained away
by some -of the partners as the price that had to
be paid to fulfil ‘the service orientations of the
collective, Deéspite this, none of the partners
was happy with the wage levels. Two strategies
were formulated to tackle the problem. The first,
precipitated by the notice to quit served by their
landlords, was to increase turnover by moving to a
better leasehold trading site. The second was not
to pass on wholesale discounts so rigorously to
customers and to raise the price of one or two of
the items sold.

Whilst there was a gradual recognition of the need
to improve the collective’s economic performance,
for some of the partners this remaihned in breach
of what they considered to be the objectives of
the business: either available strategy for
increasing profitability was incompatible with the
degire to retain a small, relaxed, and convivial
working .environment, and the strongly held service
orientations of the collective.



(e)

(d)

Recruitment problems. Recruitment channels were
informal at ’'The Bean Shop’. Traditionally, new
workers worked for some time as volunteers until a
partner left, when the volunteer would be offered
the vacant position. In principle, voluntary help
was seen as integral to the well-being of the
collective and had been an important feature of
organizational life right from the beginning.
Criteria for acceptance or rejection of voluntary
workers seeking partnership status was both
flexible and arbitrary and the length of time
served as a volunteer was closely linked with the
profitability of the enterprise and the turnover
of existing partners. In the past there had been
a close correspondence between labour turnover and
the recrultment of new partners from the voluntary
workers. In more recent times, however, labour
turnover had slowed down which meant that a
prospective partner had a longer probationary
period before partnership status was conferred.
One voluntary worker during the fieldwork period
experienced a longer wait than any of the
partners. Twice she was offered partnership
status - once when an existing partner failed to
return from holiday and it was assumed that he had
left the collective, once when another partner
resigned to take up a full-time course of study.
However, the holidaymaker returned, and the other
partner decided not to return to full-time
education, so partnership status was not
conferred. It was awareness by some of the
partners of the unfairness of this situation that
contributed to a decision in principle to try to
expand the business to create more opportunity for
paid employment: the branch shop (see above) was
one consequence of this.

The decline of meetings and the rise of informal
views of work. Both meetings of all ’building
users’ and of the shop collective declined in
frequency over the years since the collective was
established. 1Instead, there existed a 'culture of
informality’ amongst members. This created
certain difficulties for the collective. The
informal style of organization that was favoured
appeared to rest upon a number of presuppositions:
a bedrock of shared understandings and consensus
about aims and objectives, about the future plans
of the collective, about levels of commitment and
mutual trust, and an assumption that all tensions
and disagreements between members might be solved
informally: that effective communication existed
between members.
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However, there appeared to be'no real -shared--
understanding. of -aim and:objective: apart. from the
piecemeal: agreements necessary for the collective
.+~ to function on a;day-to-day basis: -crisis
.management rather than long-term. planning was
generally; the norm. Second, the concepts of trust
.and commitment were.not collect;vely defined but
. subject.instead to.continually changing: .
.wdeflnltlons,‘“for example, thezreluctance of one
_the partners to use his flat.as.collateral for
a.loan.was not regarded.by other .memebrs.as
tic of any lack of trust or commitmenton
i :* On' the” other hand another partner ]
extended: holiday ‘was. Flnally, although tension
and conflict between indiv1duals was solved
informally, as’ it would be 'in any
gmall organlzatlon, ‘the " scope for its occurrence
was énlarged by ‘thelack of an’ effectlve forum in
which differences of oplnlon ‘could be ‘aired: the
‘difference -between a collectively held aim
and those .0f individual .partners became blurred.

(e) -The emergence of a Selge mentallty Two real
threats to the existence of the collectlve were,
first, the property company that owned the
building, and’ ‘second, attacks from local extreme
right-wing groups, who had on various occasions in
the past assaulted members of the collective,
smashed the plate .glass window at the front of the
shop, and sent threatening mail. In addition,
however, there seemed to be a more generalised
form of defensive attitude amongst some of the
partners which seemed to be a form of response to
other organizational problems that the collective
was unable to solve. One example of thlS was the
attitude of one of the patrtners to the
contradiction between the collective’s serv1ce
orientations and the desire to improve wages and
conditions. This expressed itself occasionally in
the form of resentment and rudeness towards
customers who appeared not to recognigse or
understand that in order to provide the service of
cheap wholefoods, the collective had to forego
wage increases, "work in fairly run-down’ premises
and generally make sacrifices on their behalf.

As will become clear in subsequent sections of the
paper, the sorts of issues identified in thisg, later
study, were strongly related both to the obgectlves of
the members, and to the problems 111um1nated in the
earlier study.

12
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Whole Grain Foods

Like 'The Bean Shop", 'Whole Grain Foods’ was
established as a partnership, consisting of three
people, in the early 1970s. The three partners had
originally established a macro-biotic restaurant on the
campus of a local University. It was repeated requests
from customers wishing to buy the ingredients used in
the cooking that was the main reason for the decision
to try to open a shop. Premises were eventually found,
repaired and stocked with wholefoods with an initial
outlay of £700, donated by two friends of the partners.

By 1973, the business was sufficiently profitable to
enable the partners to completely relinquish the
catering side of thelr operations and concentrate their
energies entirely on the shop. A few months after
phasing out the catering business, larger premises, in
a better trading location, were leased. These premises
remain the co-operative’s main shop.

Shortly after moving to their present location,
adjoining premises came up for sale, and the partners,
thinking that these premises had potential as a bakery,
arranged to rent, and eventually bought the lease of
this property. PFurther expansion took place in the
same year when a decision was made to opem a small
wholefood ’cash-and-carry’ warehouse in a large room at
the back of the two buildings the partnership occupied.

In just over one year, the partners had accomplished
several marked phases of growth. This was not without
certain difficulties, however.

The long term coste of this expansion were
unanticipated cash-flow problems, which necessitated a
bank loan of £6,000. Just as these financial
difficulties seemed to be easing, early in 1978, the
partners experienced another setback. A stocktake
revealed the loss of over £4,000 over a thirteen week
period. Despite the absence of conclusive evidence, it
was strongly suspected that one person - the only
worker absent from the meeting that had been called to
discuss the issue - had taken it. Eventually the three
partners - who remained personally liable - decided to
sack the suspect. The money was never recovered.

This loss led inevitably to further serious financial
difficulties. The partners immediately secured a £3,000
loan to relieve immediate cash flow difficulties but
another short-fall due to bad pricing led to another
£3,000 being borrowed shortly afterwards. This Brought
the total amount borrowed to £12,000.

The partnership’s difficulties did not end here. In
November 1978 'Whole Grain Foods’ experienced the same
threats and harrassment from extremist right-wing



«»L:shop, although thlS was never proved..

‘logical respons Y,
“the busxness during ‘this period for.a number of
reagons.
‘partners
vcommltment by all those working in the enterprise to

. groups -as 'The Bean Shop’.:=A -plate‘glass window was
"', smashed, and just after Christmas:th
freshly stocked, warehouse was burnt: t
‘mysterious .blaze. There was strong circumstantial
“‘evidence to suggest that the fire had been started by

‘newly -opened and
‘the ground in a

the 'same group that was' threatenlng and harra51ng the

?ral months before alternatlve‘premlses could

"be’ found, but fortunately, the building and its
~contents were. adequately insured,-and work soon
_commen R IS

"d%on re- bulldlng e e b

Three days after the fire, ’'Whole Grain Foods’ became a
Reglstered Co—operatlve. .Co-ogperativisation was a
the partners to.the problems facing

“F;rst, it limited the liability of the
Second, and . more, 1mportant,'1t marked a

redouble efforts to prevent..a re-occurrence of the
problems of the last fanan01al year. Finally, and
perhaps most important, it met a:need for some kind of
formalised working arrangement that would accommodate

the co-operative spirit of the majority of the workers

but prevent the abuse of that Splrlt by one or two
others.:

Slnce reglsterlng as a co- operatlve, further rapid
expan51on has taken place in, broadly.speaking, two
phases. During the first phase, the .warehouse moved to
a new location - a much bigger building - leased for
one year. This building was' situated about five miles
away from the shop/bakery. Over the same period the
re-built warehouse at the back of the shop/bakery was
converted into just a cash-and-carry.business, which
left the warehouse free to concentrate on the wholesale
side of the business, and the sale of pre-packed goods
on a wholesale basis. At the same time, the shop and
bakery:were exten51vely re—developed- the bakery being
re-located in a purpose built room in an area of the
warehousey/cash and carry at the back of the shop, and

. the creation of a much bigger shop by the removal of

the walls dividing the old bakery building and existing
shop: in effect, maklng two buildings into one. This
first phase of expansion was accomplished with the aid
of a large bank loan.

puring-the second phase of expansion, one year later,
the warehouse was re-located in yet another, larger
warehouse, again, some five miles from the main shop.

Shortly before the research took place, the remaining
partner prior to the re-registration of the business as
a co-operative, who had played an important part in the
development of the business following re-registration,
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resigned his membership. Within the same month,
coincidentally, the resignations occurred of the shop
manageress, the warehouse manager, and the person in
charge of the packing department at the warehouse.

Like 'The Bean Shop’, ’'Whole Grain Foods’ was
established in a time when large numbers of mainly
young people were seeking ’'alternatives’ to a lifestyle
offered by society that was perceived to be alienating,
destructive and materialistic. It was to proselytise
about some of these alternatives that ’'Whole Grain
Poods’ was conceived. Its main aims can be summarised
as follows:

(a) Promotion of the 'wholefood revolution’: This
amounts to a conviction that the foods to be sold
in the shop should be as ’'close to their natural
state’ as possible: unrefined, unprocessed and
untreated, as far as possible with chemical
herbicides and pesticides, fertilisers or other
growing agents. An information sheet published
shortly after the venture was established
suggests:

"Wwe feel that the growing natural foods
movement is a vital one. By its nature it
embraces a total view of the way we want to
live and be - ie in the interests of life,
health and survival when so many forces are
working to destroy our lives, health and
survival."

'whole Grain’ information sheet (1973)

(b) Opposition to "health foods’: Whole Grain’s
founders were also opposed to the concept of
'health foods’ and the institutions they
represented:

"Rather than supply the best available food
for a truly alternative and cheap way of
eating, they concentrate on expensive
supplements, pills and medicines (all with a
higher profit margin than food) and made-up
foods (eg expensive mueslis, imitation
steaks, etc). They cash in on their status
as health food shops to sell food of no
especlal quality (eg non organically grown
vegetables and fruit, and supermarket foods)
at excessive prices to an overtrusting
public."

ibid
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.aim.was :to create a working environment that was
. non-competitive and 'which had‘'a service
orientation: rather than one of proflt

16

Whole Grain as a-community -shop: A third early

maximisation.

We also’ want a. shop that will more fully express
these ideas and be a true community shop -

‘”1nvolv1ng everybody who uses it. For it is in

’5everybody s interest that a shop like this should

"exigt, and certainly in their financial interest,
”for,,lf successful, it should be able to reduce
the prlce of these good foods even more."

) The concept ofta communlty shop was' ‘expressed more
.clearly in the:same 1nformation sheet

"It would be a communlty shop since many
people using it would be contributing
flnan01ally and with .their .help;in many ways
if ‘they watned to. Important decisions could
be arrived at (as at present)‘by all those
1nterested and 1nvolved &N

1b1d

The earlier_perticipant—obserVer study of ’Whole Grain
Foods’' revealed four major organizational issues within
the co-operative:

(a)

Lack of prof1tab111ty in the bakery/bakery shop.
The premises occupied by the bakery and the bakery
shop had been acquired fortu1tously when the
adjacent property to the main shop had come up for
sale. Its acquisition was therefore relatively
unplanned. During the first several years of its
tradlng life as a. part of -the co—operative, the
bakery/bakery shop had failed to make a profit.
There was a lack of common agreement amongst
members as to the causes of this unprofitability.
One theory was that it was due to the poor quality
of much of the baked produce. Others felt that
this was a symptom of an underlying problem: due
to poor wages, it was argued that skilled or
ambitious workers left to obtain better
remuneratlon. A third view was that the wage bill
was too high due to overmanning. 1In addition,
members of the bakery staff suffered from poor
morale, there was a high turnover of labour
amongst new staff, and one of the longer serving
and more senior workers felt that working
conditions were a major handicap: old,
inefficient ovens, draughts (making it difficult
to ensure a consistently high quality of bread
etc) created insurmountable problems for bakery
workers.
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Whilst there was little initial agreement as to
the cause of the problem, the solutions that were
applied changed according to the view that
eventually prevailed amongst the committee about
the causes. First, a manageress was formally
appointed (a new departure for the co-operative,
as hitherto managerial roles had been occupied by
people displaying energy and commitment who simply
assumed responsibility for performing particular
tasks and functions). The manageress sought to
improve profitability by reducing overheads by
using ingredients that permitted greater profit
margins. Second, attempts were made through
natural wastage to reduce the number of person-
hours worked in the bakery and increase
productivity amongst those remaining. Third,
attempts were made to attract and retain the
services of a skilled baker at the market rate for
the job. (Before this, bakery workers were
selected not on the basis of skill or experience
but largely on the basis of declared interest and
enthusiasm). Finally, a more thoroughgoing
rationalisation was planned for the future,
requiring both further changes in personnel and
considerable new investment.

Labour turnover and recruitment. During the
course of this first study fourteen people left
the co-operative. This was a high number in view
of the fact that at the time the co-operative
employed only sixteen full-time workers. Despite
this, labour turnover was not regarded as a
problem by most of those who remained at ’'Whole
Grain Foods’. This was because, historically, the
business had always experienced a relatively high
turnover of staff, and this was interpreted as
part of the lifestyle of many of these workers,
rather than due to any shortcomings within the
working environment. It also meant that the co-
operative oould exercise a degree of flexibility
in manpower planning that other firms might envy.
It was only after the partnership became a co-
operative that the question of labour turnover was
considered as a potential problem. This was
because it was argued that some way of retaining
peole with high levels of commitment and energy
was necessary. The creation of a small number of
salaried posts (principally amongst those
occupying managerial roles) occurred for this
reason. This did not slow down the rate of
turnover. There appeared to be two main reasons
for most of the resignations from the co-
operative:



~ (i) The inappropriateness -of “the- person to ‘the needs of
“ime o the co= operatlve, or: the co op to that person’s

*needs
(li) Dlsagreements over pollcy, management style,
" etc partlcularly amongst those workers whose level

.Of .
fpartlclpatlon 1n the co op s :

ghlgh » L o
Recru1tment procedures played ‘gome .part in contrlbutlng

Aairs was fairly

‘to :this problem.. Recruitment was generally informal in

character - -again, for historical:reasons - and was not
underpinned’ by any-clear or formal: policy. Although
after‘registration as a co-opetriatve’, a six-month

- probationary period was+introduced for new workers, the
non-selection ‘of-probationary’ workers did cause some

bitterness: there was the occasional ‘suspicion that it
could be used to create a pool: of ‘cheaper labour,
denied effective employment rights“and subject to

exploitation by the rest of the co-operative, although

in practice this was not the case.

The two ba51c solutlons to the problem adopted by the
commlttee reflected the prevailing view as to the cause
of the problem.‘ There was. a large measure of agreement
that a better income might reduce labour turnover, and
some attempts were made to improve upon the recruitment
procedﬁre There continued to be no formal training
given to, probatlonary workers, however, and the
1nformal socialization that inevitably occurred meant
that a new worker was 11kely to learn both good and bad
standards of worklng behaviour.

(c) Pay-.scales, differentials, and salaries. The co-
operative’s wage structure was fairly complex for
a comparatively small organization. Whilst there
was little disagreement amongst members of the co-
operative about the differentials between casual,
probationary, and full members of the co-op, some
disagreement occurred over the criteria for
applying different pay scales, and there was
considerable disagreement over the. introduction of
salaried status for some workers. It was the
status that salaries appeared to confer that
created the major problem in this respect. (In
fact, salaries were likely to save the co-op money
by reduc1ng the amount of overtime claimed.)
Salarled statuses could not easly be Justlfled in
an objectlve way and were therefore regarded by
some as inconsistent with what they felt were co-
operative principles. Attempts by ‘thé committee
to increase the number of workers on ‘a ‘'salary were
shelved after considerable opposition to the idea
was encountered.

18
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(d) Personal conflict. During the fieldwork a major
row occurred between the informally appointed shop
manageress and the person she had encouraged to
act as her deputy, again on an informal basis, to
lighten her workload. The ostensible reason for
the conflict were a geries of grlevances the
manageress had over the quality of work of her
deputy, which she was unable to solve by informal
meang. The main reason for this was because the
deputy did not regard himself as such, but as
being of equal status but with different areas of
responsibility. The grievances were brought to
the attention of a General Meeting of the co-
operative, at which the manageress intimated that
unless the co-operative took steps to resolve the
difficulties, and certain conditions were met to
prevent a re-occurrence of the problem, she would
resign from the co-operative. Whilst many of the
members of the co-operative felt that this
conflict was a clash of personality, there were,
in fact, other structural causes underlying. The
rapid development of the co-operative, the high
turnover of labour and the increasing complexity
of organizational life necessitated the evolution
of an informal management structure. The need for
some of the roles within this structure was
recognised by other members of the co-op, the need
for others not. Whilst the co-operative needed
the role that the manageress performed, this need
was not widely perceived or accepted. Therefore
the authority that the manageress needed to
perform this role effectively was not legitimated
by the co-operative: other members felt that she
was "bossy". This non-legitimation seemed to have
its origins in ideological differences concerning
how the co-operative should be organized: a
polarization seemed to exist between meritocratic
and egalitarian worldviews.

The solution adopted by the co-operative to thig issue
was eventually determined by the importance of the role
of the manageress at that period of the co-operative'’s
life: no-one else in the co-operative realised the
extent of the responsibilities of the ghop manageress,
no-one had the time to learn how to do her job or had
either the ability or commitment required to learn it;
therefore, she withdrew her resignation, her role
clarified and formalised to some extent. Her deputy
resigned from the co-operative.

The analysis of these organizational problems made in
the preceding study characterized the two organizations
in the following general terms.
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«"+. Kt «'The Bean -Shop’, the economic performance of the
»iicollective was not seen as a-problem until some time
‘after ‘the enterprise was ‘founded, and ‘it wag ‘probably
‘the deSire ‘for permanence tha% ‘contributed ‘most to the
" re-evaluation of this idsue.:” Until this ‘time the
=" gocial’ objectlves ‘of'the ‘early members of the-
wifcoldective ‘had been ‘imposed upon the organlzatlonal
- structure, 1rrespective‘of ‘their commercial *
1mp110at10ns.< ‘The ‘refusal to compromise on ‘the
~ lifestyle desired by the’ founder ‘members meant that a
o ’divigion of “labour‘and ‘the development ‘of* a““management
' ‘structure would mot be acteptable. However, ‘the desire
- for permanence required that ‘the collective - appraise
* the impediments ‘to'-the achievement of a securer, more
- permanent, ‘status’. ~‘However, by this time;*all the
- founder members had left, many of the'original
objectives had not ‘been ‘achieved and-there had been a
" tendency to ‘emphasise the importance of” informality
within thecollective:  This undoubtedly contributed to
the difficulties the collective experlenced in deciding
upon a:course of action .to take in response to the
threat of 8V1Ct10n. More generally, it led to a
blurrlng of 1nd1v1dua1 and collective standards of
behaviour. Terms such as 'trust’, commltment' and
rproviding a service’, were for example, subject to
continually changing deflnltlons and re-
interpretations, and it was dlfflCUlt for the
collective to establish a consensus amongst themselves
about specific issues such as standards of behaviour
towards customers, etc. Under these circumstances, the
siege mentallty that was displayed on occasions by some
members of the collective seemed to serve as a unifying
force: a sort of social cement that ensured the
cohesion of what had otherwise become a group of people
with fairly disparate viewpoints.

At 'Whole Grain Foods’, the desire to reach the maximum
number of people with the wholefood message ensured the
continual expansion of the enterprise. This was
accomplished with the aid of bank loans. High gearing
was the price of expansion into bakery premises, the
development of the cash-and-carry wholesale business
and. the growth in the number of members. The
organizational efficiency necessary to achieve this
rate of growth and profitability was, from the initial
phases of growth onwards, due to the efforts of a small
number of dedicated workers - initially, the partners -
who assumed responsibility for the exercise of those
tasks usually regarded as the province of management.
The increasing success of the enterprise in comercial
terms, however, seemed to be inversely related to the
success of the partnership as, first, as a collective,
and then later as a co-operative. Whilst the
profitability and growth of the enterprise led
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increasingly to relatively high wages and a number of
fringe benefits not available to members of ‘The Bean
Shop' collective, there remained chronic problems
associated with labour turnover, the lack of a coherent
recruitment policy, the lack of consensus over aspects
of the wage structure, and conflict over the internal
objectives of the co-operative. Whilst the importance
of the promotion of wholefoods was transmitted to newer
members, the working relationships necessary or desired
to achieve this were not effectively transmitted within
the same common culture. Whilst there was general
agreement about the need to educate the public about
wholefoods, there were no similar attempts to educate
new members about co-operative working practices.
Therefore, for example, the main thrust of attempts to
slow down the rate of labour turnover were economic
rather than social and involved the further extension
of salaries and differentials ag an incentive for
people to stay and attract new workers with special

skills.

Given that the division of labour at ’'Whole Grain
Foods'’ had occurred early in the life of the enterprise
as a response to an organizational need created by
rapid growth, the later decision to re-register the
business as a co-operative did little to change the
structure that had already been established. Whilst
the newly formed co-operative could decide upon
policies, the alternatives available form which choices
could be made appeared to be tightly circumscribed by
the very commercial success of the enterprise. Demands
for immediate equality of responsibility and pay within
the co-operative, for example, were, under the
circumstances that had been created, impractical and

unrealistic.

The problems these two organizations faced in this
first study provide a useful context from which the
issues facing the same organizations four years later
can be compared. In the rest of this section I will
summarise these later issues. It will become clear in
subsequent sections of this monograph that many of
these later issues originate from the same underlying
factors that contributed to the earlier set of
problems. I will define these factors in the
concluding section of the monograph.

Bean Shop’: An overview of the major issues

Over the four years between the two studies the
collective had managed to acquire new premises, and the
problems of recruitment had been resolved, for the time
being, through labour turnover. The enterprise
remained both economically marginal and informal in
character, and these features of the business were seen
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.. by members:ast being~an increasing problem. - Some of the
i +partners:hadracquired!. famlly responsibilities and the
rwlow wages: paid were' a grow1ng source of-discontent.
.. This was:. exagerbated by:a view that the:collective
-+ lacked appropriate:business.skills and.access to such
. xskillswand capitali:Attempts:that had:beenvmade to
» uwnexpand-the business:'had so  farsiproved unsuccessful.

The informal character of the collective was'seen as a
problem because it contributed to.a . lack; of clarity of

, ﬁprocedure and made the co- ordlnatzon of, dec151on making
“difficult),” In addltlon, those interv1ewed,,
" ‘what they saw as a decline in thé collective culture of

egretted

the enterprise - both in respect of the closeness of
the working relationships between members of the
collective, and also due to the absence of other
building users - and diminished opportunities for
social contact with groups and individuals who shared
similar outlooks and objectives.

‘Whole Grain Foods’: An overview of the major issues

By the time of this second study, the planned
rationalization and re-organization of the bakery had
taken place (the bakery shop had disappeared and become
part of an enlarged shop, from which bakery produce was
not sold), and a professionally qualified baker had
been appointed. The bakery’s profitability was no
longer in question. Although labour turnover had
declined, (possibly due to a deterioration in the
general economic climate and rising unemployment
locally) and the shop premises now had a fairly stable
workforce, recruitment procedures remained informal and
little or no training was given to new workers. Most
of the workers did not see pay-related issues as being
of especial importance (1), and the two protagonists
whose dispute had rocked the co-operative four years
ago had both now left the business.

Despite these obvious changes, there was, as we shall
see, a familiar ring to many of the issues identified
by the members and ex-members interviewed for this
subsequent study. All of those interviewed identified
issues that seemed to be related in one way or another
to the rapid economic growth of the business. This was
therefore seen as a problem and a source of other
problems: profit-margins were far below those
anticipated before the major expansion of the
shop/bakery premises took place, and this caused
considerable recrimination and bad feeling between
members of the shop and those now working at the
warehouse. This added to difficulties experienced in
respect of co-ordination and contact between shop and
warehouse, which had now become both geographically and
commercially two separate working environments.
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Recruitment and training were identified as one of the
causeg of these difficulties by members of both the
shop and the warehouse, though for very different
reasons, as we shall gee. In addition, members
identified both the lack of clarity of objectives and
poor decision-making at meetings of the co-operative as
further contributing to the difficulties facing the
business.

In the sections that follow, the causes and
implications of these issues, and the relationship
between them, will be discussed in more detail.
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Chapter 3 ‘THE DEVELOPMENT OF THE ORGANIZATIONS AS

BUSINESSES

This chapter w1ll con51de; the development of each
enterprise as a business. U51ng, as main indlcators of
economic performance, wages, profit and’ rate‘of
economic growth (as measured by turnover),' t will
discuss “the ‘various problems each drganization has

‘faced in these areas and how it ‘has ‘tried to. deal with
“them. It Will also discuss and evaluate the-
‘relationship ‘between the co- ‘operative/collective

structure of the respective enterprises and thelr

economic, development.

Bean Shop'

a) Stock'

Goods sold at ’'The Bean Shop’ weére bought wholesale on
a weekly/fortnightly basis from several large wholefood
warehouses situated in London. The person working in
the collective’s warehouse, usually Paul, was generally
responsible for compiling the order of requlred stock.

A van was usually hired and driven to London to collect
the order. 1In addition, bulk orders of products on
which there wdas a greater turnover, such as oats and
cereals, were sometimes delivered and some additional
stock was occasionally purchased from the 'Whole Grain’
warehouse. The sacks of goods bought wholesale were
stored and packed at the warehouse - primarily by the
warehouse worker - and delivered to the .shop. as and
when required, but usually on a weekly basis.

b) sales, Expensiture and Profit:

For the year ending 1984/5 .;,The Bean Shop’ :achieved a
turnover figure of £103,030. Stock purchases for the
year were £78,089, and once adjusted to add the opening
stock figure (£7,077) and subtract the closing stock
figqure (£7,410) the gross profit figure for this
financial year was £25,274. Expendlture for the year
amounted to £17,440, of which the main items were rent
and rates (£5, 447), packaging costs (£3,061), transport
(£2,731), and wages for casual workers (£1,741).
Following the accounting conventions for a partnership,
the net profit figure of £7,834 included the payments
for the wages and National Insurance contributions of
the partners/full-time members of the collectlve

When compared with the previous financial year,
although turnover (as represented by sales) increased
by over £25,000 and the gross profit figure increased




by over £4,000, the net profit fiqure was increased by
only £572. This was primarily due to an increase in-
expenditure in several areas of the business, notably
wages for casual workers, transport costs, bank charges
and packaging costs.

c) Clientele and advertising:

The collective had always tried to keep their retail
prices as low as possible to attract trade from poorer
gections of the local community. Subjective impressions
gained during the earlier study did seem to indicate
that a large proportion of the collective’s custom came
from students and pensioners. It was not possible to
assess whether this was still the case, however.

Advertising had always been relatively low-key -
members of the collective shunning the high-profile
hard-sell approach to advertising. A regular
advertisement in the local alternative newspaper, plus
occaslonal leaflets produced by the collective and
distributed in the shop, advertising their product
range, explaining how they worked together, and stating
some of their aims, were the favoured techniques
employed.

d) Wages and conditions:

Though functioning as a collective, for tax and
insurance purposes the full-time partners were self-
employed. The basic rate of pay was £40 per four day
week. In addition, the collective had recently
introduced increments for length of service: £1 per
week extra for each year of service.

In addition to the full-time partners, the collective
also had one part-time partner - an ex-full-time
partner who did most of the bookkeeping and routine
administration, and also employed a small number of
people on a casual basis. Both the part-time partner
and most of the casual workers were connected through
family or other relationships with full-time partners,
and their rate of pay was £8 per day.

The hours of work were from 9.30 am until 5.30 pm and a
rota ensured effective cover when this became

necessary.
e) Sources of finance:

The collective had always relied primarily on two
sources of finance: bank loans/overdraft facilities and
loans from partners and friends. Loans were not a
condition of membership of the collective or acceptance
as a partner. At the time of the study the collective
did not have a bank loan but did operate an overdraft
facility. Personal loans, usually made on an informal
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basis, amounted to nearly £3 000 at the end of the last

£) " Objectives, development and analy51s.

YA complete understandlng of, the bu51ness .requires, in

addition to the figures provided above, some of

cwawareness ‘bothuthe more  significant- business decisions
-+taken over -the ‘last -sevéral "years, and their

'wecconsequences, sand of ‘the major business objectives of

Z;(

the partners.

‘0f -overriding-importance ~to ‘theése objectlves and

decigions was the eviction ‘of 'the ‘collective from the
premises they~had: occupied ‘gince the“venture had been

established. The service orientations of .the
‘collective did not allow ‘for the accumulation of a

" capital reserve that would have enabled them to find

alternative accommodatlon, and it was largely
fortuitous that ‘they were . offered suitable premises

‘nearby at a rent they could afford

Although the:major aims. and: objectlves of the
collective were never systematically re-evaluated, the
early aims were highly ‘ambitious and: therefore few were
accomplished to the satisfaction of the collective.
Although it did not formally abandon these aims, their
non-attainment did allow individual members to re-
1nterpret, re-emphasise, and re-define what they
considered to be the most 1mportant objectives. One

'most 1mportant change in this respect was a desire to
‘receive better pay, as indicated above.

what happened was that the collective started to take
the business ‘more seriously’ - Paul’s comment was

typical:

"When I started I thought it was. the cushiest
"job I'd ever had, but it’s gone from the
easiest to the hardest . for a varlety of
reasons... losing Albert Street. (the old
premises) that cost us much money The
separate warehouse caused more work, having
kids meant earning money was more important.
Reductions in personnel... (have not helped)
it’s been difficult... touch and go at
times... o

.Sumning up the major changes, Paul suggested

"We’ve become more careful. Economic
necessity has required the collective to
becomnie a business."

This was reflected in what he felt was the current
major objective of the collective:
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",..to expand to the point where it gives us
a decent income... but I don’t want to
compromise our ideals to get there."

Jeff expressed himself in similar terms: for him, the
overriding objective of the collective was

"...the growth and support of its members...
service to the community is still a basic
tenet... but family responsibilities have
shifted my attitude a bit."

To improve profitability to enable the collective to
obtain better financlal rewards, various attempts had
been made to expand the business.

a) A second shop. The decison to establish a
'branch’ of 'The Bean Shop’ in a lock-up shop in a
different part of the town was taken three years
ago, and as I have suggested already, was not made
on purely commercial grounds. At that time, a
second shop also seemed like a good way of
creating more paid employment, and, as part of a
possible future ’'network’ of small, local,
federated shops, would fulfil both the 'community-
minded’ and the ’'service’ orientations of the
collective.

Premiges were found, converted and stocked, but
failed to generate enough trade to be a commercial
success, and were closed within two years of
opening. The collective acknowledged that this
venture had been a bad decision: as Jeff put it,

"...we burnt our fingers over our attempts to
expand at ’'Boston Road’..."

The collective felt that a major congtruction
project in the area had been the major contributor
to the shop’s demise:

"'Boston Road’ was a gamble which failed to
pay off, It might have been OK but when they
started building Sainsbury’s the traffic
problems while they were building the
gyratory meant that we lost nearly all our
out~of-town trade."

Another factor cited was the unforeseen costs, of
being ’landlords’ - the shop’s lease also gave the
collective responsibility for a flat above the
shop which housed sitting tenants. Finally, its
geographical isolation may have meant that members
of the collective were more reluctant to work
there: as Mary, Paul’s girlfriend suggested,

"...there was no-one to make it look nice..."
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'b). Wholesale selling.- For Jeff, wholesale selling
'was . likely to be:an area‘of the business that
«;..would expand further in the future, “there had
..been, -he sald,m-; ST N S

A ghift more into wholesale ‘and dlstrlbutlon
'»to ‘corner shop-retailers; though we don't
make -much on-it:yet." EREsE

One possible dlfflculty“With'thls future strategy,
showever, :would :be "that larger wholefood concerns
(like, for .example; -'Whole .Grain ‘Foods’) could buy
stock .in ‘larger :quantities’, ‘at: blgger discounts,
-and therefore be able to:reduce prices further
than the collectlve and malntaln adequate profit
margins. e

c) Changes to stock range and 1ncrea51ng turnover.
The collectlve had made some effort to increase
the range of the goods they sold. There was some
recognition, however, that in doing this they may
have compromised :some of the earlier ideals about
the sorts of foods the shop should sell. Paul was
pragmatic about this:

"They were a lot more purltanlcal in the old
days... - It seems silly to deny people when
they'll get (what they want)... elsewhere.
We do draw the llne at colourlngs and
flavourings.

Although as 1nd1cated already, the collective were , |
successful in increasing turnover, net profit for the |
previous financial year did not increase

correspondingly. This was because of extra expenditure

incurred by the collective: more labour time meant an

increase in wages for 'casual’ workers; metrification

and weights and measures legislation meant that the

collective spent more on packaging, labels, etc.

Fluctuations in the value of major European currencies

(affecting the price of imported stock) may also have

hampered the collective’s efforts to realise a greater

return. '

It must be concluded therefore that, in nmiost respects,

attempts to expand the business yielded a poor return.

Three factors can be suggested in mitigation.

Firstly, changes in the economic climate must have had
some effect upon those sections of the local community
that 'The Bean Shop’ traditionally tried to serve. 1In
addition, the area has experienced the proliferation of
several small wholefood shops, providing some local
competition which was absent several years ago.

Secondly, the collective have always held on to the
service orientations established early in the life of
the collective. Trying to provide this service may
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have led the collective to underprice, particularly in
previous financial years. The collective remained,
however, clearly proud of its continuing street
credibility amongst its customers. Paul spoke
humourously about a customer who one day announced,

"... I've just nicked my week's shopping from
'Whole Grain’ and now I’'ve come to buy my
breakfast..."

Thirdly, the collective could probably have been
agsslsted by the provision of an effective and reliable
buginess advice service locally. Neither the Local
Enterprise Agency or Co-operative Development Agency
had so far proved of much value to the collective. Both
Jeff and Paul felt that the business was
undercapitalised, and both felt that with the right
kind of financial backing they could improve their
buginess. At the same time, Jeff felt that the
collective had a lack of

"... primary business experience and
skills..."

which handicapped the business even more. Access to
such skills was seen as the principal problem, as the
sorts of advice given to conventional businesses were
often completely inappropriate and too expensive to
obtain, According to one of the partners, several
years ago an approach was made to a small business
advice service about sources of finance. One piece of
advice in particular was remembered: ’... don't tell
anyone you’re a co-op.’ In addition, the collective
did not consider the recently established Co-operative
Development Agency could be of much use. As Jeff
obgserved, ironically,

"They send people along to us for advice!"

It is impossible to detail precisely what sorts of
skills were absent and needed on the basis of this
research. It is probable, however, that unless such
skills are made available on an affordable basis,
adequate levels of finance for future expansion would
remain unobtainable.

'Whole Grain Foods’

As should already be clear, 'Whole Grain Foods’ was
effectively three businesses in one: a shop, a bakery,
and a warehouse.

a) Stock:

Most of the co-operative’s stock was ordered and
collected by, or delivered to, the warehouse. The
bakery and shop then ordered, in the same way as other
wholesale customers, the goods they required, which
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were then packed and delivered by the warehouse.
Though. in this respect ‘the’ shop and- bakery were treated

~no-differently from other wholesale customers, they

were given a more generous ‘discount ags the largest

écustomer of the warehouse.. Dlstrlbutlon of.. wholesale

fa small fleet of lorrles and vans owned by‘the co~-

‘operative. . "Whole Grain’ was also able.to. import large
 quantities, of rice, pasta, and other goods.due to the
size of s warehouse,. though. Just before.the research

took pla 1ftwo members of the warehouse team, Simon
(the remalnlng founder ‘member) .. and- Mar;on (formerly in

V charge of the packlng operatlons) left: the, .co-operative
“to establlsh thelr own, privately. run company,

spe01a11z1ng in organic food 1mports, packaging and
distribution. Although this, new.company .continued to

"share the co- -operative!’s warehouse space . (2) (this was

rented to them), it was too early to say whether this
would interfere with the co-operative’s own-ability to
import goods. Simon’s departure may have -had some
damaglng consequences, however, as, most ofgthe contacts
made in Europe and Amerlca for lmportlng purposes were

his.

b) Sales, Expenditure and Profit:

Taking the business as a whole, for the year ending
1984/5 'Whole Grain Foods’ realised a turnover of
£1,199,347. After deducting'the costs of:‘stock and raw
materials, -the gross profit figure ‘was £283,649.
Expenditure for the year amounted to £259;215, plus
£17,626 interest and repayment on a mediumZterm bank
loan used to:finance the -expansion of the shop three
years ago. Major items of expenditure ‘were wages and
National Insurance (£131,181), rent (£5,799) rates,

(£11,792) and transport costs (£24,682). This left a

net profit figure for this flnan01al year of £6,808.

When compared with figures for the previous financial
year, turnover, (as represented by sales) had increased
substantially, leading to an increase in gross profit
of £67,403. Net profit increased by £6,233.

These figures can be understood better if broken down
into figures for the warehouse and figures for the shop
and -bakery.

(i)- The bakery/shop: the shop’s turnover fiqure for
1985 was £462,065. The gross profit for the year
was £143,585, an increase of £31,343, which
realised a net profit of £15,391. This was a
dramatic improvement on the previous year when
there had been a small net loss of £1,737.
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(ii) The warehouse: warehouse turnover in 1985 was
£938,216. Gross profit was £140,064, an increase
of £36,060, The net figure was a loss of £8,583,
compared with a net profit the previous year.

Both the loss made by the shop in the year ending 1984,
and that of the warehouse in 1985 were attributable to
the fact that the gross profit margins were less than
expected. There may have been several possible reasons
for this: that stock was being stolen, that the
business was being invoiced for goods that it never
received, or, due to inadequate stock control
procedures, that the figures themselves were
unreliable. Although the co-operative had not
established, by the time of the research, how such
losses could be accounted for, a tightening of stock
control procedures at the shop did coincide with a much
better gross profit margin.

c) Clientele and advertising:

Subjective impressions indicated that a large number of
'Wwhole Grain’s’ customers were aged between 18 and 40.
It may be possible to speculate that this age group
formed the largest proportion of a growing number of
consumers of wholefoods.

Until recently, 'Whole Grain’ adopted the same, rather
low key approach to advertising as 'The Bean Shop’.
Responding to the growth in the wholefood market the
business both expanded fairly rapidly and also adopted
a more positive approach to advertising. It is
important to note that this was consistent with one of
the major early objectives of the co-operative, as
stated in the Rules:

2. The objects of the co-operative shall be to
carry on the business as a bona fide co-operative
society of (a) Manufacturing or selling
wholefoods, culinary equipment and literature of
the highest possible standard, at reasonable
prices, providing the service of information and
education on the growing, selection cooking and
eating of daily food.’ (Extract from the Rules of
'Whole Grain Foods’)

This had taken various forms: the improvement of
labelling and packaging of goods, maintaining contacts
in the press for articles in specialist and non-
specialist magazines, and participation in National
marketing exhibitions for wholefood traders, for
example.

(d) Wages and conditions:

The co-operative operated a relatively complicated
wages structure. Firstly, there were differentials
between probationary workers (i.e. workers not yet
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“having. completed :six.months of .satisfactory:service as
 laid down .in the contract.of employment), .shop workers,
bakery workers, and warehouse workers:.: ?hese basic

v

Probatlonary workers. ‘(a)’ Shop: . ?'“j], £95 pw -
@ foagie s Eowir A (b)) Warehouse and’ bakery £100 pw
>Shop workers- “ £100 PV e (

- Bakery workers: ' - £110 pw
Warehouse workers"ﬁllo pw.vl

In addition, the co—operatlve also had dlfferent salary
scales;“which had been‘introduced since 'the first
study, but.remained somewhat.controversial. “*They were
',1ntended to reflect differingilengths:of service and
different levels. of responsibility, whereas~“the
differentials were intended :to-reflect:different
worklng condltlons.f hese salary scales were ‘as

follows: e . e e

ot i LN PN

Scale 1: £110 pw
Scale 2: £120 -pw
Scale 3: £130 pw
Scale 4: £140 pw

Scale 4 was the maximum salary received by anyone
working “in the co-operative during the interview
period, although Simon had been receiving a Scale 7
rate of pay ‘(i.e. "£170 pw) until his departure The
specific criteria by which 1nd1v1duals were. judged for
the different Scales of pay were unclear, but seemed to
rest upon a combination of several factors,'lncluding
skill, the extent to which a member’s responsibilities
were visible or invisible, judgements made on the
character of a member, need (i.e. dependants), length
of serv1ce. v

These rates of pay were based upon a five day, 37% hour
week, although some of the shop workers worked only
four days. A number of members of the co-operative
also put in, when required, overtime on an unpald basis
in addition to these hours. S

The co-operative also employed a number of caeual
workers, primarily in its packing department, who were
paid £13,50 per day.

(e) Sources of finance:

'Whole Grain Foods’ had three sources of finance.
Firstly, there were loans made to the co-operative by
members, ex-members or friends, on privately agreed
terms. Secondly, the co-operative operated a
compulsory savings scheme whereby members of the co-
operative contributed £5 per week out of their wages,
deducted at source, until a limit of £500 had been
reached. This sum was returned to the member with
interest when he/she left the co-operative. Thirdly,
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the co-operative also used bank loans and overdraft
facilities. The single major source of finance was the
bank, which financed the expansion of the business with
a medium term loan of £120,000. This capital was
raised with some difficulty, as the co-operative’s
original bank insisted upon a debenture which would
have been against the Rules of the co-operative. ’'Whole
Grain'’ then approached the local Co-operative Bank,
whose terms were acceptable, and its account was
trangsferred accordingly.

(f) Objectives, development and analysis:

The major expansion of the co-operative over roughly a
three year period was tegarded by all the members of
the co-operative as the greatest single igsue with
which the co-operative has had to deal. Most of the
other problems mentioned by those who were interviewed
seemed to be related in one way or another to this

issue.

The expansion of the business was almost entirely due
to the efforts of Simon, whose official title within
the co-operative was that of ’development worker’. He
played a major role in initiating this growth, and was
more or less solely responsible for the planning,
financing and administering of the building work, the
obtaining of alternative premises for the warehouse,
and all the major entrepreneurial decisions affecting
this expansion. This role was determined by three
major factors: his undoubted talents as an
entrepreneur, his length of service and the
understanding this gave him of the co-operative, and
his continuous high level of responsibility. 1In
addition to these qualities, Simon strongly endorsed
the objectives of the co-operative as laid down in the
Rules and quoted already above, and felt that the
expansion that took place was mainly to pursue and
fulfil these objectives. For Simon, both the reaons he
had remained in the co-operative, and latterly, the
reason for his resgignation, was to pursue the same
objective:

".,.. the reason I'n doing it is because I
believe in it... I don’t think that’s true of
everyone... although it’s true of everyone
here to some extent... I think people don’t
believe in that thing so much... there’s much
less belief in food than there was.. I think
people had much more conviction about the
thing in those days than they do now... my
view of it is that when the co-op started the
objectives were those stated (in the Rules)
and the secondary objective was to do it as a
co-operative. The principal objectives in my
opinion were to do with food and health and
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80° on. Belng ‘a ‘co-op ‘was ‘a'ni
ﬂMt over the years thewsoc

'"beln ’morev-_portant than the food 51de...

i.Other members of the. co—opematlve were. also in favour

" of the expansion of,the business, but for different

., reasons,.lan, ithe. ex~-warehouse. manager, articulated the
views of several other workers, . artlcularly in the

. va ehouse, when he. suggested

"L hink ‘that ‘the majority of: members of the
co-op set out - and that of course’includes
. the, shop because they’re.a, majorlty...w,i
:thlnk the. magormty of.people in the shop have
_always wanted. it to be. a place where they're
. happy with their working conditions... and be
a part of their social life... I don’t think
most members of the warehouse... would mind
one ‘way or#another Whetber*i%“waswﬁ cCo-op or
net..g' I saw‘the maln alm'as to make it a

fllVlng wage “for myself and for” everyone else
‘that worked there“and to make the place a

~puccessful :businesss ..-~and ‘my" interpretation
-+of+a successful ‘business is one that can

affordto~pay-its+ members more’ than-a living
‘wage;~+a wage that will-enablé them to live
~comfortably... that’s never . ever remotely
come anywhere near coming. about. " C

Yet -as®l ‘have already suggested, this expansxon created
major -difficulties. The principal of*these“Was the
‘lack of understanding of the degree of financial
-expertise requlred to cope-with -the ‘much - ‘larger
sbuginess. - This problem-was - ampllfred bywhat “people
felt was elther -Simen’s ‘inability, “or unw111rngness, to
-share the skills that people felt he possessed, with
others. As -Sarah, therex~shop manageress, put it,

"It (the,expanSLOn) was . done very .
arbltfarlly. It was towards the end that
Mation and I got involved and it was
‘basically because :Simon-was -0ff making all
‘the decisons... ‘He didn't take-or ‘keep
-(control) “‘deliberately. -He's always
deli:ghted when -someone else wants 'to take on
management. .. but-most people cant do that,
they’re not confident “enough. They need
straining and Simon doesn’t ‘know the ‘meaning
of the-word and doesn’t realise.}. that most
people aren’t like him and... I think it's
different because he started it off... very
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few people there now would have the
confidence to make the decisions that he'’s
making on their own because they wouldn’t
feel they had the right to. But he’s always
been really pleased... he'’s always said, he's
not keeping control... and I think that’s
correct... it’s just that there’s no-one who
will come up and join him, if you like... but
that’s very difficult because he’s in such a
rush to get on with things. He’s not got
time to report back... even report back, let
alone nurture people, 1f you like... he
expects people to catch on straight away and
there aren’t that many people who are that
quick."

sarah and Clare both joined the co-operative before the
expansion took place, and whilst both took on various
office responsibilities soon after joining, they found
it difficult to become involved in the development

work:

"He (Simon) had a development fund (a
separate bank account to pay for the building
work) which he never attempted to explain to
us. The only time he ever said anything
about the development fund was... "My God,
we're spending lots of money don’t tell
anyone or they’ll stop mel!’ ...he had a
separate account and kept accounts for that
which he never showed to anybody."

The problems of routinizing entrepreneurial decision
making and making Simon, as entrepreneur, accountable
to the rest of the co-operative remained after the
development work had been completed, and there appears
to have been a major competence gap between Simon, who
continued to function as entrepreneur and those members
of the co-operative who were left with the task of
egtablishing systems for dealing with the more complex
requirements of the larger business. Whilst the shop
workers were still in the process of trying to adjust
and find their feet, Simon’s time was still taken up
with the development of the warehouse: first at one
premises, and then another, larger building.

The effects of the expansion of the warehouse were
several: an increase in stock, stock turnover, the
expansion of employees of the co-operative working in
the warehouse from two to eight workers in a relatively
short space of time, and the transfer and expansion of
the packing department, as packed goods were sold
wholesale rather than, as before, simply being packed

~in a room at the back of the main shop to fulfil the

requirements of the shop. The increasing size of the
packing department led to an increase in the number of




casual workers ‘employed by the co-operative: what was

originally ‘intended ‘to be a temporary arrangement that

worked to the mutual advantage of 'both 'the co-operative
and friends of members of the ‘co-operative slowly

{ became a more integral ‘part of the 'business. Few

members of the warehouse team’ seemed ‘aware of the
potential problem this arrangement posed however.(3)

whilst the - expansion of the warehouse was" taklng place,
accounts for the shop”s previous: financial year (1984 -
the first after the expansion™of the shop ‘had" been
completed = igee ‘above) revealed ‘that the shop had made

"a net loss. The reaction’ of ‘some of the“warehouse

- workers;: notably T'an;" «( the ex-warehouse- manager),
‘i deserves comment. Ian®in-particular was" hlghly

critical of the“way in which the shop" was" managed the
"incompetence’ of some of the shop.workers, and in more
general terms. about the whole ethos of co- operatlve
organlzatlon " For Ian, the shop’s problems in this
respect (at the time, of the. interview, the
profltablllty of. the warehouse was, not in guestion) was
largely connected with the attitudes and lifestyles of
people worklng in the. shop. Ian felt that it was
likely that these attitudes created a climate of
opinion in w,1ch customers, and. pos51bly some of the
workers, were . llkely to steal - which.was, in his
oplnlon, why the shop was unprofltable'

.+I should imagine that everyone there has
slept with everyone else there... it’s only
two years ago I equated this w1th :
stealing... if you’ve got the .sort of
attitude that that’s OK, then you'll prebably
be inclined to do other things that are OK...

. I thought the whole thing -at 'Whole Grain’
invited people to steal money from it."

There was, in fact, no clear evidence that the drop in
profit margin was attributable to theft; this was
because at this time stock .control and bookkeeplng
systems had not been revised to cope with the changed
size of the business. In spite of this, few of the
newer workers in. the warehouse had access to a
different point .of view because there was no regular
contact between shop and warehouse workers, and, as
suggested below, the personal objectlves of these new
workers were somewhat different from the personal
objectives of the shop workers. Sarah, who was shop
manageress at this time, felt that, in hindsight, the
major problem had been the lack .of financial

" information made avallable to members of the co-

operatlve by the person who seemed to understand the
co- op s finances best, Slmon. She put it this way:

.Simon was off maklng all the de0131ons
Slmon was terribly excited about the whole

36
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thing and everyone else was uninterested...
it wasn’t until I got involved... right at
the end, that I realised... he’s taken
control away from everyone else and everyone
else was really bored with it and he couldn’t
understand why."

At the shop, during this period, a significant turnover
of labour meant that, in addition to the competence gap
between Clare, Sarah and Simon, there was a similar
disparity in experience and confidence between Clare,
sarah, and new workers. The pressure of work, in turn,
had the result that there was scarcely any surplus time
in which these two key workers could pass on their
knowledge and experience: a situation that continued
to some extent. Jenny's comment was very typical:

"I wish, I really wish I could... had.. more
knowledge on that side of things, just to
help out, really... things like business
courses are related to 'normal’ businesses...
I was going to do a co-op course in London
but it was cancelled. That was actually a
co-op business course... I would like to do
one but it’s... time and money... and also,
you get very short-sighted when you're
working every day and... it’'s just getting
the money in the till... which is probably
one of the biggest problems at ’'Whole Grain’
- the lack of a long-sighted view."

The enormous responsibility placed upon them at this
time remained a vivid memory for Sarah - with one
particular realisation:

"The one thing I want to say about Simon isg
that he didn’t have any more understanding of
the finances than anybody else... he wasn’t a
financial 'whizz-kid’... and that came home
very clearly to me over the loss... he
couldn’t explain the loss any more than
anybody else so we were at sea, really. I
always felt that Simon would sort everything
out but he couldn’t. I realiged I wag going
to have to take on responsibility more than I
had... I just felt before then I’'d just been
'playing at shops’... he (Simon) rushed on
too fast for everyone else... and he left us
with a terrible legacy, really, of chaos - I
mean Clare and I, it was too big for us, what
we were left with after the shop development
- and then we got blamed for the loss, and
that was just too much..."

It was perhaps remarkable that, in these circumstances,
the shop was able to reverse its fortunes so quickly.




Ironlcally, by the tlme thlS change had occu red the
1 i ffiouls

George 5 comment upon the”waf houSe“_v
bears a ‘striking regemblance' 'to’ comm 1
shop: e

"...it’s grown too quickly to be containable
by the people doing it. We've kept pace with
growth but at the cost of financial
understanding in the broader sense: it’s
become like a production line without any
control over what’s happening."

(George, incidentally, was not one of the warehouse
workers most critical of the poor financial returns
made by the shop a year peviously.)

The general control and management of the co-
operative’s finances remains a problem for its members.
Marion (the ex-packing room co-ordinator) succinctly
framed the parameters of the issue:

"There's always only been a couple of people
involved in finance. ...the reason is that
it needs to be kept together, and that
requires continuity. I can’t see it being
rotated. Also, skills are important: some
people are better suited to (these sorts of
roles) than others."

It would be unwise for any co-operative to
underestimate the difficulties involved in managing
finance in a democratic manner.

In summary, the contrasts between ’'Whole Grain Food’
and 'The Bean Shop’ are quite stark in respect of the
development of the businesses. It is interesting to
speculate if the growth of '"Whole Grain’ would have
occurred at all, however, had it not been for the
efforts of Simon. Whilst like 'The Bean Shop’, ‘Whole
Grain’ did experience some initial difficulty in
attracting finance for expansion, the main area of
difficulty for 'Whole Grain’ was not obtaining finance,
but in planning the expansion and anticipating and
preparing for some of its consequences. Like ’'The Bean
Shop’, it appeared that 'Whole Grain’ lacked certain
business skills, particularly those associated with the
management of finance. In general terms, it does
appear that some of these difficulties could have been
avoided had Simon been more accountable to the rest of
the co-operative, or a representative part of it. To
even begin to reduce the competence gaps between Simon
and one or two other key workers, however, would not be
easily accomplished. It would be insufficient for the
co-operative to insist upon the accountability of its
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key workers. At the same time, it would algo have to
address itself to the issues of recruitment and
training: raising standards of skill, confidence and
motivation amongst the majority, rather than only
impeding the initiative of a minority. These two
question of training and recruitment are taken up later
in the text.
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Chapter 4 THE DEVELOPMENT OF THE ORGANIZATIONS AS A
COLLECTIVE AND AS A CO-OPERATIVE

This chapter sets out to consider the development of
the two enterprises as, respectively, collective and
co-operative. Focussing upon the legal statuses, -
organizational structures, and decision making
structures of both organizations, it will evaluate the
problems and obstacles to the operation of
collective/co-operative working practices, and suggest
possible underlying causes for such difficulties.

The Bean Shop
a) Legal Status:

'The Bean Shop’ is registered as a partnership, which
at the time of the research consisted of three people,
two full-time and one part-time partners. 1In addition,
one other full-time worker was employed and two part-
time casual workers were employed and were apparently
becoming more involved in the affairs of the
collective. Although a partnership in law, the partners
do consider themselves to be a co-operative or
collective in sgpirit. 'The Bean Shop’ was clearly
established with democratic and egalitarian principles
in mind, but at the time of its formation, the variety
of Model Rules now available did not exist. Several
years ago members of the collective at the time did
consider the possibility of converting the business
into a registered co-operative, but final agreement on
the Rules to be adopted could apparently not be
reached, and the idea was shelved anyway because it was
felt that the effort and the expense outweighed the
benefits that would accrue. Although existing partners
did express some interest in considering a change in
their constitution, they were nevertheless sceptical
about the possible advantages re-registration would
confer and were aware of the difficulties and costs
attached to conversion. Members of the collective who
were not partners, Alan, Jamie and Liz, would be likely
to be offered a partnership in the business, in line
with tradition, subject to the business being able to
.afford more partners and to their having served a
successful ’'apprenticeship’.

b) Organizational Structure:

The most noticeable feature of the organizational
structure of 'The Bean Shop’' was its relaxed and
informal nature. The collective held one meeting per
week to which all members of the enterprise - full-
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tdime, part-time,:-.or casual could attend* In practice
+the part-time -partner;, -Kathy, did not" often attend,

~instea

‘Looking :after her and Jeff’s young son. The

" meeting usually occurred ‘on-Monday evenings, after

51dea11ng with organlzatlonal £i

Local pub. . As well as
nancmal bu51ness, or

work, and was often held in a

-fother issues, this meeting was also. regarded as an
4 3opportun1ty for the members of the collective.to meet
» gocially: ' an opportunlty that was. enjoyed“because the

geographical dispersion of, the collectlve reant that
everyday contact between’ workers was falrly limited.

The agenda for such meetings was decided by the members
before the meeting, minutes"were taken and kept in a
book for the purpose, and_.informally cha;red when this

'1was felt necessary, by Jeff .0r Paul. -

iThe current organlzatlonal structure seemed to differ
markedly from that .of several years -ago: "both the

nunber .of .meetings, their itype,: scope and purpose were

" different. Up to 1978« three types ‘of méétings were

held fairly regularly shop meetings, building users
meetlngs (for all ‘the groups and 1nd1v1duals sharing
the old premlses) ‘and, less often, pollcy meetings,
again, involving all members of the wider building
users collective.

c) Work Organlzation-

There were three ba51c types of work at 'The Bean
Sshop’. Firstly, there was shop work: serving
customere, dealing with customer queries, ensuring the
shelves were kept well stocked and ordering fresh stock
from the warehouse when required, tidying and cleaning

‘the shop at the end of the day, recording and banking

the days takings, etc. Second, there was warehouse
work: packlng and labelling goods, ordering and
supervising the collection of:goods, storing stock,
ensuring its effective rotation, sales of stock to
retail customers and outlets, etc:. Finally, there was
office work: amongst the various administrative duties
this entailed were payment of invoices for goods
received, deallng with general correspondence, keeping
the books up to date, bank reconc111at10ns, etc.
Although“all the partners, full or part-time, knew how
to do each others tasks, normally a division of labour
between these three main working environments did
exist: Paul worked in the warehouse, Jeff in the shop,
Kathy in the office, keeping the books and performlng
other office duties, and Alan, Jamie and Liz filled in
where necessary. In addition Alan, the only member of
the -collective with a driving licence, drove into
London reqularly in a hired van to collect stock.
Commenting on thls state of affairs, Paul suggested

"Thlngs have got more specialized through’
being in two different places. Jeff works

40
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mainly in the shop. I work mainly in the
warehouge... for a number of treasons, but -
mainly because I can’'t stand customers and
Jeff can't stand dust!"

Although all members of the collective seemed happy
enough with the division of labour which existed,
current working practices did represent a shift from
the attitudes expressed by members in the earlier
study, in which speclalization was consciously avoided
to prevent the formation of hierarchical power
structures.

d) Decigion making:

Although in theory important decisions affecting the
collective were made collectively at the weekly
meeting, the definition of what was an important
decision remained fairly unclear. Formal decisions
nade at the weekly meeting were, however, always made
by consensus. As Paul put it,

"Some decisions are made independently on the
spur of the moment... people take these sorts
of decisions if they feel they can justify it
afterwards (in meetings)."

Although none of the members of the collective felt
that they were unable to influence the decision making
process, it was clear from the interview held with all
full-time members of the collective that Alan spoke
much less than Paul or Jeff. Both Paul and Jeff were
aware of this, and Paul was at pains to point out that
this was

"...not due to any kind of oppression - he
does get encouraged."

Jeff also acknowledged the possibility that someone
within the collective might have disproportionate
influence. Using his own role as an example, he
suggested:

"I can put a case persuasively before
meetings, but no - I don’t think I can
influence meetings to the extent where I can
achieve a result that would personally
benefit me and not the co-op... hopefully, I
wouldn’t try."

e) Objectives, development and analysis:

Whilst the collective appeared to have clearly
articulated financial objectives, and also strongly
endorsed the service orientations establigshed early in
the life of the business, the collectives objetive as a
collective were not articulated in the same way. Paul
and Jeff, as longer serving members, regretted, in
different ways, what they saw as a decline in the
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,Gollective culture.of ‘the enterprise:. Thls d1d not

,,,,,

. mean that .the members of the COlleCthE ‘who“were
interv1ewed were dissatisfied w1th worklng t‘

'The Bean

Shop i as Paul suggested,

1t's nlce:to go 'to work Mondays'w1thout
feellng miserable about it.,., work is =,
ﬁfsomethlng p051t1ve rather than negatlve

L;mThere were certain. aspects of worklng which' were felt
.. to,be dissatisfying. For Jeff worklng at 'The Bean

shop' wag experlenced as:

.both satlsfying and’ dlssatlsfylng ..,I'
reasonably satlsfled but dlsapp01nted w1th
“the result o . :

vaaul 51m11arly, felt that worklng at 'The Bean Shop’

was

"...the most satlsfylng joeb Ifve.-had. But
. it's still not ultlmately satlsfylng "

It is poss1ble to- suggest several reasons for the
decline in the collective culture of the enterprise
that was also apparent.in the first study.  First, and
perhaps most important, there was a failure of the
collective to -achieve most of the early, clearly
formulated -and expressed, aims. This appeared to lead
to a decline in the frequency with which building users
meetings were held, and a gradual disintegration of the
idea of running the building as a collective. The

‘eviction and move to smaller premises effectively

curtailed such activities completely. Secondly, I was
aware that “the interviews with the members of the

collective took place only a few months after fairly
- major internal tensions and rows, the wounds from which

may have only recently begun to heal. Paul, for
example, mentioned arguments with ‘Jeff as belng of
considerable significance in this respect:

..rows with Jeff over ways of doing

thlngs . but we patch up differences because
we have to and because we want to... after a
day or so we get more sensible... there’s

nothing irrevocable and no recriminations."

Finally, and.paradoxically, the small size of the
collective and its informal character may also have
contributed to the decline of what I have described as
collective culture. It may have been that members of
the c¢ollective did not feel the need to establish a
formal declaration of its objectives as a collective,
or, if some members did feel such a need, it may have
been difficult for them to initiate discussion about

such objectives. .
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It is possible to speculate that there may have been
one major reason for this. In general terms, although
there appeared to be no readily available set of
collective aims as such, there was an underlying
principle that seemed to emerge from the data
collected, and confirming observations made in the
original study. This could be described as essentially
a libertarian belief that the major purpose of the
collective was to maximise the personal fulfilment of
its members asg individuals whilst at the same time
fostering and encouraging a sense of personal
responsibility and a spirit of mutual aid. Evidence of
this principle was apparent in several of the answers
to questions given by those who were interviewed. For
example, in answer to the question "How would you
explain what a collective is to a friend that had no
idea what one was?’ Paul replied

"Just a business run by people with equal
responsibility and an equal say... the
benefits of self-employment without the
entire responsibility for it."

Jeff's answer to the same question was quite similar:

"...I'd start off with liberty... the freedom
of the individual... and end up with
responsibilities.”

A similar sense of individualism seemed to underlie the
explanations people gave for continuing to work in the
collective: For Jeff,

"I've stayed because it suits my
temperament... working in a collective makes
me unemployable... my own attitude is mainly
to blame, but after ten years of working in
co-ops most employers would regard me as
unsuitable..."

Paul suggested that a major reason for his continuing
to work in the collective was

"...to earn enough to provide for my family.
A co-op is the best way to do it... but I
wouldn’t work if I didn’t need the money..."

At the same time, however, there were certain
misgivings about this state of affairs. Jeff put it
this way:

"...I'm not entirely happy about the freedom
I've got at 'The Bean Shop’ to develop my own
role: I feel I have to behave myself all the
time. I have to make the effort not to use my
skills to steer the collective in the ways
that.I want: I want the collective to have




;ffFor Paul, deg;51on maklng waqﬁ
" problematic:”

If thi thes:
'“offer an 1nterpretat10n of s«
~ between” members of the. collectlve - partlcularly those

~more authority,  but-i(that) w1ll ‘be dffflcUlt
because I've :been there ‘80 1ong woom

3also hlghllghted as

_problem with three peoPle in the

, , "is that. there ] }..(sometlmes)...

, fno room for'argument - you elther all agree

ﬂ‘for elge it's two to. one.., w;th .more people
“there could be 'a more vigorous examination of

o the. p01nt under discussion." e [EEL

cu te then it 15 p0551b1e to
e of the major.conflicts

involving Jeff and Paul, cited. above, about ways of

" doing things as instances where personal objectlves

have become confused:withvcollective objectives: where
the interests.of the individual - sanctioned‘as having
paramount::importance “within ‘the collective framework -
come ‘to interfere-with, .Jand. pos51bLy undermlne, the
collective ‘framework: 1tself

The amblguous relatlonshlp between collectlve ‘and
individual® objectlves was also confirmed ‘through
difficulties identified in respect of the co-grdination
of decigions. For Jeff, this was .the aspect of working
in the collectlve he llked least, referring to,

"The amount of time wasted on -
miscommunication ‘and people not doing: it
right'"

At the root of the problem, he suggested was that
there were

"No' criterla for dlst1ngulsh1ng meetlng
decisions from individual discretion.

though there is an unwritten law that any
-decision affecting finance, the style of-the
place... has to go before a meetlng "

Both Paul and Jeff felt that the process of de0151on
maklng by donsensus was problematic in certain
respects, particualrly in a collective as small as ’The
Bean Shop’. Jeff spoke in general terms about a
tendency of co—ops and collectives not to argue the
point, adding that

"It’s difficult to slag your friends off if
you think they’re doing something wrong."
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Paul also felt, as I have suggested already above, that

the small size of the collective generated little scope
for a vigorous examination of the point under
consideration. It is possible that this may also have
been related to an absence of agreed channels for
dealing with disagreement and a tendency - perhaps




resulting from the suggested ambiguity between
collective and individual objectives -~ to personalise
issues. This could be expected to intensify conflict
and make it important for all members to try to avoid
it. As Paul put it,

"Jeff has more of a dominant personality but
if I know I'm in the right I won’t back down
- but if there’s two sides to the argument, I
don't see it as so important to argue."

Finally, the relationship between formal and informal -
clearly an element in the issues discussed above -
deserves further consideration. This issue was
particularly noticeable with respect to the recruitment
and training of new workers, and the ways in which the
collective’s disciplinary procedures were enforced.

Recruitment of new members to the collective had, since
the collective was established, been on a completely
informal basis. New workers and prospective members
were invariably introduced to the collective by
existing members, with whom they were on friendly
terms. There was no agreed trial period within which
prospective members could be evaluated for suitability,
no recognised mechanism or criteria for such an
evaluation, and no agreed length of time by which
prospective members of the collective who worked as
volunteers would be made into partners or receive some
financial reward for their efforts. Jeff cited two
examples of problems that this had caused in the past.
The first, which occurred several years ago, was of a
person who had been closely involved, albeit as an
outsider, for some time. Whilst all the members of the
collective at that time felt that due to his
personality, electing him for membership of the
collective would not have been a good idea, it was very
difficult to say this to the person directly. The issue
was therefore postponed for some time. When, one day,
it was tackled, all the members of the collective "felt
bad about it" afterwards. The second incident, which
occurred more recently, stemmed from the acceptance of
a friend of one of the partners by default which led to
conflicts at a later date which were only resolved by
her departure from the collective.

Training of new members of the collective was also
informal, and it was generally felt that the best way
for new workers to learn was by examples. Formal
instruction was perfunctory and relied heavily upon the
new member of the collective being able to ask the
right questions. :

Disciplinary procedures were also problematic because
of the informal character of the collective. As Paul
indicated,
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‘In summa“y, the’mos,
pollec¢1 was. 1ts 1nformal and 'ind1v1dual st
,jcharacte !
‘the potenti_l C
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.there’s ‘no ‘formal ' structure (for
d1501plinary procedure)... ‘the’ response
varies from a;qulet word_:p a mo”thful of

abuse'"

slgnlflcant feature of the

f‘aIIOW1ng 1ts members to develop the
buginess in line with their personal .objectives and
relatively free from the constraints imposed by any

. collective will.’ On ‘the ‘negative 31de, there was no

st legitimatevauthority for' partners 'or” other members of
":ve the ‘collective toinvoke™ to" resolve dlffere

opinion,- d1s01p11nary problems,‘recru1t ent

.eogte,  This,  in” turn; had the" possible result that the
+ idiosyncracies of members’ weére tolerated: until, or

unless, they were grossly disruptive. Finally, whilst
allowing partners. to substitute personal for collective
objectlves, the pr1n01ple of -individualism may also

‘have acted as .a presuppos;tlonal congsensus - a kind of
”short—clrcu1t in organizational communication - that

stlfled proper debate and - constructive. exchanges of

. v1ew.

Whole ‘Grain Foods

“a) Legal status: . .
~"Whole Grain Foods’ was originally established as a

partnership but after several years of operating in

this way re-registered‘as a co-operative under the 1977

ICOM Model ‘Rules. The ‘number of full-time members has
fluctuated over the last three years, but at the time
the research took place .the co-operative :had nineteen
full and six part-time workers, and a small number of

casual workers. This was an unusually low number and

is explalned by the departure of four members within
the space of one month of one another. The co-
operatlve deployed casual workers occa51onally in all

" 'the main areas of .the bu51ness, though only in the

packing department of the warehouse were casual workers
employed on a regular basis.

b) Organizational structure:

'Whole Grain Foods’ had a relatively complex
organizational structure. Firstly, all the main
departments of the co-operative; shop, bakery,
warehouse and packing room met regularly, weekly or
fortnightly or more frequently if necessary. Some of
the meetings took place in working hours, others took
place in the evening or on half-day closing days. In
addition, the shop and bakery staff also held South
Road meetings occasionally, to discuss matters
affecting the shop/bakery premises. The co-operative
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also had an elected Committee comprised of members from
all the main areas of the business. The Committee of
the co-operative was responsible for the overall
management of the co-operative, particularly its
financial affairs, and normally met fortnightly.
Finally, all members of the co-operative met at General
Meetings, which were usually held monthly. The
essential purpose of the General Meeting was to
disgcuss, and vote upon, the recommendations of the
Committee.

The formality/informality of the co-operative’s
nmeetings appeared to vary. For example, meetings in
the bakery seemed more relaxed and informal: partly
due to their small size, partly due to their
willingness to create a good atmosphere. Gordon, the
bakery worker, drew a contrast between bakery meetings
and other co-operative meetings:

"We have bakery meetings which I do enjoy.

We take a bit of trouble about creating a
pleasant atmosphere; we have a meal together
first, a bottle of wine... then have the
meeting... try to limit the meeting to about
one-and-a-half to two hours so we don’t get
too bogged down - so the whole evening is say
about three hours... other meetings I don’t
(enjoy) because I notice so often that what
happens is that when there’s a discussion,
unless it’'s a riveting discussion... there’s
always people looking out of the window...
not participating and distracted. There’s no
actual focus to the meeting because of
that..."

It was generally the case that meetings were not
enjoyed by the participants, but proper minutes of all
meetings were taken, most meetings chaired (though it
appears that some members of the co-operative were
better at this job than others) and agendas decided,
either before the start of the meeting or several days
before the meeting was scheduled.

¢) Work organization:

There were five main working environments at 'Whole
Grain Foods’: office, shop, bakery, warehouse and
packing room.




(1)

Office, .The main office of the'coﬁoperative was
“in_.a room- ‘above the ‘main shop:::+All the shop’s

routlne administration; and some of the office

'5 work. affectlng all.-areas of thebusiness was
'_conducted heres. the ordering ‘of ‘stock (for the
" shop), wages, bookkeeplng, general'icorrespondence,

etc,, At the, time the. research took place, most of
the, offlce dutles were carried out-by Clare,

;although it was increasingly.ithe case that other
members. of the shop and:bakery participated in

office. dutles, -and-.took: on.respongibility for
partlcular areas of: office management.

‘Shop. ™ Sarah ‘was the”shop! 5 manageress until her

resignation”just before the research took place,

and, Clare, though:having -equal influence over
certaln issues, was effectively: ‘Sarah’s deputy. A
dec151on was .made by :the. .co-= operatlve after

Sarah s departure to appoint, from-outside the co-

" operative, a -General Manager for the shop - a

decision that the shop did not agree with and was
later ‘reverged. ' Clare commented on this issue in
the follow1ng way:

"Slnce Sarah left, there s been talk of... do
we need someone with special skills. I
changed my mind on this.one... I wanted
someone or some people on a short term
consultative basis... if people were paid
more money (for hav1ng special skills) how
would it be, after a.year? Would it block the
chances of other workerns to do more? Most are
graduates and quite intelligent!"

The shop was generally organized on .the basis of
its workers being given specific areas of
responsibility, often on a teamwork basis, which
were ‘then rotated if/when this was .felt necessary.
Specific -tasks shared by all workers were those
that were less enjoyable: working on the tills,
cleaning, shelf-filling, etc. Although a
competence gap remained between Clare and other
shop: workers, this appeared to be diminishing.
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(iii)Bakery. The bakery did not employ anyone in a

(iv)

management role, and the division of labour that
axisted was between the bakers, who were
regspongible for production of the wide variety of
breads sold in the shop, and the pastry cooks, who
produced take-away savouries, snacks, flans, and
cakes, that were sold at the main shop till. The
early morning starts and relative autonomy from
the other members of the co-operative gave the
bakery workers a degree of ‘freedom’ perhaps not
experienced to the same extent by other workers in
the co-op, though the skill requirements of the
job were also undoubtedly a factor in this
respect. This was appreciated by Gordon:

"...I do like a flexible way of working. I
don't like to be told what to do, when to do
it and how to do it; I like to be able to
interpret how I work... it’s a professional
way of working, really."

Warehouse., Whilst lacking a comprehensive
management structure, the warehouse effectively
grew around Ian, who due to hig length of service,
age, and detailed knowledge of the warehouse’'s
business, assumed the role of manager as the
numbers employed at the warehouse increased.
Warehouse work at 'Whole Grain Foods’ was
physically much more demanding than many of the
other jobs in the co-operative. Apart from office
work - bookkeeping, receiving orders from
customers, stock control, invoicing customers,
compiling stock orders, etc warehouse work
involved the dispatch of wholesale orders, the
delivery of wholesale stock to a large number of
customers all over the South of England, and the
collection of stock. There was a division of
areas of responsibility amongst those employed:
one person was responsible for maintaining the co-
op's vans, another for doing the books, etc.
Whilst some of the tasks performed by warehouse
workers were shared by all workers, other
respongibilities were not rotated. Ian’s
managerial role appeared to have evolved through
his longer membership and greater knowledge of and
contact with suppliers and customers, and the
strength of his personality, rather than as the
possessor of specific, highly valued skills and
abilities. The geographical separation of the
warehouse from the shop meant that there was
little day to day contact between the two groups
of workers: a lack of contact that may have
reinforced the differences in outlook and
orientation between the two groups.
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»Packing room.  During the" researCh‘periga only
~one member:ofthe. co-operative 'was ‘employed in the

- packing room;, as a co~ord1nator\manager.~ He had

d)

- ‘shared out,]
" for more “than three days in any 51ngle week.
 Despite their lack of influence over d

“making and slightly lower dally rate of. pay, many

- . 'recently..takensover -this role  from Marion, when
- .8he resigned:from the :co- operatlve.r -All “the other
.~ t-packing room workers were ‘casuals. ! 'Casual workers
- consisted of »a pool of 1nd1v1duals
.-who had formerly ‘been employed full ‘time by the
..~co-operative then:left for various' reasons, a
. nunber of :single parents who would have found it

‘often people

difficult to obtain employment elsewhere, and
others who were friends of members of the co-

opérative, 'The available working hours were
and few of the casuals employed worked

;l-Sl on

of these’ workers found their casual status an
attractive one: there was little respon51b111ty,
it was possible, if more than three days per week
were worked, to earn more than a full>time member
of the co;operatlve, and although most of the work

‘was monotonous- - packlng beans,  lentilsy“flours,

fruit, etc.into various sizes of bags -and boxes -
conditions of work were .relatively good: there was
some flexibility over working time, and a hot meal
was usually provided (at cost) at lunchtime. Both
Marion and her -guccessor were aware of their
theoretlcally exp101table status within the co-

operative, and attempts were made. to .encourage

casual workers to join the co- operatlve These
attempts were‘unsuccessful: whilst this may have
béen ‘because ‘a casual worker could, if he/she
worked more than three days a week, earn more than
they would earn as a full-time probationary
worker, it may also have been the case that the
monotony, lack of opportunities ‘for enlarging the
role of the packer meant that some workers did not
want to work more than one or two days .per week.
(To qualify for membershlp of the co—operatlve, a
worker had to ‘be employed on a full-time basis.)
On average, three casual workers were employed
every day. Whilst casual workers 'were employed to
pack, orders for pre-packed goods were compiled by
the full-time worker, who was also responsible for
the general management of the packing room. Just
as there was little :contact between the warehouse
and the shop, there was also, Surprisingly (in
view of the fact that they worked under the same
roof) relatively little.contact between packing
roonm and warehouse workers. v .

Deolslon making:
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The Rules of 'Whole Grain Foods'’ stipulate that
decisgion making in the co-operative should be on a one-
person, one-vote basis. In practice, the size and
complexity of the co-operative had necessitated the
development of a series of regular meetings in the main
working areas of the co-operative and an elected
Committee. The Committee was accountable to General
Meetings of the co-operative to which it brought
proposals for discussion and voting, and was entrusted
to deal with issues that could not be effectively
handled in large meetings.

Only full members of the co-operative were entitled to
vote at meetings: probationary workers were encouraged
to attend, particularly at shop meetings, and could
address the meeting. Meetings of casual workers were
being introduced during the research period: their
views represented at warehouse and General Meetings of
the co-operative by the full-time, non-casual, packing-
room workers.

Decision making in formal meetings of the co-operative
was, according to nearly all those interviewed, by
consensus rather than by vote. This was one of the
reasons why those interviewed felt that decision making
could have been improved. For example, Clare stated

"I feel decision making is not very good in
this place: things happen because we didn’t
make a decision... waffley meetings... but we
are getting better. Decision making has to
be by a 75% majority, legally: but an aspect
of how badly organized meetings often are...
often we don’t vote so we don’'t know:
decisions are made by informal agreement..."

This was felt to be bad practice because unless a
decision taken in a meeting was formally sanctioned by
vote, members disagreeing with the outcome were less
likely to feel bound by that decision.

Gordon's perception of changes to the decision making
process at some of the meetings was slightly different:

"...when I first came, consensus was the way
of making decisions - apart from important
decisions... increasingly people are asking
for votes... connected with that there seems
to be a move away from openly discussing
things (to)... people coming in with fixed
ideas, then just voting on an issue yes or
no... it seems to be connected with a
breakdown in communication."

Another problem with the decision making process was
that of sorting out which meetings should take which
decigions. 1In this respect, it was generally agreed




that meetlngsnheld by members of the’flve different

whlch concerned 'thelr' parts of ithe buS1ness, whereas

vfigsues  affecting’all members of ‘the ‘co-operative should

be dealt with at Committee and General Meetings.

+ Despite: thisvdemarcatlon ‘decision Making, there were

» inevitably grey :areasin' this structure which created
Jiff w0 Al)l the members of the co-operative

dnterviewed ~felt that’ decision making ‘in"the co-

~ operative was a problem. “Ian was most ‘critical of the

wway inswhich decisions” were made 1n the*co -operative:

"...simply decisions are made by one, two or
- »tso three’ people who have the idea’in the” first
¢+ «placeand then have the energy to try and
v+ push”that idea’through. '’ That sounds v fy
« hardis . but I, suppose’ “that’s true.
pretis that even 'further and’ say there :
one dominant person: there over the wholé*of
the seven years. I've. been. there, who's had
,more 1deas an'_more energy to, push those
‘1deas throug‘ and has done so. I to that
1{end,would:ne have sald that 'Whole Grain’
' was a, co- operatlve in any. sense of the word.
It was one person who ran the place as a
.convenlence, i don’t know. .why it was made
into a co operatlve, I never thought it
'was

Commentlng :on meetlngs, he added

"Meetlngs were always very informal, rarely
was a chairman elected, rarely was there any
control, hence there was always going to be
onerwaffler,-whO-would waffle on for about
‘half :anhour. I firmly believe that all’
meetings should never ‘last for longer than
two hours... there was never any form to
them._ we'd- spend the first hour on one very
small p01nt, and some of the major points
that were’ coming later... you were already
istartlng to feel tired... .at the end of the
day’s work So thereby de0151ons were often
made in a haze of c1garette smoke. and apathy
by a tired majority of hands. There wasn’t
often a good, clear cut de0151on... 5

Marlon, another ‘member who had recently left the co-
operatlve was also critical but sllghtly more
) optimlstlc for the future: A

..how they'’re supposed to be made and how
they're"actually made are often quite
different!- Sometimes one or two people make
a decision arbitrarily, but then some
decisions have to be made outside of a




meeting... (meetings are run) badly, but
better than they were... there’'s still a lack
of planning, and a lack of a system or a
procedure known by everybody, the Chair is a
problem... people willing to chair are
usually those most involved and with most to
gay... (but meetings have got better because)
we put more effort into them, we had more
sub~committees, ...broke things down into
smaller meetings... better reports are being
made... so decisions are being made at lower
levels now..."

In addition to the actual difficulties experienced in
the making of decisions, another aspect to the problem
was the difficulty some members experienced in
communicating viewpoints - particularly over issues
that were likely to be contentious. This problem was
expressed clearly by Gordon:

"The situation I dislike, a situation I'm
frightened of appearing, is that if I express
what I feel and its something I feel strongly
about, it’s quite an emotional investment in
saying that, in sharing it... and seeing
perhaps that other people aren’t really
concerned about it... it doesn’t really
concern them, and they’re not willing to
appreciate what it is and consider it... and
then I feel let down, that it’s just a waste
of energy, really... it's a lack of
willingness to appreciate someone else’s
position."

Marion also saw communication of different needs and
objectives as a major problem - underpinning much of
the conflict between shop and warehouse:

"(It’s)... to do with personality but also a
lack of communication and the way the
warehouse has had to develop differently.
Much conflict.. has stemmed from this... the
shop put people before business, the
warehouse business before people. I believe
both are importanti"

Day-to-day decision making styles in the different
working environments also differed, and those of the
shop and the warehouse, in particular, afforded an
interesting contrast. Whilst at the shop, attempts
were being made to encourage the participation of more
of the members in the management of the shop, and
attempts were being made to reduce the reliance of
nmembers upon one or two key workers, at the time of the
research, workers in the warehouse were still in the
process of re-organization following the departure of
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= viAlthough,'as Ge rge

three such.people;. Ian, Simon and. Maraon.hCommentlng on
_this new situation, .George.suggested. . .

M"In‘the. past i “been down’’ ’1nd1v1duwl
‘personality... ‘Simon has had more = 7
~dnfluence,..; other people have: influence: in
their own way... Slmon...:&had ‘much:influence
., over, some. people).. . Ianrinfluenced decision
. .making by intlmldatlon.a ~itls very-volatile

. at.the moment... hasn’t-settled:down,.;::

.. there’s a vacuum:as far.as:anyone:taking:the

.-lead is . concerned ‘I think: ‘Hugh sees himself

. ».. in.a managing. role (in. the, warehouse) ; . ithe
.~ shop doesn’t seem 1nterested Ain a: manager .
_..prefer-to-work .as.a: frlendly group My

fobject1ves between wa.ehous '
virtually" complete absence of any unders )
operatlve pr1nc1ples by ‘some workers in the irehouse,
and ‘the fact ‘that the knowledge' ‘and skllls cessary to
manage ‘the warehouse had as’ “their prlmary e; phasis the
management of“stock rather than the management of

: people

e) . ObJectlves, development and analy51s

An evaluation of the development of ’Whole Grgﬁn Foods'’
formal andwoersonal objectives of 1ts members, in the
same manner as I have tried to analyse the development
of ''The. Bean Shop!/.. s g

The over-riding objectlve, and the objective shared by
most of the members of the co—operatlve, for different
reasons, seems to have been‘the development of the
business’ to promote’ the" widest possible consumption of
wholefoods, particularly organlcally grown wholefoods.
As Simon indicated, in the previous chapter, this aim
‘was clearly reflected in the objectives of the co-
operative laid down in its Rules. Interviews with
members and ex-members, however, revealed that although
some of the members of the co-operative clearly held
these aims to be paramount two other, less formal, but
widely shared sets of objectives also existed. The
first of these was a de51re to maximise financial
rewards by making-the’ bu81ness as’ profltable as
possible, and the second was to create a happy,
fulfilling, co-operatively run, working environment.

Simon’s pursuit of the expansion of the bu51ness
promised to fulfil two of these objectives, at least:
it would both promote wholefoods and lead, potentially
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or ultimately, to an increase in prosperity for all
members of the co-operative. The effects of this
expansion upon the business as a co-operative did not
seem to have been congsidered in as much detail.

In this respect, the development of the warehouse is
particularly interesting. Prior to its expansion,
there was effectively only one warehouse worker, Ian.
Ian and his wife had two small children to bring up,
and were buying their own home. It was not surprising,
therefore, that Ian’s interest in the expansion of the
business was financial. It was also the case, however,
that other workers, who were younger and lacking these
financial and emotional commitments, were less
interested in maximising their economic returns. 1In
Ian's eyes, many of these workers - particularly in the
past - had the ability to inhibit the development of
the business by using a bogus egalitarianism to
disguise inefficient, sloppy and careless business
practices. There was some evidence that this had
happened in the early days of the business, and it had
possibly shaped Ian’s current attitudes towards the co-
operative and some of its members. It is not
exaggerating to say that his sometimes formidable rages
made him an intimidating presence at meetings of the
co-operative. Ian’s long experience of working at
'Whole Grain’ seemed to have led to his complete
disenchantment with co-operative businesses.

Explaining the conflictual nature of some of the
meetings he had been to, he had thig to say:

"They're (conflicts) significant for their
extreme violence... and because... they can
foretell the way it’s growing and... well,
seven years ago there was no structure at
all, it started from nothing, and the first
Committee Meetings... it was eighteen months
before any sensible person would have called
it a reasonable Committee where people
weren’t stoned out of their heads all the
time at every meeting... and then it took
another eighteen months to sort out quite a
few people who just weren’t working in the
co-operative. BSo you’ve got three years, and
the whole time you’re expanding at a very
fast rate. You'’re always under a huge
pressure of work... the atmosphere was nearly
always ripe for conflict... in which normal
people... sometimes change. You’d see things
(about them) that you wouldn’t normally
see..."

He added

"The heart of the issue must be whether it is
possible for a co-operative to work. Now as




- far :asI.know, it must be.:gso, because, from
what I can gather, there are:co-operatives
that do work and are successful But I think
that all those co-ops have had a proper”
.managerial -system, a proper:disciplinary

.. system.,. .in ‘fact, .in manylrespects like a
- normal business." - i - 8

It must ‘be remembered thatj‘whi S
“‘the co-operative seemed to h ,experienced the sorts
" of problem summarised by Ian' here was little evidence
‘to ‘suggest that the shop, bakery or packing room were

‘unchanged in" these respects d a great deal of
7 gvidence to suggest ‘the co As ‘I have already
suggested, however, recruitment” to the ‘warehouse during
its phase of expan51on was‘largely Ian's responsibility
—and not that ‘of the whole co- operatlve, ‘and it may have
_ been that a..contributory:..factor: in. their -recruitment
was that the successful applicants were those who
broadly” shared Ian’s personal objectlves for the
business.’ What was most 1mportant however, was that
these new workers''had no ‘access to a perspectlve on the
development of the co-operative that was dlfferent from
that held by Ian.

The severlty and bitterness of the’ confllct between the
shop and warehouse workers over the previous’ financial
year was no _doubt .exacerbated.by the different
objectives held by the two groups of worker. It was
also possibly. the case that if the co-operative had
managed to sustain and develop a clear and commonly
held set of isocial objectives held by members, as
opposed to :financial objectiwves, much of. this conflict
_could have been avoided. Of those. interviewed, only
‘Clare felt that the diversity of aim and objective
amongst members was acceptable., Marion, for example,
observed :

"Objectives are not w1dely shared because
they’re not explalned '~ There seems to be
more awareness and effort in the shop to
explain the co-op’s aims and idealgs and their
importance... but I feel that in the
warehouse, people were taken on for different
reasons. I'd say that maybe 50% of warehouse
workets have no knowledge"of and are not
really interested in these objectlves "

»‘Se_eral years ago,

George, from the warehouse, though one of the ‘other
50%’ who was attracted to the idea of working in a co-
operatlve, felt that the aims themselves:were rather
limited: .

"I don’t think it (the co-op) has any
(aims)... well, if it has, the food standards
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are the objectives and beyond that it doesn’t
have any."

He added

"...everyone may have their own idea... so
that’'s why it doesn’t have a common aim.

Some people don't want it to be a co-op - to
other people the co-op is the main thing. To
others the food’'s the most important thing...
I don’t think that most people in the co-op
think clearly about it. Some people aren’t
too bothered about aims - they just see it as
a job... wanting reasonable conditions, pay,
and all the rest of it. I think aims in the
past have always been Simon’s ideas and
everyone’s - mostly - gone along with those."

Gordon summed the problem up in the following way:

"I think it's very confused at the moment...
I'd hate to say collective objectives. As I
see it there can only be the sum of
individual objectives coming to a
compromige."

Jenny, who worked in the shop was also particularly
succinct:

"I think one of the biggest problems at
'Whole Grain’ is that it hasn’'t got clear
objectives. It might have when it started...
(and some of) these objectives are still the
same... (for example) selling the best
possible food. I personally don’t think
they’'re enough to get people into a ’'group
spirit’. I don’t feel (the objectives) are
discussed properly... there’ve been so many
things to discuss at meetings everyone gets
annoyed if topics like that are introduced...
I think they have in the past and nothings
been resolved... I think people get annoyed
if meetings go on for ages."

Finally, Sally who worked in the shop, emphasised other
aspects of the problem

"...there’s no particular focus in terms of
shared belief... even work methods haven't
been agreed upon. For instance, some people
would like to rota jobs more, and other
people feel that would be... impractical and
as a group we don’t stand firm enough to put
out certain objectives like sharing jobs on a
rota basis... so we haven'’t dared to lay down
any laws - on, this is an objective of our
equality, as it were. There’s no shared
political objectives of why it’s a good idea
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- to organize -yourself;to work:under'you're
.. ovn steam alongside lother people '+ Some
-people do like to be ‘told what=to:dooriiare
- used to that. . .There's not: an awareness of
the .co-op’ s.standlng for "something asiide of
s+ society, and how it.being .a workers': ico=
...-operative could be:wused more sas an ideal
- w21 keep - going-over thats: s are we-really
.+ sworking well :together, ‘are.we not wexploiting
ourselves, :how :could we :make:it:ibetter for
ourselves All these sorts of questions. We
don’'t ' ;ne the worklngs of the co-

_;help ‘on"a’ groupwork ba51s
_different ‘levels... you know,‘so, :

- would laugh at“that and ‘be. embarrassed by it,
because I don't think’ they see it as a
problem. You know, 'its 1like, ° well it's
just a job, don’'t get so serious’. They’ll

. say yes.;to most .things and.then they’1ll. turn
around;and‘get defensive if you ask them
to...wclean up or something, because they’re
not thlnklng on a blgger scale..."

WhllSt the success: of the financial aims of the co-
operative could be measured easily, accotrding to
profitability, and:the size of the wage packet, as
Sally pointed out, criteria for-evaluating the success
of the enterprise as a co-operative.were-much more
difficult to obtain. On .the one hand, there was no
agreed set of co-operative ideals and on the other,
even if there were such ideals, the difflculty of

further d1ff1cu1t1es.

Whilst 'the analysis so far has tried to explain the
problems of co-ordination between the shop and the
warehouse in terms of differences .in, objectlve between
warehouse and shop workersg, 1t would ‘be wrong to
conclude ‘that these differencés in objectlve were
'51mply that the shop was interested in developing the
aims of the co’operatlve, the warehouse -as a business.
Firstly, I have already suggested that the shop was
just as keen as the warehouse to make. the business
profitable., Secondly, although there were possibly a
number of warehouse workers who were inclined to
.condemn an organizational structure ‘they had never been
given the opportunity to understand, there were other

- members of the warehouse ‘team who were -less
.condemnatory. It was nevertheless the c¢ase that most
of the issues and problems facing the ‘co<operative
showed there to be considerable differences of approach
towards these problems by the two working areas. These
differences were clearly evident with respect to
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decision making. These differences in attitude could
in general terms be described as egalitarian (in the
shop) or meritocratic (4) in the warehouse. Although
there were considerable differences of opinion between
Simon and Ian on other issues, they both appeared to
gshare a similar outlook in this respect. Despite
thinking that recruiting friends to the business was a
good way of selecting new members of the co-operative.
Ian was also absolutely emphatic that good friends
could also make bad workmates:

"...I think that'’s the most valid point... I
think the most essential thing that'’'s
happened to me these last few weeks is that
John (Ian’s new employer) has made it
completely clear to me that if I don’t do the
job - if I'm not up to it - I shall be out...
whereas this has never been the case at
'Whole Grain’ and I think that’s a great
failing..."

Simon also argued that many of the problems faced by
the co-operative were ultimately becasue the management
structure of the co-operative had broken down:

"I think I would put it like this: when it
became a co-operative it had a management
structure which was a sort of residue from
the partnership days when everyone earned the
same there was a control mechanism and there
were definitely people in control of it,
although it was very much open meetings... it
was effectively me and Thomas and Julia who
ran the place... in a way it had run as a co-
operative but it had a management structure.
What happened was as it grew was that less
and less management structure happened - more
and more people became part of the management
structure - of not the right nature... I
think it’s working its way back, at the
warehouse, anyway, to having a management
structure... I feel the shop has to go that
way... I think it lost management control of
the business... partly due to the ideals of
those in management and lack of business
experience of those in management...

"...there’ve been financial problems but
they’ve never been unsolvable. The problem
purely lies in personality and clashes in
personality which may be about all kinds of
things but it’s probably largely been about
management: people with strong personalities
wanting to actually run something
efficiently, and people with not very strong
personalities, or even with strong
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‘personalities reactlng ‘against that.
all the problems in this ‘plade ‘have be n’
based around that." - g ot o yp el

, expressed ‘a strong desire: for frlendly workaﬁg
~relationships-with their- colleagues on a more or less

-2

equal ba51s “‘As"Clare p01nted out:

M_...lnformallty creates a good atmosph re:
we're therefore. more. able to. plnpolna
problems. and deal with them..  In the past bad
situations have been left w1thout deallng
with them to everyone'’s cost... we all want
good:‘enough® relationships” with orie’ another
that we: can. be* dlrect and do away W1th formal
roles...

The more w1despread egalltarlan ethos amongst shop
workers and the absence of a recognlsed hierarchical
management or clear d1501p11nary procedures,_however,
may.have created some- difflcultles, where principles
.did not ‘easily translate into practlce ‘ Sally stated
the problem very clearly:

"In laying-down your -authority you can
glienate people:-although (by being forceful)
you’re recognised-as a-"pacemaker’ and this
is appreciated :sometimes, it’s sometimes also
used against you... you can’t say anythng
without people saying ’She’s on the
warpath...’” But'I see it as wanting
somethlng for ‘the -business, not a power
trip... “('sometimes, to achieve thede business
ob]ectives) you have to be super friendly and
quite manlpulatlve Straight talking .is
better..." ‘

However, whilst the absence of any commonly
acknowledged authority system at the shop had a
tendency to create a situation .in which issues relating
to the management of the business could be reduced and
psychologised and avoided only by the dexterous use of
social skills, there was no enthusiasm amongst the shop
workers for the introduction of a small management
committee or the app01ntment from the outside of a
General Manager. Whether, following Simon’s departure,
the different decision making systems of the warehouse
will prove superior, remains an open question, but one
that can only be evaluated against the. objectives of
all the co- operatlve s members

The problems experienced by ‘the co—operatlve with
respect to decision making were related in certain
respects to recruitment and training. This was broadly
speaking because the success or otherwise of the
management and decision making system employed depended
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upon the co-operative both attracting and training
guitable members.

Recruitment to the co-operative was considered
problematic by only some of those interviewed.
Significantly, perhaps, a large proportion of these
were members and ex-members who held, or had held,
positions of considerable responsibility. Ian was
particularly forthright about what he perceived to be
shortcomings in the sort of person employed in the
shop. Although agreeing that in more recent times, the
people working in the shop were much better than some
of those employed in the past,

"The crucial thing is that 'Whole Grain’ (the
shop) as 1t stands seems to attract people
who don’'t want to make decisions... or be 'In
the hot seat’. There’s been a continual
preponderance of people who haven’t wanted to
take responsibility."

For Marion, problems with recruitment and training
appeared with hindsight to be one of the reasons for
her departure:

"...people get worn down with worries and

work... shared responsibility doesn’t seem to
work: I've sometimes felt as if I'm always
having to carry it (the business)... I

suspect a degree of this may always exist but
I do feel that selection procedures have been
wrong: people see being in a co-op not as a
place where they have to take on

. responsibility but as somewhere they don’t
have to haveresponsibility."

Simon also felt that recruitment procedures were highly
inadequate:

"... 1t’s gone from the sort of 'I've got a
friend who wouldn’t mind a job...’ for quite
a few years now there’s been interviews.

They haven’t really been all that serious - I
mean, one of the other terrible things that’s
happened as a co-op is that people are chosen
for roles because they said they wanted to do
it. The way an interview committee might be
chosen at the Committee meeting... people
have said 'Oh, I’'ll do that...’ Really, we
should have got an interview committee
together and they should have gone for a
couple of days training somewhere... on how
to interview people... nobody’s ever been
trained, it’s always been very informal...
and I think that’s what’s happened, we’ve
recruited very informal sorts of people - we
actually need some much more formal people




about:the place,.. I -mean, (some)vpeoﬁf?ftake
life as it icomes.. SR '

It is worth notlng, however, that shortcom_ gs in the
3recru1tment process were different..in. the- Lwo, main
working ‘areas, Essentially, this dlfference can be
"summed up as follows The. warehouse selected, new
recruits according to their. ability: to perform a
specific set of taske and responsibllltles For the
ghop,a speciflc objectlve was” to“find someone who
would fit:in’ to:the -group. “If the actual criteria by
which the' final:-decision~ was: made remalned vague, the
objectivetof flndlhg ‘someoné who- ‘would fit in was
clearly reflected in the- interview" procedure- Sally,
explalnlng how vacancies ‘were' fllled said

they're 1nterV1ewed by three members,
and'thré members decide.. I .think it’s
importe hat everyone worklng there has a
chance to make the, dec151on." .

For Clare;'in complete contrast -to the v1ew of the
shortcomlngs of ‘recruitment ‘put forward: by Ian, felt
that amajor difficulty - partlcularly in the recent
past -:had been sthat people had 'been ‘prevented by
circumstance and pressure of work from being allowed to
take :on more responsibility. -Nevertheless, recruitment
was something that the shop took very serously:

"Recruitment is a group decison. There’s
much discussion... and more ‘involvement (of
other members of the co-op)... you decideé who
you work with... we’re putting this into
practice more. We’re taking on people who
fit in better... trial days (where a
prospective worker is. asked to work in the
shop for one day to assess hls/her
suitability) are a good idea... they actually
do work."

At the warehouse, recruitment had, until his departure,
been left almost entirely as the respon51b111ty of Ian.
In contrast to the shop, the major criteria governing
‘the selection of new workers for the warehouse was not
'will they fit in?’ but rather ’can they do the job?’.
This was undoubtedly due to the much clearer (and
desirably perceived) division of labour at the
warehouse. Whereas at the shop, it was possible that a
new recruit might fit in but be unable to perform
competently the task for which he/she had been
originally employed, at the warehouse, the possible
incompatability of @ new recruit with existing members
of the workforce was much more likely.

Another difference between warehouse and shop workers

was that whereas shop workers were relatively young,
single, and predominantly female, warehouse workers
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were older, in settled relationships and predominantly
male. Although there appeared to be no discrimination
in favour of one sex or particular age group, the
benefits of a more mature workforce - particularly the
greater importance they were likely to attach to
financial objectives - has been mentioned already
above. Gordon also suggested that maturity was
important for other reasons:

"I'm now beginning to realise that to make a
co-op work you need co-operative people. You
don’t need an ideal - it’s actually quite a
rare quality within people, to be co-
operative. The very existence of power
structures and hierarchies outside of co-
operatives isg not something that'’s set up as
an ideal, it’s something that’s grown out of
the state of where most people are at, and
that of course exists because most people are
at that state, and it exists in a co-
operative, at 'Whole Grain Foods’ - the power
structures are just a reflection of where
most people are at: most people are
competitive, most people are insecure, and of
course, people have an ideal, so somewhere,
depending on how far people lean toward their
different poles and areas, that’s how the co-
op’'s set up..."

The ideal co-operative individual, Gordon suggested,
would embody several qualities:

"...you’d probably need people with quite a
varied and extensive experience of life. 1I'm
not saying they’d have to be old but they’d
certainly have to be quite mature. People
that have left school, gone to college and
gone straight into the co-op, as far as I can
see... don’'t make ideal co-op members because
they haven’t tried themselves out on life:
they’re continually testing - they want to
know how good they are, what their strengths
are, what their failings are and that... type
of pushing... adds too much strain on a co-op
if you’ve got a lot of people doing that...
if you've got the majority of people in that
situation then you’ve got a very uncentred
co-op - you get massive changes in a very
short time and it’s impossible to have any
long term plans... (the ideal co-operator)..
would have to appreciate the advantages of
working in a co-operative."

There was no systematic training or induction process
in either of the two main working areas of the co-
operative for new workers, and as I have suggested




N {legltlmated div151on of
sthe shop worker ‘could"be’
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L y .defined and
meant that the duties of
quite varled In performing

.- the basic tasks necessary‘for ‘the' shop to run smoothly,
;there wasecon51derable}freedom for workers to develop

"Traintng? There is no trélningl When I

‘started they were 2-Tok shott ~staffed.s. it was

ear.. open and’ maklng , £ to. .
absorb what’s going ‘on’ nd e, .0 rat er
than belng taught anythlng "o ‘y . -

aro £ ]

In these 01rcumstances, the onus- wasxupon the new
worker to find out for hlm/herserf what: was-expected of
them, and how the organization worked; during the one-
month probatlonary period. Although this didvtest the

" initiative of the new worker, one problem with this

informal system of training and 1nductlon, as I have
already suggested; was that the new ‘worker might just
as easily pidk up bad examples of organlzatlonal
behaviour as good, might: be told the wrong things as
well as the right.

At the warehouse, jobs .and roles were ‘more clearly
defined and the new worker had a better tdea of the job
for which he/she had been employed. :'Nevertheless,
there was no formal tralnlng period, and there were
inevitably grey areas of respon51b111ty For example,
a driver might find hlm/herself alone in the office and
have to deal with an order by one -of the co-op’s
customers. Unless he/she had found. out:the procedure
for dealing with such tasks, difficulties. could be
expected, Looklng at the issue of training from her
role as shop manageress, Sarah both. hlghllghted the
spe01a1 difficulties. facing those with management roles
in the co—operatlve, and the 1mportance of training:

"I think..: most people just want to 'get
. on..." if they've got energy and enthu51asm
' and so on they want to get on with the job
and make their own decisions w1thoutehav1ng
to ask a lot of people about it who talk a
lot of old rubbish and don’t really know.
and who've not been there a long time... I
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think it’s important to tell people... I
believe for their satisfaction, for them to
become managers and for them to be interested
and be dedicated and have their heart in the
co-op it’s important that they know - that
you do nurture them and train them up... but
at the same time maybe there should be one
person who'’s role that is to do... a training
officer... I mean. Gerry (one of the bakery
staff) said after a meeting 'After slx months
I'm expected to make really weighty decisions
-~ how can I?’ - and I think he was right -
how can he possibly?"

In addition to problems involved in training new
members, there was also a significant competence gap
between Simon and even the longest serving members.
Reducing this gap was not simply a matter of Simon
sitting down for half a day at regqular intervals and
disseminating information, however. Although many of
those interviewed were critical of his lack of
accountability to other members, and found the attempts
he did make to explain - particularly finance - above
their heads. Routinization of his entrepreneurial role
also presented special difficulties for Simon, which
were not widely recognised: whilst on the one hand,
new systems and new contacts could often not be passed
on because:

"..people don’t take them up: it’s no good
ne setting something up and then somebody not
doing the job of carrying it on... which has
happened to some extent, but I mean certainly
I'm obviously gqguilty of not, you know,
disseminating information enough, but at the
same time it's very difficult when it’s a
personal relationship, to pass that on to
someone. I mean I made the decision I was
leaving 'Whole Grain’ and when people have
rung up I've simply said "Look, I’'m not
dealing with you anymore, I'm sorry, but it’s
Hugh, 'you know'’ he's a nice guy have a talk
to him", and I think... it's quite easy for
Hugh to take that over then... trading
relations have been set up, there’s an
invoicing history, a payment history... and
what was a very friendly trading relationship
and there’s no reason that the person
shouldn’t be as friendly to Hugh as he was to
me, so I mean, I’'ve passed on a friendship,
if you like... one of the things.. of course
is that a lot of the trade.. is with me and
though they may go on trading with 'Whole
Grain’ their personal friendship is still
with me; and that’s something 'Whole Grain’




tre 5hrough me - because that is 'th

,womks, but. if..I ;paid to:them' '’ don’ :

'Whole Grain'' -they wouldn”t isell’ to ‘them.
There’s no way ’'Whole Grain’ could persuade
them, because it’s a personal thing and I
have put an enormous amount of work into
developing these relationships... you can
never wipe that out... I don’t think anyone
else has ever wanted to do that sort of
thing, to spend that sort of time developing
those kind of relationships, and they have to
do it.."

Whilst as Simon suggested, the passing on of
friendships was an awkward thing to accomplish, the
other factor of significance was that they could,
reasonably, be passed on to one person, not a group of
members. This would pose especial difficulties in co-
operatives committed to job-sharing, rotation, and
equal responsibility. 1In addition, as the quotation
demonstrates, the future trading relationship between
'Whole Grain Foods’ and foreign exporters would appear
to depend, at least for the immediate future, upon
Simon’s continuing goodwill towards the co-operative.

In summary, ’'Whole Grain Foods’ original objectives
seem to have been inadequate in that they did not
define the economic and social objectives of the co-
operative. This led to a general confusion and lack of
understanding of objectives, and often, particularly in
the warehouse, personal objectives became the
collective objectives. The different emphasis placed
upon objectives in turn was a major contributor to the
problems of communication and co-ordination between the
warehouse and shop. The co-operative also experienced
difficulties in decision making. In the warehouse, the
departure of some of the key figures led to what
appeared to be an unsettled situation, and it was not
possible to evaluate possible consequences. At the
shop, decision making difficulties were not as some
members/ex—members felt, that shop workers were not
interested in making decisions or holding
responsibilities, although it did appear that there was
some lack of vision or planned future direction. The
main problem, instead, appeared to be a lack of clarity

- of social and economic objective, and, of the

objectives that were apparently shared, difficulties in
translating such principles into the practice of daily
working life. this appeared especially difficult
because there was no ready model for members to
evaluate - no culture of co-operation such as might
exist, say, at Mondragon in Northern Spain. 1In
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general, it appeared that members of the shop/bakery
were much more aware of the potential advantages of
working co-operatively than warehouse workers, who nmay
if anythihg have seen the co-operative status of the
enterprise as frustrating the achievement of their
primarily financial, objectives.
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if}ch.abtérf{vs., J?-!iint; :;;EXPE*RI«ENCE'-ZA‘OF WORK IN THE TWO ORGANIZATIONS

'The Bean Shop

- ‘The’ essentlal’purpose of this chapter 1s.to;exam1ne the
way in which work was actually experienced by the
. ‘individual members of the two organlzatlons sthat are

" in the mMidlands, as a’ labourer, and from th,
~another collective, this time worklng pr1mar11y as a

the subjects of this ‘study. The small size of 'The Bean

. Shop'-sand: :the small number ‘of individual interviews

.. that were.conducted meang that the‘concluslons that are
drawn must.be regarded as falrly tentatlve and
~prov151onal £ '

Sl

a) Backgrounds:

‘Paul had little” work experience prior to- 301n1ng the

collective., The first- job~he" ‘obtained afte
schooluyas-a casual- labeurlng Job on a“b
He did not . enjoy-this job, "and in partlcul

" like his foreman. After: ‘leaving the site‘he‘spent

eighteen months on the dole, before-joining the ’'Bean
Shop’ collective as a volunteer in the summer of 1979.
Paul worked on a casual voluntary basis for ‘nearly a

year before being taken' on as a full partner of the

collective in July 1980.

Jeff had a.variety of jobs prior -to coming to work in
the collective. Hig first real job was .a white-collar

post with a firm of boat builders based in a.darge

channel port. He described this jOb as "middle-
management" and hig department was concerned primarily
with the supply and malntenance of navigational systems
and navigational charts. He left-this job prlmarlly

«because he said he was "fed-up“with fighting senior

management" . After leaving this job he startéd working
in.a collectively organized Friends of the Earth Group
€ joined

shop assistant. At various:times, Jeff”had also been
involved, in the Midlands, with an active:Claimants
Union and a Peace Céntre. It was as a delegate from
this. Peace Centre at. a conference organlzed at
Laurieston Hall, .in Scotland, that he met a nember of
the ’Bean Shop!. collective, who invited ‘him ‘down from
the Midlands to help with some building* work. Jeff
accepted the invitation, and after a short spell
working as a volunteer, became a full partner in the
business in March 1978

b) Skllls

Paul had no hlgher educational qualifications and no
certified skills upon joining the collective.
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Nevertheless, Paul was both practical and resourceful
in outlook and a very competent repair man - his
woodworking and joinery skills were particularly useful
in the collective’s original premises, which were in a
very dilapidated condition, and Paul was also adept at
building shop fittings when required: shelving,
counters, display units were all designed and built by
Paul. A commitment to skill sharing in the collective
at the time he joined gave him the opportunity to learn
bagic bookkeeping, which was the only skill he felt he
had learned since joining the collective,

Despite once having had a middle management office job,
Jeff said that his only qualification was a Diploma in
Marketing and Sales obtained following a two-day course
at a Business School in London. Nevertheless, Jeff
played an important part in attempts to expand the
business and tended to be one of the collective’s
creative thinkers/planners. The skill-gharing scheme
also gave Jeff the opportunity to learn about
bookkeeping, and he said he had also developed a deeper
knowledge of the wholefood trade, graphics and layouts,
sales, selling and buying.

c) Reasonsg for joining the collective

Paul’s introduction to the collective was through a
friend, and after working as a volunteer, agreed to
join, because, as he put it:

"It seemed like a good way to work".

Although before he joined the collective he did have a
vague idea about what working in a collective entailed,
he did not have a detailed understanding of the
mechanics of collective working practices.

Jeff joined as a result of meeting another member of
the collective and being invited. He decided to stay
at the collective after the building work had been
completed. This was related to an earlier decision,
made whilst he lived in the Midlands, never to work as
an employee again, and to try to maintain a commitment
to collective working arrangements.

d) Reagons for remaining in the collective

There were two reasons stated by Paul to account for
why he had remained a member of the collective. The
first was that, given the freedom he was able to
exercise within the collective organizational
framework, there

"...was no viable alternative.."

The second reason was a consciousness of his
responsibilities: both to other members of the
collective, and to hig dependants. 1In addition, Paul
undoubtedly found the work politically congenial.
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:Although never .active in any major polltlcal ‘party,
Paul did say that his sympathies were “inclined to the
anarcho—5001aist - as Paul put it:

'...polltlcally,ﬁlt's ‘the only falr way to
work... superior to- both .private and ..
natlonallsed industries, . 1'd like .to think
that all small scale firms could be run in

- this way: not just ‘for profits but also to

" give 'people a bit of ‘power over ‘their
gituation... yet most people spend most of
their working liyes dominated by others. I
couldn’t go back to that... unless the money
was rlght - everyone has thelr price!"

Jeff's reasons for staylng at 'The Bean Shop’ were
related to his’ long—standlng rejectlon of convent10nal
employment practices:

"It suits: during a period in Wthh I.wanted
to leave. I felt I couldn't - 1'd .have: had to
have passed on, my ‘skills and at, the time.
no-one. willing to receive such.

... Now it’s different: I feel I
could leave w1thout threatening ’The Bean
Shop’s’ 'future. Generally, I've stayed
because it.suits my temperament... working in
a collective makes me unemployable .. My own
attitude is malnly to.blame, but after ten
years worklng in co- ops, most employers would
regard me as unsu1table " :

Like Paul, the only factor th&t would tempt him to
change ]ObS would.bé the promise of more money
elsewhere, but even.then; he suggested he would only
congider :such .a move *if the new job was in a*
collective. Also'similar were the political outlooks of
both workers. Jeff, who had been a member of the
collective for a longer period than Paul, regretted the
decline of the building users’ collective which, he
suggested, was both a fertile source of ideas and a
continually radlca11z1ng influence.

e) . Work satlsfactlons and dissatisfactions

Despite the fact that neither Paul or Jeff expressed
any real wish to work anywhere else, work experience
was both satlsfylng and dissatisfying in certain
respects. Fortunately for the collective, the
satisfactions ‘for one were the dissatisfactionsg of
another: in this respect, Paul and Jeff perfectly
complemented each other. For Paul, who worked in’ the
warehouse, the most fulfilling moments of his worklng
life were :

.letting me get on with it and do 1t I
don't like dealing with customers.
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In more reflective moments, Paul also spoke of the
satisfaction of

"Existing in defiance of the regular order of
things... as a political statement."

For Jeff, the principle satisfaction was positive
feedback from the shop’s customers:

"...I like interaction between myself and the
punters... either you want to thump them or
cuddle them..."

Like Paul, there was also a deeper and less tangible
satisfaction:

"...the mere fact that it exists: the very
idea that you can float a business with a
turnover of £100,000 out of £50 loans,
etc..."

Whilst Paul found dealing with customers onerous, Jeff
suggested a major dissatisfaction was the lack of
agreed standards and procedures and the difficulties in
establishing such working practices within the
¢collective. Both, however, agreed that their chief
dissatisfaction were their low wages.

f) Perceived costs and benefits of working
collectively

For Paul, the main advantages of working collectively
were the control it enabled him to exercise over his
working life, the sharing of responsibility for running
the business (despite the drawbacks to working in the
collective, Paul admitted that he would not consider
setting up another business/collective that could
pursue the things that really interested him because he
felt he lacked both the confidence and the experience
required) and the fact that, despite recent conflicts,
he was able to work with people he liked who were also
like-minded. Finally, he appreciated the flexibility
of working in this way: the fact .that he could take
time off if he really needed to, he could come in to
work early or late (at the warehouse) and work until
the days tasks had been completed, for example.

The major costs Paul saw in working in this way were
all related to his keen sense of responsibility -
towards other members of the collective and to his
family. This meant that, for example, despite the
opportunities the collective framework gave him to take
time off, he would never consider doing so on a whim or
a caprice. In addition, Paul also felt that work was
physically very taxing, and there was often a very
heavy workload. Whilst on some days, this was seen asg
a challenge, at other times it created a great deal of
stress.
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'..wvthe «costs and ‘benefits of working: 1n}th . Whilst
-on ‘the.one hand suggesting sthat it s
i temperament, :and.-that he «did not ‘think : tha he could

‘again, it
o e“advantages
~..of working.in this way were-~also. dlsadvant geous in
ricertainirespects. He guggested: - =
co et o I ndelike o seet more ' aggression”in ‘the
% o—openative movement, more ‘of: ‘an element of
challenge: .. the tendency of ‘co— v©
,ops/collectlves not ‘to’argue the p01nt
.. disturbs me..: and the intense’ personal-®
-rrelatlonshlps .. can“inhibit: the: busmness
sidesw i wrong decisions can’ “get: ‘made on
wocca51ons fortthe rlght reasons‘" S

j‘b) _Analys1s Ny

.Whereas.Jeff had- establlshed ba51c orientations to work
prior to joining the ’'Bean Shop’ collective,“Paul had
no clear idea of how collectives operated in practice,
and therefore many of the attitudes towards workhe
held at the time of the interview were probably
~ established directly through hig- experlences of working

«in this collective. Despite their different’
backgrounds; therefore, there seemed to be° l;ttle
difference .on matters .of principle; ‘between either
worker. ‘Both.shared a.political perspective that could
be described as libertarian socialist, although neither
were politically active. Both 'saw the flexible working
arrangements and the opportunlty to work together on a
--basis of mutual equality as'-important benefits of
working in the collective. Underlying many of the
expressed attitudes towards working in the ‘collective
by both of the partners was an emphasis on the
importance of the individual worker, and 1nd1v1dual
codes ‘of conduct.

Both partners shared a single overrldlng objectlve,
determined by their respon51b111tles towards their
famllles, of improving the profltablllty of the
business to enable them to improve their own wages.

This d90151on wasg not. arrlved at llghtly, and both were
almost apologetlc about hav1ng to do this, observing
that it changed some of the original service objectives
of the collectlve, but recognlsing that the needs of
their dependants had to come. before. those of their
customers, degpite the p0551b1e threat to thelr street
credibility. : .

Neither partner seemed to see their working lives at
'The Bean .Shop'’ as part of any consciously chosen
career plan. It was as if Jeff had consciously
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rejected available career opportunities to work in a
collective environment, whilst at a later date
realising that the door to a career in the conventional
sense had closed after he had spent several years
working in collective environments. Paul, on the other
hand, had apparently never had the opportunity to
pursue a career, although it was likely that he too
would have rejected the idea of a career, except
insofar as it might lead to better renumeration.

Despite having no formal mechanisms for dealing with
grievances, or disciplining one another, the collective
had not experienced any labour turnover for eighteen
months, and there was a stable core of partners who had
worked in the business for several years. This may
have been because despite difficulties associated with
such an informal structure, the advantage - the
flexibility and control it gave to its members -
outweighed these difficulties. In addition, however,
the job opportunities for the partners, should they
have wished to leave the collective, would have been
quite scarce.

'Whole Grain Foods'’

The larger sample of workers interviewed from ’Whole
Grain Foods'’ means that I have chosen to examine in
greater detail the experiences of work of four members
of the co-operative. These four workers, Sarah,
Gordon, Jenny and George have been selected for several
reasons. Firstly, they have worked in the co-oeprative
for different lengths of time, they worked in different
areas of the co-operative, and the attitudes they
displayed towards working in the co-operative were part
of a typical range of attitude amongst those
interviewed.

a) Backgrounds

Sarah joined the co-operative in April 1981. Prior to
this, she had attended the local University, where she
obtained a degree in French. After this she worked for
a period as a social worker in a large town on the
outskirts of London. This was followed by a period of
unemployment, and then she obtained a job with the GPO.
After six weeks training to be an international
telephone operator, she applied for, and was offered, a
job at 'Whole Grain Foods’. She accepted, and after
several months working in the shop slowly began taking
on management responsibilities; her role being
recognised at a later date when she became the shop’s
manageress.

Gordon worked in the co-operative's bakery on a casual
basis for two months before joining the co-operative on
a full-time basis in August 1984, when a position in
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. ..the bakery became wacant.. Beforeworking- ‘&t’~the co-op,
" Gordon spent a year studylng Chemistry ‘at ‘London

University before leaving to become .a Water Quality

officer jthe looal Wate Authority:.; a position he
held ‘for s ars the time he joined the co-
Vi operative. Ny

Jenny joined the co- operatlve in. December 1984,

applying for the job after seeing it ‘advertised in the
shop’s:main window,. Before:going ‘to'University, Jenny
worked as a clerical servant, a bus enumerator, and
studled for an Arts foundation. course. Graduating with
) “degree in. 4984 she_ varrpuslyﬂtravelled

George jo ned the co- operat;ve ;n June 1983 as a
driver, based at’ the warehouse ~ Before joining the co-
operatlve, George ‘worked ‘as’ a Computer Programmer for
five years;’ commutlng 1_1y from his home to London.

‘vThree of“these members of . the co- operatlve, Gordon,

George gnd”Jenny were in settled relationships, and
were in the process .of buying their own‘'homes. George
was the only one of the four who had the additional
responsibility of childten to look after.

‘The backgrounds “of these four workers were a relatlvely
‘accurate cross section of the backgrounds of the

majorlty ‘of mémbers of the co- operative, partlcularly
in the shop/bakery Most members were well educated a
large proportlon to degree level. Whilst many of the
graduates ‘were comparatlvely young, the older workers
tended ‘onr aVerage not 'to have degrees, though their
work-experience was more ‘extensive and varled Many of
the older workers also had chlldren

b) Skills

Only one, of the four workers was engaged by the co-op
on the ba51s of a specific skill required by the co-op:
George, who could drive. Gordon, however, had managed
to pick up,the ba51c knowledge required for breadmaking
from one of the existlng bakers when he had been

;worklng on a casual. ba51s. Sarah and Loulse had little

the benefit of the shop, although Sarah was
occasionally requlred to speak French with foreign
holidaymakers who occasionally came into the shop.

Since joining the co-operative, all four workers had
developed their knowlegde of the skills required to run
the business. Paul and Gordon’s roles changed to some
extent, with both taking on office duties: Gordon
dealt w1th the co-operative’s wages whilst continuing
to work as a baker, whilst George stopped driving
almost completely to work in the warehouse office.




Commenting on what he’d picked up since joining the co-
operative, he said:

"...I've learnt about the products, but I
don't know if you'd describe that as a
skill... bookkeeping... but I don’'t know much
about accounting."

Jenny also felt that:

"...I don't know how skillful my skills
are..."

Despite having to deal with people in a business
context - particularly sales representatives, Jenny
said on several occasions that she wished that she did
know more: particularly about office duties.

The skills held and the skills learned were fairly
typical of the co-operative as a whole. Generally,
workers were not employed on the basig of their skills,
and the skills required to run the business were picked
up by workers on a relatively ad hoc basis - usually
the more motivated the worker, the more effort was made
into acquiring a needed skill.

c) Reasons for joining the co-operative:

Sarah’s main reason for joining the co-operative was a
desire to have a more fulfilling job. Attracted to the
co-operative for these reasons, she was introduced to
the co-op by a friend who had worked in the co-
operative and after working for some time on a casual
basis decided to join. Prior to joining, she had
little experience or knowledge of what a co-operative
was, Jenny's appointment was similar in certain
respects:

"I joined the co-op because I saw an
advertisement... and I didn’t go out looking
to join a co-op, but I was in a very bad job
at the time, and I just passed by the window
and I thought, Oh, it would be nice to work
there... I thought it would be a nice place
to work... I knew the basic theories behind
(co-ops)... but I didn’t know in any great
depth. I hadn't realised that 'Whole Grain'
was a co-operative at the time..."
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¢ iGeorge's reasons for jOlnlng the 00 Opiﬁwfry;
2 sllghtly different.‘ : =

"I'd spent five. years as a computerx &2
gg,programmer commuting o iLondon:% .o I wanted to
i take some time off and. ‘think about:.what: I
“wanted to do, and get out of the: rat=race.

I had no plans to join a co- operatlve, but a

it ol cosjobvicame ‘up here, and T’ thought 1t sounded

sliké a relaxing job" (he smiled,
’ﬁuronlcally)..L what I was 1ook1ng*for at the
tlme U '

;Although George confessed to belng keen on the idea of
‘co-operatives, and claimed some. -theoretical knowledge
.of what co—operatlon was..about,,this was not the main
'reason for hlS jolnlng. Gordon, on the.other hand,
seemed to have a. falrly well defined set iof assumptions
rabout what GO~ operatlves were, In1t1ally, Gordon was
attracted to 'Whole Graln’ by the appearance of:

M, ranvextended famlly type bu51ness
atmosphere.::

jand although ‘he had arrlved at thls assumptlon through

'ffr;ends who had worked in the co-operative, he had

"little knowledge of how .co-operatives were actually
organlzed nonetheless, for Gordon, the- prlnC1ple of
equality was a major factor in his decision to join the
co- operatlve »

"I was definitely attracted to the idea .0f an
equal partnershlp . an. equal -say, an egqual
contribution... I wanted to get .away -from the
hierarchical power ‘structures you tend to
find in-most conventional work Sltuatlons and
see if there was an alternative to that.

This sample of four workers was not a perfect cross-—
jsectlon of the. reasons people gave for joining the co-
4foperat1ve I have indicated already above that for
" Simon, promotlon of wholefoods was a primary motive,

" for Ian, the improvement of the business.  Both these
workers had also been involved in the business prior to
co—operativization in 1979. The objectives of Ian and
Slmon must also be congidered to be parti:of the cross
sectlon of reasons people. joined the co-operative.

yd) Reasons for remain1ng/leav1ng the co-operative

“The original expectatlons of all four workers changed
,after working in the co-operative.for some time, and it
“was clear that some workers felt happier with their
work 51tuatlon than others. George’s main reason for
remalnrng a member of the co-operative,:for example,
was stated to be a lack.of motivation,.and the fact
that he remained unclear about what he actually did
want to do. For Gordon, continuing membership was
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because he expressed an interest in getting to know the
job and the place more fully, but also the fact that
there were no alternatives for him at the itme of the
interview, although he was in the process of exploring
possible future directions. Jenny felt that her
reasons for remaining a member were something of an
enigma, even to herself:

"I don't know... this is the huge question of
my lifel!... I really went there thinking I
was going to stay for two or three months
because I was going to travel to America, but
then that didn’t materialise because I never
saved any money... and... I don’t know.. I
don’t think I realised what it entailed, 1I
just thought it would be a shop job when I
came. I go through periods of wanting to
leave then wanting to stay about every
week... I never get round to thinking what
else to do, really. I think probably the
main reason for staying is the people working
there... it is a nice working atmosphere
despite all the stresses... and it’'s very,
very tempting, being somewhere where you’ve
got so much autonomy... I see so many of my
friends in traditional graduate management
posts - it doesn’t appeal to me at all -
everyone's moaning... I have so
muchflexibility...".

Sarah was one of the workers who had left the co-
operative before the research took place. Reflecting
on her own, extremely demanding role, she pointed out:

"..,.the job is actually exhausting. I've
felt in the last year I've managed to put the
job in perspective but I’ve always had this
image of 'Whole Grain’ as this great monster
that swallowed you up and then spat you out
again after about three years... people like
Mandy (a previous shop manageress) Clare and
myself, I felt it could do that to us...
Although more recently it’d got a bit
more’levelled out - I think as it’s become
more co-operative and more people are taking
on responsibility its (been possible to put
the job)... into perspective... but I found
it very hard to get satisfaction out of the
job and work reasonable hours... it was a
sort of work ethic that someone set up that
you had to kill yourselves or else you
weren't a dedicated worker... crazy things
really... I think we didn't really care
enough for ourselves."
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;.the four who left.the: co-operative, ‘Simon’ ,
“‘most - strongly ‘the view:that 'the co-operative ‘structure

[Generally speaking, people ‘who stayed member”

s of. the
20-0p emained either because they could k of no
better alternative;:-or bécause ‘they ‘enjoyed ‘the

convivial worklng environment... Those who left did so

fora variety of reasons.' The two commonest were
iexhaustion - particularly amongst those dike Marion and

Sarah whose demanding roles and considerable .
responsibilities: were not well. rewarded financially,

‘and. rarely rewarded ‘through appreciation by other co-op

members - gnd the promise of greater fipgncial reward
elsewhere. Although four, members of, the.co-operative
had ‘recently resigned, prior to thlS, there had been
little turnover of labour for about e1ghteen§months of

of the business was frustrating his personal ambitions

“and’ holdlng back ‘the further development of the

business:” “in a’leafletg ;plalnlng the . .circumstances of
the formatlon of hlS new _company,, -he expla1ned~

~ "The company has been ‘formed by two’ people
previously involved with'®Whole Grfain Foods’
which -had.-already established itself as the
leading supplier :of organic foods. - However,
various factors meant ¢that a new company was
necessary.

"Flrstly, the market was growing rapldly and
major. investment was needed to stay at" the
front., . 'Whole Grain Foods’' was legally
formed as.a co-operative and this has’ proved
to be. a difficult structure in which to °~
raise finance. The:democratic structure of
‘the co-operative-and its diversified
interests .also made it+difficult to make ‘the
kinds of decision that were necessary.

"Secondly, the co- operatlve structure was :not
attractive to several people who were
intérested in seeing the growth of organic
foods and‘were potentlally -a great asset to
the bu51ness

"Thirdly, 'Whole Grain Foods' was bagically a
wholesaler .and the key to mational success
lay in-selling to other wholesalers. This
was obviously going to be difficult as
wholesalers do not like buying from their
competitors.”

e) Work satisfactions and dissatisfactions

For George, the major sources of satisfaction from his
work were the openness of relationships - the absence
of hierarchy meant that he felt freer to express his
opinions than he might have done elsewhere. Compared
with other jobs, he admitted to feeling ’'slightly more

78




satisfied - but only just...’ What he considered were
the advantages of working in a co-operative were
largely cancelled out, however, by the

",..lack of a common aim about what we're
supposed to be doing and what we’re doing it
for..."

In this respect, George expressed disappointment that
his early expectations had not been realised:

"I assumed other people to be keen on co-
operatives which wasn’t necessarily the
case..."

Summarizing the impact the co-operative had made on his
attitudes and ideas about work, George said

"...it’s made me more aware of the problems
of co-ops - particularly the role of
democratic declsion making in a business. I
don't think I was over-idealistic to start

with... (but working here)... has brought
home a number of problems. I'm still
idealistic... still in favour of co-ops: I

just think that 'Whole Grain’ isn’'t a good
example of a co-op..."

For Sarah, the principle satisfaction of the job she
had performed was the opportunity it gave her to
establish close working relationships with others,
particularly Simon, whose departure to the warehouse
following the shop’s expansion was especially
regretted. Another source of satisfaction was that of
encouraging other members of the co-op to peform tasks
that had previously been the province of management -
though recognising that this exacted a price,
particularly in respect of communication and co-
ordination, she felt that the improved levels of
satisfaction of other workers and general improvements
in competence and confidence of shop workers
compensated for this. Although generally fairly
satisfied with her working days at ’'Whole Grain' the
major sources of dissatisfaction - principally the
considerable stress, the workload and the conflicts
with other members of the co-operative left her feeling
exhausted and feeling that with hindsight, she had not
been financially well rewarded for these stresses.
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For’ Jenny, despite ambivalence" about whether she should

.leave or: stay, felt that" worklng in a oo ~operative was
~uteasily the most" satlsfylng job' she had” ever had. The
~major. reasons for:thig;" she sus’ |

ed "were to do with

38

the

i .social relations... working with people
fyOu like, .y 'you' can actually get ‘to: choose
‘thevpeople?youﬁwork~with ‘the 'biggest: thing

.+ig the feeling that:- YDU¥have ‘eontrol over

7f{§=;lwyour ‘work 81tuat10n, and I “think‘all’ the
-2 cotherbenefits ‘aré related to ‘thatt 'you can

take :the initiative= I ‘think it does make you
more independent and more confident :

f“although tyou: do have p0werlessness 1n“the
' gs : take so 1ong to get done or
X3 & l 5

~that:you've got absolutely no chance of
changing :thingg us :

- (also, there’s)..o ‘more understandlng than
normal work :situations — in ‘that if you're
feeling fed up or something most people will
say, well, haye a cup of tea, or sit down, or
“even go home - W 3ch is great because that
would never happen in a normal job.,.. also

;feellng that I'm produclng

“eomethlng worthwhlle..." L »

Despite these considerable satlsfactlons, there were

also a number of of" sources of dlssatlsfact10n~

‘ 1t’s not pald ‘that well e I find it very
'stressful‘.. you, feel .very 1nvolved in it
whether you want to. be or,not. I do sometimes
forget abut it but often I feel I can’t. It's
stressful in the way. that you often take it
home with you... also, they re your friends,
so it's difflcult to say; bugger them,
because you actually do care about the people
who work there... that is stressful because
you can’t Just cut it off. (It's also)
frustratlng because thlngs take so long to be
‘effected, and 1t's quite an inefficient way
of worklng' more often ‘than not an
inefficient way of running a business because
., you have to take .account .of so many different
' peoples’ points of view, and also because
most of us haven’t got any concrete business
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skills to offer 'Whole Grain’ and I think
it's paid for that - we'’ve gone a long way
around a lot of things because we don't have
the knowledge to shorten them or make them
more efficient."

By contrast, for Gordon, the principal satisfaction was
simply the job - that is taking pride in the skills he
had acquired and was continuing to develop ag a baker.
The other single benefit, he considered, was that he
could walk to work. The sources of dissatisfaction
wete, at the time the interview took place, greater in
number than the satisfactions. Principal amongst them
were his dislike of the 'unclarity of proceduresg and
responsibilities’ and particularly the times when
decisions were made at meetings of the co-operative
that affected the bakery when he was not present, or
more especially, if decisions were made about the
bakery by people with a very limited understanding of
its functioning and who were unconcerned about his or
other bakery workers feelings in these respects.
Nevertheless, as I have indicated above already, Gordon
maintained a broader interest in the co-operative and
did not seem to be so dissatisfied that his departure
from the co-op was imminent.

These four workers represented a fairly typical cross-
section of the general sample in respect of
satisfactions/disatisfactions. the same sorts of
issues were identified by all the other members
interviewed as sources of satisfaction and
dissatisfaction. There may have been, however, a much
greater concentration of dissatisfaction amongst
warehouse workers: it was not possible to follow up
this hypothesis, but it is possible that these
dissatisfactions were closely related to their
differing personal objectives and the lack of
understanding of, and enthusiasm for, the
constitutional principles upon which the business was
founded.

£) Analysis

There was a considerable difference in the way in which
work was perceived between the warehouse and the shop
workers. There may have been several factors
contributing to this difference. Firstly, warehouse
workers were predominently male, shop workers
predominently female. There was no conclusive evidence
to suggest that gender was a crucial variable in
determining differences in perception and outlook,
although some of the workers did feel that the conduct
of some of the male warehouse workers, particularly in
meetings of the co-op, had on occasions been sexist.
Secondly, warehouse workers were on average older and a
greater proportion had families to support. This may




»mof the oo—operatlve thought ahead b
their own additional responsibxlftxes ‘forcded!them to.

-haye been of cons1derable 1mportance 1n@shaping general
) . . d

Thirdly, there were differences in educational
attainment between the warehouse and shop workers.
Whilet only one of the warehouse workers had benefitted
from a University/college level education, by contrast,
a large proportion of shop workers held degrees. If
this did have any effect on perceptions of work, it may
be hypothesised that shop workers were likely to have
much higher expectations of fulfilment and satisfaction
from their working lives, 1In this respect, a comment
by Jenny is perhaps worthy of mention. When asked what
she liked least about working in the shop, she replied:

working behind the till. I just can't
stand being in one place... it’'s really
funny, I get my most reflective moments
behind the till - I think, what am I doing
here, I've got a degree... what am I doing
stuck behind this till for hours on end?"

These differences, in turn, no doubt conditioned to a
greater or lesser extent in individual workers, the
differences in personal objective lying behind a number
of the problems and issues facing the co-operative, and
examined above. Whilst warehouse workers were less
concerned with the co-operative structure of the
business and more interested in improving

profitability, shop workers, whilst concerned that the
business should be as profitable as possible, were also
concerned that the means to this end should be, as far
as possible, co-operatively oriented. There was, as I
have tried to indicate above, a definite realization
amongst some of the shop workers that the introduction
of working methods that permitted more control and
responsibility did impose costs in terms of efficiency,
at least in the short term, and a desire to minimise
this cost.

Of the members interviewed in the study, only Simon
appeared to have clear career aspirations, which guided
his decision to leave the co-operative. None of the
other workers appeared to see their present employment
at 'Whole Grain Foods'’ as part of a career plan or long
term personal ambition. It is possible that this
absence of careerism amongst the members of the co-
operative had positive and negative implications.
Whilst it was not possible to determine these
implications in any rigorous way, it could be suggested
that it may have contributed to the lack of long term
business aims expressed by remaining members of the co-
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operative. It may also have been the cse that the pre-
eminence of Simon in this respect may have inhibited
others from thinking in these ways. How remaining
members of the co-operative will £ill this vacant role,
and the goals they will establish, however, remain an
open question.




N

Chapter 6 CONCLUSIONS

The conclusions to this study are in three main parts.
Firstly, I will summarise the main stages in the
development of each enterprise. This will include an
interpretation of the problems each faced, both both at
an earlier stage of development (as revealed by the
earlier study summarised in the first section of the
monograph) and those emerging from this study.

Secondly, I will compare the two enterprises and try to
explain why they developed in such different ways:
reference will also be made to the differences which
came to exist between ’'Whole Grain Foods’ shop and

- warehouse. Thirdly and finally, I will briefly discuss

some of the key dynamics of organizational life within
the two organizations.

Stages in the development of ’'The Bean Shop’

Six changes in the organizational life of ’'The Bean
Shop’ are crucial to an understanding of the way in
which it developed: some of these were slow changes,
others events which occurred fairly rapidly.

a) The decline of building users meetings and other
building users

This took place over a period of several years and was
happening before the first study took place. Although
welcomed by founder members as a fertile source of
ideas, energy, and mutual support, incompatability
between different building users, competition for
available resources, and changes in the general
economic climate all conspired to diminish the number
of individuals and groups seeking accommodation within
the building. It proved impossible to organize and run
as a collective of building users and the tradition had
faded out by the time of this study. Although it was
possible for the shop collective to operate more
effectively, it also signalled the start of a slow
process by which the collective started to drift away
from the collective ideal that had been so important to
the founder members.

b) The difficulty of incorporating volunteers

Whilst volunteers were seen by the founder members as
an integral part of the organizational fabric, their
status within the organization became increasingly
problematic. The probationary period served by
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.yolunteers ‘became 1ncreas1ngly lengthy and thelr full
.- membership of the co-operative. -became sdependent upon
. .. either. the" re51gnat10n of one .of
. .=or thewexpansion of’ the busrness :«Changes: in sthe wider
;}economiCéolimate and risrng unemployment may have

ithe: existing partners

liTof‘eklstlng partnets, and’ both 1deology (1e, ‘the
.- commitment-to-a convivial and relaxed working.

environment) and:mere .practical considerations  (the

icomparatlve lack of approprlate busrness skrlls amongst

pa
. * hard’ to accompllsh More recent- attempts to_lmprove
T?the profltablllty ‘of the bu51ness may., have

members, although all workers, member or‘
v i
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< “The ev1ct10n of the collectlve from thelrﬁo 1 fnel

premises “and the new -premises they came “to o |
markedly changed the organizational structure é‘and
also, perhaps, the outlook of the partners. Firstly,
the collective were' unprepared for the notice to: quit.
They did not expect it.and had no accumuiated reserve
upon whlch to draw to assist:in reduc1ng the cost of
finding new premises... whilst they” spent nsrderable
time discussing the 1mpllcatlons of a move ‘to,.a busier
trading 1ocatlon or remaining .onva" small side- street
the reality of their situation was that they could not
afford the luxury of .such-a choice. Whilst’ the .

partners resisted attempts by an outsider torln 1uence

the outcome of thedr deliberations, the ﬁle

eventually came to occupy were offetred to them‘by'a
sympathetlc customer and the collectlve was Very. lucky
to survive.

l ria

The changed phy51cal locatlon of the shop and the 'need
for a- -separate warehouse because of .the new shop’s
smaller size meant that changes occurred in the: pattern
of working relationships ‘between partners- ‘theré “was
less opportunity for flex1b111ty, and co- ordlnatlon of
decision making became more of a problem.

d) ‘The lock -up shop

b3

"The lock- up shop was opened, and closed in the perlod

of time elap51ng between the original study‘and this
later -research. The initial decision to open such a
shop was taken for several reasons. Firstly, it was
seen as a response to the notice to quit setrved by the
owners of the original bulldlng a way.of spréading
the risks and trying to ensure the survival of the
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collective in some form, come what may. Second, and
perhaps more important, it was a response to a need to
provide a long-serving volunteer/casual worker with
full-time employment and partnership status. Third, it
was consistent with the desire to members to maintain
small, friendly and informal working environments,
wherever these might be. The decision to open a lock-
up was therefore not taken only for commercial reasons.

The lock-up proved to be a failure: a poor trading
location meant that it failed to generate sufficient
trade to be economically viable. Whilst the collective
cited the major building project and disruption of
trade following extensive roadworks on the site, which
affected out of town trade it is equally possible that
most of the customers using the shop were local. 1In
addition, the geographical isolation of the lock-up
from the other buildings used by the collective -
amplified because the lock-up did not have a telephone
- created further problems of co-ordination and may
have made members reluctant to work there. The idea of
expanding the business by opening a federated network
of small shops in different parts of town was
effectively abandoned by the time this study took
place.

e) Attempts to increase profitability

Improving the profitability of the business became an
aim of the collective comparatively recently. 1In the
early days, the collective was prepared to sacrifice
efficiency and productivity in order to maintain a
friendly and tolerant working environment. Their
eviction from the original premises, and growing
discontent with poor remuneration led the partners to
begin to think of ways of improving profitability. One
impediment to this process was the contradiction
between this desire and the service orientations of the
founder members: a tradition that the current partners
were proud of maintaining. The arrival of dependants
and increasing family responsibilities meant, however,
that changes in these gervice orientationsg became
increasingly necessary, and there was a corresponding
change in outlook on the part of members and less
resistance to modifications to these service
orientations. Despite this, the attempts made by the
collective to increase profitability through growth
were not very successful, due to undercapitalization
and a shortage of appropriate skills and experience.

£) Changes to the original objectives of the
collective

The contradiction referred to above between service
orientations and the need to improve profitability was
one of a number of changes to the objectives of the




__founder members sthat occurred over ‘ase
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1ding din, a..collective way had fail
ding users: diminished in- ‘num B
ollectlve remained :alone. : Attem
:_ural arm. .to ‘encourage’ local gro
had not. been ag successful as th
" ‘members, might have-hoped; Tinally),
jgretreat from the collectlve 1deal.‘

s to supply the shop
ollect;ve’e earlier

“*“broblems, and, I will eXplaln ‘why thdﬂ
’subsequent part of ‘this chapter.

i bu51ness and a5 a covoperatlve has four 1mportaht
A vstages'ﬁ‘again, ‘some of the events took:place’%lowly,
. others were events’ the consequences of: whlch rapldly
became: apparent ' 2 o

~a) Reglstratlon of the: bu51ness as a co- ope,atlve

'Whole ‘Grain Foods’ was orlglnally establlshed as a
partnershlp, and “for the. objective .of promoting*-
wholefoods. Although the partners were effectively the
management: structure of the bu51ness, other workers
sharing the same ideals were not prevented from
participating @n the management of the bu51ness
Therefore, although legally a partnershlp, from the
early days the enterprise functloned in an 1nformal and
democratic way.

The decision to re-register the business as a co-
operative was taken for several reasons. Firstj it was
intended to meet the need for a more formal structure
that would maintain the co-operative spirit of ‘the
business, ‘whilst ensuring that this gpirit was noét
abused by people less committed. to its Ob]eCthES
(This had occurred in the recent past before :
registration.) It also came to be seen .as a way of
maklng a fresh start and re- —affirming commitment by
improving morale: shortly before re-registration’ the
warehouse had been destroyed by fire. However; the
decision to register' as a co-operative did nothing to
alter the organizational structure, or reducesthe
potential for conflict between individual members.

b) The growth of the shop and the amalgamatlon of the
'~ bakery and shop premises :

The rapid growth and economic expansion of the co-
operative is a factor of key importance in
understanding the shape of the develoopment of the co-
operative. Growth was seen first by the partneéers,
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later by one or two early members of the co-operative -
particularly Simon - as a means of fulfilling the
central objective of the enterprise: the promotion of
wholefoods. As I have already suggested, the first
study indicated that the conflict between the shop
manageress and her deputy was effectively a challenge
to the divigsion of labour that had occurred early in
the life of the enterprise as a consequence of rapid
growth. It was the need to ensure continuity and
efficiency which determined the outcome of the dispute.
The outcome of this conflict did nothing to resolve the
underlying issue, however, which was really about the
status of the internal social objectives of the co-

operative.

The major expansion of the shop and amalgamation of the
shop with the bakery which occurred over the period
between the first study and the current research was
accomplished for the same reasons, and in much the same
way, as preceding phases of economic growth. Labour
turnover before and during thisg latest phase of
development remained fairly high at the shop, and few
members had been involved in the co-operative long
enough to weigh up the consequences of such ambitious
plans. In effect, only one member, Simon, was in
charge of planning, implementing and overseeing the
building work and the other tasks necessary to ensure
that the development was completed.

This expansion had three related effects upon the co-
operative. Firstly, it placed an almost impossible
burden of responsibiity upon more senior shop workers -
particularly Sarah and Clare - to introduce management
systems, improve the co-ordination of decision making,
and generally ensure that the greatly enlarged shop ran
smoothly and efficiently. Apart from their comparative
lack of experience, these demands had to be met within
the context of a workforce, many of whom were eager to
participate in the control of the business, had
particular expectations about their working lives, and
were unlikely to accept without challenge orthodox
managerial procedures and prerogatives. Secondly, when
the shop failed to make a trading profit in the first
year after expansion had taken place, the competence of
shop workers was called into question by some of the
warehouse workers, particularly Ian. (In fact, no
projections had been shown to other members of the co-
operative by Simon, and it appeared that he kept such
figures in his head. It is therefore worth remembering
that it may have been anticipated that the shop would
not run profitably for the first few years of its
trading life after expansion. Simon was ambiguous
about this.) Third, the lack of profitability and the
conflict, criticism and general lack of insight or
support offered to the shop by the warehouse workers
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. wcontributed greatly ‘to ‘the poor morale among
co v ptaffirat ‘thig ‘time,” partlcularly amongst thos‘
occupylng management roles:' . " . sy

ti“tradlng loss.. Warehouse:workers felt ‘that it

"1ntroduced - were burdensome, as they rece1 ed ho more

the shop

‘dThe’expans1on of the warehouse followed a*similar
“pattern to.that occurring :during therexpans1on of the

: p,Q'It wag_undertaken for: the: same reasons,’ and
Zmostly by: the same: person; Simon. " .Many-of" the“effects

" of the expansion which occurred resembled thoke effects

at the shop. The first years flgures after .expansion
revealed, ironically, a reversal in the, fortunes;o@M

warehouse and the ‘shop: . whilst ‘the - shop §1i
profit, the warehouse, for: the first" time,*made a

1ncreased workload ;and® respon51billt1es place

pay for performlng these extra duties:: A&’ they had
expected that the expansion would 1mprove profitability
and therefore wage levels, they were dlsapp01nted by
this. In addition, the expansion led to an increase in
the numbers of workers employed and an. in¢rease in the

nhumber of casual workers .employed: Finally, the manner

,,,,,

in which the organizational .structure -of: the-warehouse
developed differed markedly from:that of thé shop:
increasing the distance between shop and warehouse. I
will discuss this 1n more detall below "

d) The . departure of key workers from the coioperatlve

Shortly before this later study. took place,;‘r,

-members of the co- operatlve, all of them i daylduals

who had formerly hHeld positions of. consrderable
responsibility, left the co-operative. These people
were Slmon, Marion, Sarah, and Ian.. Their'‘reasons for
leav1ng were all -somewhat -different. 'Simon ‘left the
co- operatlve because his:proposal to expand the :

%wholesale side of the .business further by establlshlng
”f" wholefood warehouse in London (with generous -
" financial aid from GLEB(5):) was rejected by ‘the" co-

operative. . He left the co-operative. to establi'sh
another, non co-operative company that spe01a11sed in
organic wholefoods. Marion left to join Simon:’

‘although her enthusiasm for co-operatives-" appeared to

have .been. undlmlnlshed she felt that the éfforts she
made ‘as a member of 'Whole ‘Grain Foods'~had" béen
largely unrecognlsed and had .reached a point ‘where she
could no longer tolerate the inefficient working
practices, conflict, and low pay that seemed.to her..

unavoidable at 'Whole Grain Foods'’. Sarah left, after
some dellberatlon, because she felt that ‘her 'heart was
no longer in it’ - and rather than continue working

feeling less than positive about her job, she had
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decided to try to find fulfilment elsewhere. Finally,
Ian, who had for some time been unhappy about working
within the co-operative structure at 'Whole Grain
Foods’ was offered employment elsewhere by an importer
and distributor of wholefoods based in the same area.

It was too early to establish what the consequences of
these resignations would have on those remaining, but
it undoubtedly signalled a new stage in the development
of the co-operative, both difficult and challenging for
those remaining.

Explaining the differences in development

The examination and interpretation made of the problems
and issues in the two separate pieces of research has
pointed to underlying difficulties - ultimately
responsible for many, if not all, the problems and
issues affecting the two enterprises. 1In this section,
I will try to develop the anaylsis of these underlying
difficulties.

The Bean Shop

Most of the issues identified by members of 'The Bean
Shop’ in this study appeared to be related to past
problems, and two significant changes in the objectives
of the collective.

Firstly, members of the collective felt that the
business was not profitable enough. As I have suggeted
already, the profitability of the business had only
emerged as an important objective comparatively
recently. Several years ago, the collective would
undoubtedly have emphasised other objectives, as well
as, or before that of profitability.

The non-economic objectives of the collective also
appeared to have changed. Whilst these changes were
occurring whilst the first study was taking place,
futher changes - in the game sort of direction, seemed
to have occurred. I have suggested already that the
failure of the collective to achieve many of its early
objectives contributed to the evolution of a general
individualist principle, the character of which may
have created benefits for individual workers, but also
problems of co-ordination of decision making,
ambiguities in the relationship between formal and
informal procedure, and resulting from this, many of
the conflicts that had occurred between members.

'whole Grain Foods’

Many of the issues identified in this and the earlier
study of 'Whole Grain Foods’ can be traced back,




‘_ultlmately,

o were 1nsuff1c1ently comprehensiue, and permltted the
distorted development of the co-operatlve This can be
explained as follows. . R

The objectlves of the partn‘
wthe:s —operative we

M‘:strongl'y linked with ‘the oth
ﬁ ralsed by members durlng th’”

co- operatlve W1thout beln
formally speaking’ < The co- operatlve remalned dependent
upon him. throughout all the major phases of economic
growth. Slmon, however, saw. himself asg’ 1mplement1ng and
fulfllllng what were, the formal objectlvesﬂof the co-

to. shortcomlngs 1n tralnlng and recrultment pro edures

Recrultment and training was problematlc because of the
lack of formal agreement’ amongst members about . the
internal social objectivVves of the cohop. not /what
shall we do?’ but"'how" shall we.do it?/ objectlves
Differences.between warehouse and shop . in, this.respet
prov1de an apt illustration of the ,point belng ‘made.
Differences in age and ’stage of life’ .perhaps-made a
key difference ‘between shop and warehouse workers’ in
terms of outlook wand aSplratlon within their working
lives. Warehouse workers were on average older, and&had
dependants. Shop workers were:;younger, more’ llkely to’
be single and without dependants. Many of the warehouse
workers were concerned purely ‘to, improve. proﬁltablllty
of the business and in consequence, their. own: financial
rewards, and were either indifferent or hostlle to the
concept of co-operation, as they may have seen it, like
Ian, as an impediment to increased efficiency .and-

profitability. Shop workers, on the .other.hand, “seemed

to share a different perspective, Whilst they were
'equally concerned about the profltable status;:of the
business, they were also- concerned to develop the’
business in a manner consistent W1th .the spirit. behind
the decision to re-register the bus1ness as a co—f
operative.

As the warehouse grew in 51ze, and increasing numbers
of workers were employed, there were no criteria
available (a consequence, perhaps, of the lack of
"definition given to the internal objectives of the co-
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operative) for guiding the selection of new workers.
This inevitably led the warehouse and the shop to drift
apart.

The importance of objectives

Some

In both enterprises, objectives seem to have been an
underlying issue to the problems identified. At ’The
Bean Shop'’, the original aims of the collective did not
give enough credence to economic objectives, and the
inability of the partners to achieve many of their
formally stated objectives seemed to contribute to the
development of an underlying individualism that
permeated the organizational structure and internal
objectives of the collective. Belated recognition of
the economic pressures that the collective faced, plus
acquired family commitments, undoubtedly contributed to
the present desire of the collective to improve the
financial performance of the enterprise.

The original objectives of 'Whole Grain Foods’ were the
promotion of wholefoods. The internal and
financial/economic objectives of the co-op were not
similarly defined. Whilst the expansion of the
business fulfilled the objective of promoting
wholefoods, and also, theoretically at least, the
objectives of those members of the co-operative who
were motivated primarily by a desire to improve their
economic rewards, these two aims were not synonymous,
Financial difficulties following the expansion of the
gshop highlighted in a dramatic way the differences in
objectives between members of the co-operative, and a
drift towards the development of what were generally
perceived to be incompatible objectives.

key dynamics of organizational life

In this final section, I will briefly summarise some of
the more important underlying features of
organizational life emerging from the study.

a) Changes in member commitments

As members of the two organizations studied grew older,
their level of outside commitments changed, and their
financial needs increased. Starting a family, or having
to support one, lay behind much of the pressure for
wage rises and improvements in profitability at both
'The Bean Shop’ and ’'Whole Grain Foods’. This, in
turn, led to pressure within the organization for
economic growth as a way of meeting these needs and
increasing responsibilities.

b) The impact of growth
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. ‘nﬂermlnlng
asplratlons of the collectlve as the
casual workers had no ‘legal stake in the enterprise and

. .iwere.much:less likely to attend the weekly meetings of

than 1ncoﬁpe
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;and othem»members of the
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the short ter@\at least, a damaglng effect
internal 3001aliobject1ve .0f some: of the
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“terms, the ecc
“the division of labour that ex1sted w1th1n the co-
operatlve, and its dependence upon key individuals like
.Simon. It also:led to: some ‘pressure towards
‘differentials to reflect ’ e '
and level, of “respongibilt
to whlch all members of the co- o{

c)  The" 1mportance of recru1tment and tralnlng
procedures -

; which ‘was not a viewpoint
t1ve subscribed.

5 i
In both organlzatlons recnultmentxand training was
relatlvely informal and, ad-hoc.: At -'The Bean Shop

this wasg' partly 1nev1table because ofithe small size of
the collective. "It was also. the case, however, that
the 1nd1V1duallst culture that-hasievolved over the
cyears‘méant tHat it'was difficult-for -members to
assemble crlte ia for the recru1tment of :new members,
of 'a body  of recognlsed and . commonly ‘shared procedures
‘that could be communicated, to ‘a,new-member as part of
their - tralnlng Shortcomlngs in - tralnlng and
recruitment procedures were even more apparent at
'Whole Grain Foods’. The separate development of shop
and warehouse were facilitated by the lack of commonly
agreed recruitment procedures and training programmes
for new workers. This lack, as I have already
suggested, was related to the differences in objective
between members, particularly between shop and
warehouse workers. It was also fostered by the
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existence of the wide competence gap between Simon and
other members: so as well as there being disagreement
about who was the most appropriate type of worker to
recruit, and what was the most appropriate kind of
training to give, there were also problems arising from
the failure of the co-operative to establish procedures
for the routinization of entrepreneurial decision
making.

d) The relationship between entrepreneurs/leaders and
the rest of the organization

People with management skills, experience, and
entrepreneurial flair are all important to co-operative
organizations. As the case study of 'The Bean Shop’
indicates, the absence of particular business skills
meant that the collective were handicapped in their
efforts to expand the business and its profitability.
By contrast, 'Whole Grain Foods’ was much more
successful - in certain respects at least - in its
efforts to expand. It is arguable, however, whether
the expansion of 'Whole Grain Foods’ would have
occurred at all had it not been for the efforts of
Simon. Nevertheless, Simon’s role within the co-
operative contributed to a number of other
difficulties, primarily because of his comparative lack
of accountability to other members of the co-op. The
issue of accountability, however, has three main
facets.

(i) First, for historical reasons, and due to his
commitment to the formal objectives of the co-
operative and his ability, Simon was in a strong
position to determine the directions and speed of
economic growth within the co-operative.

(ii) There was also the issue of the lack of interest
by other members in making Simon more accountable.
This may have been either because of apathy and
cynicism due to the failure of the co-operative to
resolve the question of accountability in the
past, or because of lack of interest or ability
amongst members: an attitude in which members
were happy to avoid the responsibility of
participating in certain levels of control of the
enterprise. These sorts of difficulties were
perhaps amplified by the shortcomings in the
recruitment procedure.




A final note on objectlves
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both, outlined” above “The . parameters of- these
objectlves range from the economic. (ie; ‘the’
maximisation :of 1ncome, the profltablllty of "the
business, etc) through the external-social-- (1e, the
promotion of wholefoods, the development ;and -
maintenance of service orlentatlons, etc), through to
what may be termed the internal-social {ie, the
specific mechanisms and. procedures desired by* members
to. ensure’ partlcular levels of participation in
ownership-and control are, exer01sed) : Examlnlng the
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a) t'Balance" e W
A successful co-operative appears to be one that is
able to find a successful balance between its

objectives. There appear to be two reasons why such a
balance is not often achieved. Firstly, the economic




position of the co-operative may ensure that the
economic objectives of a co-operative must be given
priority: a poor trading location, a new, or a
competitive market will all influence to varying
degrees the emphasis the co-operative must place upon
economic aims. If the co-operative ignores these
external factors then it will more likely than not
fail. Secondly, one set of objectives may be promoted
at the expense of the other for reasons of ideology -
for example, due to a desire to promote the product or
service, or the wish to create and maintain a relaxed
and convivial working environment.

There are essentially two reasons for co-operatives to
strive to attain a balance between their aims and
objectives. The first is a moral justification. Co-
operative Rules embody values and principles that
transcend the premises of the capitalist free market
economy, which regards the working behaviour of men and
women as an overwhelmingly economically motivated
activity. Co-operatives are in the free market
capitalist economy but not of it - instead, they are in
a fundamental way designed to allow their members to
pursue both economic and social objectives. This is
reflected in the circumstances of their origins in the
19th Century as a response of the labouring classes to
capitalist production, both socially, through attempts
made to create non-alienating working relationships,
and economically, through the attempts that were made
to prevent economic exploitation, create and protect
jobs, and realise the fruits of production. Morally,
therefore, the pursuit of one set of objectives at the
expense of the other is not easily justified. However,
there is also a second, pragmatic, justification. This
involves consideration of what happens when the two
principal categories of objective, economic and social,
extrinsic and intrinsic, become out of balance.

b) Organizational drift

Drift occurs as a result of the perceived non-
fulfilment of a particular set of objectives, once
embodied in the agenda of organizational life and
gshared by some members. The detachment of unsuccessful
or unrealised objectives from those that are successful
can be said to permit the further elaboration of both
sets of objective without reference to one another.

The greater the perceived gap between fulfilled and
unfulfilled aim, the weaker becomes the consensus
required for the organization to continue to function
smoothly and without major changes. This has two
effects:
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whlch through stlfllng conflict, prevents the
creative expression of differing views and an
ambiguity between collectively held and individual
objectives.

c) Organizational slack

If this theoretical model of the relationship between
objectives in the case studies of these two
organizations is correct, then one mechanism that may
be employed to prevent the occurrence of drift is that
of organizational slack. Lockett (1978) defines slack
as

.the excess of total resources available
to members of the coalition of interests
running the organization over the ’'necessary
payments’ required to maintain that
coalition.’

Essentially, Lockett’s contention is that
organizational slack in the form of excess resources
can be used to offset the costs of participation in co-
operative organizations. Conversely, an absence of
these excess resources may frustrate attempts to
develop democratic procedures and there may be instead
a tightening of control over the available resources by
those with the power to exercise his control.

If one accepts the central importance of the
relationship between different kinds of aim and
objective in shaping the dynamics of organizational
life and many of the problems and issues confronting
members, then Lockett’s cost-benefit analysis in terms
of organizational slack can be usefully applied to
develop our understanding of the relationship between
objectives. For example, what may involve costs for
one kind of aim may involve benefits for another.
However, the different kinds of benefit which may
accrue may create an excess of particular kinds of
resource, or slack, which could be utilised to reduce
costs to another kind of aim. Put crudely, the pursuit
of economic objectives, and consequent economic success
will give the co-operative economic slack that may be
utilised by members to develop the co-operative’s
social aims: the training of new members,
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experimentation with different kinds of work
organization, payment for attendance at meetings, etc.
Alternatively, pursuit of internal-social sorts of
objective and consequent success in these respects may
generate a different kind of slack that could be used
to promote the development of economic objectives:
goodwill, tolerance, selflessness, friendliness: all
these sorts of qualities may generate a general
atmosphere conducive (though not automatically leading)
to improved productivity and efficiency.
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© FOOTNOTES

Casual workers were a potentlal problem because
theoretically they constituted a exploitable group
within the co-operative due to the fact that they
had no employment rights or ability to exercise
participation in ownership or control. Their
comparative lack of responsibility and low level
of commitment to the co-operative encouraged a
view (amongst some of the warehouse workers who
were members of the co-op) that the existing
status of packing room workers was the correct
one, and that their employment by the co-operative
was consistent with the desire of warehouse
workers to maximise opportunities for the economic
expansion of the business. That casual workers
were probably not exploited, on balance, was
irrelevant to this fact.

In general terms, meritocrats were likely to
assume that individual members possessed different
abilities, levels of commitment, and motivation,
and that such differences should be rewarded in
the pay structure/management structure of the co-
op. Egalitarians on the other hand, tended to
assume equality in such concepts as ability sought
to reduce the extent of pay differentials and
favoured the adoption of more democratic working
practices.

GLEB: Greater London Enterprise Board.
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Probe reasons why people have left. (Note any
interesting people we might want to follow up and
interview.)

Decision-Making

1
2
3

How do decisions get made in the co-op?
How are meetings run: re chairing, agendas?

What is the style of decision-making eg voting,
consensus etc?

Has this changed over the life of the co-op?

Co~ordinating and Contracl Functions

1 How is work in the co-op co-ordinated?
2 How do people know what to do?
3 If someone is not doing their job properly how is
the issue handled?
If someone has to be disciplined how is this done?
5 If someone has a grievance how will it be dealt
with?
6 Has this changed during the life of the co-op?
Ma}keting
1 How does the co-op market itself?
2 Who carries out these tasks? (Probe: specialists
vs job rotations. Reason for this?)
3 How is it decided what should be donev?
4 Has this changed over the life of the co-op?
Administration
1 What are the main admin jobsg?
2 Who does them? (Probe: specialist vs job
rotation. Reasons for this?)
3 How is it decided what should be done?
4 Has this changed over the life of the co-op?
Financial Management
1 How does the co-op manage its finances?
2 Who carries out these tasks?
3 How are decisions made in this area?
4 Has this changed over the life of the co-op?
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Has co-op experlenced any problems if managlng its
flnances? _ VoL mdt

N (XN
opade

Eitern;i Advice and Assistance
1

Has co-op had any external advice and assistance?
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2 If yes:
~ who from?
- as what issues?
- how effective wag it?

skills
1 What are skills, qualifications backgrounds of key
workers?
2 Has co-~op experienced problems in getting people
of the right skill? why? Does it relate to being
a co-op?

General Interview with Members: Member background,
attitudes and experiences of working in a Co-operative

Joining the Co-op, Motivation

1 When did you join the co-op?
2 Why did you join the co-op?

3 Did you know anything about worker co-ops before
joining?
4 Was the fact that this was a co-op of any

importance in your decision to work here?

why have you stayed here?

what if anything would entice you to change jobs?
What do you like most about working here?

What do you like least about working here?

® 3 & »n

Background
1 What did you do before joning the co-op?
2 What qualification, experience do you have?

3 What are your main interests activities outside of
work (probe for political, community activism)?

1 Can you describe briefly the job that you do in
the co-op? (Probe for additional tasks eg admin.)

2 Has your job changed or.developed since you first
joined?
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.Co-operation-

What does belng

Myoﬁ explaln what agco—épxls to a friend
no 1dea‘wha; one. wasgi; = /

,_.oﬁop -arewto youd! (Probe- ownershlp,
‘access to economic returns;’ ability ‘to affect
decisions; developing new skills etc.)

3B BEE

1

i . Meetings and Dec1510n—Mak1ng

oy o

Do you usually go to meetlngs of the co-op? (Probe
reasons - partlcularly 1f not. ) e

Do you enjoy meetlngs? Why?

. 1ade,, ¢ 'meetlngs? (Probe
‘consensusw majofltyietc‘etp.);

RN

Are all decisions taken at general meeting or are
some taken elswhere? (If some taken elsewhere,
probe what decisions and how they are taken.)
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Do you feel that you personally are able to
influence the way decisions are made? (Probe for
reasons behind answer.)

How much influence do you feel others in the co-op
have? (If possible get the person to rank people
(or groups?))

Does the fact that different people have different
amounts of influence matter? (Probe)

Do different people have different roles or
specialisations in meetings? (eg leader,
organiser, facilitator, some people good at
business.)

Changes/Development/Problems in the Co-op

1

What events or incidents have been most memorable
to you whilst in the co-op?

Have there been any important developments or
changeg in the business side of the co-op whilst
you have been there?

Have there been any important developments in the
way the co-op is run, or socially whilst you have
been there?

what, if any, have been the main problems the co-
op has faced whilst you’ve been involved with it?

Have there been any conflicts in the co-op whilst
you’ve been here? If yes what were they about?
How were attempts made to resolve them? Were they
successful?

Social Relations in the Co-op

Who do you see most of in the co-op? Who do you
Do you meet any members of the co-op outside work

Do you think that there are any problems in
combining friendship with working relationsghips?

1
talk to most?
2
as friends?
3
Impact on Attitudes/Ideas
1

Has working in the co-op changed your attitudes or
opinions in any way? (eg about work, about
organisations, about business, about relationships
with other people.)
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Costs and Benefits of Working

1 What do you think are the costs and benefits of
working in a co-op?

benefits costs
(possible) (possible)
(Probe; 1 more control 1 too much responsibility

2 more interesting job 2 too many job demands
3 material benefits 3 too much conflict
4 in line with values 4 low pay

5 new skills

Business
1 Do you feel you understand the business side of
the co-op?
2 Is your knowledge sufficient to be able to

influence decisions?

Emerging Issues

1 Discuss and follow up important issues that have
emerged in previous fieldwork as necessary.

2 Follow up specialties or areas of expertise the
person may have eg finance, marketing, production
control.

CC/bml NOVEMBER 1987






