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Preface

The premise of this book, edited by Jerome M. Rosow of Exxon Corpora-
tion, is that the American world of wotk is caught up in the cross currents of
rapid change and that our socicty therefore ought to take a new and larger
view of this world and a look at the quality of life it reflects.

As the participants of the Forty thisd American Assembly (The Changing
World of Work) at Arden House, November 1973, concluded in their final
report, “improving the place, the organization, and the nature of work can
lead to better work performance and a better quality of tife in the society.”
The essays which follow discuss the pros and cons of that assertion; and no
marter where the authors come out, they agree that the questions posed are
vital to the enlargement of public understanding—for the lives of all of us
are organized around ow jobs and the work ethic embedded in our cultural
values.

The American Assembly is a national public affairs forum and remains
neutral in its attitude toward the subjects presented. The Assembly should
be held accountable for the conduct of the forum but not for the opinions
therein, or herein, which beloig to the participants themselves, Similarly, no
o1 » should ssume that the financial supporter of this American Assembly
program—The Ford Foundativn—endoises the opinions on these pages.

Clifford C. Nelson
Prestdent
The American Assembly

i ERIC 8

Aruitoxt provided by Eic:




E

The Energy Crisis .
and the World of Work:
A Note

The energy crisis has created a new urgency for change at the work
place Toduay the human side of the euterpiise Jooms as a antical factor in the
accomrodation of industry tu a period of scaraty. Shouitages of energy, of
materials, and of equipment are evideut. The magor hidden resource is the
untipped human po.cntial of the work ferce within cach urganization in our
society.

At rhis time of rising unit labor costs, general inflationary pressures, and the
need tv 1undin competitive, companies must turn to their workers to achieve
the ac ustment effectively. Greater humanizativn of working life can be ad-
vanced in concert with measuies to incrcase productivity, reduce waste, and
increase the conscrvation of energy and matarials. The key element involves
the active participation of worhers at all levels in these nutual goals. The
thicat of a new cra of scarcity presents new motivations for management to
take a fiesh lovk at old values, tigid practices, and extravagant programs which
have placed u low value upon the human factor.

Irrespective of the degree of autemation, mechanization, or computerization,
every system depends upun people. These employees have a real desire to do
mute, to carry meaningful responsibility, and w Lave personal involvement
in decisions and activns affecting their jobs and their products. This applics to
almost every vecupation and cvery organization. Emplouyees also have a strong
sense of survival and an amiiety o preserve their jobs at 2 time of majur
econumic readjustment. The first and most lugival place for productive in-
volvement is at the work place. Now is the time fur esperimentation and
change to bring the talents of employees to bear on the era of scarcity.

REDESIGN OF WORKING HOURS

There are two interesting options which present themselves:

The Four Day Week— L ager hours cach day in exchange for a full day off
is an cnergy saving option. It would save encrgy for everyone—the worker,
the company, and the community faalitics. Although the four-day week ap-
plics to « very small fracticn of American business at this time, the rapad
shift in econvmic cor Ditions pushes tlus option to the forefront. Maximum

ix
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X The Energy Crisis and the World of 1Work

savings would be achivved if the entite vperation shifts to four days, how-
ever, the ofice o plaut wuld renain operativnal five ot even sin days a
weeh The empluyees would only be requited o woik four day by alternating
thar schedules (eg., Monday-Thursday, Tucsday-Friday, and Wednesday-
Satindayy Whae Cie operation could duse for thace days evary week, this
coulld be promoted through communitywide action and possibly linked with
the fout-day school week. The cnergy savings hac would be substantial. The
motale, eiacney, and job satisfaction gains would alsu be substantial.

Over two-thuds of the companics which have adopted the four day week
attest to sigmficant productivity gains. In recent surveys thice fourths of the
woirhers Lase widicated inprovements in family life, tecreation, and job satis-
faction and interest in their work.

Flexetime—Tlus is a new trend in Western Europe. It gives workers greater
frecdom and indiaduality of hfesiyles wathout any adverse cffects on produc
tvity. The worker vwes a fised number of hours each weck or each month.
Walun cortam linats such 8 a maximum and minimum nmmber of hours
each day u cettam fined pertods when attendance is compulsory, ie., 10 AM.
to 3 P.6), the worker may come to work and leave work at times of his own
choosing. The worker may select louger hows vne day than another, vary the
patieric to meet persotal needs, and even accumulate enough eatra hours to
take a half.day o1 eveu a whole day off.

Flexiime is a natural for the energy crisis. It would lisperse people in
knge urban areas and bicak duwn the peaking of ravel evesy morning and
every evemug. Tt would fadilitate car puols, case pressurcs on urban trans-
portanon, and give workas @ greater personal fieedom, which they desire.
Wotkets conld vriganze therr working life schedules to suit personal needs
and tastes rather than Le forced to conform to 1igid and inflexible work
schedules, Tt gives wothers mote tesponsibility and a sense of trust Women
could adjust thar hours w theit child-caie needs. All workers would reduce
tenstont and inacase both their loyalty and their independence.

JMR.
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Jerome M. Rosow

Introduction

The Public Debate

Recentdy Chou En-lai, premier of the People’s Republic of
China was discussing Maoism with a Westein visitor. He noted that
only 5 perzent of the Chinese people do not support Chairman Mao,
or agice with the Chinese way of life. Then the brilliant Chinese
philosopher paused, looked thoughtfully at liis visitor, and said: “How-
ever, 5 percent amounts to 40 million people!”

Apply the same test to America. Only change the question to job
satisfaction, instead of political philosophy. In 1473, 77 pereent ex-
pressed work satisfaction. But 23 percent were cither dissatisfied or
expressed no opinion. The 11 percent who admitted that they were
dissatisfied cquals about 11 million people!

Is job satistaction an issue whose time has come? Certainly the pub-
lic debate attests to the vitality of the problem. The 1975 auto negotia-
tions attest to the fact that the quality of working life has moved from
academic debate to hard talk at the bargaining table and into print
in the labor contract.

This Forty-third American Assembly is considering the contempo-
rary issue of job satisfaction. In the changing woild of the scventies,
are Americans achieving a reasonable degree of social and personal sat-

JErOME M. Rosow, assistant secretary of labor in the early Nixon years, is
now the Fxxon Corporalion’s manager of public affairs planmng. e 1s chair-
man of the President’s Addiisory Gommiltee on Federal Pay and was vice
chairman of the National Productivity Commission. Editor Rosow kas served
as chainnan or member of numerous other public and private panels on a
variely of work problems during a 3o year carecr m both government and busi-
ness. He has written widely on compensation, manpower planning, produc.
tivity, and blue-collar problems,
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isfaction in their jubs where they spend over 2,000 hours each yean —-
and over 4o years in a lifetime?

Somchow the issue has attracted two opposing groups: those who
exalt the Amcrican cconomy and idealize its achievements and con-
clude American worhas never had it so good, and othcrs who are
champions of the wo ker, idealizing luman psychic and social needs,
and deeryving the failme of private emtarprise to humanize work. In a
semse the beat and vitality of this wontioversy establishes the validity
of the issuc. Othcrwise the debate would have died out long ago. The
HEW report Work in dAmerica is a broad documentation of existing
problems of job satisfaction which has struck a respunsive chord. Yet
the isstie renmutins scarching for definition and balanee, and most im-
portant of all, long-term solutions.

The work cthic vs. the welfare cthic has been part of a social and
cconomic confiontativn between two value systems. Thus the work
cthic was politicized so that hard work developed a halo, and the re-
jection of dirty, dead end low paying jobs was associated with laziness
and indolence. The polatization was part of two national political
campaigns in 1468 and 1972 and has contributed to a political split
and some confuston among the national labor leaders themsclves.
Somchow the exaliation of work was unrclated to the growing national
concern with the overall quality of life, Yet, more and more the Ameri-
can work force is scehing more fiom work than money alone.

In recent years the quality of work issue has enjoyed a new vogue of
public attention, despite the fact that it has yet to 1ank among the top
national prioritics. It is an umerging issue which will demand more
attention and better solutions. It is an issue which will not quictly
disappear. The sluggish produdctivity of the sccond half of the sixties;
the Nison attention o blue-collar wotkers, the formation of a National
Commission on Productivity, the conduct of congressional hearings;
the tash of legislative proposals, the passage of the first Occupational
Health & Safety Act in 1g70, the bursting seminars and conferences;
thie flood of new bouks and news magazine cover stories and the re
surgence of readership interest in such human interest material all con-
firm that there is a genuine problem. Albeit a problem without simple
solutions.

The Worker and His Job

ATTITUDES

Work is at the core of life. Consider the deeper meanings of work
to the individual and to life values. work means being a good pro-

RIC 12
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vider, it means autonomy, it pays off in success, and it establishes self-
respect or selfworth,. Within this fumework, the pason who openly
confesses adtive job dissatisfaction is virtually admitting failuic as a
nun, and failme in fulfilling his moial 1ol in sodicty. Since work re-
sides at the very cote of life values, self esteem wlors thie 1€sponse to
job satisfuction attitude surveys. A negative amswar may negate the
life style amd the very ego of the individual. It may well involse a pain-
ful, if not impussible, denia’ of Lasic goals in life. It is tatamount
to an admission of un inability to achicve and pu forn an ceonomic,
useful, and productive role in socicty, in the famiily, in the diurdh, and
in the community.

By conurast the “satisficd™ response is a confirmation of some meas-
ure of success in the real world of work, It 1efledts a self-image of one’s
place in the competitive mataialistic sodiety of today. It confums per-
sonal adaptability and adjustment to redlity and the inr ., sense of
doing as well as can be expected, considering the difficulty of finding
and holding a job. The Ligh propottion of satisficd workers in Ametica
77 pereent) is a measure of then ceonomic self esteem. It also refices
on their adaptability and capacity to “fitin,” to adjust themselves and
their expectations to the relativedy rigid requireniants of the workplace.
It is a mewsure of man’s capadity 10 aweept the commonplace demands
of life, especially the endless demands of thie job, It is also a reflection
of the low level of expectations of many workers.

EXPECTATIONS

The American worker has a high tireshold of tolerance for his oc-
cupational world. Trustiations and sacrifices, long hows or unpleasant
conditions, nagging supcervision, dull, boring work. are all taken in
stide. The American adult accepts with equanimity the need to sac-
rifice in order to succeed as a full time, paid employee who exclianges
his labor for income to provide for hinsef and lis family. Workers
have beer inculeated from caily childhood, not only with the work
ethic, but with the capeaations that work is lind, involves sacrifice,
and does not cquate with pleasure or pasonal fullillment. The rising
expectations and aspitations of the new entrants into the labor market
may change this long tam accommodation as mote people expect more
from work.

Lxpectations for satisfaction (plus incomce) from work are relatively
low, except for the younger workers, This lias a negative effect upon
output, quality, and overall cfficiency. The older wurkers have tem-
peied theit expectations by secking a full release from work thiough
catlier and better pumsions. Of course, expectations 1ise and fall with

kllC i3
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the business cycle. In tmes of full cployment turnoser rises and work-
ets dumand woie—usually i pay and benefits, Duning 1ecessions and
high uncmployment workers draw into their shcdls and lower thein ex-
peciations.

As long as these expectations remdin low and encased in a mold of
sclfsacanifice, the workplace will temain innnutable. “Fhe ceonomic com-
mitwent to produces and profits exceeds any conmmitment 0 huan
needs. People continue to accomimodate to jobs that are relatively in-
flenible and locked into a larger total system. The wotld of work re-
mdains unchanged in a changing woirld. The typical worker seems un-
able to do anything about it. The typical union is uncertain what it
could do if it tried. Lmnplosers ae content to pa form ai effective eco-
nonne tole placng capital and tedimology abicad of human relation .

ECONOMIC ASPECTS

Wages have advanced at a good clip. The minimum wage initially
fised at twenty-fise cents is muving towand two dollars per hour. Aver-
age total private wages we nea four dollars per hour. In addition, a
panuply of bencfits have evolved since 1y47 with the bicakthrough of
pemsion bargaiing. Thus the warkplace provides varying degrees of:
vacations, holidays, other time off with pay, health inswance, life in-
SULANLE, SLAVLTAlCL pay, supplumonal unanployment benefits, and pen-
sions. These average about 25 percent of payroll and bring the howly
labot cost to five dollars per hour.

Liployment benefit plans have grown tremendously since 1950. The
number of persons induded in hospital inswanee, life instance, and
recnament plans has wipled. Coverage under smgical, 1egular medical,
and major-medical expense plans las expanded at an even gieater
pace. These longrun gains are further aceentuated when the number
of woutkers covered is 1elated to the total labor force. The proportion
of the amployed wvilian wage and salary force with some type of health
instinance thiough the place of cmployment has expanded from 50 to
8u pucent. The percent with group life insmance and death benefits
has inacased fiom 4o to almost 70 percent. Private retirement plans
cover ncatly 5o peteent of the private work force, more than double
the proportion for 1950.

Despite these impressive statistics, under the existing institutional
structiire, a sizcable portion of the Labor force faces substantial barricrs
it obtaming these basic protections through their place of employ-
ment. For private retitement aud temporary disability plans, the cov-
erage gap remams quite luge. Whereas fo percent aie covered by pri-
vate pension plans—the other half of the labor force are without any

O
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private pension plin coverage. These facts assist us in maintaining a
sense of proportion.

This growth of money wages and related benefits has taken place
within a systemi of howmtly pav without major adoption of incentive
swtems or profit shaving progiams. The wage earner is controlled by
the time clock, not by his product or by the inheremt continuity of his
clfort. The occupational shift to service and goveinment cmployment
and the expansion of white-collar and professional work las spread
more security of income by usc of payment by the week, month, or
year But the class distinctions in pay systems continue to prevail.
Furthermore, work is rmely a process of group participation with a
clear refationship between results and resards. Usually, it is individual
hire—pay for the job--withont direct linkage to costs, profits, or pro-
ductivity. Even bonus plans are related to salary levels rather than
individual efficiency.

We cannot ignore the fact that millions of Americans are wor king
full-time, full year and carning less than the poierty level for a fanuly
of four. These people labeled as the “working poor” have no cco-
nomic satisfaction from work. They have no benefits, leisure, or se-
cwity In the South about onc-fourth of the total lubor force carns
Iess than two dollars per hour. Another 4.5 million people are unem-
ploved and unable to find a job.

At the other extreme bluc-collar workers are attaining annual in-
comes between $135,000 and $20,000 and hatve become part of middle
America. Therefore. the cconomic achicvements for American wor kers
are diverse, incomplete, and cannot be exalted without serious qualifi-
cation.

PSYCHIC NEEDS

Man does not live by bread alone. Even executives and professionals
have confessed to serious job dissatisfactions despite salaries in six fig-
ures. Every worker wants some dignity in the job he does, some sclf-
respect, a reasonable degree of status and a sense of self-worth.

Since men and women are capable of rational thought, since they are
trained, educated and able to fearn at ail ages, and since they are sub-
ject to mamy pressures to succeed, they aspire for more. Animals may
resist physical abuse, but they are not troubled by psychic needs.

Work with dignity has not been defined as a hunan right. Work with-
our dignity becomes degrading and mean. It imposes serious emotional
penaltics. Workers are not nwmbers on the time dock or in the com-
puter They want to apply their knowledge, they desire to use their
physical and mental alents, they want to be treated as people at least

RIC 45
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cquual to, if mot abuve, the process of production. Fred E. Emery and
Einar Thootad have dehned an exeellent list of the desitable com-
ponents of jobs:

(i) The nced for the content of a job to be reasonably demanding of the
wother in terme other than sheer endurance, and yet to provide a
minimum of varicty (not necessaily novelty);

(ii) the need w be able to luarn on the jub and to go on learning—again
it is 2 question of neither too much nor too little;

(i) the need for some minimal arca of decision making that the individual
can call his own;

(iv) the nued for sume minimal degree of social support and recognition
in the workplace;

() the neud for the individual to be able to relate what he does and

what he produces to his social life;

(vi) the nead w fud that the job leads to some sort of desirable future
(not necessarily promotion).

~—

THE LEISURE MYTH

Lasure for Ancrican workers is more myth than reality. Gross aver-
age weekly howss in the private sector dedined from go.g in 1947 to
37.2 in 197.2—a diop of three hours per week, or about 8 percent. This
i> a very slow deching, amd hows have been quite stable during the
late siaties and carly scventies. Inflation, taxes, high cost of education
of duldren, and other cconomic pressures have intervened to block
any tade-off of income for leisure in terms of the workweek.

Flesitime, inceased vacations, more holidays, the four-day week,
voluntary overtime, and other 1earrangements in the packaging of the
wotkweek o1 the work year are significant devclopments. But they
sLould be distinguished from thic theory of the leisure class.

The Workplace

Society at large has been more open and responsive to change
than has the workplace. Modifications liave occnred in the institutions
of marriage aud the family, in sexual mores, and in the legal rights of
youth. Public opimion has indueed cianges toward abortion, birtls con-
trol, premuarrtal sex, “open” niariages, rising divorce rates, diug use,
the aghtecn-year-old vote, homosesuality, pornography, and the wom-
en’s liberation movenient.

Contrast tus with the workplace. Jobs themselves have hardly
clianged. Dr. Robert I Guest revisited and wrote “The Man on the
Assembly Line—A Generation Later” and drew the overall conclusion
that expressed dissatnsfactions and the intanity of these dissatisfactions

16
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are the same today as in 1449, Customs and practices resist change. The
organizational hicraichy pusists, communication moves thiough tor-
mal channels, paiticipation is limited o1 nonexistent, opportumty for
sclf expression is often counterproductive, and conformiry by em-
ployees is required. Recent concessions to diess and hair styles are
surface masks that only convey an awma of permissiveness. They d
not refiect the immutable nature of the 1elitionship between a man
aud his job.

The world of woirk remains in stark contrast to the woilkd away from
work Particulaily today, society is in ferment. Self-fulfillment and a
new attitude toward nature and self are emerging—and not only among
youth or women. Socicty itself has becone more tolerant and pernus-
sive without any apparent shock to its growth o1 survival. Only the
workplace remains unchanged in a changing world,

The emerging confrontation between the woiker and his job is more
than a psychic demand. It is an issuc of major economic significance to
the individual fnm, to entire industries, and to the economy as a whole,
Worker attitudes and adjustments to the workplace have a direct bear-
ing upon productivity, costs, quality of product, profitability, and
competitiveness in the world markets.

Serious problans in labor relations and personnel performance can
be traced to the quality of working life, as distinguished from direct
wages and bencfits. .\bsentecism, turnover, grievances, and strikes are
indicators of the smface abrasiveness of the woikplace. Poor product
quality, growing customer dissatisfaction, wasted matetials, and climb-
ing unit Iabor costs are other evidences of serious friction between
employees and their environment at work.

The employer is not required to establish a happy workplace. He
is motivated to create and maintain a productive workplace. Thus the
balance between people and production requires a more sensitive in-
terestin hwman relations. The notion that people work only for money
and seck their real satisfactions away from woik is not valid. People
have real needs at the workplace and the more these are satisfied, the
greater their personal involvement and motivation to participate at
their highest levels of achievement.

L J * * * *

This Book: Highlights

AN OVERVIEW

This modest volume is organized in three parts: An Overview, Con-
temporary Issues, and New Horizons. Part 1, An Overview, establishes

17
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the cultural, socivlogical, and cconomic setting of the American worker.
Part I's two cliaptars relate the past to the present and point toward
future developments.

Di. Duniel Yankelovich's initial chapter is a principal “think piece.”
He discusses man and his relationship to his family and sodiety at
large, with work as the uaditional linchpin of these relationships.
Through the cyes of a psychologist and leading social thinker we see
the continuing transformation of woik values and the work ethic. The
11y meaning of work is ttaced back to its religious origins which estab-
lish the dlear and binding mowal commotations which prevail to this
day.

Four themes desciibe the contemporary meaning of the work cthic
for the majority of the adult population. These serve to sharpen the
defmition of the woik cthic. Against this backdiop the chapter ex-
amtines new cultmal tends which are gradually transfoiming the work
cthie. These incdude the changing definition of success; 1educed fears
of econontic insecunity; a new division of labor between the sexes; a
spreading psychology of entitlement, and a spreading disillusionment
with the cult of efficiency. These changes are basic and distinctive since
they have cultural impact upon life in general and work in particular.

Against this cultural landseape, Dr. Yankelovich discusses life values
and their subtle effcets upon work values. Thus, he confronts the con-
uoversy which is the cye of the storm in this Forty-third American
Assembly—whether or not Americans are satisfied with their work! He
places the issue in dear focus by dcfining three critical variables: the
age of the worker, the expectations attached to the job, and the dis-
tinction between economic and psychological work satisfactions.

Linking the uew cultural values to distinet groups in the labor force,
the author provides new insights into the future of the work ethic in
America. He notes that the five cultural trends are having an uneven
elfect upon different groups—in particular, upon the young college-
educated, the noncollege youth, and women of all ages and levels of
education. The impact of these cultural trends is predicted to have
uneven effects upon the aspitations aud achievements of these mem-
bers of the labor force of tomorrow.

Finally, Dr. Yankelovich provides a schematic depicting the future
impact of cultural trends and contrasting the work cthic of the 196os
with the work ethic of the 1g70s.

Chapter 2, titled “The Changing Economy and Labor Force,” pro-
vides a sweeping 1eview of the cmploymentielated dimensions of the
American economy over the past several gencrations. Dr. Eli Ginzberg,
professor of economics and director, Conservation of IIuman Re-
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sources, Columbia Unisvasity, is one of the nation’s leading experts in
this subject area. Thoe basic data whidh delineate the changing char-
acter of the Amctican labor furce provide a framewotk for assessing
theories of work satisfaction,

Fitst, D Ginsbuarg delincates the changing contours of the American
economy, particudarly the stuctinal danges which govern the work
in owr socicty. e draws our attention to the extensive, largescale
changes in industiial sttucting, viganizational forms, and occupational
disuibution. Since those tanlonuations aie so complex, the author
cautions against simple sumunatics of their meaning. He especially
cautions against the difficulty of 1clating these changes to the funda-
mental issue of worker satisfaction.

Examining the changing chaaderistics of the labor force, Dr. Ginz-
berg turns from externa stiucture o a study of the individual Ameri-
can worker. He contiasts the worker of the ryg2os with the worker of
the 1g70s, covering a jo-year span of immense differences in family
background, education expectations, and life styles. He then closely
analyzes the so called spedial groups: blacks, women and youth.

The analysis of blucks in the work force seveals striking improve-
ments in foimal schooling, definite gains in employment in higher-
ranking occupations, and significant improvement in family inceme.
However, Dr. Ginzberg points out that these gains shiould not obscure
the distiessing aspects that continue to persist. Among these are lower
levels of family income, o small proportion of college entrants, and
continuing discrimination in many sectors of American life.

Women are considered in tems of education, occupations, and
earnings. Educational tiends reveal new breakthroughs in the profes-
sions of medicine and law. Owcupational findings show persistent dif-
fcrences in long tam concentrations of women in relatively few low-
paying ficlds Then, the predicament of youth, particularly young
people with employment handicaps, is reviewed.

Finally, in search of & perspective on the link between the cconomy'’s
structral changes and dunges in work satisfaction, the author draws
five inferences. They characterize the transformation of the American
labor force. The inferences are. (1) the gicater and growing role of
women, especially martied women, in the world of work, (2) a substan-
tal risc in cducation of new ennants and a corresponding shift to
service and white collar jobs, (3) litle pressure for reduction of the
comentional workday or wutkweek; (4) slow growth of trade unions
revedling no new urge to orgauis, and (5) the dynamism of discontent
cmbedded in work relations in a modern democratic sodiety.

Louking to the future, Dr. Giucbarg foresees some possibility of ris-
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ing discontent among the better-educated managetial workers. Ile fore-
casts a new eta of trade olls between work and leisme and shifts of
opportunities from older to younger workers. .\ Lager 1ole for govern-
ment in resolving collective bagaining within natiowal incomes poli-
cics is also hinted withont defining structinal featunes, Of counse, the
issue of disaimination is eapected to hold sway in the yeas alicad.
Finually, the combination of moie education, reduced fear of uncploy-
ment, and higher family income will loosen the tight tic between peo-
ple and work. Thus, we may anticipate more conflicts in the aena of

wortk Dr Gingberg, the labor economist, juins Dr. Yankelovich, the
social thinker,

GONTEMPORARY ISSUES

Paurt II considers contemporary issues of worker satisfaction under
three headings. First, chapter 3 considers the workers themselves—thicir
attitudes toward work, and hiow they have adjusted. Chapter 4 ad-
dresses one of the major dilemmus, namely, the unions’ futwe role in
achicving an improved quality in working life. Finally, chapter 5 con-
siders the workplace in relation to the economic cffects of worker dis-
satisluctions. What is revealed by the hard cconomic data publislied
in national sources?

Clupter 3 comsiders the central issue—workers, their attitudes, and
their adjustments, Di. George Stranss, ptofessor of business adminis-
tration, Univensity of Califuinia at Bukeley, reviews the growing con-
can with an alleged erosion of the Amarican work ethic. He addiesses
Lasic questions. How dissatisfied are wotkers with their jobs? Does this
dissatisfaction arise cliefly from repetitive, unchallenging work? Or
dare low pay, incpt supervision, or bloched opportunity more impor tant
catises? What me the tends for the future? Is dissatisfaction growing?

Di. Suauss confronts thwse difficult and ofien conuoversial guestions
in an objective, balanced mannet as lie weighs the evidence of count-
less studies and reports to Lelp the reader draw lis own conclusions.

The chapter begius with a review of the extent of dissatisfaction, the
impact of 1outine wotk, and recent changes in work attitudes. Despite
divagent tends, the evidence dues not support the view that dissatis-
faction has increased substantially. Neither does it prove that workers
are tnly satisfied. Ratlier, it suggests a difficult and continuing process
of adjustment between the worker and his job.

Di. Suauss considars this adjustment prowess as an accommodation
of mun t¢ his cnvironmeut which occurs at sume psychic costs. Al-
though these psychic costs may not be very great today, hie foresces that
they may inciease in the future. This lcads to a discussion of whether

O

ERIC <0

Aruitoxt provided by Eic:



Introduction I

people and org.nizations clash. The hypothesis of Argyris, Maier and
McGiegor suggests almost inevitable frustiations for cuployees, espe-
cially in mass-producion wotk, since workers wie assumed to aspile
for the satisfaction of social belonging, independence, and growth on
the job. The Maslow theoty of self-actualization is considered more
limited in application to professors and managers than to workers at
large McClelland's work points to wide individual diffeciences in need
fulfillment. Finally, it scems, personality diffiences aie important
variables which, in wun, 14ise questions of cultmal and child-rearing
practices and their influence on work attitudes.

In a biiel, but fascinating section, rwal-urban differences are re-
ported to challenge a pupular assumption that there is @ positive rela-
tionship between jub challenge and job satisfaction. This section also
suggests that 1ural wotkers have inteinalized the Protestant cthic of
work for its own sake—a thesis that deserves fuither consideration,
especially in light of America’s great urban society.

Dr Suanss then reviews the job as a primary source of satisfaction.
In otha words, how impottant is work in human life? Leisure activi-
ties arc not cffective as escapes fiom work frustiation or as sublima-
tions of the quality of lifc on the job. In the absence of this trade-off,
Strauss finds that apathy is a middle gicund for adjustment between
the extremes of satisfaction and dissatisfaction.

Discussing the cential issue of adjustment, tlic chapter offers a sche-
matic chart which presents the employee orientation in relation to the
type of work. This marits study—testing against occupational and per-
sonality data. The analysis continues with a bricf look at social life
and drcams of advancement as substitutes for job satisfaction. Then
it tmns to the contemporary issues of health, personality, and political
alienation—a subject that caught public attention in the 1668 and 1g72
presidential elections. The nature of one’s jub is seen as an influence
on personality and adjustment, both political and pasonal. However
extrinsic, economic factors may equal intrinsic job clements in im-
portance.

Finally, Dr. Strauss concludes with trends for the future. These
point to younger, better educated workers making growing demands
bused on egoistic and sclf actualization needs at the workplace. In con-
clusion, he agices with union leaders who argue that economic (cx-
ninsic) factors are a greater cause of dissatisfaction than any inninsic
problems on the job. Yet, remaining open minded and sympathetic
to the full bicadtl of his analysis, he concedes that there is no reason
to ignoie intinsic factors since inacased productivity is a logical goal,
and such increases have been linked to intrinsic factors.
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Reporting from the plant levels of American industry, Mr. Agis
Salpukas, labor 1eporter with the Detroit burcan of The New York
Times, wrote dupter 4—"Unions. A New Role?” Many academics,
aitics, and journalists luve visualized a new role for unions somewhat
at odds with the evaryday demands upon union leadership. Basically,
the awthor finds the labor leadership eynical, suspicious, and impatient
with the issue of job discontent. At the same time, labor leaders do
believe major cianges are requited at the workplace; that workers’
expectations are rising, and that there are new foo.ntiers for collective
bargaining. Scemingly, hivmanizing jobs poses a calenima and a threat
to the conventional, cconomic role of unions,

Reviewing labor history after the turn of the century, the author
recounts the origins of Ilenry Ford's five-dollars-a-day decision an-
nounced on January 5, tyig. Sixty years ago workers were quitting
the production lines at the startlingly high tmnover peak rate of g8o
pereent. Tlie five-dollars-a duy almost doubled prevailing rates and pro-
vided an ceonomic amswer to the inhuman pace of the assembly line.
Today, anto wages and benchits equal this dadly rate on an hourly basis,
with a surfeit of pramiwn overtime pay to boot. Dues this suggest that
sin generations later accommodation to the assembly line lias remained
a matter of mouey and only money? This may be Detroit’s answer, but
it is not Sweden’s,

Mr. Salpukas traces the rise of unions in the 1930s, the sit-down
strikes, the fight for recognition, and the legal right .o organize and
bargan. Despite the great imbalanee of power at that time, local
stithes did succeed m limiting the wotk pace. During the post-World
War 11 period, tie umion movement enjoyed phenomenal growth.
Collective bargaining expanded its 1cach into new arcas induding pen-
sivm, Lealth nsutance, job sceurity protection, dcconunodations to
autontation, estalation of wages with cost of living changes, and pro-
ductivity issucs,

The mythology of the March, 1972, Lordstown strike in which 8,000
wutkers of UAW Local 112 closed the new Vega plant for 21 days (at
a loss to GM of S13o million) is examined by the author. Popular
stereotypes and academics’ interpretations are set in perspective. Man-
agement as well s Libor luve been disturbed by misinterpretations of
both the Lordstown and Norwood strikes, the latter lasting a record-
breaking 172 duys. "Speedup™ emerges as the key issie which Mr. Sal-
pithas traces cacfudly. This struggle over work standards and manning
Teveds 1s not resolved. In fact, it is of great significance to the issue of job
discontent. The author sees 4 growing wonttadiction between the values
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of a democratic socicty, with its checks and balances, and the rigid
authoritarianisin of the workplace.

New challenges wie rising fiom the rauk and file in auto and steel,
relative to gricvances, job discontent, and greater workar rights on the
plantlevel IHowever, union leadaship 1esponse continues to lag since
wages, hours, fiinges, pensions, liolidays, and more time off 1epresent
immediate pressuie and quick payoffs. In a simple and clear explana-
tion of collective bargaining, Salpukas descibes the process itself as a
bar to consideration of noacconomic issues. Nonceonomic issues are
not universal, predictable, o1 subject to cost contiol. Instead, they are
subtle and difficult to relate to workable trade-offs.

Discussing rank-and-file autitades, the anthor found that intense dis-
like for jobs does not tamslate to pressuies for union action for re-
form. Theie is an obvious gap. High tnnova is a major reason that
unions feel little presswe for dnging work—the most dissatisfied
switch rather than fight. This escape valve is a by-product of free and
open labor markets, but it is not a long-term answer to human frus-
tration or to the psychic or ¢onomic custs to the individual and his
family.

Tuming to solutions, Salpnkas describes the responses of union
leaders such as Reuther, W, Woodcodk, and othars. Among labor
leaders in cor munications, steel and autos, and especially among the
leaders of workers for states, counties and munidipalitics, Salpukas
discerns some shift toward the view that changes in work itsclt may
cventually be needed.

Chapter ; examines the economic cffects of worker dissatisfaction.
Mr. Peter Henle, formerly chicf economist, Burcau of Labor Statistics,
and presently senior labor specialist, Library of Congress, takes a hard,
dispassionate look at the available national statistics. Although he finds
only limited evidence that work disaffection lus impaired the national
cconomy, he does uncover evidence which indicates that disenchant-
ment with work is growing in the United States.

Mr. Henle’s discussion is divided into four headings: labor input,
performance on the job, productivity, and lal,or 1elations. Examumng
first the issuc of any reduction of labor-force activity, Mr. Henle's dis-
cussion of participation in the labor foice diaws a hnoad condusion:
those who have been working hard would like to quit and those who
have not been working regulaily wonld like more work. Men aged
55-61 are pulling out of the labor force (down to 8o percent partidi-
pation) whercas women have been rushing in (up fiom g2 to 44 per-
cent) Overall United States labor force participation 1anks higher than
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Canada, Germuny, or Tialy; about equals Sweden and the United
Kingdom; and is lower than Japan.

Absentecism data is often cited as a sensitive indicator of employee
dissatisfaction. However, national data is shetchy and conceals serions
problems witlun individual companies. Sadly enough, wlile company
attendance 1ecords are sufficiently aeum ate for payroll puposes, they
scldom are adequate for an analysis of absenteeism.

Data available sinee 1465 on part-weeh and entire-week absences
shows a 10 pereent increase in the period 1967-52, with the higlest
tates of part-week abscrees in manufacturiag and government. The
shtpest inereases in parcweek absences apy canin service, trade, wnd
finance. The underlying causes, whetliel wonuact-approsed or work
alienation, me not available from the data, bat this uend is indicative
of both the scarch for Ieiswre and the desite to avoid work.

Quit 1ates aie also semsitive indicators, and turnover 1epesents sig-
nificant direct wosts to the employer. National quit rates are difficult
to interpret becanse thiey are Lighly sensitive to the business ¢ycde and
the labot mahet. Ovardl, an examination of quit rates reveals no
broad-scale changes on a national basis.

Turning to porformance on the job, Mr. Henle examines the quan-
tity of vutput, the Guality of vutput, and the 1ole of aleohol and drugs.
Complaints about puor workmaship, poot quality, thievery, or indus-
ttial sabotage are also dealt with biicfly. On balance, the author finds
it probably suprising that pride in workmanship still persists. Mean-
while, the editor notes that individuel mejor corporations in autos,
clecionics, aud cotbumer goods encounter continaing problems in
miccting wartanty standards, satisfying customer complaints, and ab-
sutbing the wosts of poor products. Probably the most significant non-
statistical mdicator of the dedine in product quality is the cmerging
comsumer movement. In L, in a 1g52 survey of national prioritics,
seven eotsumier issues ranhed among the top ten issues. We can con-
unue to listen for the consumer 1esponse—and regmd it as the final
quality testing-ot United States products.

Trends over the past 25 years have icflected an annual productivity
rate of .2 pereent for the total private cconomy. Reflected in this fig-
ure 1s an nterplay of tedinology, cconomic conditions, employee atti-
tudes, education and tiaining of the work foree. The sharp drop below
the Tong-tam uend during the 1966-70 period (the average fell to 1.5
pacent annuadly) Tus cansed widespread speculation about a dedine
in the work etline. M. Henle bedicves that this drop seems to have been
accountted for almost entirely by prevailing economic conditions. Basi-
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cally, he sces little relation between assembly line operations or un-
pleasant working conditions and 1eeent dianges in productivity.

Labor relations are reviewed in terms of suikes, contract rejections,
gricvances and arbitration, changes in union leadership, and decerti-
fication elections. The author finds that about 20 percent of stiikes are
caused by working conditions (up from 15 percent ten years ago),
which may reveal an inuease of worker discontent. Contract rejections
by wotkers do not indicate any problem since such rejections have de-
clined. Grievances and arbitration present incomplete data, but there
has been an increase in arbitrations, the final step in the gievance
proces. Union leadership reveals higher turnover and shorter tenme.
But the reasons are mixed, and the most significant mcasure of disaf-
fection relates to local union offices where data is lacking. Just as we
found a paucity of data for plant-level absentecism and quits, we lave
discovered little regarding union clections at the local level. Critical
indicators elude us and mask the real facts.

Decartification clections occur when workers feel that the union has
not given them adequate representation. To some extent, such a peti-
tion to change union: is an indicator of worker dissatisfaction with
their union representation and the labor relations system in general.
While there has been some inacase here among sniall bargaining uniis
(1o 5o workers), the overall nimiber of terminations represents a tiny
fraction of total union membership.

Mr. Henle concludes with an optimistic summation of positive fac-
tors countering any trend toward job dissatisfaction. occupational
shifts, improved work environment, increased cducation, leisure and
retitement trends, the growth of part-time jobs, rising levels of pay;
and finally, the great adaptability of the nation’s basic labor-relations
institutions.

NEW IIORIZONS

Part 111, New Horizons, consists of two chapters which focus upon
change and the future. Chapter 6 is an intensive review of case studies
of new initiatives to restructure work. Chapter 5 is an extensive con-
sideration of policy implications and an agenda for the scventies.

Richard E. Walton, professor, Ilarvard Graduate School of Business,
has conducted intensive research in the basic restiucturing of work to
both meet the changing expectations of employees and yield improved
performance. He presents his findings in chapter 6, which is an analysis
of. (1) the problem of empl.yec alienation, (2) the nature of compre-
hensive reform in job design, (8) case experiments in innovation, in
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the United States, Canada and Europe; (f) and problems of survival
and growth.

Iniually, the author presents employee alicnation as a basic, long-
term problem deserving of innovative action. He attacks the inade-
quacy of precemeal reforms which have been in the parade of <hanging
fasluons of personnel programs. Defining a “systemic,” or fully inte-
grauve reform, Dr. Walton states that this involves the way tasks are
packaged into jobs, the way wotkets relate to cach; the way perform.
ance is measured and rewarded, the way positions of authority and
status symbols are structmed, and the way career paths are defined.

This intcresting chapter comes to gips with the dynamics of ex-
puammental work systems based upon twedve pilots in cleven different
compames. The expernimental units were manufacuning plants in the
private seetor, mduding continuons prowess, assembly line and batch-
processing units. Size ranged from one lmndied te five hnndred en.
ployees in over half of the cases. The remainder had fewer than one
hundred employees. Su, essentially, the experiments were contained
wihar rddativedy small units. Locations were evenly divided between
tutal and urban and between union and nonunion («lthough the
United States plants were nonunion).

Tluee of the experiments (Shell United Kingdom, Norsk, and Gen-
eral Foudsy were “grass roots” plants in which muanagement tailored
the intanal labor furee to the new coneeptions of work and organiza-
uon. Tlus preselection of the work force as a hand picked elite from
among 4 mudh more heterogencons group of applicants 1aises several
issucs. These experinents conttast with more difficnlt innovations
wlueh must wonfront old viganizations, established institutional and
poser relationstups, ulder ot obsolete equipment and manning levels,
and vested management and labo intaests. It also raises @ more con-
ttoversial issue wluclt Di. Walton omits fiom Lis evaluation, namely,
is prevention of unionism itself one of the basic objectives in such
mmovation? 1f such were the case, we could certainly anticipate fear,
suspicion, and hostility among unions everywhere. From my own ex-
penence in Lsso refincrics and chemica! plants, our grass roots plants
lave, 1 fact, innovated new work oiganizations with few plants re-
maning nonunion. Labor market institutions play a powerful role in
the outcome.

Reviewsng the favorable results of these pilot projects Dr. Walton
names seven wnditions whid increase the udds on diances for success
i trese high-risk ventures. Results are analyzed aitically in terms of
manuing, quality of woark life, and orgunizational performance. Mov-
ing from the short- to the long tesm pruspects for growth and survival

.
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of innuvative work systams, the aunthor reveals the underbving, deep
obstacles to origination, continuation, and dilfusion of vrganizational
changes. This grasp and undastanding of the roadblocks to innova-
tion is funcdamental to futme expaimentation and change. New trav-
clers on this high, twisting 10ad to the future can avail themselves of
this roud map of detours and death traps, Six threats to innovative
work systans are defined and serve to dddineate the fragility of human
innovation within an cxisting production plant. The chapter’s con-
clusion sunumarizes, on an optimisti.. t vte, and points to areas for
further researdht and stidy necessary to advance innovation and im-
prove the quality of working life.

The final chapter discusses “Policy Tplications and Future
Agenda.” Its author is Mr. Sam Zagoria, ditcctor, Labor Management
Relations Service of National League of Cities, United States Confer-
ence of Mayors, and National Assoddation of Counties. Formerly a
member of the National Labor Relations Board, Mr. Zagoria speaks
dircctly to the poliey issucs.

His consideration of the changing work scene in the United States
and Europe provides an engaging review which reaches akead, pre-
senting a realistic agenda. The issuc of worker satisfaction is ap-
proached from the standpoint of particular interest groups. workers,
uiions, employars, and finally govanment. Thus, cach spedial interest
and its motives, needs, and responsibilities at the workplace, in the
community, .nd in socicty are placed in perspective. The author notes
that the somewhat inarticulated individual needs for self-fulfillment
have yet to be translated into coherent demands for change. Recently,
these contflicts between the worker and his jub ¢nvironment have con-
centrated upon trade offs for leisure or escapes from the workplace vary-
ing from 1est periods to the omplete escape of carly retitement. Un-
ion leidership has strtong attachments to ceonomic bread, butter, and
sccurity issucs and considers job satisfaction an issue of lower prionty
which is clusive and hard to define.

Employers face many constraints in taking new initiatives for job
enrichment. Mr. Zagoria lists the critical blockages to change and
briefly notes emerging positive tends. Turning to international de-
velopracents, primuuily in Western Europe, the chapter provides a
sweeping review of worker participation. This participation concept,
which is somewhat forcign to the American lesicon of union-rianage-
ment relations, is placed in the context of the jub satisfaction demands
from which it emerged. Considuring changes over the past few decades,
he reviews Yugoslavia, Austria, West Germany, United Kingdom, Nor-
w.ay and Swelen. This review presents a thumbnail sketch of the rela-
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tionships of management, labor, and government sufficient only to
tempt the 1eader to fullow where the scent of sweet success may lead.

Returning to the three special interest groups with power (unions,
employas and govanment), the author confronts the underlying phil-
osophical questions of change in teims of the responsibility of each.
Scehing o sense of balanee between profits and people, between eco-
nottic and soual toles, Mr. Zagoria intioduces tough questions as to
the balance between the corporate and the community interest. With
a suong pragmatic flavor, he streses the legitimate special-interest
needs opering new high roads to the future. Iis discussion of policy
comsideraaons leads logically to his provocative “Agenda for the Scv-
enties.”

This agenda sets goals and objectives for the achicvement of a mini-
mum level of job satisfaction for all woikers—to impiove the stand-
ards of lining, to protect mental and physical health and welfare, and
to advance individunal fulfillment. This broad thirteen-point social
mandate holds challenges to goveinment, employers and unions, and
cuibraces mnany of the aitical issues that will engage our sodiety for
the balance of this decade and probably into the 198os as well,
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PART ONE: AN OVERVIEW

Dantel Yankelovich

1

‘The Meaning of Work

Locking up from the Grindstone

“Amcticans know more about how to make a living than how to
live.” Although Thorcan made his astute observation on Amciican
life more than a century ago, by and large it ramains valid today. We
still organize onr lives around the struggle to make a living. We place
our cconomic institutions at the centar of the socicty becanse they
acate the jobs and produce the growth that keeps the ceonomy rolling,
We abso organize family life around the job: Lunily responsibilities ae
parccled ont to make it as handy as possible for the male head of the
houscholid to be the cconomic provider, while the wife picks up most
of the residhaal chores. Where we live, how well we live, whom we sce
socially, how we pattern our daily 1outines, how we cducate our chil-
dren—all of these faccts of our lives are dominated by the work we
do tomuke a living.

Many of these social arrangements are now changing. Under the
impact of woman's lib the rigid division of labor in the Limily is be-
ginning to brcak down. People are growing balk; on the job: they
scem less willing than in the past to endure hardships for the sake of
muaking a living. Sumc unions arc now stressing NONCLONONIC issucs
at the barga.. ng table. Many people are secking jobs that may pay
less well Lt oftar a more agrecable life style, And cven the high value

Daset YanneLovieit u president of the social rescarch firm bearing has name,
a seciel and marketing rescarch firm. He s also 1escarch professor of psychology
at New York Univasity and visiting professor of psychology at the New School
for Social Rescarch. L latest book is The Changing Valucs on Campus.
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we place on cconomic growth as the main goal of our society is cast
in doubt. Mi. Nixon, who liss spoken out in defense of the traditional
work cthic many times, lus abso, nonically, challenged the plcmisc on
which the work etlue 1ests: “In the next ten years we will increase our
wealth by fifty percent. The profound question is. Docs this mean that
we will be 50 pureent ridher inany 1l sense, 5o pereent better off, or
50 percent lappicr?” (State of the Union Address, January 1g70). In
posinig this fundaniental question, Mr. Nizon has voiced a doubt that
is spreading to ever larger scgments of the socicety.

We are iving thiough a period of vast cultunal change, the essence
of wludh lics in the tiansformation of work values and the work cthic.
Indeed, so central is the work cthic to American culture that if its
meaning shitts, the dunacta of our society will shift along with it.
Convascly, if our general cultural outlook undergoes a reorientation,
then the changed meanings of work will probubly emerge as the
salient expression of the country’s new social philosophy.

In this chaptar, tollowing a brief discussion of the historical sources
and present incanings of the Ama ican work cthic, we examine five
aspeets of culunal dhange in the counuy that impinge direutly on the
wotk ethic. We then louk at how these shifts in genaal life values are
affecting specific workclated values, particulaly among young people
and wormen—thie groups that we most directly influenced. In the final
seetion, we attempt to forecast bow the work ethic is likely to change
in the foreseeable future,

The American Work Ethic
RELIGIOWUS OIRIGINS

What do we mean by the American work cthic? To trace its origins,
we have to go back to the beginmings of Western civilization, as Adri-
ano Tilgher has cflectively done. The carly Gieeks regarded work as a
curse. The ward for work derives from the Greeh word for sonow,
ponous, suggesting diudgery, heavy-heatedness, exhaustion. Work had
no inherent value for the andent Giecks. They felt thac work enslaved
the worker, chaining him to thie will of others, conupting the soul, and
robbing Lin precisely of thatindependence so highly valued by ancient
Grecek civilization,

For the Hebrews, the meaning of work was almost as bleak, but with
one saving feature. Work was regarded as atonenwent and expiation for
the original sin of disobeying the word of God.

It was Clitistian arvilization that slowly began to build the accrction
of weatiings that have evolved into the modern work cthic. The caily
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Chuistians followed the Tebrews in their conception of work as a pun-
ishment laid on by God for man’s original tiansgiessions. Gradually
several positive meanings accrued to work. The carly Christians saw
work as necessary to maintain the health of body and mind and to kecp
evil thoughts at bay. Contrary to the Greeks, they conceived of work
as a defense against despair rather than as the expression of despair
itself. Like the Hebrews, they too saw work as an act of expiation.
They also looked to work as a way to spread charity and to share with
the needy. Eventually, they came to believe that the accumulation of
worldly goods nced not lead to wickedness and perdition. Since pos-
sessions could be shared with others, God's blessings would shine on
the giver as well as the receiver.

The integration of woik with profitmaking and the ownership of
property came with St. Thomas Aquinas. Codifying the social practice
of his day, Aquinas advanced the concept of the “just price,” i, the
monctary reward for work that enabled a man and his family to scratch
out a livelihood. Up to the time of Aquinas, even though the idea of
work had begun to accumulate some positive meanings, no inherent
virtue attached to work itself. One woiked long enough and hard
enough to support the iimmediate needs of self and family. That rare
person lucky enough to live without working was not scorned by so-
ciety Neither did working longer and hmder than the minimum re-
quired to meet the practical needs of life earn moial brownie points.

It temained for the advent of Protestantisin to invest woik with the
moral meanings we associate with the American work ethic. Martin
Luther took the decisive step when he eliminated the distinction be-
tween working and serving God. Luther conceived of work as a way
to serve God, indeed as the best way. Luther even condemned the
monastic and contemplative life of picty in the monasteries of his day
as expressions of egoism: the symbols of the snobbery and conceit of
monks who thought themselves superior to the common muan. It is
Luther, then, who endowed the idea of woik with an intense religious
and moral character.

Calvinism further strengthened the moral connotations of work. To
the strict Calvinist, dislike or rejection of hard work made dannation
all but inevitable. Because wotk is, in effect, “God’s work’ all men rich
or poor mnst woik, and work unceasingly. Moreover, success at work
when ade tangible in the form of wealth could be taken as a sign
that the work was pleasing to God—especially if the profits from it
could be reinvested and if the work was carried out in a highly or-
ganized, continuwous, and rational form. To work haid was not enough:
the work must be organized in keeping with strict canons of rationality
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and cfficiency. Although later work was to lose its explicit religious
connotations, it has never shaken itself free of the intense moral con-
tent with which it was endowed by the founders of Protestantism.

CONTEMPORARY MEANING OF THE WORK ETHIC

The presentday work etlic in America is rooted in this Protestant
tradition. A study on basic American life values canied ont by Danicl
Yankelovidh, Ine. in the mid 1g6os showed that a majority of the adult
population at that time associated four cultural themes with work.
These themes link work with peoples’ life values and form essential
parts of what we mean by the American work cthic:

The “Good Prouvider” Theme—The breadwinner—the man who
provides for his family—is the 1cal man.

Hee is the link between making a living and the socicty’s definition
of muasculinity. Masculinity las little to do with sexual prowess or
physteal strength o1 aggressiveness or a viiile appearance. For almost
o pucent of the adult population to be a man in our socicty has
meant being a good provider for the family. The concept of mascu-
Inuty licie at issue also conveys overtones of adulthood, responsibility,
intensity of loving care for others.

The Independence Theme—To make a living by working is to
“stand on one’s own two feet” and avoid dependence on others. Work
equals autonomy. To work and be paid for it means one has gained
—and earned—freedom and independence.

The Success Theme—"11ard work always pays off.” Hard work lcads
to success, its furm dependeut on one's abilitics, background, and lcvel
of cducation. For the majority, the “payoff” comes in the form of a
home of one’s own, an ever rising standard of living, and a solid posi-
tion in the community.

The Self-respect Theme—Ilard work of any type has dignity whether
it be menial or exalted. A man’s inherent worth is reflected in the act
of working. Tu work hard at sumcthing and to do it well: a person can
feel good about himself if he keeps faith with this precept.

Manhood, 1espunsibility, ecconumic secunity, independence, freecdlom,
sclt1espect, sueess in life, selfustcem, dignity—this is the moral stuff
from which the daily hife of people is shaped. We often underestimate
the poteney of moral issues in people’s lives, giving more attention o
the practical and pleaswe-seehing sides of life. But most lives are as
immersed 1 a sea of morality as fish are immersed in water: morality
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surrounds us. It is the element we breathe. It is rarely noticed—except
if it is polluted or absent. From this substratum of moral values grows
such diverse phenomena as the traditional American resistance to non-
punitive welfare legislation (because it suggests that not working is
motally acceptable), and the deterioration of morale caused by pro-
longed unemployment, apart fiom its economic consequences (becanse
of the threat to self-respect and self-estcem). Pay for housework has
become @ demand of gieat symbolic significance to the women's move-
ment, one implication of the woik ethic being that work for which
one is not paid connotes second class citizenship—whether it be that of
the housewife or the volunteer.

We begin to sce how deeply embedded the work cthic is in general
cultural values, and why changes in the culture necessarily color the
role and meaning of work.

New Cultural Trends

Let us cxamine some of tiie new cultural trends that are grad-
ually tansforming the woik cthic. They are interrclated, each rein-
furcing the other. For purposes of analysis they can be identified sepa-
rately. Ammong the most impoitant are: the changing meaning of suc-
cess in America, lessening fears of cconomic insecurity; a weakening
of taerigid diviston of ¢ffort between the sexes, a growing “psychology
of catitlement” leading to the acation of new social rights, and spread-
ing disiliusionment with the cult of efficiency.

THE CHANGING MEANING OF SUCCESS

Throughout most of the post World War II era, Americans shaped
their ideas of suceess around moncy, occupational status, possessions,
and the social mobility of their children. To be successful meant “mak-
ing it" in the world of business or in high status professions (doctor,
lawyer, scientist, government official) or in well paying white collar or
skilled blue collar jubs. Success has also been linked with ownership
of one> own home in a “good ncighborhood” and with possessions
that have status symbol value, such as large cars, fur coats, silver flat-
ware, diamond 1ings, swimming pools, and vaction homes. These
have been the tangible signs ol success money can buy. if the goods
of the wotld cluded one, a seeond chance often came along as an op-
purtunity to cncowrage one’s cluldien to “better thamselves” through
higha education as a stepping stone to a good job. In contrast to ua-
ditioial Emopean culture, American childien have wsually been ex-
pected to sumipass their parents in social and economic status. The
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pattern is tritely familiar, lowever it has been changing for some time
now, and in the past few years iras taken a significant turn in a new
direction.

The old compouents of success—money, job status, possessions, and
mobility for childien—still count. Cu tainly, Ameiricans are drawn to
money for its practical uses and also 10 signify to themselves and others
that they lave achicved a nichie in the world. Yet an increasing num-
ber of people are coming to feel that there is sudt a thing as enough
money. And this is new. Few scoff at moncy or reject the opportuuity
to enttance their standard of living, but people are no longer as ready
to make sacrifices for this kind of success as they were in the past. The
audial question has become: “What do I have to give up for the
money?” These days, a “big earner™ who has settled for an unpleasant
lifestyle is no longer considered more sueeessful than someone with
less money who has created an agreeable lifesstyle for himself. There
are, of course, millions of people who adhere to older views of success
as defined eadusively in tens of money, but the tuend is moving away
from them.

Sunilar comsiderations hold for the othier elements of success. Many
studies in the souological literatwie show that people find it casy to
rank jobs by the aegiees of prestige that adhere to types of occupation.
Yet the status of ductors, scientists, lawyers, amd business executives
las begun to lose sume of its Iustie—especially if achieving occupa-
tional success inmvolves sacrifice and unpleasantness. The prestige of the
business exceutive, for example, has plummeted in recent years. A 1973
study cartied out by the Opinion Rescarch Compuany shows the public
ranking of tie professions in terms of prostige in the following order:
Pliysician (66 percent), Scientist (59 pereent), Lawyer (4 percent), Min-
ister (44 percent), Enginea (qo percent), Architect (40 percent), U. S.
Congressnan (39 pereent), Banker (33 percent), Accountant (29 per-
cent), Businessman (20 percent).

Material possessions, tou, lave begun to lose some of their connota-
tions ol success. This is not to say that Americans have lost their taste
for material goods. We still surround ourschves with appliances, televi-
siont sets, charcoal grills, power lawmmowers, snowmobiles, and the
other assorted gear associated with American life. And the love affair
with thie automobile continues unabated. But it Tus changed its char-
acter. The owncship of « huge, gas-guzzling, boatlike car is no longer
thie crowning symbol of having arrived in the world. Few people these
days celebrate cadi move up the hictarcly of success by the size and
make of automobile they own.
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Pethaps most significantly, the trend is away from postponing self
gratification in vrdar to sme the upward mobility of one’s childien,
One of the old-time favorite plots of filins and bouks concerns the hard-
working, self-denying parent who works day and night as charwoman,
laundiess or laborer to insure the success of a child. Today, such sce-
narios are tinged with nostalgia, the campy appeal of a bygone era. The
Jewish motha for whom “my-son the doctor ™ is a single word, the auto
asscibly line worker who says, “I'll make any sactifice so that my kids
can go to college to better themselves and not end up as I have,” the
parent who feels that his life will be fulfilled if and only if Lis chiwdien
surpass Liim in sociveconomic status—all are stock figures in a reced-
ing past. They exist—but in ever fewer numbers.

It 15 important to avoid misunderstanding. I .am not saying that par-
ents are no longer willing to make saaiifices for their children, They
are and they do, pethaps as much as in the past. What I wish to under-
line is that people tend less to view the suceess of theit own lives in
terns of their childien’s lives. They want their children to be success-
ful. They are willing to give them whatever advantages they can afford.
But they no lunger 1egad vicarious living through their children as a
proper substitute for suceess in their own lives, They feel they have
their own lives to live, and do not need to live through their children.

The era of keeping up with the Joneses—so blatant a part of the
Amcrican landscape of the 1ysos—also appears to be undergoing a
gradual transformation. The individual’s definition of suceess has
somehow beeome less fialy anchored in the world of possessions,
status, money. In the process it has lost much of its treadmill, rat-race
chan acter—that open ended, never satisfied compubion to accumualate
mote and more money, moie and more possessions, more and more
status symbols to confirm a higher rank in the hierarchy. The era of
the step-up fiom Cliewiolet to Buick, from Buick to Pontiac; from
Pontiac to Oldsmobile, from Oldsmmubile to Cadillag; and from Cadil-
L, presumably, to heaven—that era is dead and gone—at least for
the majority of Americans today.

What has taken its place? New ideas about success tevolve around
various forms of sclf fulfillment. The emphasis now is on the self and
ity unrealized “potential,” a self that cries out fur expression, satisfac-
tion, actualization. If the key motif of the past was “keeping up with
the Joneses,” today it is “I have my own life to live—let Jones shift
for himsclf.” The new consciousness about the self dues not destioy
the older definition of suceess as money and vecupational status. But
it diminishes the relative importance of “gouds” to the individual.
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They have, as it were, to move over to make way for the newcomer.
Money, possessions, a good position—these can and do become instiu-
ments of self-expression. But in the prucess, a subtle but faracaching
tansformation takes place. They become means, rather than ends in
themselves. And, most significantly, they are not the only means avail-
able but must compete with other less materialistic means of self-ful-
fillment such as being closer to natute, finding new ways to be “urea-
tive,” spending more time with friends.

The new national presccupation with self-fulf:llment assumes some
strange forms which, unfortunately, we must bypass if we aie not to
be diverted from our main theme. But let me mention in passing
several consequences of the growing attachment to self-fulfillment. The
empliasis on sclf modifies the character of the bonds which tie the
individual to sucial institutions—the family, employer, community,
church, trade union, political party, nation. No longer can these in-
stitutions assume the automatic and “uncarned” loyalty of the indi-
vidual. The willingness of people to subordinate themschves unques-
tivningly to some Luger entity for the sake of an implicit common
good is slowly disappearing. Instead, peuple are asking why they
should be loyal and what fulfillment for themselves they can derive
from being a part of a larger unit.

The sprouting of communes among the young is often cited as a
counter example of the nend oward selfcentered individualism. In-
dead, many communes with their resemblance to extended families, do
express the hunger for belonging to a lager cummunity. Often, how-
cier, communes tuin out to be louse aggregates of individualy, cach
one preowupicd with his own personal needs, Without the discipline
to subordinate the scHf to the larger unit, the ties that bind the group
become umavcled and the commune disintegrates. This foim of change
dous not characterize all communes, of course, but it does desaibe a
number of them.

The breakdown of certain types of confornity is another conse-
quence of the new ideas about success. Each person is assumed to be
unique. Thus tolerance for offbeat and unusual life styles to express
ond’s mdividuality is spreading. This does not mean that social con-
forinity is now collapsing around our heads. On duser inspection, most
“unique” life styles take on a standard luok. But conformity in prac-
tice 15 not the same as sodial pressure to conform, or the feeling that
one must wonfui to get along (“you get alung by going aleng™). Peo-
ple feel itis all right to conform if conformity is one’s own fice choice.
Later in this chapter, I will relate this new attitude toward confoimity
to the work cthic.
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REDUCED FEAR OF LCONOMIC INSECURITY

Less general in its ellect on the enlture, but equally fraught with
significance for the work ethic, is a greatly reduced fear of ceonomic
inseeurity. Vast segments of the public have grown less fearful that
cconomic catasttoplie will stike without warning and render than
destitute. Of course, inflation distinhs people and causes them to be
distiessed about making ends meet. But people today are less afraid
of lusing their jobs, Lacing a poverty stricken old age, or finding them-
selves in a situation wlhere they are unable to cope economically.

To illustrate the cange. in the 1g72 prosidential clection campaign,
despite a relativedy high rate of unemployment, the uncmployment is-
suc proved to be of minor importance. According to the New York
Times, Yankelovidh election survey, the number one issue was Vietnam
(51 percent). Inflation was the second most intpurtant issue (37 per-
cent). Unemployment was far down the list, in about cighth or ninth
position—of concern to fewer than 10 percent of the voters. It was
almost as if only the voters who were unemployed concaned them-
sclves with the problem. Several decades ago, politicians would have
regarded so negligible o role for uneniployment in a presidential cam-
paign as mimaginable.

Econtomic scanity has not become less important to people. For
niost, cLonumic seetnity continues to dominate their lives. But today
people take some economic seeurity for granted. If they are working,
the future prospect that they might be unable to make a living scems
curiously inreal,

For many genarations an unspoken consensus prevailed in the coun-
try, s0 widespread and univarsally aceepted that there lias been no need
to nuke it explicit. the consensus held that economic security is so
important und su difficult to insure that no sacrifice is oo great for the
sakhe of preserving it This silent assumption has dominated our na-
tional life. Its unchallenged acceptance lias given own sodiety its dis-
tinctise chiaracta, shiaping common goals, and parvading the political
and cconomic life of the nation. For example, if an industiial plant
was spewing pollutants into a ncarby wataway and the commumty
objected, all the plant manager would have to say was, “That will
mean we'll have to Lay off a fow hundred men,” and typically the com-
munity would back off from its demands.

In the past fow years, the consansus las begun to collapse. A majority
of adults (approximately Gu pareent) state that they continue o place
ceonomic sceutity above all vther goals, but a substantial 4o pacent
minority say that they aie now prepared to take certain risks with
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their own and the nation’s cconomic secniity for the saie of enhunding
the yuality of 1ife, W ac not surprised to find that the majority still
adhieres to the old view, what is striking is that so large a minotity is
adopted this new and farreaching valne-orientation.

One comequence of the lessened fear of cconomic insecurity is a
growing willingness to take unprecedented tishs. This confidenie per-
tains both to pursonal life and to national policy. Peonle are seehing to
realize new values rcdating to the preservation of the enviromment, to
sclf enhancenient and, as we shall shortly discuss, to the quality of
working life.

ECONOMIC DIVISION OF LABOR BETWEEN THE SEXES

Economic factors have played a large role in maintaining the rigid
division of labor between the senes that is so prominent a feature of
family life in America. As noted carlier, the prevailing coneeption of
maseulinity lias turned on ceonomic rather than sexual potency. being
a good provider is more highly valued than being good in bed. For a
m., espedially if he is marriad, to fail in his ceonomic mission means
mute than low sodial status. The standards of thie socicty have been
su intarnalized that failure as a provider suffuses most men with guile
and a sense of inadequacy.

Man is 1espumsible for making a living and this role is all-important
and dl comsunnng. Thus the wife automatically becones the help nate
and rosidua legatee of most othier family responsibilitics, especially
cate of hiome and Kids. Like the man’s 1ole, the woman's, in addition
to ity practical cconunic aspects, abbo takes on emotional overtones
edgad by fear and anxiety. Divorce has often raised the spectre of
dustitution for the wife, In the marriage itself, a wide range of rigid
motal stundards has accumulated around homamaking, child raising,
house beautification, deaning, covking, washing, diapering, and comn-
furting the hard-wotking male. Woe mnto the wife who found herself
wanting in these roles, ioweva educated and trained shie may have
been for other missions in Life. So deeply internalized have these stand-
ards been that women oftan exaggerated die disapprovad of fricnds and
neighbors when they failed to live up to their own expectations. So-
cicty has had little need to enforee these standards. The job has been
donc by the fash and sting of the woman’s own guilt. For both men
and women any letup in the rigid obligations and willinguess to make
pursonal sacrifices in order to preserve ccononiic seeurity has often
stimnlated fantasics of disaster.

One comsequence of thie reduced fear of cconomic insecurity has been
a wononutant Jusening in the fear and guit expaicnced by people
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when they take o mote casual attitude toward their role obligations
in maniage. "The iron ceonomic discipline tat maintained the igidity
of the sex roles in the past has weakened. Undar the impact of the
women's libaation movement a far greater flexibility las marked the
relationship between the sexes.

Tou say that the wle relationships between the sexes me growing
mote flexible is not 0 say that they awe disappearing altogether.
Women, as well as men, almost unisersally 1eject the idea that roles
and e ponsibilities for men and women should become interchange-
able. The notion that the man should stay howme and do the cooking
and houscheeping while the woman goes ont and cans the living is
strongly 1esisted-—mote by women than by men. Fewer than one in
ten aceept the idea that sharply defined roles based on sex shonld be
entitely climinated. The majority of women continue to feel that
homemaking is more satisfying than a job. They also state that they
would 1espect @ man less if he penmitted his wife to carn a living
whilc he stayed home, Moreover, most women do not feel that their
role s homemaker is an inheently unequal role in the family. Ms.
magwine o the wontary, women gencrally, espedially manried women,
sce men oy thoughtful and considerate pantnus—not as exploitative
muale chauvinist pigs.

Increasingly, women accept the idea that both husband and wife
mday work, but the woman'’s economic 1ole continues to be regarded
as supplomental, The roponsibility for making the living still falls on
the man, athough more and more responsibility is coming to be
shared.

While most people reject an interchange of roles between men and
wonen, they are ey much i favor of an casier, moie flexible division
of cffurt. Gradually, year by year, they are accepting a more informal,
less fixed separation of obligations, xpectations, and responsibilities.
A myjority of families today feel that 1t is perfectly all right for men
to participate in shopping and in deaning the home, and more than
tinee out of ten families look with favor on men paiticipating in daily
nied! preparation, Comvesely, the idea of women working for puposes
of scdf llillment rather than econumic motises gains wider aceeptance
all the time. Aud, in fact, women are pouring into the waik foree in
unpiecedented numbears - and ae g faster rate than men. (Women now
constitute almost o pereent of the total work force) These Labor par-
ticipation rates el us nothing about the psychological reasons for
wotk, It is here that the real change is taking place. Women have
always worked for cconomic reasuns, but now, superimposed on the
ceonommic motive, is the powerful psydiolugical foree of sclfrealization.
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Its effects are changing work values almost as much as thy are chang-
ing the natme of the family.

THE PSYCHOLOGY OF ENTITLEMENT

A fourth category of culunal change is a spreading ps.ychol'ogy_ of
entitlement, the growth of a broad new agenda of “social 1ights,” This
is the psychological process whereby o person’s wants or desites become
converted into a set of presumed rights,

From, “I would like to have a secure retirenient” to “Y have the right to
a secure retirement,” .

From, “If I could afford it, I would have the best medical care,” to I have
the right to the best medical care whether I can afford it or not.”

From, “My job would mean mere to e if I had more to say about how
things are nm,” to “I have the right to take part in decisions that
affect my job.”

From, “I'd like to have a job that gives me pleasure and satisfaction, rather
than just something I do to make a living” w0 “I have a right to
work on sumething that lets nie do a good job and gives me pleas-
nre,”

Fzum, “l hope we will be able to afford to send our children to college,”
to “Our children have as much right to a higher education as any-
body else.”

From, “I hope that this breakfast cereal is fresh,” to *I have the right to
kaow when it was made and how long it will siay fresh.”

This process is not new. Indeed, it is a very old trend, long recognized
by social scientists as part of a worldwide rewwlution of rising expecta-
tions In recent years it has acecicrated, and it has assumed new politi-
cal and institutional forms. It is the effects of these trends expressed
in varions social movements that we have been feeling so acutely in
the past few years.

The concept of social rights has always exerted a stiong foree in our
socicty, but in recent years o number of uew institutional forms have
sprimg up that inaneusely shorten the time span between the individ-
ual’s sense of eutitlanent and political action. In the 1960s o variety
of social moremwents came into being—the divil 1ights movement, the
student movement, the uulug) tiovanent, the cousuner movainent,
the woi:ords movement, the gay liberation movement, ete, These mote-
ments seried to mticalate, define, and shape a fidh agenda of new so-
cial rights. The teelmique of comsciousness 1aising advanced by wom-
er’s lib, for example, institutionalized thie protess whaceby the gen-
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eralized discontent of women became transmuted into sharply defined
social rights.

Ralph Nader crystallized a vagne wave of consumer uncasiness into
a powerful pressure for new government legislation, The growing con-
viction that one has certain rights that are not being met fuels organ-
ized efforts to achiceve chiange. These clforts assume the ever more so-
phisticated form of lobbying, fund raising. organization of protest,
formation of pressure gronps, congressional testimeny, skillful exploi-
tation of media, drafting of legislation, and other foims of intervening
in the national opinion making and policy making process. Giadnally,
each one of the social movements and the new rights they embody
come to focus pressure on government—the federal government in
particular, but also state and local governments, The logic here is that,
by definition, a social right implics that its satisfaction be guaranteed,
and in the long rin the guaantor is usually the government. As in-
dividnal desires and privileges become converted into rights, the mar-
ketplace-—the forum for expressing desires—is gradually being con-
stricted by the political process and by regulative and legislative mecha-
nisins for enforcing rights. It is this process more than any other that
accounts for the moving line of demarcation between the public sector
and the private sector which, as Daaiel Bell has observed working
from a diflerent somce of data, is one of the hallmarks of an cmaging
post-industrial society.

THE ADVERSARY CULTURE CHALLENGES THE CULT OF EFFICIENCY

Max Weber, a founder of iodein sociology, believed that the mas-
ter key to the fate of Western industrial socicties lay in the mplacable
unfoldirg of the process of “rationalization.” By 1ationalization Weber
meant a bioader version of wlhat a modern plant manager tries to do
when he “rationalizes” his production line, i.c., oiganizes it so that he
can produce the most products at the greatest speed for the least
amoumnt at the lowest cost, with all the standardization and controls
that this process implics. Weber predicted that in modern industrial
society the process of 1ationalization and burcaua atization wonld not
remain confined to the domains of Lusiness and govennnent, e fore-
saw rationalization sprcading to arcas as diverse as music, religion,
¢cconomics. law, and politics. All of onr Luge institutions, Lie obseived,
tend tow.rd inexorable systematization. In the 1ationalized suciety that
tesults, relations among men become 1uled by how useful people are
in performing their utilitarian function. People, in eflect, become the
roles they play in cairying ont the functions of the society. Institutions
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grow ever more organizud in order to contribute more cficiently to the
whole. And a1 false sense of progiess, to which we attibute the highest
of moral purpuses, accompanices the catire prowess of growth piled
upon growtl, svstem on systen.

Weber identified the psycholugical motive for rationalization as the
passion for muastering the emvitomment. He predicted that we would
pay a high price in human satisfaction with cvery step we took toward
perfcdting the process of rationalization. He also noted that one conse-
quence of increasing cfficiency would be to strip life of all nnystary and
charnt Abotve all, he feared that the prowess wonld extend beyond the
regulation of niur's economic and political activities to stifle his pri-
vate and personal life.

In the post-World War II culture of the United States, the process
of rationalization has 1cached deeply into the social structure. Cur
large business corpotations, “think tanks,” govcrmment agencics, and
ntany other institutions muded theniselves on systems of organization
that strive to redlize the ideals of costeffectiveness, division of effort,
eflicieney, measwenient of results, statistical controls, objectification
of function, and budget, program, planning systems. Somctimes these
ideals are carried beyond the boundaries of practicality, with quantita-
tive methods and “rational” procedures becoming enshrined into rules
of uperation for their owin sake, even when they actually interfere with
the task at hand.

In many parts of American culture, the passion for rationalization
and cfficiendy has become, in Gordon Allpuit’s phrase, “functionally
autonomous” amd cxists almost independenzly of the job to be done.
This is a cast of mind, an cxpression of temperament, a form of re-
lateduess to the world that is peculiarly Westetn and niodern. In
Victnam, for example, the enaphiasis placed by the United States niili-
tary commnrund on “Kill ratios™ and quantitative computer-based meth-
ods for comparing village pacification rates became a virulent form
of irratiomalismt rather than the highest expression of the rational
mind. There is 2 quality of evangelical dogmatisin and fanaticism in
the B. F. Skinners and Dr. Strangeloves of our era, whose approach
to every aspeet of life betrays a large component of irrationality that
lics, like @ worm, hidden in the fruits of our tedmological advances.

This, at any rate, is the view lickd by the counter-culture, and widely
spread aiaong today’s best-educated youtlr, They see the emphasis on
cfficiency, quantitative methods, and cost-cffeativeness s expressions
of minds blinded by dogma. if not by il incarnate. The rejection of
the rationalizing mode of thought is implat in the modern return-to-
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nature movement wnld explicit in the works of many of the culture
heroes of today’s college-bred vouth,

In the past few yems. a questioning of the values of efficiency has
Just begun to reach beyond the confines of the countar-enltme. The
form it assumes in the general popnlation is not nealy as extrume or
doctrinaire. But the avaage American is beginning to wonder whether
two great a concan with cficiency and 1utionahzation is not robbing
his life, just as Weber suspected it would, of the exdtement, adven-
tue, mystery, romance, and pleasme for which he yeanms—especially
if he is a young American. To be sure, people ame annoved when the
telephone docs not woik or their automobile mechanic does not know
what he is doing Noncthicless, they arc beginning to stspect the ments
of values centering on cfficiency, planning, and oiganization of time.

Life Values and Their Effect on Work Values

We have been examining five forms of cnltural change: emerging
new delinitions of suceess; a dvindling fear of economic iseetrity;
motce flexible man wife role relations, a spreading psycholugy of en-
titlement; and the growth in the adversary culture of a scrious chal-
lenge to the calt of cfficicney. These changes, and uot others, have been
selected ont of the vast sweep of sudial transfornations in our sodiety
becanse. (a) they represent cultural as distinet fiom the kind of struc-
tural changes that we examined in the next chapter; (by they are im-
portant cnongh to mait special attention; and, (¢) they ae cither
slowly cating away at the wark ethic or are likely to do so in the fore-
sceable future. Let us now examine how these social changes affect
work values.

The important question of whether or not Americans are satisfied
with their woik is presently bugged down in a heated but fiuitless
controversy. On the vne side are those observers of the woik scene
who dte public opinion polls to prove that the overruding majority
of Amcticans are satisfied with their woik. The other side, represented
by muny sodiolu.ists, industrial psycholugists, journalists, and other
observars, point to a variety of statistics, observations, and studies that
show a rising tide of disaffection in the work foice.

Which side is correct? Well . . . both are. Each party to the con-
trovasy has fastened onto a different facct of a complex, multifaceted
problam. The sceming contradiction between than is more apparant
thanreal. It can probably be resolved —and a usefal perspective gained
—by keeping three variables in mind. the age of the worker, the ex-
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pedtations he (or shic) biings to the job, and the dillerence between
the ceonomic and poychologieal satistactions people seek from their
work.

ECONOMIC SATISFACTIONS

The hey ceunomic satisfactions people look for from their jobs are
a good salary, the prospects for o secine tetnanent, and jub sceanity.
Sigmficantly, most people today who ate employed full-time fecl that
these ceonomic needs e now being met by their jobs, muie or less
satisfactorily. This fecling, mouie than any other, acates a climate of
social stability that was lacking in the 19305 when the countuy faced
what then appeared to be the insoluble problem of mass unemploy-
ment. This is @ puint of cadinal importance. If we aie to retain per-
spective on changes in the wotk ethic, we must always bear in mind
that most people who work for a living do so mainly for economic
reasuns and that the large mnajority of them feel that their econumic
expectations are met by their current jobs.

This is the picture presented by the public opinion polls (and ana-
lysad in detail by Profussor Strauss in chapter g). Although it is coriect
as far as it goes, it is a dangerously incomplete basis for judging the
present situation. The typical opinion poll question, “All things con-
sidered, would you say you are very satisfied, somewhat satisfied or not
at all satisficd with your job:™ is a poor indicator of underlying work
attitudes for a vatiety of 1casuns (€.g., cxpectations are not made ex-
plicit, thae are ambiguities in what the 1esponse means, and an in-
seisitivity to conflict). Yet, even the opinion polls have shown a steady
crosion in expressed work satisfaction over the past decade (from an

7 percent high in 1964 to a 77 pereent level of satisfaction in 1973,
according to the Gallup Poll). If we now take age, expuctations, and
the psychologicat boncdits sought from work into account, we develop
a fullar, more accmate picture. Taking age 35 as a dividing point, we
find that most wotking peouple over g5 expect and demand little moie
fiomm their jobs than the ceonumic benefits of income, job sccurity,
amd scawme 1ctitement. Most of thuse over 35 want more from their
jobs, but they do not demand more as a matter of social right. They
are willing to seulde for the cconomic rewards. The psychology of en-
titlunent has not spread to than, but is Lugely confined to younger
people

The two most disaffected groups of working people in the country
ate people under 23, both men and women, and blacks of all ages.
T he 1easons for their discontent are sharply different. Typically, blacks
are unhappy because than basic cconomic demands are not being met.
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Youag white men and women, athiough they too are concerned with
ceonumics, are restive because they wie tuned into the psychological
benefits of work—and they do not feel they we being fulhlled.

PSYCHOLOGICAL BENEFITS

There are three psychological benefits people would like to gain
from their work. One is the oppot tunity to advance to more imerest-
ing, varicd, and satisfying work that also pays better and wins moie
recognition than their current jub. This is, of course, a traditional
wotk desite with an economic as well as a psychological component,
But the psycholugical side of the job mobility demand is gradually
growing more important.

The desire to do a guod job at whatever one is doing—a part of the
traditional work ethic—is a second psychological gratification sought
by people. This is an cven more univers.! desite than job mobility and
is expressed by people of all ages, levels of education, sex, and race.
This desire is often misunderstood—and underestimated—by cmploy-
ers. Many employers believe that the dasire to do a good job is some-
thing they themselies inculeate in employees—either by threatening
punishmcm if people do not do a goud job (firing them, withholding
recogintion, passing them up for promotion, ignoring them in decision
making, cte) ot by offering positive tneentives in the form of money,
praie, and added responsibility. Yet the desire to do a good job is
not ucated by cmployers by means of their systems of rewards and
punishments. It is a deeply 100ted need that people bring with them
to their woirk, and as such is one of the country’s greatest strengths.

Althiough employers do not instill the desiie to do a good jub, they
can casily destivy or frustrate it—and often do. Rewognizing the fra-
gility of this motive is probably the most persuasive argument ad-
vaneed by those who writicize the cult of efficiency. Our proliferation
of muanagement systems and buieauctatic controls—expressions of the
rationalizing mind—often Kill off the spontancous desire to do a goud
job. People become mere “personnel” caught in a web of rules and
contradictory policies that often make it most difficult to cnjoy work
and get satisfaction from doing it well. There is, of course, nothing
new about this psychological need cither.

The thurd category of psychological need is comparatively new, at
least i thie sense that it is rapidly spreading to more and more people.
This is the yearning to find self fulfillment through “meaningful
work.” By meamngful work people wsually mean. (1) work in which
they can bewene involved, committed, and interested; (2) woirk that
challenges them to the utmost of their capabilitics, and (3) participa-
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tion in dedsion making. A growing number of yonung people cadi year
say that they e preparad o tade ol salaey and other ceononiic bene-
fits in exchange fur wmeaningful, seli fullilling work, ie, work that
offers them more than money.

It should be stiessed that nearly evervone would like to enjoy both
types of benefis from thicir jubs—economic and psyehiological. Aliost
all now expect the ceonomic benefits -mcreasingly as a matter of right,
But only the younger people feel they we entitled to some of the pyy-
cholugical benddits as a tight tathar than as a matter of luck o1 special
effort on their part.

Impact of Cultural Trends

This brief sketch indicates that the work population is not uni-
formly affected by the new cultiral tends. Older workers, except for
the managerial professional categories, are least affected. Blacks and
othiar ethmic winotities are too absuibed in uying to catch up to be
greatly influenced by what are, to o large eatent, tendendes that pre-
suppose affluence. White males in the middle wotk years, 3o to 50, and
in the muddle income range, are just beginning to feel the faint
stining of new ideas about quality of working life. There we thiee
distinet groups on whom the new caliaral values have left a maked
impunt, givimg us some dacs about where the work ethic may be head-
ing m the future. These we (1) young college educated people; (2)
young people without a college education, and (3) wonen of all ages
and degrees of education. These three groups are the caniers of new
attitudes and values about work that will, if present tiends continue,
spread to the work foree as a whole They must be discussed separately
because the new cultural values impact cacht group in radically differ-
ent ways.

COLLEGE YOUTH

For the past decade, we have seen many new values incubated on
out college campuses and caniad by the media to the rest of the coun-
uy. In vur erg, the campus is the pnncipal breeding ground o new
values, T the nud sisues some new values appeared on campus in the
guise of radical New Left politics. By the beginning of the decade of
tite seventies, pohitical activism fell off abruptly, no louger stimulated
by the draft and the war in Southeast Asia. The ttue natwme of 1hie
caimpus rehetlion now stands out more dearly —as a quest for new life
styles and Life values with work related values as an impottant part of
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this scarche Since the nation’s cunpnses are generally regarded as the
sttonghold of the countar-culiag, churacterized by alicnation and op-
position to taditional Amcaican values, this s where one might ex-
poet W find the most radical deparune rom the middle-class work
cthic and old-fashioned work values. The uth is fu more complex.
In some ways, today’s college students are the Teast alienated group
in the sudicty; in other ways, they are in the forcfiont of the search
for new work valnes.

Significant findings derive from a series of five rescarch studies con-
ducted among national woss sections of college students by thie Yanke-
lovide roseareh organization between 1967 and 1973, The studics wee
spotbured by the JDR prd Fund, the Carnegie Cot poration, CBS News,
LForfune magazine and othas,! At fust, the findings appear contra-
dictory and confusing. They £l into place onee we stop thinking
about vur college youth as tebeds and stue thinking about them in
taditional sodiological terms as o privileged upper-middle-class group
being trained for positions of authority and influence in the society.

Luterest in w practical canea viicntation among college students in-
acased steadily between gy and 1g73. The 1esearch shows a slow
Lut constunt increase in the nambea of young people whose main mo-
tive in going to wllege is the practical one of preparing themselves
for wsuceessful career in the socicty. In 1467, 55 percent announced
taat this was their chiief goal matending wollege. In 146y, the number
bad acept up to 57 pueent, in 1gj70 to 6u pureent, in 1971 to 61 per-
cent, and in 1973 to 66 percent:

Total College Students (€7)

1973 1971 1970 1959 1967

“For ne, college is mainly a praciical maver. 66 61 o 57 55
With a college educaion I can earn more
money, have a more imeresting career and
enjoy a bener position in the society.”

In 1oponse to a question on whicther they would welcome less haad
work in the future, only thice vut of ten students said they would,
and mote students rejected this prospect than embraced it:

! Tlic following 1973 data are diawn from a national ¢oss section study of Ameri-
can south baad cu g500 poosonal sstavews, wnduadied by Daidd Yaukedovich, Tnc.
for ic DR id Tuud, Casncgie Coipoiation, Edaa McConndd! Clark Fuundauun,
Hazen Fuundatun, and Andiew W, Mellun Foundation.
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Total College Students (%)

1973 1971 1970 1969

Would welcome less emnphasis on working hard in the
future. 31 30 24 31
Reject this idea. 50 44 48 41

In a serivs of questions exploring the extent of student adherence to
uadittenal American belicts, the researchers found that in 1973 a large
84 pucent majority subscribed to the belief that it was “very important
to do any job (one was doing) well.”

Thus far, we sce a stong endorsement of conventional work values
—the puisuit of an education for the sake of a career, a willingness to
wotk hard, and the desire to do a good job. Then we come to some
new departures. Among the belicls probed was the traditional assump-
tion, “Hard work always pays off.” Here we find a diamatic pattern of
crosion from @ 6y percent majority who held this belief in 1967 0 a
44 percent minority subscribing to it in 1973:

Total College Students (%)

1973 1971 1969 1967

Believe ““lHard work always pays off” 44 39 57 69
Lukictingly, this trend may have begun to reverse direcuon in the 1971 to 1973
period.

The importance of cconomic seeurity in relation to self-fulfillment
is shown m two findings from the 1473 survey. Ashed which comes fust
in their lives, economie seeurity or self-fulfillment, 43 percent of stu-
dents answered “econuomic seanity” and 56 percent said “self fulfill-
ment.” Also, m tanking personal values in their lives, sclf-fulfilliment
tened out to be “very important” to a whopping 87 percent of stu-
denis on & par with love and fiiendship), while work ranked as “very
important” to 43 percent.

Laploting the psycholugy of entiticment among college students in
147« 50 pLresnt iajotity of students said they regarded patticipation
in decision making on the job as a “right to which they were entitled,”
2b pueent felt Lh.u they Lad o nght 1o expect a minimum income, and
17 pereent felt that e sodiety was obligated to provide them with an
interesting job:

48




The Meaning of Work 39

Total Students (€5)

1973
Entided to0 as a social righe:

The best medical care (whether one

can afford it or not) 59
Participation in decisions that affect

onc’s own work 56
Sending children to college (whether

one can afford it or not) 52
A securc retirement 37
The right to work 27
A minimum income 26
An interesting job 17

Finally, in ranking the rclative importance of various influences on
theit divice of career, in 1973 w5 in previous years students placed the
challenge of the job, the opportunity to make a mecaningful contri-
bution, time to pursue outside interests, and the ability to express
oncself aliead of money, job sccurity, the opportunity to get ahcad,
and freedom from pressure:

Total Students (V%)
Major Influences on Cholce of Job or Career 1973
Challenge of the job 77
Able 1o make meaningful contribution 72
Free time for outside interests 69
Ability to express yourself 68
Money you can earn 61
Security of the job 58
Chance to get ahead 51
Prestige/status of job 28
Lack of pressure/not too demanding 22
Other 1

The pictune that cmeages is touched with frony. Just a few years ago,
the country was 1educad to near panic by what scamed to be the whole-
sale alicnation of college youth, Now we find an almost classic formula
fur acconnnodation and adaptation. The 1esearc findings cited calier
in ths ciapta show that tie new definitions of suceess appeal hugely
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to college students. This knowledge helps us to interpret the campus-
based rescarch. Most college students accept the necessity for hard
work as a fact of life. They do not shitk it or shrink from it. At the
same time what they regard as a proper “payoll” for hard v otk has
shifted dramatically. Students specifically reject a nose to-the-grind-
stune philosophy of life. They do not sabscribe to the old aedo that
if they work hard, stay out of touble, and pui their 1esponsibilities
to family and otliers ahead of their own peisonal sa Liactions, then
they will be rewarded with a good living, ¢conomic security, enough
moticy to buy possessions, a nice place to live, and a good cducation
for their Kids. What we see instead is the active pursuit of a carcer
as & tucans to self fulfillment, with money, sceurity and pussessions in-
duded in the vverall scheme, partdy taken for granted, patly de-
manded o5 a matter of right, but always subordinate to the main goal
of finding just the right life style for expiessing their psychological
potential.

Slufting perspective from a psychological to a sociological point of
view, we sce 4 growing majority of college-nained youth readying
themselves for careers in the upper reaches of the sueial order. The
professional, managerial, and technical categories are the fastest grow-
ing oceupational groupings in the country. These prestigious positions
will make hard denands on people’s tained capabilities, their will-
ingnss to 1opond to dhallenge, and their ability to adapt to innova-
tion. How comenient it is, theefore, that inceasing numbers of
young people .ie heading straight for these upper level niclies, their
eyos fined on the goal marked “successful carcer.” Morcover, they are
denianding that these carcers be meaningful and 1ewarding in both
tic psychivlogieal aid cconomic senses, Fortunately for them, it appears
that there will be an abundance of such careers available. Today's
studens are training themselves for positions in an clite group which
is peculiarly necessary in a post-industrial society.

From thiis standpomt, even though these well educated young adults
may be scarciung for more varied life styles than their parents did, the
celebrated generation gap disappedrs before our ¢yes in any profound
sucivlogical sense. My rescarch shows that in the country today the
most satisfied group—thuse who e most at case with the society as it
exists, tic most pleased with their woik, gratificd with their income,
and content with theit own personal lives—are the upper middle-class
familics tat vceupy the leading professional, managerial, and techini-
cal positions in the sodety. Looking at the futwre prospects for this
Luge and growing social dlass, the “fit” between aspiration and op-
portunity appeats eaceptionally good. It is preciscly this kind of good
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fit batween valuoy and institutions that makes for institutional legit-
imacy and stability,

NONCOLLEGE YOUTI

The foregoing optimistic view of the relationship of college-educated
youth to their future wak dramatizes, by contrast, the plight of the
majority of young people who cither 1eedive Lo college education at
all, or have one or two years of college before diopping out. This is
the situation for seven out of ten young people, since at the present
time fewer than 30 pereent of all persons age 18 to 23 finish fowr years
of colicge.

Itis astonishing that the work problums of the majority should have
been so neglected, for they are grave and thieatening. Let me confine
my obscrvations here to the caltunal wpets of their relationslip to
work. The noncollege majority recognize full well that, lacking a col-
lege education, they are less likely than college-trained people to find
interesting work. I the past, this did not matter too much. Most peo-
ple looked to work for its extrinsic rewards—good pay, a mounting
standard of living, cconomic security. But gradually, the new ideas
about suceess and entitlam nt are seeping into the consciousness of all
young people, not just college youth.

The result is ambivalence and wonfusion, The idea of meaningful
work is attractive to these young high school graduates—bue they do
not really expect to get it from their jobs, Upward mobility is also
important to them, but opportunities for mobility and for job emich-
ment are often taded away in exchange for ceonomic benefits. (The
tade unions tend to be most responsive to the values of older work-
ers.) Opportunitics for skilled workhers in industiial jobs are shirinking.
Low level service jobs are dead ends. Information about good jobs
open to the person without a college education is difficult to acquure.
Good naining, apprenticeship, and the awquisition of new shills wme
spouradic and all too often poorly conccived, and to most young people
they do not look as if they will produce results.

Out of this confusion there encges a split wethin the present youth
generation that is far gieatet—and more dangerous to the society—
than the split between the generations, The wollege-educated minonty
is turning on to work, the majority who lack a college degree are wn-
ing off. For their sclf fulfillinent, these young people search for outlets
outside the job-—in sports, in family life, in the quest for excitement.
Here, onee again, we may ask, "What is new?” e we not secing the
old Lumiliar pattan whacin people make « living fiom their jobs aud

v
look for pasond fulfillment vutside of the jobr Porhiaps. But thae
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ate sume new clements in the present picture. Simply because they
Lk a wollege degiee does not mcan that youny people are immune
to the vast cultural changes taking place in the country.

Today's young people are less fearful of ceonumic insecurity than
in the past. They want interesting and challenging work, but they
assumnie that thein employers cannot—or will not--provide it. By their
own sayssu, they are indined to take “less aap™ than older workers.
Tliey ate not as automatically loyal to the organization as then fathers,
and they are far more cognizant of their own needs and rights. Nor
are they as awed by organizational and licrarchical authority. Being
less fearful of “discipline” and the thieat of losing their jubs, they feel
fice to express their discontent in myriad ways, fiom fooling arunnd
on the jub to sabotage. They are better educated than their parents,
eren without a college degree. They want more freedom and will bar-
gan hard to keep their options open. A bitter fight over the right o
refuse mandatory overtime, for example, does not mean that young
wathers will not work overtime. It does mean that the ficedom to say
“no" assutnies symibolic sigmficance as an expiession of freedom and
autonomy. Moteover, if the work itself is not meaningful to them,
they will opt far “thiriy and ont” forms of retirtement, shorter work
weeks, frequent absentecisin, more Icisure, and othier methods for cut-
ting back and cutting down on their job commitment.

That the majority of noncolicge yonth face the thneat of alienation
at the workplace must be a maiter of serious concern to employers.
These people, after all, represent the great Lulk of tlic new labor force.
The problem they face is compounded by the multiplier effect of
gl expectations with lower opportunities. their new values and
folkways inevitably clash with the built-in rigidities and limited re-
sponses at the wotkplace. This might be a manageable problem if the
nmmnbas were limited o1 if one could seuse an emerging responsive-
ness of big orgamzations to the cultural diange. The culunral lag, how-
evet, 15 a Luge one and becomes of inacasing conearn to the employers
it both the private and the public scctors because of the sheer magni-
tude of the problem.

TIns futwme scenatio, depicting a disgruntled, discontentea work
furce of Ingl school graduates uninterested in their jobs and searciing
out ¢iery opportunity to wut back on work commitients irrespective |
of the cconumic rewards, is [ frum inevitable. Comerscly, the con- ‘
ventional wisdom scenario of a future work force contented because
they e making a living aud improving their mataial standard of life
is cven more unlikely. We e reaching one of those aritical turning
potnts 1 out social history where the options of the future are truly
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open. The die is not yet cast, The majority of young people continue
to bring to theit work o decpey 100ted desite to do g good job and a
hanger for work that will satisfy some of then spititual aavings—for
comuumity, for fellowship, for participation, for challenge, for sclf-
fulfilhuent, for freedom, and for equality.

This pull towmd a new quality of working life carries a heavy
burden of 1oponsibility for cmplu)us. Howevet, at this juncume the
sttuctwre of umploying organizations is not well cquipped o satisfy
these needs, Most organizations, especially those in business and iu-
dustry, are fincly honed to win the ceonomic benefits the country has
putsucd so singlemindedly in the past. The quality of working life
has 1eceived less attention, diough it will inevitably become moie im-
portant in the future.

Chances are that the methods of industrial organization and ration-
alization which have prevailed for one hundred years and intensified
greatly in the past few decades have become dysfunctional. The cult of
cficieney may well be breeding ineffidiency. It is quite possible that
the gains in productivity achieved annually by techinology, by the
infusion of capital, and by formal methods of management und organi-
zation are more than offset by the tendeney to ueate conditions in
the name of dficienyy that make it impossible for people to feel they
are doing a good jub o1 that what they do on the job counts.

Unfortunatcly, no one truly knows the 1elationship between work
satisfuction and productivity, The rescacch on this 1elationship is con-
fusing and contiadictory. As psychologist Robert Kahn who sununa-
rized the technical hitcratme has obseived in The Human Mcaning of
Suctal Change, “Satisfaction is related to productivity in sume ciicnm-
stanees and not in others, and these circumstances have yet to e de-
fined.” This fact—that we do not even undestand how productivity
aud human satisfaction on the juob are linked together—is symptomatic
of thie problems that lie ahead, Which tmn in the toad we take in the
futtte depends Largedy on how well our institutions come to under-
stand the problemn of the growing institutional lag between present
methiods of wor k oiganization and thie fundamental hianan aspirations
of people as they respond to the new cultural Zeitgeist.

WOMEN

Nowheie is the impact of this Zeitgeist greater than on women, espe-
cially women who are seching new work careas. The new cultunal
values are Lagely rospunsible for the influx of wonmen into the work
force in 1eeent yeas, In g3, the number of women in the work foice
reachied ahmost go pereent of all persons cnployed. While the majority
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of women scck jobs for the same reason that women have always
wothed=—to hiclp mahe ends mear- -our suneys show that thiee out of
ten womea cmployad m1y73 placed their need for personad self fulfill-
ment alicad of ceonomic need as their mdin 1ewson for working. Ear-
lier studies siggest thae a negligible propottion of women worked for
notcconontic wotives i the past. Indead, for many women whose
cotscioustiess Tus buen taised by women’s 1ib, work and careers have
almost become a new faith.

Working women are stiong advocates of the psychology of entitle-
ment, and the pressunes they ae putting on cployers for cqual pay,
equal work, and equality of opportunity aie proving difficult e resist.
Luployers are saambling to climinate barticrs and 1ight old wrongs.
The greatest pressae in the futwe will cone at the executive levels
of business, gosamnuent and education, for it is hee that women dis-
can, coneetly, the stundiest baniers to equality of opportunity.

Tliese tendences are alieady obvions, A more subde but potentially
far-teaching impact coneerns the swedling nambers of women in the
workplate, Eatha m tlus dhapter we docassed the growing flexibitity
of the 1ole 1cdations between hushands and wives, Although many
women may woik for psychological gratification, they insist, and rightly
50, un baing 1cmuncratad on the same basis as men. As a consequence,
many women tuday carnt as much o1 more than their husbands. Even
women who carn sotmenliat less than their hushands often earn cnough
so that the Trshand is uo louger the sole provider of economic well-
bemng. What cffect dous this new sittation have on the male wage
catnar? In some cases, the cifects greatly improve the family’s quality
ot hie. Contrary to stereotypes about male chauvinism, men tend to be
more 1epotisiie to worner’s lib coneepts than women themselves, espe-
aually young men in the 18-24 year age range. Many a man who is
orver-worhad and Iiving under stiess lits wanly weleomed sharing his
ceonomic burden with lus wife. In sudh cases, the 1esult is often an
improved Lauily cquibibrivm, a wee satisfying sexual relationship,
and a more gratifying partnership overall.

Abo, to the approsimately one ont of five men who say that their
work fells than psycholugical as well as their ceonomic need (primarily
in the profossional, maniagerial categorics), a working wife is no threat,
opecially whar ha cconomic coniribution is not needed. But the
worhtng wife who is a good carner can pose a potential threat to the
noncollege majority who work had, manage to make a living, and
scek their penoual fulliliment thwough their familics. For many of
these men “a job is just a job.” Their hall hewted satisfaction with
then job reflects @ precarious social bargain, The attitude of many of
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them can be summed up this way: “I put up with a lot of crap on the
job but it’s aliving, I du the best 1 ean, and besides 'm willing to make
some personal saaifice to see that my family is well provided for.”
Many men lean to aceept the fiustiations of boring wuik and lack
of imvolvement in the decisions that mahe worh meaningful preciscly
because they aceept the neeessity of naking saarifices for their family.
As long as the money comes in, and as long as the family provider is
not thieatenad, most men will go alung, often chicafully, with the work
routing, however arduous it is. 1f, however, the man's 1ole as he-who-
mukes sacrifices for liis Kid'seducation and-his funily's-material well be-
ing srows less vital, the whole fiagile bargain thieatens to bicak down.

Iu other words, the typical Amarican adult man readily aceepts the
need to make some sacrifices for his fannly, in particudar the saarifices
demanded by the frwtiations of the workplace. Aceepting these Trad-
ships ccatfitms his 10le as the family provider and hienee as @ tue man.
Depuved of this 1ole, howeser, his saaifice may become meaningless
.. . and imtulerable In extieme cases, when such o man is robbed of
the 1ule of guod provider, he expaicnces o sense of canasculation be-
cause of the dose ensotional link baween being a good provider and
the social delnition of masculinity which hie bas internalized.

It may be that a work bargain which calls for a man t.. endure
countless fiustrations in thie workplace in ordar to carry out his role as
provider for his family is obsvlete and should be done away with.
Perhaps the bargain is a loasy one. But it would be folly not to 1ecog-
nize that it is the prevailing artangement and it binds the social stiuc
ture togetlier in imputtant respects, I it thieatens to bicak down, we
would be wise to acquite ¢ sound understanding of how to 1eplace it.
Unfortunately, one unanticipated and unwanted Lyproduct of the
woen’s movanent may be o intensify men’s disaffection with their
work The womar's movanent with its emiphasis on women becoming
mor ¢ cconomically asscative and independent puts at risk a fiagile
psychosocial balance which has supported men's job satisfaction for
Hany years.

Summary

To sum up: The present impact of the five cultural trends we
have been examining is not cvenly distibutad. The thiee groups most
direetly affected wie the college educated, the young people who lack a
cullege cducation; and women. Fou the majuity of our college-cdu-
cated youtl, amd a growing majority at that, the tuture effects of these
wends scem likely to suengthen the social vider. As we have scen,
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there is a good fit between what these young people want and what
the occupational stiuctue of the country requites and is prepared to
give in 1cturn. Fur noncollege youth, however, the future is {ranght
with instabdity. The work motivations of these young people are be-
ing undercut by a myriad of cultural and economic changes. Unless
the Luge anploying institutions of the counuy grasp what is happen-
ing and respond micdligenty, the negative impact on the ecoromy and
on our futine soctal stability may be quite uncomfortable.

The new cultural values are diawing women into the work force in
unprecedenied numibers aud many of them bring a sciious career ovi-
entation with them. This tendency is, perhaps, the most drainatic cul-
twal uend in the country today. One unanticipated side effect of
women's success in the workplace may be to thicaten an old social ac-
commodation among miee. This, like many othier uaditions, has sume
repugnant features but also serves a complex social need that will not
be easy to replace if the old values disappear.

Parliaps the best way to summuarize these vatious trends and counter-
trends is to torceast wlat changes e likely to occur in the work ethic
as defined at the beginning of the chapter. Four prindipal themes were
associated with the work ethic as of the mid 1g6os. One is the link
between woth and psychological independence, especially between
pard wark and autonomy. This link is likely to giow even stronger
ia the tuture. In the past, it has been tied mainly to the male adult,
In the future, it will be developed incrcasingly as an entitlement, a
sucial right, appropriate to women as well as men, and to youth as
well as the middle-aged.

A sceond theme, long associated with the work ethic, that of the
goud provider, will probably change in the future. The change may
be slow since there 1 deep resistance to the idea that uaditional sex-
linked 10les should be . bandoned totally. Thouglh gradual, this shift
is aheady in motion: sex-linkad 1oles in mairiage are becoming far
maie flenible, espedially among our wollege educated young people.

The idea that all jobs pussess an inlicrent dignity, however menial,
as long as the work is “honest work™ is the third theme. IHere, T sus-
peet, we will see 1apid change in ihe future as the psychological satis-
facuons dananded lom work inacase in intensity. For beuer o1 worse,
digiuty will adlicie to work that the individual can define to himself
as  mcangbul.” Siee the definition of meaningfulness is Lugely sub-
jettive, there s No neLLssary tcdationship between low status jobs and
Lack of digiuty. The Harvard gradoate who diooses to become a fanmer
o1 canpenter o1 forest tanger is still a ravity. But as 1igid status strati-
ficauous lose some of their on gip on the socicty, and as the vagaties
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of indisidual sclf fulfillment find new forms of expression, we may see
the ocupational structure luse as much of its hicrmchical character
as has the General Motors line of cars.

The most far reaching transformations are likely to occur in the
fourth theme, the idea that “hard woik always pays off.” In the past,
the payolf for hard woik has come in the form of the extrinsic rewards
of money and job security, In the futue, as new ideas of success take
hold, the definition of what suwess in work means will abo change.
There will be far more sticss un the quality of working life, with the
psychological qualification of wotk being given as much weight as the
economic, The incentives to work hard, if they are to prove cfiective,
will Iune to indude a sclf fulfillment payoff as well as a monetary one.

The following schematic summarizes the likely impact of present
cultural trends on the work ethic:

Furure Inpact oF Curturat TrExDs oN THE Work ETHIC

Work Ethic in 1g9bos Changes in Work Ethic in 19705
Paid work means autonomy. Meanming will intensify and spread, espe-

clally to women.

The working male is the goud provider, Stow crosion of this meaning with un-

the real man. known but far-reaching consequences.

All work has inherent dignity. Only “meaningful” work has inherent
dignity.

Hard work always pays off. Rapid crosion of this meaning, because

of the changing nature of the payoff.

Ours has been a2 socicty with its nuse held close to the grindstone.
Even today most people are preoceupicd with making a living and
little cbe. Gradually, and with inceasing momentum, Nucticans are
growing rostless with the day-to-day toutines of dull jobs and drab
houscheeping. They are beginning to look up from the grindstone.

The workplace has long been dominated by the rule of the carrot
and the stich—as if we wae a nation of donkeys. But the cairot—the
lire of muaterial well biing as defined by money and possessions—is
subtly losing its savor. And the stick—once o brutal club labslled ‘cco-
nomic insceunty”--has thinned down to a flaccid bundle of twigs.

We do not know what will happen in the workplace of tomoirow
under the influcnee of the new cultwnal trends. But one thing is sure:
it is nut likely to 1ounble the old grindstone so familiar o those of us
who grew up stuck to it.
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The Changing American Economy
and Labor Force

Introduction

This chapter has the task of providing basic data about the em-
ployment-rcdated dintensions of the American ceonomy over the past
guneration or two. The intent is 10 assist the reader in assessing various
theorics that are buing advanced about the changing 10le of woik in
Americn life, The data, by themselves, will not prove or disprove any
theory, but they should provide a framework within which alternative
formalations can be tested for wongruence with the facts of econumic
life.

Even prior to lovking at the detailed data a cautionary stance is in
order when it comes to aceepting the hypothesis that the .American
wotker is incrcasingly discumented with his work. The broad changes
in American ceontonric life since the onsct of World War 11 are well
Kiow . the hours of work have been reduced, real carnings of workers
have advanced significantly, the conditions under which work is car-
ricd on have improved, cmployees have considerably gieater job se-

Eut Gisabere as oA, Burton Hepburn Professor of Economus in the Graduate
School of Business und director of the Conscrvation of Human Resourees
Project at Columbia Ununcrsity, Professor Ginzberg was earlier director f
the National Manpouwer Council and has been chairman of the National
Manpower Ade..ory Commusion since 1y62. A frequent consullunt to govern-
ment, he has wnllen dviens of books and artales on behacioral problems,
economics, and human resources.
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cartty, disaimination against wonen and minotitics has been reduced;
wothers e less subject to the bty daaruds of supervisors; a con-
siderably inaeased propotuon of all wotkers ate now in white-collar
occupittions.

Thee uwds do not prove that the wotking population in the
Unuted States is not mote disconteuted about work than thein fathers
o grandtathiers, but they do suggest that if the thesis of increasing
deendiantment is 10 be supputted one had better look carefully at
diantges ongimaung outside the wothplaice—in the background, edu-
catton, expeetations, and vilues of the present gena ation of workers,
and this we intend o do.

The presentauon will proceed as follows: it will start by calling
attenuion w some of tie princpad vansformations in the structure of
the Ameran ceonomy i teiis of indwsuial coumposition, entrepre-
newt il fotns, and occupationdal disuibutions. Neat, the changing char-
acteristics of the labor furee will be assessed. Then, the problems of
ptrucalan subgroups will be reviewed. The conduding section will call
atenttion to o hinted wuber of uends that we likely o condition the
near-tam future and suggest what, if any, finm conclusions can be
drawn from this factual sunmmary.

The Changing Contours of the American Economy

INDUSTRLAL COMIP'OSITION

1n the half centny between the end of World War I (1920) and the
begiung of te 1yjos, the Ametican conomy witnessed an approxi-
mate doubling m the number of people who work—from forty to
aghty nulhon. But ow primay interest is w umavel the principal
chang s 1 the structane that governs the work that people do. In 1920
mote than one out of every four worhas was still in agriculture. By
ty;0 this was tue of approximately one in twen'yfive. The declining
mupottanee of agricaltuie as 4 somiee of cmployment is the outstanding
change in the American economy over the last half century.

Mg abo expericneed @ significant absolute and relative decline,
losiing about Ll of its 1920 work force of about 1.2 million. By the
begimning of the 1yjus, it accounted for less than 1 pereent of total
ampioyment. Manufactuting and constiuction, the other two goods-
produting scetors, were of the swne rclative importance at the begin-
mng and cud of tie paiod, with manufactuting accounting for about
one i four worhers and comstruction for about onc in twenty.

f hie tathwe of manudacturing and construction o inaease their rela-
uve share of auployment mcant that the sizable reduction in agricul-
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tural emplovinent (plas the 1cdudtion in mining) was absorbed cntirely
by the suvice seutan, particularly by trade, personal, professional, and
business services, and govanment. Tlhie most telling way to sununaize
the shift that took place is to note that while in 1yzo the goods-pro-
ducing sectur—agricultue, mining, manufactuning, and construction
—accounted for about tluee out of cvery five workas, in 1y50 it ac-
counted for only slightly more than onc out of tlnce.

Hidden in this sectorial shift from agiicultmie to the service scctor
was the escape of a large part of the black pupulation fion the South
to the wban metropolises—notably those of the North and West—
and the relocation of many poor white families in labui market aicas
with improved opportunitics for employment and income.

ENTREPRENEURIAL AND ORGANIZATIONAL STRU:! TURES

A sccond significant diange diaacteristic of thie American cconomy
duting the fust half of the wentuy relates to the enueprencurial and
organizational stiuctures within whict work is carried on. If the ccon-
omy issubdivided into thaee principal cnteprencutial sectors—private,
nonprofit, and govanment—the present uneguivocal finding is the
marked shrinkage in the role of the private sector.

Using 192y and 1960 as our beginning and end points, my colleagues
and I estimated in The Pluralistic Leonomy (1963) that duing these
thiee decades private seator anployment had dedined fiomn a high of
slightly over yo percent of the total to less than 8u pereent. Correspond-
ingly, govarmuent had inueased its share from about 7 percent to over
15 pereent of total cmployment, and nonprofit institutions had in-
acased their shae fiom under § puwent to approsmately 3 percent.
We caunticd vut waleulations for 1964 which shiowed fwther decdines in
the private seetor and further inereases for the notfor-profit scetor
(govamnant aud nonprofit combined). Profusso Hicstand 1eplicated
these caleulations in the latter 1g6os, after the book liad been pub-
lished, and found a coutinuing upward diife in the anployment 1ole
of the not-for-profit sector.

The foregoing relates to direct employment. If the analysis is broad-
cned to indude the role of guvernment in gencrating anployent
among private contiactors from whom it buys, i.c,, Lockheed et al.,
then the shife to the not for profit sector is even greata. In 1y6o the
direct and indireet enmiployment of the not-fot-profit sector was not less
than one in three, and may have been dose to two in five—up frum
one in seven 3o ycars carlicr.

Hidden beneath this stundy expansion in employmient in the not-for-
profit scetor we o host of challenges that me only slowly being 1ecog-
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nued: the difficultics of wage distiibution, the implications of unioni-
cation of govamnantal dupluyees, the instability of jobs and cmeers
butlt on governmental progiams, the inancing of which is subject to
sudden termination, the challenge of ostablishing work noris aimed
at productevity inacases and quality conuol, and the social and po-
Litical temsions that anse when the more affluent members of the com-
munity balk at lugher taxes wlule thie less afffuent press for more and
better services.

Anotlier dunension of the dianges that have been occurring is re-
vealed by tiends i ownerslup suuctuie, that is, differences between
proprictosships and patnarshups on the one hand and corporations
on the other. In 1yq5 thae wae slightly nore than 6.7 million pro-
priciotshnps and partnerslups, with about §Su billion receipts and $12
Dillion profits, and 420,000 corporations, with $255 bitlion receipts and
$21 ballion profus. A quarter centuy later there were about 10.5 mil-
lion proprictoshiups and partnerships, with slightly over $400 billion
recaipts and $q4 billion profits, and about 1.7 million corporations,
with about $1.7 trillion receipts and $81 billion profits.

Ihe date empligsize that despite the rapid decline in farms, pro-
prictotsinp 1entams an important type of enta ptise structure, which
enjoyed a fivedold mucase inreecipts and dose to a fowfold increase
in profuts over the 23-year period.

Mote detatled data 1eveal that while corporations currently domi-
nate  manufactinmg, nuning, taisportation and communications,
finance and msurance, and wholesale nade, proprictorships are key in
agnculune and continue to play an important role in constiuction,
retarl trade, and seivices even though corporations account for the
langest part of the total receipts in these sectors.

[he Latest avanlable figuies (1y6y) show that just over 1 percent of
all active corporations acount for vier 56 pereent of total corporate
recapts. In manufactuning, the lagest two hundied companies have
inu cased ther slue of total value added in the first two decades after
World War Il from 30 to 42 pereent, that is by wwo-fifths. Since our
primary coneein is with employment, it should be noted that in 1971
m nautactimg the five hundied lagest coneans employed 143
nuliion wor hers out of a total of 18.6 million—or more than three out
ol tour. In 1ctaling, the 5o lagest o1ganizations employed about 2.
mullion vut of « total of 11.3 nullion—on slightly over one out of five.

several pomts can be deduced fiom the foreguing data. Despite the
substantta shimkage in tie number of persons who make their live-
hood i agniculiure, individuad proprictorships and parnerships have
inacased substantially in otlier seetors sinee the onsct of World War
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11 At the sane thine one nrust 1ecognize that the large corporation lias
cone to dominaie in manulectnning and that it has wade @ significant
impuact in what Las histonealiy been o small entarprise arend, namely
1ctailing. It also looms Luge in surviee seetors that we capital iuten-
sive, such as transportation and nulities. These data do not confnm
the widespread impression that all ot most Ameticans work for Lage
corporate entaiprises. Many do, but many othiers dov uot.

OCCUPATIONAL DISTRIBUTION

We now conie to the changes in the oceupational distribution that
are livked to the calicn discussion of scetonial. entieprencuial, and
ot gauizational stiuctures but which wanant cdoser consideration. Ini-
tially we will follow o fomfold cdassification systemn-—whiteollar,
blue collar, service, and fom workers, then, after teviewing the bioad
tends, we will ook at sume selecuve details. Using 1920 aud 1y50 as
limits, we find that the white collar group inueased fivn one in four
to one i two, Blue colln workens dedied slightly fiomn 4o to 36 per-
cent. Savice workans inacased substantially fiom slightly under 8 o
about 13 . nt And, as suggoested cailier, fam workers suftered a
precipitons drop—from about 27 to § percent.

The furegoing categotics aie gross, henee we must look at the prin-
cipal subgroupings. In the coc of wlite colln workens, the following
occtpational groups we distguishied.  professivnal and  tedhaical,
managers and adininistiators, sales workers, and derical. Blue collar
wothers indude aaftsimen and hindied workas, operatives, nonfanm
lubuters, service workers indude those in private houscholds and
othas, and the fanm workas indude fomers, fam managers, fam
laborers, and farm foremen.

Between 1y,0 and 1yjo total amployment increased from just under
fifty willion to vver seventy-five million v approximately by half.
Duiing this peiod, wong whitecollar worhas, the professional and
technical group grew most rapidly (by about three and one-half times);
followed cosely by cluical (thiee times), wanagers and administiators
{two times), and, hinally, sales workers who experienced the slowest
gain—just slightly moie than employment as a whole.

Among blue-collar worhas the tends were moie diverse. Craftsmen
aud operatives nereased at a rate abont halfl again as fast as ciploy-
ment as @ whole while nonfawm laboras actually decined by over one-
third.

The same mixed pa ern s found among scivice workers. Those in
private houscliolds dedined by about g5 paent while other service
workas more thau doubled.
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In the case of fann workers the decline was precipitous—about 75
parcent—and was shared approximately equally by both farmers and
farm laborers.

S0 far the occupational data point to the following: rapidly expand-
ing upportunities fur professional and tedinical workars as well as for
managerns, clevical workets, and service workers outside of households;
marhed declines among nonfarm laborers, service workers in private
houwscholds, and among faimers and farm laborers; above-average in-
creases among craftsmen and operatives.

It may prove illuminating to go down one additional level to catch
some of the moie exticme changes during this 4o-year span (1930
1970). Among professional and technical workers, engineers increased
fioin «bout 2ou,uvu to 1.2 million; college teachers from 6o,000 to
440,000, accountants from under 200,000 to over 500,000; social work-
ers fiom 30,00u to 21500u—and the 1970 census reported over one-
thud of a million computer specialists. The number of clergymen,
lawyers, physiaans—the dassic professions—had a rate of increase that
motc closcly paralicled thie labor force as a whole rather than the much
faster growth of the professional group.

Amonyg derical workers the number of secretaries, stenographers,
and typists almost quadiupled from about one to four million. A very
1apud saease also took place among office machine operators, who
increased in number under 40,000 L0 over 550,000.

Widun the blueollar group there was a threefold increase in me-
chamnes and repainmen—irom less than one million to almost three
nutlion, « similar luge inaease in foremen—from half a million to a
nulhon and a4 half, but on’y a modest increase in construction crafts-
men, with actual declines in the number of caipenters and painters.
Among operatives, the most suiking advance was in welders—{rom
under fifty thousand to over half a million.

Among service vorhas there was more than a fivefold increase in
paramedics and mote than o threefold increase in food service and
deamng service worhes, who tugether numbercd about five million
in 197o.

CONCLUSICNS

The present challenge is to determine whether these more detailed
figures can be summed up in a few broad generalizations. The first
finching points to the influence of technology in acuting new occupa-
tons such as computer specialists, office machine oparators, TV and
an plane mechnics, welders. Secondly, the cconomy absor bed a much
luger numba of cducated pasons, induding luge numbers of col-
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lege teachers, engineuts, accountants, social workers. Thirdly, very
Lurge inucases oweurted among sceorctaries and ty pists, workers in com-
mercial services, and hospital workers, reflecting the ever luger flow
of paper work, the uansfer of serviees from home to the market, and
the growth of the medical care industry.

The foreguing data puint to twu gencral conclusions. First, the last
half century has seen the American ceonomy undergo large seale
chaages in industrial stucture, ol ganizational fonms, and otcupational
distribution. Sceondly, because of the many diflerent changes that took
place, it s eaceedingly difficult to sunimarize the tansformations in
the labor foree and even more difficult to assess their significance from
the vantage of workers’ satisfuction with their jobs.

Excrcising comstraint, the following fow gencralizations can be ven-
tured as to major alterations in the last half century with respect to
the occupational distribution of the labor force:

—.\ striking reduction in the proportion of the labor force engaged in ag-
ricultme,

~ A shap dedine in the propuition ergaged in nonfarm laboring jobs.

—Sharp rekative and absvlute increases in the numbers employed as pro-
fessionals and clericat workers,

—Mote modest tuases in the propurtions employed as operatives and
service workers.

To 1ound out the review of the materials previously presented one
must take acount also of the following associated changes that oc-
curred in scctorial distnbution and organizational forms, both of
which operate as parameters of the employment situation:

—The major shift of the economy from goods to service production.

—The declimug mportance of manufacturng as a svuree of employment,

—The rapid rise of gusernment as a direct employer of labor, to which
must be added 1ts role as inditeet employer via its purchases of goods and
services.

—The growing importance of the large corpuration, particutarly in manu-
focuring, transportation and utilities, and in a sector of trade.

—The continuatee of propticiorship as a significant form of business en-
terprise in agriculiure, construction, trade, and services.

Nu scrious effort to understand the changing role of work in Ameri-
can life can fail w deal with the foregoing tansformations, but at the
same time a cautisus investigator must reeognize the need to proceed
slowly, first beeause of the range and diversity of the changes that have
occuned and, even mote important, because the changes per se can be
used to support a great number of different infcrences. For instance,
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is the shift out of agricultune to be read as a significant diminution of
oppot tumties for people to be their owne boss i the face of the con-
tinung higle level of proprictoslip in other seans? Is the rapid
gronth of profossional cruployment to be intapreted as providing
expandad oppot tunities tor many w shape and direct their own work
when we Rnow  that most ulgixlu.l.s amd many  accountants, among
othar prolessionals, we tightly contollud in the natue and place of
thanr works Does it make sense to talk about the dedine in the pro-
puttion vi bluceollar workers when a dusar look 1evedls that nonfam
laborus—the sowree of the dedinge—are matchied by an inacase in
setviee workas who do much the same type of woirk? Would it not be
better thactore to ticat blue collar and service workers as a single
gioup aud to reeoguice that its relative sice las not ciunged over the
period?

Cleatly, caution in diawing inferences from these gross data is in
order. But thae is furtha 1cason o avaid broad gencralizations. How
wouthers view thear work depends ot only upon thein jobs but also
upott what they bring to then jobs—theint bad kground, cducation, -
prctations, values—in shiot, what they are lovking for i work and
what they find. Henee we must look moe closcly at changes within
the working population.

The Changing Characteristics of the Labor Force

1920

It thie American economy has undergone a great many changes since
the end of Wurld War I, the same is tue of the American worker.
Hae e some of the gross differences between tic typical wage eainer
in 1y20 aud 1970. To begin with, in 1920 the wotker was more likely
to have been burn abioad or, if buin in the United States, to have
been of toregn or at least nixed parentage. I he or his parents had
come from abroad it is Iikely that Lie grew up having impiressed upon
bam the goud foruune of bemg in the United States where even under
adverse conditions the prospedts for a poor man were better than in
the often less developed and more cass stiuctined suciety of the Old
World. Even men wlio Lad the least desirable jobs, whou cained barely
enough to keep thar family in food, who lived in slum areas, many of
whoimn lad no knowledge of English, 1ccognizad that they were better
ol than if they had remained in Greecg, Sicily, or Poland where life
was often insupportable.

Many natnne-born workers of native stock were themselves brought
up ont @ Larm or were but one generation ianoved and often knew fust
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hand or by inditection what it was to stiuggle with the vagaries of
nature and the fluctuations of the market. Even if industrial cuploy-
ment and dity living left mudh to be desited, it was many times thought
to be better than life on the farm.

The typical worker of the 19205 had finished elementary school and
prosumably had attended high sclwool for a year o1 so befure stating
to work. While thae wae a himited number of professiondl and mana-
gerial octupations that requured an eatended period of formal educa-
tion, wost Jubs made pliysical rathier than intellectual denands on the
incumbents, Even o aaltsman would davelop a Ligh lesel of skill on
a low-level educational foundation.

In 120 many middle aged workars had personal recollections of the
decp depression of the 18yos that had caused o great deal of cconomic
and social distress, Youngar workuas liad had puisonal experiences with
the advase conditions that lud to widespread unemployment in 1goy
and again in the years inanediately preceding the sutbreak of World
War 1.

The thireat or reality of unemployment was embedded in the expe-
ricnees and eapectations of the Amaiwn wotker. In fact, 1920 saw
the end of the war and post war boom. The wollapse of the ceonomy
led to widoptead uncuployment of such severity that the federad gov-
ernment initiated a study of the problem.

The carly decades of this century saw most black persons locked into
Southun agricultre whae they opaated small fanns as tenanes or
shatc toppars, with wany black women supplemenung their funilies’
marginal income by dumestic work. White women wotked, it at ol
between the tiwe they leit school until marriage or the birth of their
fust ciild, In urban communities they provided mudi of the labor
foree for mecting the rapidly axpanding demands for office, retail, and
domestic and womneraal seivice workers. At the professional level,
wottien were @ hey souree for canentary school teachas, but Liere, too,
they tended to leave the job market once they married.

Thiese then wae some of the dominant characteristics of American
workers at the end of World War I:

—A high propurtivn of all industrial workers were of reeent foreign extrac-
tion or had recently migrated froin a rural area.

—Most men started work after cight ur nine yeas of schuoling, which was
adequate for coping with most jobs.

—On thic basis of thetr own experieniees and that of their fathers, workers
recognizad that the cwonomy patodically went into a tailspin durnug
which many lost both jobs and savings.

~Blacks with fuw excptivns worked only in Southern agriculture.
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Only a minotity of all women—for the most pat rom fower-income
familics—worhed, and then only between the time of leaving schiool
and starting their own families.

1970

Against this background, we must now look more closely at the char-
actanstics of the contemporary labor toree. As to origin, we know that
while sume worhers were botn abroad and othas we of forcign par-
entage, a highar proportion of the total are of native stock. In fact,
with the exception of wiclatively few wban centas, such as New Yoik,
Chicago, and Los Angeles with their Luge forcign speaking popula-
tions, the typical worha today is ot only native bon, but is likely
to be at least a third generation American.

Among the urban white woiking population, rural ties arc more
distant than was the case in 1920, While une can find 1eeent immigrants
from tural wmeas in all lage citics, the propottion is much smaller
than at the end of World War 1.

The educational preparation of the Amcrican worker has undergone
a tagor transformation over the past half centuy, as evidenced by the
following data. In 1920 about one in six of the relevant age group
graduated from high school. It 1950 the figure was just a shade under
four out of five.

I 1g20 appronimately one out of six high school graduates weunt on
to obtain « college ot first professional degree. .\ hall century later the
proportion was approaching one out of three.

If the focus is nartowed to the 3u yeas between 1940 and 1970 this
is what the data reveal, In the former year the median years of school-
ing completed by the entire population 25 years and over was 8.6, just
onc sumoster beyond graduation from danentaty school. By 1970, the
median had inacased by about Liadf and was at 12.2, which meant that
the average citizen had completed high school and gone just a little
beyond.

If attention is directed to the age group 25-29 years—the group that
has recently completed its formal education—one finds that at the
outbteak of World War II 38 pawent had graduated fiom high school
and under 6 pereent had a wollege degiee, The comparable figures for
1y71 are 77 pereent and 17 pereent, o doubling in the proportion of
gl school graduates and about a thieefold inacase in college grad-
uates.

There is no need to belabor the fact that the past half century has
witnessed o 1adical diange in the educational attainment of American
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workers. Instead of discontinuing formal edus ation after clementary
schaol, the predominant numba of youny people now joining the Libor
force have at least acquired a high school diploma, and about lalf
of all high school giraduates are going vn with post-secondary educa-
tion with more than one out of five obtaining at least a college degree.

To these differences in family background and education must be
added still another difference between the Ametican worker in 1420
and 1970, This can best be subsumed unda the heading of expecta-
tions about the cconomy and, more particulaly, about cmployment.
The point was made carlier that puiodic depressions with attendant
large scale unemployment were part of the expaience and expeta-
tions of American workeis prior to World War 11, But in the 33 yeiurs
from 1440 to 1973 the American ceonomy has been lucky enough to
avoid a scrious ' mession—ceven though it has not been able to fiee
itsclf from recessions that soficn the market for cuployment while not
usunlly resulting in sharp reductions in disposable income because of
multiple transfer payments.

Today. two out of evary three workers is under 44 years of age, and
the majority of these were boin after the unset of Warld War 11 Rough
calculations suggest that not more than one out of ten woirkers cur-
rently in the labor foree actually held a job or louked for once during
the 1930-32 debacle. In shor, finst hund experience with the job muar-
ket in a severe depression has now alinust faded from the conscious-
ness of American workers.

Today's workers, if not personally or socially handicapped, assume
that they can find a job, They assume that at woist they may be out
of work for a relatively shurt puivd should thein cmployer run into
bad times resulting from a general 1ecession o1 moie spedific disloca-
tions. The unemployment 1ate for white male heads of houscholds
has i 1ecent yems not exceeded 3 pereent and reached that figure
only once in 1971. In the late 196os it moved in the range of 1.4 to 1.7
percent.

This discussion of the changing characteristics of the work force can
be summarized thus:

—Most workers are native born, and most are at least third-generation
Americans.

—The cducational level of young people entering the labor force has in-
creased substamially. Most young workers have at leasi a high school
diploma and about one iz six is a college graduate.

—Most workrs have no direct exptiicnee with Luge scale unemployient
and asswme that they will always be able to find a job.
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Special Groups: Blacks, Women, and Youth

The past halfl centiny has seen major changes in the role of
women amd blacks in the world of work, dhanges that warrant special
attention. In the carly decades of this century e analysis of the labor
force could proceed in terms of white males nnless the employment
problems of Southun agriculture o the expanding needs for ofliee,
sales, and service workars wae the foens, at which point one had to
comsider blacks and women, In the pust World War 11 era o such
concentiation un wlate wale workers is posible, for women have come
to account for about go percent of the cdsilian labor feice, and blacks
are no longer concantrated in Southaar agriculture —though they re-
mran dispropottior tely concantiated among blue-collar and service
wotkers. In addition. in 1eeent decades less educated and otherwise
handicapped youth hase ancountaed inacasing diflicnlties as they
scek to nrake the tansition from school to work. Even an abbreviated
comp.cut on the changing role of work in American life must address
what is happenimg to thoe thice groups not only becanse of their
inacased muportance in tie labor foree but abo because of changes
in the politicai and sudial dlintate which lave belatedly led the Ameri-
can public to 1ecugnize the puvasive discrimination these groups en-
counter botly in then preparation for work and in the labor manket.

BLACKS

To look at the blacks fist. Several facts stand out. The post-World
War 11 pentod s scen o marhad absolute amd redative improsement
in the anployment, incote, and cducation of blacks relative to whites.
At the saie tuie, the most 1ecent data 1eveal the presence of wide gaps
between the average ceonontic position of whites and blicks.

Lhe most strihitg improveent has ocanied in the years of formal
schooling. In 1gqo the white age group 25 29 nad approximately half
aga as wany years of schooling as did their black comnterparis—10.3
years v 7 years, By tyjo only @ o.g year sepatated the two: the white
average was 126 years, the black had risen to 12.2. During this go-year
pertod thie white gain amountied to 1.9 years in contrast to 5.2 years
for Llacks. But cven in 1y30 wide gaps remained. The proportion of
young people graduating from college in 1971 totaled 16.9 percent for
whites 111 contiat to 6.4 fur blacks. And the disaepancies are much
greater at the doctoral lesel. To the extent that many of the Lest jobs
m the ceonomy are yoscivad for those who have completed a long
course of general and profussional cducation, the blacks, despite their
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very comsiderable gains in 1eeent yeas, still lag behing the whites and
by a considerable distance.

The education a person receives is one determinant of the income
he is able to carn. Anotha dutaminant is the type of cuployment he
is uable to obtain. Blacks lave long encommtered overt and intensive
disaimination in the labor market, nowouly i the South but thiongh-
out the United States, While such disatimination is still present and
oppressive, the 1g6us witnessed intensified cflurts in both the public
and private domuins to 1educe and 1umove disaimination against
blacks, particularly in the arca of employment. The extent to which
these efforts were suceessful can be read in the improvements blacks
have made in gaining access to higher leved owcupations, just as the
difficulties they continue to fuce wain be deduced fiom their continual
overrepresentation at the lower end of the vwnpational structure.

In both 1960 and 1g70 blacks accounted for 11 parcent of all em-
ploed persons. During this decade they increased their percentage in
the higher ranking vccupations as follows. professional and technical,
4 1o 7 managers and officials, § to 4; derical, 5 to 8, craftsinen and
foremen, 5 to 7. With the exception of managers and officials, the per-
centage grows moie substantial for a ten-year puivd. But one must
quickly note that blacks continne to be sarivusly undanepresented in
each of these groupings while 1amaining vvanepiesented at the lower
end of the scale. Today blacks still account for 23 pucent of all non-
farm laborers, 42 percent of all private housclold workers, and 19
pereent of all other scivice workers. Only in the case of farm workers
hate they drawn cqunal, today accounting for only 11 percent of the
much diminished fam labor force.

There are other distressing aspedts to the black employment expe-
tience. For instance, white males in the prime working ages hate a
paiticipation 1ate of bitween g4 and g7 pereent while the black male
rate is between 86 and g3. As far as the unemployment rate is con-
cerned, the black rate has been roughly double that of whites through-
out the pust decade—and this holds tiue for both wmen and women.

The single most diaunatic index of racial disuimination has been
the median income of black families as a perceatage of that of white
families. In 1950 the funily income of Negro and other races was 54
pereent of white family income. In 1464, tae year wlhen the compie-
hemsive Civil Rights Act was passed, the ratio stood at 56 percent. By
1970 it had risen to 63 pacent. It should be added that the national
average hides two important facts. Fist, it obscures the more pro-
nounced extent of the gap in the South ompared with other paits
of the counuy where the percentage vaiics fiom 71 in the Northeast
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to 77 in the West. Sccondly, it is not sensitive to the expericnce of the
younger age gronps who have Lenefited most fiom improved cduca-
tional advantages and lessened discrimination. In 1g6g, in the North
and West in Isband-wife families with the head under 33, the black
ratwo stood at g1, aid where both lisband and wife worked it was gg.

Lhe sigmficant improvement in the condition of black workers in
the 1g6os resnlted fiom the intervention of a selies of forces indinding
the Lugest snstained boom in the history of the Americin cconomy,
a widespread public concern to redinee and remove long established
disaminatory practices, the more favorable geographic distribution
of the black population, and the absence of any competing labor
somce. But the gains that have been made shonld not be permitted
to phscure the serions disadvantages that continue to afllict most blacks
becanse of theit lower level of family income, the small proportion
gomy on to Ingher cdacation, and the continning discrimination that
pervades so many sectors of American life and that places particular
hardstups 0 the path of black men and women who seck to improve
their position.

IWOMEN

The discrimination that confronts women in their preparation for
work and 1 their labor maiket capericnees borh parallels and differs
from that of blacks. As far as cdncation is concerned, gaps between
females and muales do not exist at the high school level where, until
recently, a higher propottion of women than incn received their di-
ploma: the gap at the end of college can be judged by the fact that
7 percent of all males fonrteen years of age and over have completed
four years of collcge compared with 5.6 pereent of women or a differ-
ence of 20 pereent. It is only at the masters and doctors level that
mules have a distinct advantage: 5.4 percent compared with 2.2 per-
cent.

In the casc of the younger adult groups, that is, those between 20
and 33, men stll lave the lead over women in terms of the percentage
carng a college degree, and the sume is true for those with advanced
degrees even though the pacentage base for each is about double that
shiown above for the entire population.

1 hese educational diffeiences do little to explain the gross differ-
ences between the ocatpational distribution of men and women. The
most conspretons of these inchnle the threefold greater percentage of
men than wonten who work as managers and administrators (15 versus
5.5 pereent); the five-time greater 1cpresentation of women in clerical
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work (32 versis 6.4 poaeeny, the seventeen-time greater representation
of men among aaftsimen and Kindred workers (32.3 versus 1.4 per-
cenyy, and the thiee-time greater woaacenuation of women in services
21 3 versus 7 pereenty. In terms of gross vccupational categories the
sexes paralled cachi othier enly with 1epect to the proportions employed
as profossional or sales workers aud as vperatives— but it must be em-
Phasized that these parallels redate only o gros dassifications. For
instance, the lnges. nmnber of women professionals are schoul teach-
¢ty and nurses ymost of the latter of whom do not have a wllege de-
gieg) while engineers 1eprosent the largest male professional gronp,
and males predominae among the highest-carning professionals in
medicing and law. In sales, males have almost a monopoly in the Inca-
tve indwstiial cquipment aea and high-tichet tetail items while
women hold the lower paying positions. And there are twice as many
woien opetatives in nondurable mamilacturing where pay seales are
lowa than in dutable manufacturing wliete pay seales are consider-
ably higher.

Prcbably thie most welling differencee in the oceupational distribution
of men and women is the long tam coneentration of the latter within
arcdativedy few ficddds, About one out of cvery four women is employed
as a seerctary, 1etail sales clerk, bookkeeper, elementary school teacher,
or houschold worker. Half of all wonien wotkers arc found within 21
occupations while men are much more broadly distuibited over 65
ocdipatious. Unul dhe reeent legislative push o attack discrimination
against women in the labor narket, the American economy was bifur-
cated into male and fenuale jobs, in much the same way that 1t was bi-
furcated into jobs for whites and dilferent jobs for blacks.

A fst indication of the sclective dhuanges bronght about by the com-
Lined public private clforts 1o reduce and ddiminate discrimination
agdinst women in the world of education and work wn be found in
the 1g72 cnrollment fignres for the aniering dasses in medical and
Law schools. In the midsiatics, wonen acconnted for about 10 pereent
of thuse acepted by micdical schwools and g pucent by law schools, in
1472 the medical school figure stwod at 2o percent and the law school
figiie at 12 pereent.

The concentration of women in low paying occupations together
with the fact diae only one-third of them work [ull-time, full-year
(compared with three fifths of all meny helps to explain why in 1972
nien catied on the average just under $7,000 while women carned a
shade under Sz,500. Howeser, if one wouttols for diffuiences in time
wothed by limiting the comparison to those who worhked full time,
full year, the hndings are suiking. men carned over $y,6uu, women
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$5.5700—or less than thice-ffths as much as men. Equally striking is
the fact that of all pasons with money income in 1971, 3o pereent
of the men earned 310,000 01 mote wompared with less than ¢ percent
ot the women. A still moie resealing compaiison is that of the carn-
ines of men and women who worked yeariound, full time by educa-
tonal level. In the case of high school graduates the figmes were
$10,500 fur men, $o,0v00 for women, fur college maduates, S15,600 for
men ad 38,700 for women, for thuse with five or more years of col-
lege, $18,000 for men aud $10,800 for womern.

While as individuals women clearly saffer serious disadvantages in
the abor maiket, it must be cmphasized that thein soaal and ccoomic
status is often deternnad by the occupations and carnings of their
hwsbands. Moreover, white women, thiough their fathers, brothers,
and husbands, have a way of leaning about the levers of power and
how they win be manipulated, a form of knowludge that remains be-
youd the ken of most manbers of minority groups who are dehnitely
on the outside of the sodicty and economy. One must be careful there-
fure not to equate racal and sex disaimination. While they have much
in common, they also differ in many essentials.

YOUTH

The third special employment problem that warrants attention is
the predicament of youth—particularly youth with handicaps growing
ouc of their racial or ethmic background, sex, education, or criminal
record, which confiont them with serious problems as they seck to
establish themsclves in the world of work.

1he untal souree of the difficulyy is anbedded in the demographic
turnabout that occurred after World War 11, During most of the
1ggus the birth rate had diopped to about 1819 per 1000, and in
1945 it stood at 2u.5. By the end of the 1ggos and until late in the
1950s it hovered between 24,25 per 1000 reaching a peak of 25.2 in
1957- What these figuies mean is that throughout the carly pust-World
W II period the birth rate was over a third higher than it had been
in the prewar decade, This rise in the birth rate fed to a substantial
inacase i the proportion of Lanilics with three and four children
and a corresponding deddine of thuse with no children or only onc
child.

I1he high birth rates of the late 1g4os and 19305 were reflected in
the very large increases in the teenage population in the 196os. The
stxtecntomneteenyear-old group increased by 46 pereent within a
single decade. Wiale these demographic factors had multiple effects,
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induding in patucalar cflects upon the expansion of secondary and
Ligher cducation, nulitary manpower policy, the aime rate, diag ad-
diction, cte, om conern s primaily with its cmploymenticlated
dimensivns. The aritical finding is that over the two decades 1952-72
thae was a stiiking vansfonmation in the shape of the labor fuice,
reflecting the ddative indeases of men, wonen, and teenagers. The
number of men acased by only 2o pacent, the munber of wonen
inucased by about 73 pereent, and the number of wenagers increased
by over 100 pereent!

INom the begiming of the 1g6os to 1972 the postwar baby crop was
abo adding rapidly o the mimmbes of workas in the 20-to-24 year age
Lracket. The inucase for males was fiom about g1 to 6.5 million and
fur funales fiom 2.6 w0 5.3 unlhon. Exven though the American econ-
omy cujoyed a long period of wapid expansion in the 196us, reinforeed
by additional needs for manpower by the ammed forees, the demo-
graphic eaplosion among teenagers and youny people in their eatly
twenties teqquited a high leved of new job acation if all who wanted
to work were to fil employment.

While many younyg people succeeded in finding the full- or part-
time cmployment they wanted and needed, @significant number failed
o make a suceesstul tansition hiom schiool o work. The story can be
tead in rising nncomployment rates and in the indcasing spread be-
tween the unamployment tates of youth (16-24) and those of the
mature adult labor force. For the late 1gbos-carly 1y7us, a 1ough rule
of thumb is o tahe the nauonal ununployment rate and double it
for youtl, and donble it again for minority youth. That means that
with a national unumployimant rate of 5.5 pereent, the youth rate will
be 1 paceat and the rate for minorities vver zo pereent. Teenagers
amony minoritics have uvnanployment 1ates in the 23 to 35-percent
range fur males and dose t 40 pereent for fumales. It should be added
that these 1ates are conservative, for many young people who have
dropped out of sclivol are not counted as unemployed because they
are not actively looking for work.

The unamployment rate for youths tends to be somewhat higlher
than the average i all industiial countries beeause of the jub chasiges
young people make as tiey try o find a congenial or at least an ac
wptable job, However, the data suggost that the demographic explo-
ston gcther with special institutional wonstraints lave resulted in
disproporuonatedy  Ligh youth uncnployment rates for the United
States. Thie tgtos saw a rapid sluft to sarvice ocanpations, whidh meant
that many poutly cducated youngsters had trouble sceuting dlerical or
othu typos of vfliee unploymiant. As long as cmployers were able to
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nieet their expanding needs with adult women they were loath to lue
young people in the buhidf that they were umeliable amd careless.

Protective legislation, long on the books, made it diflicult {o1 sume
employers to hite youth even if they wished to. Rising racial con-
sciotistess made soie better ducated minority youth balk at aceepting
dead end jubs, such s in domestic savice ot wnshilled manual work.
Employar Lining practices thet wecded out youny people who had not
acquiited o high sthool diploma o1 who lad a police 1cend had a pa-
tcadaly advense cifeet on the auployability of many minority youth
from low-income homes. And some prefened to seeure income fiom
illicit and illegal activities 1ather than accept a low paying job that
had no futume. There are some cconomists who believe that the high
muinum wage was a further obstacle to employers” hiting young peo-
ple, although the evidence is far fiom conclusive and the policy im-
phications in favor of a substantial differential are far fioum obvious.

The years ahead promise some 1clicf as the demographic bulge di-
mimshes. Unfortunately the inerease of teenagars among minotities
will be about as Luge in the 1gj0s as in the 19g6us—q4 versus jg per-
cent. The el redief 1s among the white teenage population whete the
rates of inucase will dedine from 46 percent to g pereent. Even with
an easing of the pressure frum the side of numbers, the transition of
youny people from school to work will remain a difficalt problem,
partieularly for those who enter the jub market with assurted disabili-
tics.

The foregoing summary comsideration of the work and work rclated
prublems of blacks, women, and youth point up the following:

—Discrimination continues to limit serious'y the opportunities open to
blacks and women in their preparation for and participation in work.
Ths 1s reflected in their continued concentration in less desirable and
lower paying jobs.

—T e decade of the 1g6us, particulatly after 1964, saw substantial gains by
blacks and latterly by women, but the gap betwean thoe groups and
whue males remans wide and is not likely to be substantially narrowed,
much less closed, quickly,

—Many youth are cxpaencing major difficulties in getting a toehold in
the world of work, among vthur reasuns because of the iecent rapid in-
crease e ther nunbars, While the demnographic outlook has tuined more
favorable, many niinority youth, especially thuse who fuil to acquire a
hugh school diploma or who lack the skills reguirad for white collar work
will contnue o face special dificultios in findiug a satisfactory job that
holds promise of future advancement, .
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In Search of Perspective

The caveat put forward early in this essay concerning the great
difficultics of drawing inferences about work satisfaction from data
about transformations in the Amcican ceonomy and its vccupational
structure should now be sclf-evident. Yet inferences that lead to greater
understanding are the touchstone of social science research, In the
face of formidable difficultics, Iet us look backward to sce whether a
limited number of propositions «an be ventured, and likewise let us
look aliead to see whetlier any tentative furecasts can be made on the
basis of the review of recent developments.

The advantage of looking backwaid over a half century, or even
over 23 years, is the contribution that time makes to perspective. It
is easier to distinguish the important devclopuients and changes that
have taken place. We will call attention to five that appear to char-
acterize the uansformations of the American labor force.

The period since World War 11 has seen an ever larger proportion
of married wonien enter the labor force to work full- or part-time. One
is forced to infer from this development that when faced with the
opportunity to work and earn muncy income a rapidly growing pio-
portion of adult women decided that this was a preferred alternative
to continuing to spend their time at flme and in voluntay activities.
Admitedly many women who work have no option because they are
heads of households, responsible for supporting themselves and their
dependents. It is also true that many otliurs who work du so out of an
urgent need of the family for additional income. Still, the basic propo-
sition bolds: more and more married women who work do so because
they prefer to have a job and pursue a carcer. On balance, work out
of the llome has a powerful attraction for them.

A second major trend chamacteristic of the post-World War II era
is the substantial incicase in the years of schooling of the new entiants
into the labor force and the cortesponding shift in their industry and
occupational attachment. .\ greatly incieased proportion, as wmpaed
with earlicr periods, ate employed in the service sector and are white-
collar workas. Despite the much lager numiber who have entered the
labor foree as high school or college graduates, their wages and salaries
have not suffered compression. The returns on education remained
high throughout the period although a minority of the better educated
were tmsuccessful in getting or holding jobs commensurate with therr
education. While there are many white cllar jobs that are prestigious
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more in name than in fact, the rapid expansion in professional and
namageral employment did provide atactive work and working
enuromments for mamy new entrants. The world of the office is less
demanting and less cnervating for most people than the world of the
factory, the mine, o1 the farm. In short, the last quarter century saw
a unjor shift ot the cconomy away frou wotk wlere men were con-
wolled directly by the machine. -

Work always 1cpresents an admixture of pluses and minuses in the
cese that those who enter an employment 1clation give up their time,
accept direction and supervision in the use of their energies, submit
themselves to rules and discipline, and in retarn 1eceive wages, bene-
fits, opportunities for advancement as well as concomitant satisfactions
embedded in then work and social relations. ‘The post-World War 11
pertod was conspicious in that there was relatively litle pressure by
those wlho wotked to 1educe their conventional hours of work per day
or per week. In fact, overtime, averaging niore than 10 percent of
standard howrs, becme the pattern. Such reduction in working time
that aid occm was 1eflected in mote paid holidays and longer vaca-
tious, attesting to a desire of the wurking population for blocks of
tume ofl m which to enjoy thein higher real carnings. The absence
ot broad pressmie to teduce the workday and workweek must be in-
terpreted as evidence that most cmployees did not find their work life
particularly oppressive. Otharwise they would have traded additional
income for additional time.

Workers organize themselies into trade unions in order to improve
therr bargatning position vissa-vis the employer, not solely with an aim
of rawsing thewr wages and improving their fringe benehits but also in
order to broaden their contiol ovar their immediate working « nviron-
ment. LThe post-World War 11 period saw i slow growth in organized
labor, so slow w fact that even alter allowance is made for other fac-
tots, such as steadfast employer oppusition, a less [riendly governmen-
tal enviromnent, and weakness at the top of the trade union move-
ment, one is forced to conclude that the gicat mass of unor ganized
workers were not 1eady to pay the costs of organizing. Apparenily they
did not feel that then present cenditions were so hard or that the
umon conld brng them so many new benelits as to justity the turmoil
of organizing.

Funally, 1t wonlil be a sciious error to read the evidence that all was
right i the world of work. o1 ¢ven that conditions were improving
so rapidly that an cra ol contentment was about to be nshered in.
Notling conld be fuither from the truth, T'he sources of discontent
wae legion. Workers aud employers in evay sector of the cconomy
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were in conflict, often latent, pentiodically overt, about wages, condi-
tions of wurk, produdtivity, and othar aitical dimensions of emple,y-
ment relation, Just as quickly as old sourees of difficulty were ironed
out new ones cmerged. growing out of chunges in the economy, the
society, and the wourkhets themselves. This dynamism of discontent is
embedded in work rclations in a modern demoaatic sodiety.

Against this background of recent chianges in the world of work, is
it posible to identify sevaral weas where the dynamistu of discontent
is likely to manifest itself in the years ahead? The following appear
to be high on the agenda.

It is by no means clear thae the past advantages young people se-
cured by entering the labor foree with extended education which led
most o better jobs will continue. A 1473 report by the Carnegic Com-
mission on Higha Lducation suggested that over onequarter of pros-
pective college gradiates in the 1yjos will probably have to settle for
jobs that were formerly held by nongraduates. And wage compression
is a distinet possibility, which puints probably to rising orders of dis-
corttent ammong the better educated managerial work group.

The experiments with flexible working hows intodueed late in the
1960, which are still expanding, the rising union objection to com-
pulsoty ovartime, the growth of foreed and optional caly retirement,
il suggest that we may be entering a new era in regard to trade-offs
betweenr work and leisure and between opportunities for older and
younga workers, It would be strange indeed if inacasing fanily -
come did not lead sooner o1 later to a 1ceonsideration of the hours
question. The preferences of workers are likely to 1un afoul of buth
tchnological and cost considerations and 1oult in compromised solu-
tions—but not until both parties have learned o appreuate the pri-
ority needs and preferences of the other.

The pervasive troubles all modern economies face in reconciling
high level employwent with 1casonable price stability underscore the
neeessity for modifications in collective bargaining and in the market
mechanisms as chey influcnce price and dividend  determinations.
Workers wiil not forego tiwir search for equity, but the domdin of the
struggle hus begun o shift into a new arena where govanment plays
a larger rolke. No one can see dearly the new structuies that must be
put into plawe or what will be requircd to mmsute that they bewome
functional, but onc can prognosticate that this will be an inacasingly
important arena for conflict and resolution.

The 1g6us saw a major thrust to reduce and remove discrimination,
especially agdinst minotitics and women in their picparation for and
utilization in the wotld of work. The several levels of goverument have
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putsued affitmative action programs, quotas, gouls, compensatory ac-
tons 10 expatd oppottiites for groups previvusly baned outright
o1 severely handicapped in their cfforts 1o gain acss to desitable jobs
and cacers. In the last few years the inttial emphasis on assisting
black men to unprove their employability lias i.cen broadened to in-
cude women, the Spauisl speaking, and lage munbers of smaller
gtoups sucht @ Amctican Indians. Wilale governmental efforts have
ungetestionably liclped to 1eduee disaimination in the labor market,
the 1ate of progress Tas been unesen, slowed in many cases by the
suiall numbe of gualified minority membes in the hiving pool, the
tecalctiance of vatiows tiade union groups on the matter of opening
wanbeslup o outsiders, the small nanber of job openings, as in the
acadenue world, and above all, the growing coneein that the rights
of thie majority not be mbiuwmily 1estiicted as o result of conective
actions aimed at helping minorities.

Those and othar difficulties notwithstanding, it is reasonable to ex-
pect the issue of diserimination to be at the fore in the years ahead
esen whide thae are likely o be continuing contflicts as individuals and
groups stiuggle over the division of employment opportunity.

Finadly, the combination of moire education, less fear of unemploy-
ment, and higher fanaly income is loosening the monolithic 1etation-
slup that exited for so long between people and work. In an calier
day men lad to work in owder to eat. That is less tue today. At the
upper end of the meonie seale Lamilies support their children well into
thent twenues. At the lower end, many young people also manage to
Gast withiout 1egular jubs, Wit more and more couples working, one
ot the other spouse may diop out for a time to return to school, to
raise « duld, or 10 puisue an evocational activity. To the extent that
pople want more degiees of ficedom o stiucture their lives and their
tune, one must anticipate additional conflicts in the work aena be-
tween anployees who scek grater options and cmployers who are
locked into production schedutles and the market.

At the sane time, moder nosocietics can wbsutb a consid 1able amount
of conllict without bung 1ent asunder. As workers suuggle to find a
new balanee between work and the rest of their life, they modify the
eanstinig teality and develop new expectations, thereby setting the stage
for further changes.

NOTE: The author wishes to acknowledge that primary reliance was
bascd on Statistical Abstiact of the United States, 1g72. Use was also
made of Manpower Report of the President, 1973, und several reports
developed from the 1y70 federal census. The author further makes
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PART TWO: CONTEMPORARY ISSUES

George Strauss |

3

Workers:

Attitudes and Adjustments

Recent years have seen much concern with an alleged erosion of
the American wotk cthic. Sodal aritics and 1epresentatives of the Es-
tablislunent alike hine warned that discontent is macasing rapidly
and that workplace reforms are urgently needed.

Evidence of this rejection of taditionad values is cited on all sides,
Clildien broughit up in the ghetto find it hard to adjust to tlic disdi-
pline of a regular job. The Lordstown stiike--and the high rates of
twnover and absentecism in automobile  plants—pethaps indicate
profound dissatisfaction with boung, repetitive work, paticulatly
among younger workers. According to an American Management As-
sodation study, 52 pereent of the managers surveyed “found  their
work, at best, unsatisfactory.” Half of all workers, ranging up to 61
parwent of professionals and munagars, say they wald sccomplish more
work if they tried. And assignificant and highly vocal group of wollege
students (coneentrated among those with affluent parents) have been
tuned off by the prospects of spending a lifetime working for large
corportions, prefaring to do their own thing in communes, making
craft objects, or serving meaningful social causes,

GrurGE SIRALSS is professor at the School of Business Addmustration and
acting director of the Institute of Industrial Relations of the Unwersity of
Culifornia. He has been assocale dean of the School of Business Administra-
tion at Berkeley and also managing cditor of the journal, Industrial Relations.
Chairman of the Personnel Board of the City of Berkeley, he s co-aunthor of
three bovks, The Lucal Union, Personndd, and Human Behavior in Orgamiza-
tions as well s author of a considerable number of artules i the ficlds of
labor relations and organizational behavior.
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This widespread nmest has been blamed for a varicty of ills, espe-
cially deddinmg productivity, the wonsening of vu balance of trade,
and o galloping inflation—as wedl as political and social phenome-
na such as opposition to school busing and the heavy blue collar
suppott for Governor Wallace dwing the elections ot 1468 and 1972,
The stululying uatme of work has been hicld aopomsible for poor
mental and physical health and the prometion of dull, passive forms
of 1careation. And on the industiial 1clations fiont it has been cited
as wnttibuting to e defeat of incumbent leaders in union clections,
to the tiend wwad rank-and-hile 1¢jection of conuadts, and to in-
creased strike-incidence generally.

Among the difhadt gquestions T will discuss in this chapter are the
followmng. How dissatisficd we worhars with their jubs? Does dissatis-
faction aiise chiclly from dhe 1epetitive, diallengeless natwe of woik,
or wre fuctoes such as low pay, inept supavision, and blocked mobility
mote important? What e the uends for the futme? Is dissatisfuction
goning? Goven the tend of 1ecent public interest, my cnphasis will
e on tepesane work and the blue collar workers. Llowever, most of
what L say will have a wider application.

Attitudes

THE EXTENT OF DISSATISFACTION

Industrial psychologists ltave been measwing organizational morale
fur vvar o years, and from al those studics vne finding stands out:
regardless of the occupatonal lesed examined, only « minotity of work-
ers cvar 1eport being dissatisfied. Sinee 194y the Gallup Poll, for ex-
ample, has been asking. “On the whole, would you say you aie satis-
ficd or dissatisfied winli the work you doz” Doubits have been expressed
as o the meanmgfulness of any attempt o measume job satisfaction by
a single quostion. Nevertheless, the findings of the 1973 poll (despite
tedmical inadequacics) prove very typical of many other studies. These
figures wre shown on page 73. Note that factors snch as age, sex, and
education all aileet the tesult, yet even among nonwhites less than one-
quarter 1epurt bung dissatisficd. Somewliat sinddlar evidence comes
fiom the 1908 Manpower Report of the President, with percentages
of thuse 1epurung dissatisfaction with work dropping from 21 pereent
in 1446-47 to 1213 percent in 1g64-65. Other 1escarch of the late
siaties and caly sovenno—induding o massive gosamnent financed
study conducted by the Univasity of Michigan's Suivey Rescarch Cen-
ter—come to roughly the same conclusions.
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(Percent)

Satnsfied  Dissatisfied  Nooprmon

Overall 77 1 13
Sex

Men 78 12 10

Women 76 10 14
Color

White 8o 10 10

Nonwhite 53 22 25
Educaiion

College 84 10 €

High schoct 75 13 12

Grade school 71 9 20
Occupation

Professional and business 85 10 5

Clerical and sales 81 13 6

Manual workers 8o 13 9
Age

Under g0 years 72 20 8

3019 years 83 9 8

50 and over 74 7 19

Ducs this sumewhiat icmarkable comvargence of findings suggest that
worhers are in fact truly satisfied with their work? For reasons I ex-
plain later, I think this overstates the case. Repurting satisfaction and
being satisfied nay be vay diffaent things. Nevertlieless, with the
possible exceptiva of some blaek workas, there is little reason to ex-
pect an immediate revolt against work.

THE IMPACT OF ROUTINE WORK

Nationwide summaries can casily mask important differences. De-
spite the daca dted above, theae is ovarwhiddming evidenee that many
(but not ally workas react negativedy to work thet is 1outine and with-
out cliallenge. .\ whole series of studies from mass production: industry
shiows, for example, that dissatisfaction appears directly related o short
job Gyddes, lack of autonoary and contiol over workplace, and jubs
which require awntion but not diallenge. Such factors also rclate to
absentecism, turnover, strikes, and even poor mental healih.

Similaly, thuse who work as scrvice engineers in the field are me 2
likely to report that their jobs are “very good” than are engineers wiho
wotk in leboratoties —the differences bang atuibutable to esient of
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freedom available in the ficld. And, executives, particularly au the
lower levels, express dissatifaction with their opportunities for au-
tononny and creativity.

A ditferent kind of evidence is provided by studies which compare
nass-production, assembly-line wor kers with craftsmen (such as print-
crs) and workers in automated process technology (such as in oil re-
fineries). T hese studies agree that by all indiees job satisfaction is con-
siderably Iugher for craftsmen than for assembly-line workers, with
the position ol automated w orhers less dlear, but certainly above that
of assembly-line workers. Roughly cquivalent 1esults have been ob-
tmned in studics compaing scactaies (aaftsmen), key punch opera-
tors (mass production), and comptiter operators and software persormel
(process technology). Those derical workers whose jobs penmit the
Jeast autonomy are the ones most alicnated f,om their work.

On the other hand, the nead for challenging work must be placed
in perspective. The 196y Savey Rescarch Center study ranked job
chatacierishies as follows, in tenms of then correlation with overall job
satistaction:

Correlation

1. Having a “nurturant’” supervisor 37
2. Receiving adequate help. assisance, ete. .32
3. Having few “labor standards problems” ( uch as safety

hazards, poor hours, or poor transpottation) .32
4- Lair promotional polieies .31
5. Supervisor not supervising too closely .30
6. Having a technically competent supervisor 20
7. Autonomy in mauers alecting work 28
8. A job with “cnriching” demands 26

Note that autonomy and entiching jobs came seventh and cighth. In
other words, nmproving manager ial l)l.lcli((.\ may improve job satis-
faction as much as changing the nature of the job.

According to the 1973 Gallup Poll, “cnjoy my work” camne first
among reasons why wor Lets were satisfied with their job, with “good
pay” conung sccond. However, “poor wages” ranked fist as a reason
for dissatsfaction with “boring work™ sccond. Similar findings come
from numy other studies. Extrinsic factors such as low wages, lack of
job sccurty, lmuted promotional opportunities, and arbitrary man-
agement (rather than intiinsic factors, snch as challenging work) are
frequently hsted as the prmary caunses of job dissaisfaction, alienation
from woik, as well as personal unhappiness oft the job. And there is
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cotstderable reason 1o bedicve that for a wide range of employees—
espeaally those in lowar inconne categorics  these factors may be of
greata importance than having jobs which ofler challenge, varicty. and
autonomy. Catanly anion manbeship demands have been coneaned
chuelly with obraining highar pay, shotier hows, voluntary overtime,
incrcased job scearity, and reduding the power of the foreman. At least
during the 1y73 negotiations, thae was far more reporied membership
intcrest in enriching the pucketbook than in emiching the job.

‘1o put it another way. having dhallenging work cetainty does nake
a difference. But for many workers the uestion is 4 seeondary one,
amd thare e important individual diffaences in willingness to adjust
to routine work.

LARGE CHANGES IN WORK ATTITUDES?

To what extent has thae been a cdhnge in vork values d aring the
early seventics? Is the pictare of gencial satisfaction rapidly changing?

Cutainly there is some ovidence of rising discontent. However, the
treand is far from clears Most of the discussion has been based on spe-
it mcadents whidh have hit the headlines, and thae has been little
efurt to view the ssues in perspective. Hard facts e fow, and we lack
the long-term stadics wineh woald penmit us to compare employee at-
titudes today with those of 2o or .jo years ago.

A few caamples may ilhstrate the dithonlty of making judgments
on the basis of the limited evidence now available.

—The Londstown sitike made goud wopy because younger workers were in-
volved. but strihes vra production standacls are common in the anto-
mobile indusiry, particatarly when new processes are being introduced.
(A similar strike at Norwood, an older plant, reeeived less attention.)
Much of the ancadotal evdence of mcrcased dissatisfaction comes from
automobile plants, an entypical example of work life in that in few
other activities 1s the worker's autonomy so severely vestricted.

~—The rate of inacase in productivity decdined during the late 1gfos, but
chimbed quite sharply in the carly 1yjos—however nost of these fluctna-
tons can be explamad m tams of wonmotivational factors such as rates
of plant utilizuion or unemployment.

—Man days wdle (a5 a pereent of working time) due to stikes rose from .11
in 1461 to .37 in 1970 dropped to .1y in 1g72 and were running at .09
in the first three months of 1973.

—Q .t rates 1 manufactunig wue form of jub rowation) went up from 1.1
in the recession year of 1458 to 2.7 in 196g, but droppad to 1.8 in 1971,
went up dgan to 2.2 m 1y72, ad generatly seem to behave inversely to
uncmployment.

—Abseniee rates in auwtoniobile plants went from 2-3§ percent in 1965 to




O

ERIC

Aruitoxt provided by Eic:

78 George Strauss

5-6 percent v tgzo—aml tha dropped in 1971 Nationwide abseniecism
rose from 2.0 wm ghy 1o 2 5 magje ad then diopped 1o 2.8 ino197z2.
—Reent research suggests that college stadents. over the Lot decade, have
Lrcome lovs adhicrament-otiented and more prone o 1eject anthority. On
the aalier baml stadent ahicnanon mas hase passad its peak. At Berkeley
—once the paeesetter i stadont movennnis—amdergradaae enrollment
in busitios omses jutipad by o pencent ftonl g1 1o 1973 amd dunand
for 2/lmision 10 these conrses increased more rapidly set

—Awonling to studis by the Ulnversity of Michigans Sunvey Research
Cemter there were no significant changes in ovadl jub saisfacion be
e tgzo aml 1973 @lthough thae have buen some ol sceting gains
and losses with respect 10 specific aspeas of cuployment).

Thus the evidence is fragmentary and wnfioing. .\ number of fac-
turs are at workh, depending on the work group nmldar consideration.
Oscar Leniss “Cultare of Povaty™ and Chatles Reidt’s The Gercening
of Admerea. for example, both deal witly alicnation frum woirk, bnt no
oue who has rend tie two pices an imagine that the same process
is involved in the ghetto and on campus.

To samnmarize, the evidened 1o date does not support the view that
dissatisfaction with wotk has inacased sudatantally, Lut neither doces
it prose that worhers are nnly satished. Quite the contrary. Though
most emploses aceept i beoome 1oigned o) their lot, the adjustment
process is not always < oy To me, it 1» far moie usefnl to examine this
adjistneat process—the quostion of hva workas conie o tenms with
thar jobs—than to become wawssively concerned with short-term in-
dices of morale.

Adjustment

In the pages which follow, T will look first at the adjustment
process and then at long term wands which may make this adjistment
more difficult. None of the data dited so far —those showing overall
sausfaction, those indicating a redative dissatisfaction with routine
work, and those demonstrating a redative stability in the satisfaction
mdea—are conddusive. Reality s fn mote complex than this. My basic
hyputhiesis (still oversimple) is as follows. (1) work is central o the
ke of most Americans @t least most American males); (2) nevethe-
less, they dilfer in the ' desite to obtain challenge aml tonomy at
work, depending on thar pasonalitics and the subcultures in which
they Iive, (3) if they have o, most prople can adjust to noncalleng-
ing work, wsually by lowaring thair aapectations, dhanging their need
suucture, and by making the most of souial opportunitics on and off
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the jobo (g) this adjustment process oceurs at a psychic cost which
for most groups in sucicty lUll.l} iy not be vay gicat; (5) howeser,
in the future this cost may inacase. To unaastand this process, we
need o examine svme of the larger studies of the role of wotk.

A CLASH BETWEEN PEOPLE AND ORGANIZATIONS?

What is the role of work in the life of a typical worker? IHow do
people adjust to their joln? \s a fist step in examining these inter-
rehated questions. let us look at what might be called the “personality
vs. viganization hypothesis.” This hypothesis, which is implicit in the
carly work of sodial scientists such as Chris Argvris, Notman Maier,
and Douglas McGiegor, suggests an almost ineviwable frustation of
cmployees’ expectations in their jubs, ospeddally in mass production
industry.

Ovasimplified the argument runs as follows. workers seck sodial
belonging. independence, wid personal growth. In other words, they
as;nu. tw .lsu:ml what Abralum Maslow has callad the “needs-Inerarchy

Ladder,” from satisfaction of physical, through safety, social, amd cgo-
istic to self actualization needs. A attical point is that such b.lllS[.lC—
tons are dosired on the jub. Organizations, on the othier hand, fail to
recognive these aspirations and Tollow notead what McGregor called
“Theory X™ assuniptions that worhers dislihe work and wish o avoid
respunsibility. In so duing they stiuctme work in such a fashion that
the individual is condenned w isvlation, passivity, dependence, sub-
mission, and the we of minimal abilitics. Conscguently employees
become alienated from their work.

It is not my pmpose to test the validity of this hypothesis here.
Howcver, it does suggest sume important questions, particalaly relae-
ing w the role of work in life, and it provides a convenient introduc-
tion to the discussion which follows.

The U mvcrsalzt) of Self-. Ictualz.atwn-—Supporlcrs of the personality
vs. organization hy puthesis often argue in tams of the Maslow schee,
i.c., as individuals mature they seek inucasing opportunities for sclf-
actaalization, that is, they scek the frewdom to be weative, to develop
th:eir skills to the maximum, to aerdise autonomy, and the like. The
Maslow schoame is highly flattaing o professors aid managers, two
occupations which place great value on sclf actualization. Nevertheless,
in ity oversimplified form, it can be aitidzad on @ number of grounds.
For example, the schame js stated in a non-operetional manner which
makes it vary difficult to prose or disprose (Lspecially since most fors
of human behavior satisfy more than one need). Further, there may
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be substantial ditfe renees among people in a relative weight they give
to the “basic” (plivacal, safony, and sociady teetls as against the “higher™
Teved vnes. sucht as esteenn aind self actualization. Maslow hisuscll never
clanned wat all prople would wish to climb his ladder, and certainly
noet in the same wav. I tact, as his later wiitings make clear, his
“nture,” “notwal™ individual is a rather special breed.

The work of Davad McClcdland and his disciples suglests that people
vary substantially in the redative importance they attach o varions
needs and further that thae is 1o noessary ladda, i, that people
do ot wievitably amphasize self actualization after lesser needs are
reasunably wellsatishicd. MeGlelland posits thiee oeds (besides phiysi-
cal needsy. As he pns i, they are need achicvement, need affiltation,
aid nced poacer. Pasous high in nead achictement react well to dhal-
lenge. those who wie low i this dimension e wucanad prinaily
with plavang 1t sate and wvoiding Lilure, Presunably this latter gronp
(particulanly those high on need affiliationy prefers direction o au-
tonomy. One funther pomt. McCledhand's 1escarch siggests that these
meeds are tatticr casdy malleable. o redativedy short training wourse can
substantially mercase need achicvement {amd alo managerial suceess).
if so, purhaps taunng can also induce high nead affiliation; workers
can be taned to prefer challengedess work, Shades of Aldous Hualey's
“Brave New Woald™ and the corporate state!

Aside friom thus probably extieme intarpretation of McClelland's
work. 1t does scemt reasonably dear that because of pesonality differ-
cnees people do vary substantially in their needs for challenge and
aatonviny. (A stdy by Victor Vroom, for example, suggests that
worhers who huve a lugh need for independence and weak autliori-
tarian autudes are likely to respond o wonsnltation with their super-
wsors by beny more satisficd with their work. those with low needs
for imdependence and strong authoritarian values are less likely to
respoud iu this manner.)

Personality diffacuces, in turn, may be caused by variations in cul-
ture and Lnnly duld-rearing practices (and possibly even genctic face-
tors;. A question, o be considered later, is whetler diild rearing prac-
tices may be canging suffidently to cause substantial differenees in
aitides toward work. Right now let us consider a narrower issuc: to
what exteat do cultaral diffcrences affeet workers” attitudes toward
ciallunging jubsi Let us examine this question in the conteat of rural-
urban differences.

Rural-Urban Differences—A major corollary of the organization vs.
pason hypothicsss is that theae is a positive relationship between job
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drallenge amnd job satisfaciion and that job endargement is an almost
stne fis way to raise morale. Phe imdings of Ardon Tarner and Panl
Lawicned's Industrial Jobs and the Worker scriomsly dhallenged this
serity, I astudy conducted i ddeven finms, these rescarchers songlit
1o meastiie the rcationsng between job satisfaction amd complesity
of wuik, To thent great sarpiise they found that small-town workers
reacted positivedy o more complen tasks (@s expectad) but that wban
workers teacted less positivedy to than. This ananticipated finding
was further supported by a scries of artides by Charles L. Hunlin
aud Milton Blood reporting on researdr i a wide variety of connnu-
nities, Where urban amd sl dluraderistics were higl, the correla-
tivis between bluccollar satisfaction and jobs skills were low or nega-
tive, the teverse was trae i more tural arcas, wlnle the natare and loca-
tion of the commamty seanad to make 1o diffuencee for white-collar
workers, Finally, a stady by Gerald L Susman suggosis that rural work-
crs react to job discction with greater pride in their job awomplish-
ments, wlile for ban workers greater disuction is related only to
imolvement and 1o time sceming “to drag” less often.

This 10earch may be subject to methodological criticism. But as-
smming it is valid, there ae a naeser of possible alternate (though
partly contradictory) explanations for these aneapected findings.

1. One possibility 1s that rurad and small-town workers have inter-
nulizad the old Lishionad Protestant, middle dass cthie whidh glorifies
work for its own sake aid tmists on individnal acliies ement. The city
worker bodongs to a diffaent cultare (or is at least alicnated from the
traditional culture). Why should the urban blue collag cultwre be dif-
feren?

a. In small towns it is difficult for blue-collar and white-coilar
valnes te develop in different directions. hie big dvy perunits
greater diversity.

Raral workers are more likely to be Protestant and urban
workers Catholic, th suggesting that the two religions have
diffcrent values towara work.

¢ Alternatively, it is not a matter of religion, but experience.
Urban workers (inany of whom are black or ctlunies) reject the
Protestant ettic becanse their experience s not tanght themn
that liard work pays off. Indeed, rural parents may siress
nead aciievement to dicir children wiile the wrhan child learns
need aflitiation or need power.

Or it may rclate to the Maslow hierarchy. J. Richard THackman
arid Edward E. Lawler report that urban workars are relatively
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more concerncd with satisfving plivsical and social (15 opprosed
1o ¢oistic) satisfactions than are their counuy cousins, The ex-
plunation for this is unclear; pussibly it relates to the Bigher
cost of living and the greater difficuly in deseloping meaning-
ful social relationshi s in the city.

2. Dyeryone’s capacity to wpe with un-zrtainty and change is lim-
ited. For wihan workers, alveady living in a tmbulent environment, the
optitnum degiee of ancatainty dosised on the job may be fan less than
for their rural counterparts.

3. Still anothier explanation is in terms of “equity theory.” Chal-
lenging jois asaally 1equite more work, certainly more r2sponsibility,
but they command higher status and pay. In rural areas taking on
mote challenging workh may lead to greater relative sodial aud eco-
nomic payoff than it dous in the big city, where the highest paid blue-
collur workar muay still be quite low on the overall sodial and ceonvmic
totan pole. The city worka may dedide that the 1ewand for taking on
moie 1esponsibility may not be worth the cffort.

4 Tinally, wark and the job may be mudh more central to workers’
Iives inrural arcas than it is in big citics where there are o wide variety
of other areas upon which life interest may be focused.

This last suggostion raises a much broader question to which we
now turn. how central is the job in detenmining satisfaction with life?

THE JOB AS A PRUIMARY SOURCE OF SATISFACTION

Must workers satisfy their higher-orde needs on the job, or can they
satisty these after work, with their family, through hobbies and reaca-
tion, or in social wd community activitics (such as unionsy? Some
argue the central focus of many people’s lives is not the job (which is
marcly a way of “getting a living™), but the home or the community.
As Robert Dubin put it in 1y3y at the Eleventh Annual Meeting »f
the Industrial Relations Res.arch Association:

Work, for probably a4 majority of workers, and even extending into the
ranks of managanent. may represcut an insttational sctting that is not
the cntral life interest of dhe paracipants. The wonscquen. e of this ts that
while particgpating m work a g wral . rioade of apathy and indiffazonee
prevals. ... Thu. the industrial woraor does not feel imposed upon by
the tyranny of oiganizations. company or union.

How impottant i> work in hwnar life? “Gentlemen” in many so-
cictics do pot wutk, Classical Greeee devalued work, it was at best
instrione ntal, o means o an end. In Commnunist Clling, on the other
hand, sticnuous efforts we buing made to make all work expressive,
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a valued end in itscdf In o society work is more clearly the central
life-interest of artists ad professionals than of casual liborers. The
colleee professor's carcer is botlt his wori and recreation. His self-
image is ded up in work; his friends are likely to be college profes-
sors—aud they talk shop. To an equal or lesser extent LY 1anagens,
professionals, and ~ven shilled craftsmen belave in the samne way. But
Harold Wiiensky suggests:

Where the technical and social organization of work offer much freedom—
e.g. discretion in methods. pace or schedule, and opportunity for ficquent
interaction with fellow wotkers . . . then work attachments will be strong,
work integrated with the rest ol fife, and tics o the comniunity and society
solid Conversely, if the task offers littic workplace freedom . . . then work
auachments will be weak, work sharply split {rom leisme and ties to com-
munity and society uncertain (Social Pro®lems, Summer 1961),

How do workers respond to jobs which provide little opportunity
for being expressive? A few seem to have adjusted easily enough to
viewiry their jobs as purely instrumental. In my own interviewing
experici-e in factorices, I often ran acruss women who rep< .ted vari-
ants of, “I like tlis job because it gets me away fiom All the kids and
pressures at home,” A significant number of woikers object to job
rotation because it distupts their routine and prevents them fiom day-
dreaming. Similarly, I have run iuto artists who have deliberately
taken on high-paying but boring jobs in order to carn ¢ sugh to sup-
port their real interests, (A related plicnomenon is the colle se-educated
hippic postman, who has “dropped” out of seeking o .ative work.)
John H Goldthorpe concludes that English auto workers consciously
take on assembly-line jobs Lecause they view them as an instrunent
for the attainminent of economic ends.

Can a wrade off be made between off-the-job and on-thie-job satisfac-
tien? Can the worker who desires higher-order satisfactions on the job
make up for this loss off the job? Clark Kerr's 1664 study which stn-
marized trends throughout the wotld predicted that work in the fu-
ture would become inucasingly routine and provide fewer and fewer
opportunities for creativity and disaction. Gn the other hand, as
working hours grew shorter, there would be a new "bohemianism™ off
the job os people sought self expiession away from woik. “Lei-nre will
be the happy hunting ground of the independent spirit. . . . The
new slavery to techiology may bring a new dedication to diversity and
individnalism off the job.” Certainly there is some evidence of “bo-
hemianism™ (now called the “counter-cultme™) among professionals
and managers. But is this “bohemianism” likely to counteract the
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boredom of bhue collr workars? And will it take the foom of active
1catation, o1 of passive Geapisin such as diugs, alioholism, or T™w?

The limited 1escarch to date suggests that the Rinds of recreation
people engage in we ddosedy similar to the Kinds of activities they en-
gage in on their jobs. According to one study prople on active jobs
which punmit substantial disciction tnd to engage in similn founs
of 1eacation, sudi as tuiing organizations, active spuits, louse-
buslding, and varions hobbics, Those whose jobs permit sodial contact
(but Litde disaction) engage in social forms of 1eacation, ic., visiting
and reciving visitors, outings, “beer” and talk. Finally, workers with
limited disciction or sodial contact at work tend to participate in
“passive” activities, mcdading fishing. 1eligion, going for a diive, shop-
puig, watching TV, and Lstening to the adio. According to this study,
at lewst, workars do not countaact the cffcets of dull jobs through
active iecreationt.

Puthaps this should not be swprising. Participant accounts of life
i s production factoties stiess that the work pace notmaldly leaves
one so exhausted that thae is enagy enoagh left only to drink a few
bears o waich the tabe. But thae is another, less kindly explanation:
it 15 not dull work which causes dull 1eaeation, but dull people who
pick dall reacation and through natural sclection diift into dull work.
[ any cse. for most workas the quality of life at home seems dosely
rdated to the quality of Life ou the jobs. The limited evidence does
not support the trade-off ypothesis.

APATHY AS A FORM OF ADJUSTMENT

A further clue as to the 1ole of work is provided in the work of Nancy
Motse and Roburt Weiss pince fiequently replicated) which ashed a
saipic of male, white workers, “If by chunce you inherited cnough
moncy to line comfortably without woiking, do you think you would
work anyway” The vast majotity (So paacent) of all respondents replied
posttinely pee table 1y cven though the peicentages were slightly higher
for unddle-class (86 pereenty than working dass workers (76 pereent).
Why would they workz Hae a smprising phenomenon oceurs. s ex-
preted, the main rcason mddle-class workers would continue working
was for “intaest o aecomplishiment,” but for the blue collar wotlker
the main wason for coutinuing to wotk is “to keep occupicd.” This
latter group would rathar work than not wo K, ¢ven though working
mvolves just filling in time, This may be @ depressing connmentary
ont the meaninglessness of Life off the job, but at least it sugyests that
workas do adjist to bouting work, though pahaps at a cost. It also
suggosts the wentrabity of haviug a job to the average Amaican male
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Taste 1. St Ariniunes Towarp Work
(PereE NTAGES)

Mullle Clays Weorkins Clavs

Would continue working,
even if inherited

¢nough not to 86 76
Reasons for so doing

Interest or accomplishment 44 10

To keep occupied 37 71
Would continue working at

same job 61 34
Auitede toward job

Verv satisfied 42 27

Satistied 37 57

Dissatistied 21 16

Senrce of Dats. Naney Morse aind Robert Wenss, * I'he Fuuction aad Meaning of
Work,” dmertean Soctolugreal Reciew, Vol. 20, No. 2 (Apnl 1955), pp. 191-198,

—as a source of identity, status, sclf-respect, and as an opportunity
for social interaction,

Note the last two scts of data. Most blue-collar workers would prefer
another job, and yet the vast majority 1ecport they aie satished o1 even
very satisficd with their job. The sceond finding is consistent with the
Gallup Poll and with alimost all other 1escarch in this are..

To retmm to a question asked before, does all this mean that a high
pereentage of workers me really satisficd with their jobs? I a substan-
tial proportion of workers (1) 1epurt being satished with their jub,
but wishing to change it, and also (2) 1cport they wourl contin ie
working ever if they did not have to, but only 1o fill time, then this
can only mean that these worhars aceept the neeessity of work, but
expect litte fulfillment fiom their specific job. Or to put it in the
taams of Herzbarg (to be discussed below) they wie not dissatished, but
ncither are they satisficd. They are apathetic.

Let me back up a bit. The simple personality vs. organization hy-
pothesis suggests that vrganizational 10st1aints cause worhers to become
hustiated and to 1eact to this frastration cither by fghting back
(through union activity, sabotage, or output 1estiiction) or by Tegress
ing and producing no more than a minimum amount of wark. By
1964, hes ever, Argyris had comsidarably softencd his harshly pessi-
mistic otiginal view. He recognizad that many workers seem to adjust
to a challangeless work environment. Though sudt individuals may
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e psychologically “lmmatue,” their expectations of what the job will
offer thient are low, and thes suller few overt pangs of aggression. They
do 1outine jobs in an adequate fashion, though their performance is
not innovative and they aie resistant to chiange. These workers may
not be overtly dissatishied but still are not motivated.

Implicit support for the digyins view has come fiom the research
of Iedink Hereberg and lis colleagues. On the basis of imaginative
toscach, Herzbe g concddude  that job satisfaction and jub dissatisfac-
tioil are 1ot vpposite puilits on & continuum but in fact tvo separate
ditcusions, “Latiinsic™ factons, such as company policy, incompetent
supaivision, 01 unsatisfactory working conditions may lead o dissat-
islaction. Such dissatisfaction may be reduced by hygienic nicasures
such as funge bendhits, “human relations™ uaining for foremen, or
Letter eomipany policies, but suci measures will not make workers
satsficd, only apathetie, For tiue satisfuction to be obtained, “intiinsic”
factors must be provided, such ws achiievement, accomiplishment, re-
spuisibility, and challenging work, Note that satisfaction is obtained
prmanly om the content of the work e, dissatisfaction from its
conteat ot anvuomnent. Only satisfaction 1clates o produaivity. The
proseniee of dissatisfuction may lead to low morale o1 absentecism, but
it cunination will not raise motivation or productivity. Tlewzbeg
wondades thiat 1t 1s 4 mistake W empliasize uaditional "hygienic,” “ex-
tsic” measutes wlidde save only to make the work environment
wote tolaable. Listead management should seek to unich (not just
enlarge) jobs 50 ws o mahe them seem interesting and important.

Hasbergs work has led to substantial contioversy. But whatever
the rescarddes lintauons, there seems to be @ wonvergence on the view
that thae can be o muddle ground between the overly pussimistic view
that workers actively fight routine jobs and the overly optimistic one
that those jobs make worhas viuly happy This middle ground is
illostiated by an terview I oonce hedd with a blue-collar worker on
4 routine job. This worked told me, in a rather offhand way, “I got
a prety good job.” "“What makes it such a good job?” I responded.
L answered. “Don't get me wrong. 1 didn’t say it is a good job. It's
an OK job—about as guod @ jub as @ guy like me might expect. The
forcman leaves e alone and it pays well, But 1 would never call it
a good job. It docsn’t amount to much, but it’s not bad.”

Fus muddle ground might be called apathy. The worker's expecta-
tivns ai¢ low, but he awepts the situation. In a sense he has made a
Largam with his caployer and does not fedd badly cheated. (This does
ot mean that worhers never feel cheated. Quute thie conuary, Tyranni-
cal acuons obf mdividual foremen, cfloits to speed up the production
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line, and the Tike can olien lead to feelings that the basic bargain has
been bioken. My point is meredy that asalable evidence suggests that
a broad spectium of workers are at least resigned to their lot.)

Attitudes such as this are not likely to lead to revolt. As Judith
Herman puts i, “One needs to distinguish between satisfaction, dis-
satisfaction, and apathy—the latter suggesting not satisfaction, but not
such unhappiness ws to generate toublesome onthe-job behavior.” In
Alienation and Freedom, Robert Blauna condudes, *The nmajority of
blue collar workers we committed to thcir 1oles as producers, and aie
loyal (although within limits) to their employers.”

ADJUSTMENT TO NONCIHALLENGING WORK

Peihaps all this may make greater sense if we think in terms of the
scheme illustrated by the following chart:

Type of Work

Nonchallenging Challenging
Expressive
Employee 3 |
orientation
Instrumental 4 2

We can divide work into that which is challenging and that which
is not (using the term “dhallenge” in an ovasimplified fashion to cover
such factors as autonomy, vaticty, opportuaity to participate, and
the like—factors whichi are far from perfectly correlated with each
othar). In a simila ovensimplificd fashion we can distinguish between
expectations toward woik in terms of capiessive and instiumental ori-
entations. Those with expressive oricntations, of wourse, tend to rank
high in terms of noed adhievement and self-actualization on the job;
those with instrumental oricntations look upon the job merely as a
means toward another end.

By middle-class standards, those who fall in cell 1 are the lucky ones.
They arc the professors, managets, cte. who seck sclf-fulillnicnt on the
job and are fortunate enough to find jobs on which this is possible.

Those who fall in c2ll 2 are far less happy. They are faced with
greater challenge than they want. I learned about sudi employees the
hard way when I was working for a govanmental agency some years
ago and was assigned an clderly scerctary. Imbuced with the principles
of what was then called human relations, I explained in detail the
background of every letter I dictated, asked for Ler comments on style,
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and cien suggosted that, if she wished, she could draft some of them
herself. At last she burst out, “I'm net paid to do that Kind of workl
Thaut’s your job!”

Muaslow and Argyris might argue that my sccrctary objected not to
challenge, but the way I thrust it upon her. ITad Iinvolved her in the
process of accepting more 1esponsibility (and Lad she gotten moie pay
for it), then L onentation toward har job unght have become more
expressive, And MeClelland might suggest that with proper tigining
she wuld be induced o develop greater need achievement. Alterna-
tively, she might have rejected the dhallenge outtight (as she did) or
she might have been more subde and handled it in the most routine,
burcauaratic fashion possible. Eitlier way she would eliminate the
challenge fiom the job and estore hasddf o a safe, well 4 solution. Or
she could quitl

Howevar approached, cell 2 represents an unstable situation. People
placed within it will tend cither w diange their orintation (and mose
to cell 1) or change the natwe of the jub (anmd move to cell 4). The
fow wlho can do nadier will undoubtedly teport themsedves dissatisficd.

Cell 4 is also unstable. Cell 3 consists of those who seek self-actuali-
zation on the job and are unable w vbtain it. Taced with this predica-
ment some people just quit. Othes, thiough sabotage, fantasy, or
cmpire building transform routine wotk intv sumcthing challenging
(i.c., move to el 1) But the most common solution is to withdiaw
psyclivlogically from the job, o lower ond's eapectations, and to change
one’s vnentation from expressive to instiutuental (and so move to cell
4). Sume individuals develop a rich sodial life on the job, others trans-
fer ticir attention to famly or 1eacational activitics. One might also
ideatfy so dosely with an orgamnzation that the vrganization’s chal-
lenges and suceesses wme w be one's own—and thus the boiedom of
ont’s vwn work beeomes irrelevant. Such complete organizational in-
doctrination may be possible in sume religivus orders and in vatious
forms of altruistic and personal seivice work. Certainly it is the aim
in Maoist Clhuna. I suspect 1t is ratlier rare in contemporary Ametica.
Otliers mnay becon.e alienated from socicty genetally (and so presum-
ably suffu from wental tlness). The withdrawal prowss may also be
accompanied by an atrophy in need acliicvement and perliaps suine
increase in need affiliation and even need power. A few may fight fate
and refuse to change their orientation, These will suffer from what
the psychologists call “cognitive dissonance.” They, along with those
condem:ned to cell 2, are among those Likely to report their jobs as
“dissatisfying.”

Cell 4 is stable. It consists of those who have withdrawn from ex-
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presive otientation and those who naver devddoped this. They work
to can a living or cven for sclliespect, but not fur the challenge of
the job. These people are apathetic. In Aigytis's term they aay be,
immature. They may even suffer hom psychological illuess—though
Fwill question this bedow. In Hazbag's tams they aie not motivated.
However, as long as managanent provides hygicnic condiuons (i.c.,
fair supervision, goud working conditions, opportunitics for soudl in-
teraction, and the like), they will not be actively dissatistied. Being
not dissatisfied they may well 1cpunt being “satished” on the Gallup
Poll (but probably not “sery satisfied”). Unable to sce other alterna-
tives to work, they may wedl 1espond that they wonld contmue to work
in order “to keep occupied” cven if they had enough money to do
otherwise.

It must be remembered that for some workers, moving into cell 4
nay represent a conscious choice. Both United States and Biatish stud-
ies descaribe workers who gave np jobs providing gieater intrinsic sat-
isfaction (challenge, wutonomy, and the likey in vrder to aeeept higlier
py camed on the automobile assembly line. Most people want both
extrinsic and intiinsic 1ewands, but when the choice "as to be made
they olten prefer the financial to the psychic payoff,

SUBSTITUTES FOR INTRINSIC JOB SATISFACTION

As mentioned carlier, those in cell 4 adjust to nonchallenging work
in a variety of ways and with various degrees of success—tlinough rec-
reation (as we have scen), daydreaming (an elderly lady told me she
liked her repetitive job because it gave her chance to “think about
God™), union activity, inucascd consumption, and moonlighting, T-vo
additional escape routes deserve mention, socializing on the job and
dreams of advancement. Each of these adjustment processes is casier
for some people than for others and in sume tedmologies than in
others.

Social Life—For many workers the soial life around the job can
provide substitute satisfactions for those lacking in the job itsclf. In
a context of humdrum routine, human ingenuity is able to extiact
surprisingly rich incanings fiom scemingly tivial events, Horseplay,
lunch time card games, gossip aronnd the wateicooler, football pools,
and the Lke do provide satisfaction, particularly for those with stiong
nced affiliation. As the job becomes less rewarding, the social group
may become more so.

But this is not always the case. Cohesive work groups do nos arise
automatically whenever the work is boting. Jobs dufter substantiady in
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the opportunitics they provide for sodal interaction. Onee again the
automobnle assambly line—which panain the tpical worka to com-
municite only with tie men dicady awead aend behind him o the
flow ot wortk—provides 1cdatisedy loss opportunity for interaction than
do most othier ty ses of work.

ILigh tmnover, as wedl as heterogencity among cmplosees in terms
of age, cthuic and cducational back ground o1 jub dutics, all inhibit
the development of colissive work groups. Sodial wlicsion is abso af-
feeted by thie opportunity for association off the job. Tose who live
in soliated small conumunitics, whici work odd shifts, or whose jubs
ficquently take than fivm home udh as sailots, railioadmen, or
vavdling coustiuction craftstieny we more Likedy to develop stong
occupational communities.

The union abu hidps provide solidarity, at least for a small group
of autivists. Howeser, patticipation in union activity is not likely to
be high u groups whidh me not alicady sodially colisive. Indeed sub-
stanttial evidence suggests that workas who are dissatisfied with their
jobs also tend to be dissatisfied witir their union.

“yu summarize, a ridh sodal life on the jub can substitute for boring
work to some eaxtent. Unfurtunately, hiowevar, those owupational work
groups whidh have the gicatest nal for the Kind of svdial suppurt
that & cohesive group might provide frequendy are the very ones
windh find it most difficult to deselap sucht coliesion in the Arst place.
T hwre is constderable evidenee that whiesion and job satisfaction e
pusitinely corrclated. The deselopment of colisive groups may inccase
mteest in the job, on the vthar hamd, the very factors which make
jobs less inuinsically satisfying may also inhibit cos =sion.

Dicams of ddeancement—Ely Chinvy's . lutomobile Workers and the
American Dicam explains in vivid tems one aspect of how blue collar
workers adjusted duning the Gftics to the fiusuations of the asscmbly
line. (The past tense is mtentional beeause of the possibility that this
form of adjustment is nu longer fuasible)) Dospite the scemingly dead-
end nature of thar jobs, a high puwntage of Chinoy’s respondents
Tovkad upon ticir job as only wmporay and dicamed of (fantasicd)
the day when they would be able to quit the factory and set up their
small business or ¢ngage in some suit of independent occupation.
Wiien the passage of ume scives to disaedit these dreams completcly,
they projedt than fustiated ambitions vnto their children and plan
how they can go o college aind thus escape the assembly line, In cither
case, o Blauner puts it, “their daydicams serve as a sakety valve for
day-to-ctay frustrations.”
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Lfects

Most people can adjust to boring woik in one way or another,
throush soctal activity vn o1 off the jub. thivugh daydicans, ctc. But
what is the cost in doing so? And low about those who can adiieve
neither e2» o sodial satisfaction on the job a1 acative leisure oft the
job* It iy mgued that wisatifactory work conditions constitute a
major camse of physical and menta illness and that they contribute

to alienation from socicty gencrally and thecdoie to political exticmn-
ism.

HEALTH—PHYSICAL AND MENTAL

It is well established that work stress can lead to Physical illness,
especially heart discase, uleers, and wthnitis—as well as to alcohohsm,
drne adediction, and a host of pstehiosomatic and pwely mental ail-
menis. But asigniiicant proportion of these conditions can be attrib-
wed to what might be called “overlowd”—too much vatiety, uncer-
tainty, and responsibility—o1 to lack of hygicnes (such as adequate
pay, job scanity, or fair managementy—rather than to routine work
or boredom. Those suffering fiom ovetload e likely to fit into my
cells 1 and 2, and the solution to sheir problem is more likely to be
job simplification than job enrichunent.

The impact of objectively routine or subjectively boring work is Icss
clear and somewhat difficult to measme. There ae nnmerous studics
which suggest that dissatisfaction with work is generally correlated
with dissatisfaction with life. Howewer, the direction of causation is
far from certain: docs dissatisfaction with the job Iead to dissatisfac-
tion with life, or does dissatisfaction with life lead to dissatisfaction
with one’s job? Some peuple are perpetual malcontents, happy with
vothing: furthermuie, people with mnsatisfactory lives ofien report
dissatisfaction with their jobs cven when their co-workers, with similar
but happicr lives, rcport satisfaction, (For example, unmarried work-
ers tend to be less satisfied with their jobs than maried workers.)
Clearly one’s personal life tends to color onc's attitude toward one's
job.

A high percentage of people on objectively routine work report
having happy and uncomplicated home lives, but there are cnongh
who do not that statistical studies indicate a positive correlation be-
tween routine work and off the-job dissatisfaction, Further there are
the previously cited mental healthy studies which suggest that unskilled
factory wor kers sulfar from pooter mental healtlh than do these in more
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shilled work, Assaming these stucdics are valid, the gnostion tentains
whotha poot monal health and Toss satistaction with life ae cansed
by low job duallenge, ot by other Lactors, Phic unskillad or semishilled
worher sutias not just howe boting work, but bom low pay (at least
comparad with highasshillud jobsy, amd aclativedy  inegular work.
These in turn lead w0 his anjoring a lower standand of living, living
in loss dositable parts of town, and buing loss able to afford adequate
medical and psschiatiic care. Indeed, 1ot those who bedong to mi-
notity cthnie groups, the dfledts of thein wle in e connenity may
swanp the clfeets of their role on the job.

Jub status is also maportant. Blue-collar wotk is looked down njpon
in o soaiety ospectalls i wmban areas), and the blue-colla workers
way widl saffar from impaitad selfworth, Inoa paiod when upward
mobiliy is the nonm, the man who 1anains in a low status job may
somehiow bluue Linsedt fur his fabue, And, as an indcasing pereent-
ase ot the work foree angages in whitecollar, professional. and man-
aeral occapations, the rcdative statns of bluc wollar work  declines
futther, TV Lias conuibuted to this process by spreading middle-class
valuos throughout the cadune. With racally dertogatory remarks now
profubited, the “dumb”™ blue collar worker remans among the few
socially acceptable turgets of lunnor. s a destioyer of public image
amd prvate self prade, Aadhie Bunker plays for bluecd’lar workers
today the role that Amos and Andy played for Negtoes duning the
19308,

Thus it is far from cear whether lower mcutal health is caused
primatiy by the intiimsic natine of unshilled woirk or by the fact that
worh pays poorly and Lhas low status both on and off the job. Insofar
as mental disturbanees and dissatisfaction with life are cansed by cco-
noitic aid social pressutes at home, higher wages may be a better so-
lution than improved human 1cdations o1 job enrichment. And the
ovarall status of blue collar work is not likely o be raised by dhanges
on specific jobs. ,

PERSONALITY

To go beyorud mental illness, what i»> the impact of the job on per-
sonality? Obviously thare is sume tclatiominp, Variows studics show
that poople on dchiallenging, comples, vanied jobs which permit self-
dircetion tend to show 1edativedy high self esteem, to be less anthori-
tannan, more intellectually flexable, moie willing to accept change, and
o have less mechanistic standards of morality, 1hie 1everse tendencices
Lold true when jobs wie borig. Pauicia Sunti’s study ol garment
workers concludes:
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The pictute which enicrges flotn these studies of the persouality of the per-
sou who is saished with duing repantive work is one of contenuuent with
the existing stae of wifairs. passivay, and pethaps rigidity, 1is satisfaction
would seem 10 be more 2 mauer of dose coutact with and aceep” e of
realite thau of swpidity or inscusitivity. . . . The preference for uuiforur:
its in work evieuds into duaily habits vutside the work sivuation, is related
to lack of ciiflet’or rebellivn in the home, aud is correlated wah contene
meut boih in the facory aud out (Jouraal of Apphed Psychology, 1955).

How is this congruence between personality and job achieved? In
part, it is a matter of orgunizational and self-scicction: People gravi-
tie toward jobs comsistent with their need patterns and, if they are
pliced on inappropriate jobs, quit these or mold them to fit their
personalities But the 1everse occus: jobs mold people and soretimes
induce fundamental changes tn attitudes and values. Obviowsly both
factors are at work, but which is more significan? A highly systematic
study b Melvin L. Kohn and Carmi Schooler woncludes that in 1973
the jobs te..d 10 determine personalities someswhat more than peison-
alities detenmine jobs, At the very least, we can condude that jobs can
alter personalitics, and somctimes (but how often?) the psycuc wst is
great.

POLITICS

Do jobs also affect attitudes toward politics and the community?
Again the evidence is somewhat mixed, but suggests that having a
repetitive job—and especially being dissatisficd with one’s job and its
rewards—is associated with such factors as personal and political fa-
talism (including lack of faith in othiers or the system), low tolerance
(particularly to minoritics), authoritarian auitudes (..g., support for
the death penalty), political extiemism, and unwillingness to engage
in sustained political activity. (Note how radicalism, fatalism, and
unwillingness 1o engage in sustained political activity are related to a
generalized alienation from the system.)

Once more this conclusion needs carcful qualification: economic
phenomena such as low pay, biocked mobility, and job inscewity may
well be more closely related to politically alienated auitudes than is
repetitive work.

To summarize the discussion of mental health and associated atti-
tudes: the nature of one’s job dous scem to affect personality and ad-
justment, both personal and political. However, extrinsic, primanly
cconomic clements may be as important causal factors as intrinsic job
clements. Further, the apparent relationship between jobs and per-
sonality is a function of both people sclecting (and even changing) the
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nature of jobs as wdl as jobs changing people. The prowess of adjust-
ing to nonchallenzing work docs mvolve a cost, but the exact natine
ol this cost is diflicult to decipher.

Trends for the Future

Have underlying conditions changed? Much of the discussion
seems to assume that dissatisfaction lias intasihed in 1ecent yeus.
Although we lase little esidence so fan indicating that dissadisfaction
with work has incicased, thae ae @ numbee of explutations available
to explain sucdt dhiange of and whien it beeomes apparent. What factors
might be relevant?

Clunges in work foree composition, in thansclves, have led, if any-
tung, o an inacase in satisfaction. Unskhilled work las declined
redatively and dhie uuimba of professionals, nuanagers, and dericals has
gone ap. Thus it has been the icdatively better paid, higher-status, amd
mwte dumanding jobs which have expanded. However, the diange has
occuned slowly and its short-term impact may be slight.

In addition, there liave been some cianges in the job emvironment.
Managers, as well o woikars, we better educated. Cnionisin and the
Litan relations movenent lave had an effeet. Although we have lit-
te o cvidaeee, we hase every teason to believe that workers today
ate better ueated by thun bosses, company policies are more humane,
safety hazands lave been iedueed, and job seemity improved. Herz-
bags “hygicnes™ we more prevalent, tas making the job more tol-
crable and reducing dissatisfaction.

Tlie big changg, however, Ls occuried among workers, and this
change is quite signilicant.

YOUTII

Beeause of demographic shifts, we have seen a substantial reduction
in avarage age in many industiics, epeedally the automotive. This
reduction in age may Lave Iad an impact on job satisfaction. As long
as studies lunve been 1un, youitger people have registered less satisfac-
tionn with then work than did thich clders, Nod ouly is youth more rest-
Jess, but younger unployees notmally work at lIess interesting jobs,
eecive lower salarics and job security—and yet, if they are narried
with duldien, may have the greatest needs. During the late sixtics,
according to the Gallup Poll, morale fcll mnch faster among younger
workers than among older ones. Possibly these younger workers were
influcnced by the genaally more pamissive youth envivonment which
accotipamed the revolts on campus. Certainly among the younger
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workers of today's gencration the pasonality vs. organization conflict
is particularly acute.

This nend toward youth may be reversed, howeser. The bonanza
crop of postwar youth (boin 1946-51) which cutered ather the woik-
place or college during the hectic years of 1464-6y is now in its wmid-
twenties. By 197, the 1946 baby was iapitdly approaching Maio
Savio’s untiustworthy age of go, burdened down, no doubt, by chil
dren and mortgages.

EDUCHYTION

In 1945, the average education of the employed labor fuice was 10.6
years; in1g7e, it was 12, Twentysia pacent had some college. The
cducational leved had zwomed much fastar than the danands of most
Jobs. Almost a million peoplc with thiee yeas of college we in un-
skilled and semiskilled occupations. Automobile manufacturing espe-
cially has “old, wluasimplificd methods oviginally designed not only
to 1noid waste motions but to accommodate unshilled immmgrant Libor
amd farm youths.” Understandably, theie is evidenee that where job
level is held constant, education is imersely related to satisfaction.

We sec cognitive dissonance at work here. The eatia investment
involvéd in inacased education has given rise to inacased expecta-
tions which have not been met in practice. For many wotkers educa-
tion has not been a route to suceess. These workers feel that their
skills me undautilized on the job, and this is sspedally so among
younger workers who report “some college.”

Education may have two other cects. It may increase the worker's
opportunitics to find meaningful rcacation off the job, suggesting
that he will more casily make o tade-off between mote boring work
and intaesting leisure. On the othar hand, better educated workers
may demand higher wages just to counteract thein boredom. Indeed,
they may compae their wages with those of their age gioup who have
“made it” in white-collar work.

MOVEMENT UP THE MASLOW HIERARCHY

All during the 19405 and 19505, workers placed steady work as the
most important thing they wanted fiom thicir jobs. Hewzbarg's com-
prehiensive 1957 study listed job factors inlluencing satisfaction in
roughly this ordei: job security, opportunities for advancement, com-
pany and management, wages, and intiinsic work—with intiinsic work
coming fifth. By shaip contrast, a 1469 survey_ liswd interesting work
first with job sccurity coming seventh; six of the ecight top-ranking
work aspects related to job content.
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These data nas be but a statistical artifact, but if confirmed by
other evtdence they suggost o substantual shult in the value-ordering of
Ametican workers. one wliud s coisisient withe the Mastow hicrarchy.
Adter all, tns 1 the fist ganetatisa not o grow up in the shadow of
the Great Depression. The specter of job inscanity may have been
hoked, and with low-level needs Lugely ailfilled, workas mav be in a
postiton o demand satisfaction for thei cgoistic and sclf-actualizetion
nceds. 1 so, such wothers aie less Tikely to setde for apathy or even for
a job whtch offers lugh income and a ride sodial life but no intiusic
satislaction. Posibly for sudt workars, money alone may no longer
WOtV ale—o1 a5 cconomists put i, it may have decdining maginal
utility. Possibly. But today’s Tuswites become tomoiow’'s neeessities,
Wants grow at feast as fast as pavchiceks, and | doubt il cconomic mo-
tivation will auophy as Last as some psychologists suggest.

Conclusion

The discussion above is at least as confused as the underlying
data. What sense can we make of it?

It scems 1ewsonably dear that not everyone fecls oppressed by his
organvation. Dissatslaction with work scems to be a function of ech-
nology. 1ne most dissatisfaction is 1cpuited on jobs with short job
¢ycdes, relatively hittle chatlenge, cte—and also in industries in which
such dunacteristies aie common, especially the automotive industry
(and abso tn wholesdle and retail nade, where reported job challenge
15 Jon), But job challenge alone doues not determine attitude toward
work, Dissatistaction 15 also high on jobs which are paid poorly or
low tn status and winch prevent the development of group life or
which suffer fiom tyrannical or incompetent supervision.

Personahity and cudture enter the picture in o puzrding fashion. Two
alternative hypotheses are possible:

1. Challengeless bureanaratic jobs inhibit the normal developinent
of the human personality, thus leading to poor mental health, apathy,
and even the delusion that vne prefers lughly stuctured work. Work-
ers suffering from sucht conditions attempt to redinect their limited
encigies 1o adtivities off the jub, to social life on the job, or to sheer
fantasy—but never with gicat success and always with considerable
emotional cost.

2. Becawse of genctic o cultural reasons some people have lower
levels ol aspiiation and, o abiliyy to handle chalienging work and /or
have low need ackicvament and;or wish to center their lives off the
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Job. Thar primary domands from the job are economic and instiu-
mental. To the extent they can, they puk jobs wlich pay well or
which make few mental or physical demands.

Incomsistent as thiese two alicrnate explanations of tie evidence may
seem, in fact both may be partly vuwe. Whole caltwres may adjust to
job opportunities which call for litde challenge (as did Blacks unul
recently) and so change “pasonality.” Althougle such adjustment nay
be unhealthy, it cwnt be stable and not lead to revolt unless the an-ler-
lying conditions change.

To put it anothier way, thae me a vaicty of forms of adjustment
to “objectively” challungeless work (that is, wotk whicli most observers
-—and opedidly college profosors—report as challengeless). Sume
workhers are able to develop rich sodial lives on the jub or we adive
a their union, Othas obtain a Luge part of the dhallenges they seek
off the job, through reacation o1 Lawily activities (though the esdence
suggests that for many this rcacation may be rather passive in nature).
A worka mav “adjust” by dieaming of better work, whethier for him-
sell o his childien, Alternatively he may “enlarge” Lis job thiough
sabotege o1 owpuat restriction, or lic may lower his aspitations and
dedude Finsclf that he is traly happy—and thus become 1esigned and
apathetic (and even dassificd as low in miental healiy. Finally, e may
buome a chironic griper and ovar express lis feclings tuougl stiikes,
absenteeism, o by quitting his job. And as Michael Croaer suggests,
he can “play a game with thie anvitonment” and quickly duange forms
of reaction, ¢.g, from apathy tu 1evolt (thas suggesting that excessive
weight should not Le given any one given measure of unhappiness).

But dissatisfaction can be caused as much by low incomes, job in-
security, inadequate fringe benedits, or tyrannical supervision, Indeed
to me the evidence suggests that for workers at all levels—even man-
agers and profusionals—Luk of diallenge is much less oppressive than
lack of income. Peuple as a whole we willing to ol ate large doses
of boredom if they are paid enough. In so doing they we pehaps
selling their soul fur 4 mess of potage. By my clitist standards this
may be a raw deal, especially since it may have an adverse impact on
personality and mi wtal healtl, But why should my staudards govern?
Life without adequate income can also be pretty grim.

Regardless, most employees today ddaim that they are satisfied and
appareily have reached some sort of adjustinent to their cinnomment
(in the sense that what they expect and obtain from the job is far
balance). Dissatisfaction may liave incieased 1ecently, but probably
not by much. Nevertheless, the fact that over 10 pereent o1 om work
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force (possibly 10 nullion peopld) is dissatisfied iy itsclf significnt. And
it s abso dear that diallengedoss work L ad to countless fnther mil-
lions leading nanower, less acative, and possibly less huppy lives.

I tend to agree withi those unien leaders who aigue that econoniic
conditions ate a greater cause of dissatislaction than any intiinsic
sterility on the job. But this s no 1cason ot ignoting inuinsic factors
—any mote than we should ignore arthnitis just because cancer kills
mote people annually. Furthennore, solutions such s jub emichment
have the added advantage that under some conditions they actuadly
lead to inceased productinity. On the otha hand, job emidunent is
not the only solution to work problenas. Many workers are moie con-
crned with job secunity than with obtaining challenging work. For
others the most pressing damend may be for a safer work place, a
fags 1 supervisor, @ moie cllective gricvance proceduie, or moie flexi-
ble work hows.
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Unions:
A New Role?

“My people don’t talk to behaviorists.”

“Itis a case of middle class outsiders looking down at the poor
workers again.”

.\ lot of academics are writing about it. Their goal is to create

a lot of jubs for professionals who have not done any 1cal work in

their lives.”

These are sume of the mildet comments fiom union leaders discussing
the issuc of job discontent. Withi somic exceptions thie prevalent mood
within the labor movement is one of cynicism, suspicion, and impa-
ticnce.

Leaders do believe that major changes have to be made at the work-
place; that workers’ expectations me tising, that thae ae new fion-
tiers for collective bargaining.

But most object to the way the issue of work has been portrayed by
the press, by rescarchers, and by experts. They ame skeptical about iis
depth, and most believe it will not soun result in rank and file pres-
surec on them to make demands at the Lagaining table. They we
unimpressed by outsidars wiiting about it. What do thiey know about
what workers really feel and wang?

“What do they expect a worker to say if hie's asiced, ‘Would you like
to have your job moie interesting? ” one lcader of the Steelwoikers
posed.

Acis SALPURAS s a correspondent for The New Yok Tines. Fle has written
extensiccly on the quality of working life and the environment of the work-
place.
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Many are abso vuattased by what they boliese is a by product ol the
wiitiny and stadics tiae workas are portased as subhuman hecase
thes put in cight or ten hours a day on jobs that ae stupid and diny.
“Sute work i dull and monotonows,” Leonad Woudeodk, hiead of the
Umited Automobile Workars (UAW) union, told delegietes at a con-
faance ol prodaction workers in Athiata, in ebnany of 1973, “But
il s anclul, the people who do it ad antitled to be honored and not
degradad, wlndh is what's going on in this day and time”

Steht @ view secis detensine and @ mnsinta pictation of the motives
of 1oseatthers and writens who really wgue the opposite. that workers
are aeative, intdhigont poople who want o think, o huse responsi-
Duhity and diadlenge e than work, but aie fiastrated by the way jubs
A1C NOW set .

Uinon leaders often Lsh out, howevar, baeanse they are concerned
about taistmg worka eapectations whan thace are los aiswers on the
Lotson, Suie it s good to expaiment in o highly wunolled situation
it sonall plant, bat what wall happon when you uy w apply the same
necthods to kgl mdisue: What will happen to productiving? Will
the danges be Listineg? Can American industy undago thoe duanges
and 1ennain competitive with the rest of the world?

Ben 1 ischiar, divector of contract admaistiation for the Steelworkers
uniott, said,  Thiose soaologists and bohnviotists aie out o destioy
the ceonomie syatent aid don't have any idea what will take its place.”

Many winon leadars are also stspiaows of expuimentation begun
by managonent w uange and cnrich jobs, Why should management
suddenly raveise its long tadition of indteawsing dhdicney by cutting
uanpow 'z Some ol the expernnents give than good cause tor alaim
—tospornsibility and woik wic often added withiout @ clunge in wages
—andd Begin to look like the old “speedup.”

Sumc of the caly cllonts o deal with job discontent often icinforced
then cytiennn i the L 1gbos some aato plants ticd o bribe work-
¢1s to conie i on bridays and Mondays, wlien absentecism 1an up to
10 pureent, by oflaring grean stamps and glisses o those with good
attendatiee 1ecorda, Sutine cotpattios, caget to get aboard the nani-
zauon ol wotk bandwagon, somctimes pasad ofl ws job cmidonent
innosatons that would have been dmplanantad even it they had
nova heard of tie conept. Ganaal Motors in announding the open-
ing of « new Line to buld motor homes stiessed that teams of men
would patonmn the worke Whiat was not nentionad was that most
motor haane assaubly hines wse tanes of workers sace tiat s the most
cticent way to sct up jubs due o the slowness of the line. Several
montlss later, when denand went up and bne spead had to be in-
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acaoed, the team concept was abandened sinee it did not lend iself
10 the new production schedule,

There is also a thieat to thic 10le of unions thenselves inherent in
nuugement experiments to dhange work. At the General Fouods plant
in Topceka, Kansas, where workus 1otate into and learn cvery major
job at the plang, sevaral approaches by union vigemizers have been
rebulfed. Since they e easy aceess to top prLugement, e consulted
on major decisiens wnd get pay indeases based on the amount they
learn, most workas feel that thee is no need for a mion. Although
the experiment s in a plant anploying « small, highly sclect group
of 6o workeis, the implications for unions cannot be ignoted. 1u
manizing jobs poses @ challenge to unions—at the very least it will
lead to a4 redefinition of their 1ole, It 1s not st prising, thacfore, that
union leaders are wary.

Thomas R. Biooks, a Libor historian, stnmned up these felings in
an October, 1g72, artide in the Federationst, the official magaziae of
the AFFL-CLO:

The impetns for time and motion studics is pretty much the saine as that
brehind job enriduncne of partivipatory maagement. Substnunng 1he so-
ciologist’s questivnndire for 1he stopwatch is likely to be no gamn for the
workars While the workers have a stake in productivity, 1t is not always
identical with that of management. Jub anmichmant programs have cut
jobs just as dllectivedy as antomation or ungineer’s stopwatces, And the
rewatds of productivity are not always equitably shared.

11 istory

TURN OF THE CENTURY

Labor’s stance is explained to a large degree by the way the labor
motenment evolved in the United States. When the theoies of saenuhic
munagement of Frederick Taylor were being widely applicd in indus-
try at the tmn of the century and when Hemy Ford and James Courens
were building the first asscmbly line in Higlidand Pak fiom g1z w
1911 the tade union movanent was small. Its viganization was binlt
on skilled workers. The Amcarican Fedaation of Labor aaft unions
often excluded the industiial wotkers who were muluplying as fast
as the new technology and theories of Ford and Taylor were spreading
in Amcrican industry in the 1920s. Trade union mumbership num-
bered about 4 million dwming that paiod when wages were 1sing,
jobs plenulbul. The only 1cal challenge to the amerging nidusuial sys-
tem cune hiom the Wobblies o1 Industrial Workas of the Waild who
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fought many sporadic battles but never developed a unificd movenwent
ot wonearted strategy. Then hope for oue big general stiike that would
bring about fundamental diange i the cconomic system ranained a
drea.

Most business leadars hiad the same frcedom fiom union interferci:ce
as M. Ford and s doving, budliant engineers. Even though the wotk-
o were anotganized they roisted M. Ford at first. Tle divided the
jobs of medianmies and tadesmen mto g7 taskhs which were eventually
tramsferied onto o mosing line: Sume mien could turn out seven thou-
sand parts in @ nine-hom day. The shilled workers, however, left in
divves. Just as M. Ford had pefected the assembly line at the end
ot 1y13, hie faced a major labor wisis. The tunover of the labor force
for that year was 380 pereent and to keep a foree of 100 men, hie had
to hire ¢063.

He sobied the aisis thiough what has often been considered as a
humamtaiian gesture but was 1eally @ desperate attemipt to keep the
Lines going. On Januay 5, 191, he anmounced a five-dollars-a-day
Pay, alimost double thie prevailing wage 1ates. Thousands of new work-
ety Hluched to the gates of Highland Pak. This new work force traded
shills for money and human pace for assembly line speed. They also
submiitted then private lives to the paternal discipline of what Keith
Sward m The Legend of Henry Ford calls the “Ford Socivlogy Depart-
ment.” The imtial 1oistance of workas o the discipline of the new
indust ial systeut was unorganized and casily defeated by management.

UNIONS IN THE 19308

By the ume the trade union movement began to organize industrial
wothers on @ luge seale in the 1ygos, the system of work fiagmenta-
o, time aud study methods, and o hicrarchical management which
lelt tew amtiatives to workers had bueome finmly entrenchied. The ealy
diines by thie Congress of Industrial Oiganizations (C1O), which was
founded m 19335, did not challenge the existing system—it was difficult
cuougl to gan 1ecogmtion and to prevent manegement fiom destroy-
ing thie embiyo unions. Althougli the union movenmient had the friendly
adimnnistration of Franklin D. Rooseveldt in the White House and had
legally won iie nght to viganize and bargain collectively through the
Natonal Labor Relations et of 1y35, they still had to win 1ecognition
largely through their own elforts.

Lhe most important struggle of that era, the sit-down stiike by the
auto worhus in Fline in 1936 and 1y37, clealy shows the priorities
at that time. Faced with a hostile police force and local government
and managetient, the unjon had litde energy left even to deal with
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such basic issties s wages amd hours. Before the Flint strike average
anmuual ewrnings of auto workus were $1,200 to $1,300 amd there was
little job security. Workas were often selected by foremen on the basis
of how quickly they jumped to their commands. Even thougir the
fledgling unions had immcdiate, pressing needs o fill, they ueverthe-
less made important imowds it nanagement’s authonty in the
planis In the agreement with General Motors, the sheleton of the
present grievance prowadure was initiated. It gave the workers a means
to deal with what they comsidaed wbinwy ucaunent. Many local
strikes abso succeaded in putting limits on the work pace. Shortly alter
the sit-down stike a UAW worker in Fisher Body plait 1 wrote, “The
inhuntan speed is no more. We now have o choice and have slowed the
speed of the line. And we now ucated as human beings, and not as
part of the machinery” (Siduey Fine, Sit-down, 1904).

UNION AND MANAGEMENT PREROGATIVES

v the end of World War IY the union movement had grown to 16
unllion workers. Most major industries ad aceepted it as a primancnt
force in the economic system. Colleetive bargaining Lad also become
the recognized method by which unions and busineses would work
out their diflerences.

There was great concern on the part of management on just how
far unions would press. Provisions of the National Labor Relatons
Act stated macly that employas were required to bargain “in respect
o rate of pay, wages, hours of ciployment, or other couditions of
cuployment.” President ILarry S, Truman called a conference of top
irdustry and union leadas 10 see if they could set specibic Hmnits on
what could be brought 1 the bagaining table. They could not 1each
au agreement. The statement of the Lebor Ieaders at the end of the
conlerence hicld in 1gy5 gives an insight into the role that they had
carved out for their movement.

The union leadas showed sympathy for management’s concern that

in the past few ycars efforts have been made by certain utions to extend
the swpe of collictive bargaining tw indude other matiers amd opaating
problums involving the function of managunent to direct the opetation of
business. The functions and responsibilitics of management mst be pre-
served if business and industry s to be ffidient, progressive, and to provide
more good jobs.

It was a basic acceptance of the free enterprise system and manage-
ment’s right to run the industries.

O
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At the same time the Tabor members of the conmittee refused to
spdl out ateas that would be ol liaits for bargaining. “1t would be
extiemedy unwise to bmld o tenee around the tights and 1esponsibili-
tics ol matagament on the one hand, the unions on the otlie,” they
wiote, “Fhe expeticnee of many years shows that with the growth of
mataal undestanding, the 1esponsibilities of one ol the paities today
may wdl become the joint 1esposibility of both paities tomonow.”
Most unions have mamtainad that position up to the present—there
are no areas that wme taboo in collective bargaining.

PRIORITIES AFTER THE W.AR

Aliiough fice to do su in theory, unions have not made any major
thiust 10 yain manageaient’s prarogatives cithia in running the plants
ot in how to set up the work. After World War 11, the tiade unions
wieenttated on forang industiy o recogiize new acas that could be
bargained on. When the TAW biought pensions to the bargaining
table in the 194y negotiations, thae was a bitter attack on the union
for entaring an area that management considered its own, Sinee dien
winons have puslicd into many new arcas incduding hicalth insmanee,
adequate protectien aganst layolls, and compensation for disability.
In vthu adsanced countties protection was ofient obtained tnough
gorvernment proglams. In the United States, wheie unions did not
spavnn a labor party, protection for workers when they became ill,
ware lud off, or retited had o be squeescd out of employers. The
wions have never been able to let np the pressure to keep ap with
the costs in these benefit arcas. Walter Reuther and Chailes E. Wilson,
licad of General Motors, also worked out a system for wage increases
which commutted the mmon to seek o improve produoctivity and o
support 1apid tedimological chunge. In the 1948 contiact, General
Mouwrs gave the umon wst vfliving protection—pay would be ad-
justed to keep up wath inflation—and wage increases were tied to
gains in productivity.

1 lns system became the pattern for many other unions. Their lead-
ers welcomed rapid tedimolugical advance sincee it could produce a
bigger pre hom which to cut their slice. In 1933, Reuther speaking on
Lehalf of the CLO wld the Jomt Coungressional Committee on the
Economic Report:

Tarst of ail, we fully realize that the putential benefits of automation are
great 1f propurly handlud. I only a fraction of what thinolugists promise
for the future is tiue, within 4 very few years dutumation can amd should
Duahe pussible a four day week, Jonger vacation periods, vpportunitics for
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-arlier retircent, as well as vast incredses in our material standiuds of
living.

At the same time automation can bring freedom from the monotonous
drudgety of wany jobs in which 4 worku today is no wote than A servant
of the machine. It can free workus from outing, repetitious tasks which
the new machines can be taught to dv and wan give the workers who te
at those tasks the opportunity of developing higher skills.

Most unions remained passive as their indistiics were transformed
through new tedmolugy which often had a big effect on the nature of
the work. Flom the cornncopia of antomation came many of the
things Reuthar spoke abont. In the General Motors plant in Lords-
town, Ohio, for example, 104 cars an how 101l off the line compared
W 55 cus an hom at the average plaut. Many of the jobs have been
made physically casicr. But it has 1etained the dindgery and has even
reduced the skills funther, Iigher prodadion and speed have been
obtained by breaking the jobs down finther in the classical Taylor
method.

Thete were also immediate pressures which kept the unions out of
dealing with the effews of what Renther aptly cailed the “silent revo-
lution” of technolugy. Dwing the 19308 the intense competition be-
tween the ree world and the Comnmunist countiies made many leaders
in the trade imion mosament woncuned that the predominance of the
United States was threatened.

Resivtance to demands fiom management for greater efficiency was
also difficult considaing the imouads that foreign producers had made
into the Ametican cconomy. Trips 1o Japan have often had a sober-
ing effect on union Ieaders. Donglas Fraser, the head of UAW’s Chiysler
Department, on a tour of the Japanese anto indusuy in 1y72 found
absentecism unhead of in many plants and rates of work speed that
would not be tolerated in the United States,

STRUGGLES OVER EFFICIENCY

Throughout this paiiod many industries put the pressure on the
unions to chunge work roles and standards which management felt
impeded productivity. Pahaps the longest and most bitter of these
struggles has been the battle between UAW’s General Motors De-
partment and Genaral Motors Assembly Division. The division has
been on a continuons diive to improve efficicney and has been willing
to go though strikes to achieve its goals, In 1472, theie were bitter
strikes at the Lordstown plant in which die company lost $150 mul-
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lion in saies. The longest strike in General Motors history, lasting
172 days, was ir its Norwood, Olito, plant and cost the company about
Sh00 million.

The strike at Lordstown in which 8,000 workers from UAW Jocal
1112 dosed the plant from Mach 3 to March 24 in 1972 reccived
nationwide wierage. A mythology Las since grown around the stiike
which in its most radical fonn contams the follow ing misconceptions:
that the strike was caused by a2 new, “heaked out” generation of
workers who becaise of boredom and stupidity in the jobs 1evolted
against their own union leadership. Talk of the “Lordstown syndrome”
symbolizing a worker revolt against present jobs has become common
at conferences and seminars.

Such mythology has only driven a further wedge between academics
and union leaders who must paticntly explain the complex set of issues
that caused the Lotdstown strike. Both the union and management,
disturbed by widespread misinterpretation of the strike, have issued
position papers explaining the causcs.

Reduced to its simplest terms the struggle was over an old issue—
speedup. Ever since the first production line canie into enistence, theae
lias been continual stiife over work rate—unions seeking to set clear
standatds that would define what is expected of a wotker in a job;
management sceking to keep a free enough Land so that the standards
do not become bloucks to new technology and efficiency.

GM Approach—Under General Motors the struggle has assumed a
new dimension and sophistication. A wlhole scparate management di-
vision made up of tough specialists in assunbly line operations, called
General Motors Assembly Division, has been given the task of making
plants moze cfficient. Since 1965, Generd Motors Assembly Division
lis undergone tapid expansion, and in 1473 it supervised eighteen
plants employing 91,000 vorkers or about 75 pereent of General Mo-
tors production.

Each plant that General Motors Assembly Division has taken over
underwent the following pattern of consolidation. Tlic separate Fisher
Body plant and assembly plant were merged into one unit. This led
to duplicate jobs and the new management team cut manpower. Also,
most jobs in the plant were 1eevaluated and cuts made in every de-
partment. The result was that wotkers often were made to take on
additional tasks to make up for cuts. Workers resisted, arguing that
this violated existing woth standards and they often 1efused to per-
form the ney tasks. Thie company then invoked its 1ight to discipline
wor kers by barting them from the plant for days o1 weeks without pay.
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The bittaness inccascd and workers often resorted to acts of sabotage
such as breaking windshiclds, breaking off r1car view mitrors, and
slashing upholstery.

Management's explanation for the resistance was that it was caused
by the political struggle within locals. Since one full union shop wm-
mittee W eliminated in the consolidations, union leaders vying to
be clected to the new committee fed the untest to establish a reputa-
tion of militaney among the workas., During the sttuggle at Lords-
town, munagement conceded however that cuts were made beyond
mere duplication of jobs and that intcinal union politics, while a
factor, wus not the main cause of the suike. Thic intent in cach of the
comsolidations, cight of which resulted in stitkes, was to push each
local union as L as possible to see how mudi manpower redudtion
would be wlerated. At thie end of cacdi strike, most locdls cldimed they
had presaved their fornier manpower levels and the best terms of their
old agrcements.

The sttuggle with General Motors Assembly Division over work
staurdards does not end with the seulement of the suikes. For the
division has combined the prindples of scientific management with
thie computer and can get «n instant reading of the cfficiency of cach
plant down to individual departments. The plants are also ranked
dccording to the produdtivity, The ranking results in constant pres-
sure on the bottum half of the plants to improve efficiency. Since
ranking is never-cnding there is no final goal and the pressure is
never-cnding. To Mr. Juseph E. Godfrey, the general manager of Gen-
eral Motors Assembly Division, the comstant pressure is not a disturb-
ing fact but a constiuction to be proud of—the ultimate competitive
system, The position of General Motors Assembly Division, he said,
is that it has the right to rcurganize jobs any way it wants in order
tu muke than more cffidient. "I within reason and without endanger-
ing their health,” he explained, “we can occupy a man for 60 minutes,
we've got that right.”

The thrust and philosophy of General Motors Assembly Division
is of great significance to the issue of jub discontent. The division
represents one of the most fur reachiing and concerted efforts to apply
the methods evolved under Frederick Taylor in our cconomy. Its goal
is to find the best and most efficient way through “scientific znalysis”
and then have the worker comply. Local contracts, customs, workers’
attitudes cannot stand in the way; they must be made to conform,

General Motors Assembly Division has achiieved a good part of its
goals in the plants it las tuken over. After bitter suikes, production
returned o normal and yedrs Later some plants have developed good
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rclations butwoen managoment and the local union. But what about
worker attitude?

IWorkers’ Response—Charles Tyler, the president of UAW Local
93, recalled that when Genaal Motars Asserbly Division took over
lis plant i 1968 about 1,200 prople vut of & woirk Toree of 4,000 were
eliinated. The union wembers decdided not to stiike because of the
high uncnployment at that time. “The peopic were left bitter,” he
said. “Irankly it douesn't bother me when I aan put sometliing over
on managerient. They hut so many people it docsn’t bother my con-
science. That’s the view of most workers hiere.”

Av-Lordstownr many wotkers said in interviews that the atmosphere
in the plant had been changed after General Motors Assembly Divie
sion took over. “Just a year ago they gave out these awards for quality
work,” one worker said poutting to « set of newly minted coins on
the mantelpicce. “Thien this new outfit comes i and says we'te not
wotking hard enough. They cut manpower su that you can’t do the
job nighit. How can they talk about quality when that’s their attitude?”

As Leonad Woudeodk put it in a speech before the UAW collective
bargaiming wonvention held in Detroit in spring, 1y73: “The fust big
step iu hwnanang the workplace is for the employers and thein repre-
sentatives to aceept thar employees, our members, as human beings.”

Underneath the inunediate issues in the sttuggle between the UAW
and General Motors Assembly Division is a larger one—that the au-
thorty that management las in the plants is inaeasingly being clial-
lenged by workers. That gieater efficiency is not a sacred principle that
should sweep over the pasonalities and aspirations of workers. That
the wontradiction between values of a democatic society where the
Jeaders and laws aie subject to the check of citizuns and the authori-
tarlamsmn of the workplace is beconung less tolarable to workers, As
UAW Viee President Iiving Bluestone lias frequently pointed out:

The workplace is probubly thie most authoritarian environment in which
the adalt finds nsclf. Its ngadity amd denial of freedomn fead peovple to
Live a double life, at honie they enjouy substantially the autonomy and scif-
fullitiment of free ditieens, at work they are subject w nstant reginenta-
tion, supervision and control by others.

Challenge by Rank and File

Workers e inacasingly raising issues that challenge this dichot-
omy; thare are denands that the present method of disdipline in which
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workers can be punishicd and then can appeal the action through o
long diawn-out gricvance proccdue should be changed. This systen
contradicts the basic conwept that a man is innocent until proven
guilty; that workers have o say dbout working overtime and should
not be disciplined if they 1cfuse because of sume prior persondl com-
mitment; and that they should have some means of immediate appeal
to an impartial official in matters of health and safety.

These aspirations came dinnatically to the fore at « meeting called
by the leadership of the Steclworkers union in 1950 which biought
together a small group of youny steclworkers and local union leaders
from all over the country. Mceting with 1. W. Abel, the president of
the union, and other top leaders in small informal gioups they were
ashed: Why the wildcats? Why don’t you go to the shop stewads with
complaints? Why the conflict with foremen? Wiy are so many young
wotrkers leaving only after a short ume in the mills? The young work-
ers were shown a slick, multiple-image film which quickly touk them
through the history of their union—a proud story of wontinuous bet-
terment of wages, fringes, and time off.

What the young worhers sticssed at the end of the niceting, however,
was that while they were grateful for the cconomic gains they felt
largely powerless in their daily dealings with management in the
plants. When it was too Lot o1 there were fumes, complaints usually
brought promises but little action. If there were unsafe conditions why
were they not wnected imniediately? What's the use of filing a griev-
ance if you have to wait up to a year for a decision? they asked.

Since the meeting, the union and the companies have worked out
an agrecment where the gricvance procedure has been speeded up and
made more responsive. Firstline supervisors and foremen must now
make a greater cffort at resolving complaints at the plant-floor level.
The basic change has been in the attitude of the foremen who can
no longer dismiss a worker’s gupe by saying, “If you don't like it, file
a grievance.”

COLLECTIVE BARGAINING AND NONECONOMIC ISSUES

Often, however, the response by the union leadership is not so im-
medizte. There are a number of reasons why issues related to job
discontent and greater worker rights on the plant level liave not be-
come primary demands pressed by top union leaders at the major
nationwide ncgotiations. Nat Guldfinger, the liead of the AFL-CIO
research departinent, gave a succinet summacy of what has motivated
unions in the past 25 to 30 years. “Unions,” he said, “have been aim-
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ing their major guns on the big issues where there is an hnmnediate
payolt and immediate proessme fiom the rank and file, That means
wages, hows, fringes, pensions, holidays, more time ofl.”

Reumring major and minor 1eeessions in the ceonomy have not
enabled unions to get too far away from bread and butter issues. In
such times it is difficult 0 comsida how machines and plants are
alfeeting worthers—the prionity is 10 get the faaotics o produce again,
The inflation following thiese periods again mahkes cconomic issues pie-
dominate as unions scek to catch up with the 13 ag cost of living in
their contracts.

The prowess by whici unions anive at their bargaining goals and
the natme of colleaive bargainimg itself makes it difficult for noneeo-
nuiiic issues o 1each top leve nggotiations. Every wnion’s bargaining
demands wie formulated basically thiough a proceess which takes thou-
sands ol resolutions from won locads and eventuadly boils them down
to a smaller, moie manageable list of demands. The thiust of this
process is to find those demands that have the most widespread sup-
port and to ciminate those that may be unique to a particular plant
ot aret. Obviowsly, ceononiic matters  higher wages, better pensions,
better health imsurance—have the most universal appeal. They we
abo casily nanslated into spedific denands sinee the wosts wn be fig-
wed and the company can detarmine how much it is willing to give
up. The wsts of the agreement wan also be planned ahead, a audial
factor for management.

Nonceonomic goals do not have the same universality or predicta-
bility. Even such a basic issue as voluntary ovatime, which has
cemerged within the UAW, wn cause division anong workeis at a
plant—some favoring the idey, others wncerned that if enough work-
s dedide not to wark they would deprive thuse who do want to put
in ovatime. Managunant abo cnnot predict the costc How many
worhers will volumieer? How niuch exua plant capacity will be needed
tw mahe up the lack of volunteers? What will the cost be of losing the
flesibihty to meet shoit, pedk demand without overtime? Can the
issue be tuned agwnst nunagement by woeikas acdusing o wark
ovatime to cut off production and to put on pressute to acdliicve sume
other demand?

Due to these [actons, management has uaditionally been much
tougher on noncconomic tssucs. Management aigues that such de-
mands impinge on the saaed wics of management prerogatives and
are therefore not negotiable.

A windid explanation of this prowess was giveu by George Morris,
Jr., direccton of Lubur 1elations at General Motors, in a speech befure
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the Conference Boad in june, 1971. He argued thae the Nixon ad-
ministration’s wage and price controls had put managanent at a sci-
ous disadvantage in collective bargaining. The cffect of contiols, he
said, was to encourage tmions to seek demands in noncconomic areds
while taking away management’s main weapon in dealing with these
issues—its hold over the purse strings. What M. Monis was desaib-
ing was the very essence of collective bargdining—that to get one item
youmay have to tiade oft another. Management's stiategy was to mnahe
CoNCessions On MoNCy iteily to prevent gains in noncconomic aicds.
In the 1970 negotiations he bigught oat that thiough this trade-off
strategy,

without controls and through tough cullective bargaining, we prevented
any erosion of the right 10 subcontract work which is su necessary t our
business, to intuduce new tedhnology, to schedule ovetunie and 1o tiaine
tain efficiency and discipline, all of which mattets, among many others,
were the subject of serious union demands,

The evolution of nationwide industry bargaining, where union and
nmanagemeng meet once every thiee yeas o work out ¢ new contiact,
has tended to defa dealing with the everyday frustiation that workers
expeticnce in the plants. Local bargaining units do not Lave the power,
even with strike action, to make a bicaktinough on such a major issue
as voluntary overtime on the local level. Nevertheless, ceitain issues
such as health and safety, which in the past weie dealt with mostly
on the local plant level, pushied their way into the national bargain-
ing table in the carly 1970s. Even befoie the passage of the Ocuupa-
tional Health and Safety .\ct in 1970 many worhers in heavy industry
had become conwrned about noise and poltution in thcir work cnvi-
ronment. They often 1¢csurted to wildeat stiihes to conect conditions.

Since the passage of the act, federal, management, and union educa-
tional campaigns hiave furdher inacased worker awareness, Witun the
UAW, for exaniple, some workers regad the right to strike vver health
and safety and the sctting up of an independent plant official to deal
immediately with unsaic conditions as « mote important daand than
an inaease in wages. The ability to tade ofl nonceonomic isstes with
a good cconomic package has thercfore become mote limited.

RANK AND FILE ATTITUDES AND JOB DISCONTENT

So far, however, discontent with the work itself has not emerged as
an issue that brings such immediate pressure fiom the 1auk and file.
In interviews during the carly seventies with many workas who had
an intense dislike for their jubs and working conditivn, I fouud few
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who thouglit of working through their unions to bring about changes.
Usually they saw thie soluton up to themsehves. They hoped to escape
from the plant tuough more education o by saving up to start their
oun buniness, o1 by piling up seniotity w land one of the moie desir-
able jobs.

Thouwsands do leave every year as shown by the high turnover in
many industiies. The high tinovar s a major 1eason unions feel it
te pressuie for dianging the worh—the most dissatishied leave rather
than fight.

Those who do stay and fight often find themselves isolated from
then fellow workers and the union. A 2y car-okl worker who helps
asstmble gasoline tanks in a plant in Builalo explained: “The guys
will fight on wage issues, but when it coates to taking on a foreman
for the way hie tetts you—in that kind of thing nobody sticks together.
I'm not crying. You can make your own fight.”

When one does make his own fight he is often disciplined and be-
comes imohed with the gricvance procedine, This procedwe has
crncrged as an important alteinative for « worker who wants to re-
dress a wiong i the plant. But he often approaches a shop stewand
who las mainy other innnediate problems to deal with and may dis-
coutgge « worha from guing through the process which may take up
o 4 year to resolve if the complaint is setivus, Also, while the griev-
ance proceduie is benehddal in keeping off the bagainii.g table many
problems unique to an individual worket, it can also seive as a safety
valve and keep probluns out of negotiations that should become part
of collective bargaining.

Runk and file attitudes are also a factor. Some wor kers are suspicious
of diange—a feeling that the plant may not be the best place but at
least the rules are known, Lee Junss, a committee man at the Ford
Stamping plant in Buffulo represented by Lol 8y7, recalled that
when he worked in the plant in the 1y50s he had tried o get his de-
partment to rotate jobs.

I got the guys to go along with me and we approached the foreman. We
wallt t rotdte, we told him. Most of the time we were wld no. We'd pre-
tend we were ustirg vut wols, guof dtound, slow down, Then we'd come back
and say, "I munotonous. Why doi't you let us rotate, change off during
the day: We'll fecd beteer, be more awdke, and we'll go beyond our quota.”
Su sume times for @ while hie'd let us rotate. But I tell you, guys with my
atutude were defuntedy in the minority. Most guys want w get that beter
job and lold on. If you try o impuse something on the guys they didn’t
ask for, often you'll just have chaos.
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He said that even making o simple dunge without getting a good
idea of the sentiment ot dic manbars can leave uinion leadeas out on
a limb. His local, he recalied, had won an agreement from manage-
ment to have vacations split so some of the younger men with luss
scniority conld get a wok off in the summa to be wite thieh childien
who were out of school. e older guys just 1aised hell, and the
clause was dropped from the agreement,” he said.

Diffurences between older workers, who wually have the senionity
and bettar jobs, and the younger workers can be a wajor vbstacle to
change.

Duwing a tour of a Chrysler plant which had a program to enrich
jobs, T sked an older workar whethar he wanted his job changed,
He had been in the plant sinee 1935, had one of the more skilled jobs,
and was due to rctite in sevaral yeans, He was wspomsible for adjust-
ing and balancing the fiont whieels, “I've got it down. Ieally wouldn't
want anyone fooling with it,” he answered.

Thc issuc of job discontent wlso has s faced only rarely at the con-
ventions and wectings Lidd by unions w form theit bagaining gouls.
An aaeeption was te Pebiuary 1973 confuence of production work-
ers of the VAW in Atlanta where anion leaders asked the delegates
to focus on nonceonomic issues. Numerous speehers advocated ime |
provements i health wnd safety in the plants, the tight to refuse |
overtime, and the 1cforn of the way discipline was meted out. Many |
examples were given of wotkers bringing up these issues 1ight on the ‘
plant floor.

Only oune speaker brought up e issue of the work itself, Charles
Giffurd, prosident of Local ggg. addiessed thie confurence near the end
and ashed Mr. Woodeock. “You can’t build a union based on eco-
nomics ouly, We have to deal witht the buring, epetitive jobs in pro-
duction. How cat you continue 1o 1estose the dignity of waik if you

just tzlk about economics?

Solutions

Up to 1973 most union leaders sought the solution in more free
time. a shotter work week, wote bicak time and holidays, and carlier
retitement. In an intaview with Mike Wallace in 1460, Mr. Reather
said that the way to satisfy a worker's inuer needs was tnough gicater
leisme where lic could find satisfaction for his acative wmges. The
Stechworkas union won a major bicakthrough in 14634 in this direc
tion when 230,000 of their production workers beeame eligible for a
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13 weck vacation cvay five vears. The UAW, when the issue of work-
ing conditions became paossing in the cariv iybos won 24 minutes
1clicf time from Genardd Motois i gt and in the nest contiact the
time wits inereased to 46 minutes per shift,

19073 VAW NEGOTIATIONS

A significant Lreaktlnough came in the 1973 UAW negotiations
whare nonceonomic issues domined the bargaining. That was the
fust mationwide Largaining wliae working conditions ovashadowed
wage denends. Tor o decade rank and file and locel union leaders had
Lean unhiappy over mandatory overtime, health and safety, and the
slow grievance procedure in the plants.

During the negotiations, .+t the hicight of the heat wave in July and
Augist, thiee iner ity plants with a mostly black woik force staged
wildeat stikes. The walkouts were sparhed by suall nadical groups of
wothus who sucecedud in getting the support of muny workers who
walked off job weas where temperatnes were above 1o degrees. The
UAW aaivdd die “flying squads™ of the 19308 to isolate the radical
leadars and pasuade the 1ank and file to 1ctwin to wark. During the
1y us these squads Trad been wsed to protect UAW pickets from goon
squads hired by the anto companies to break strikes.

Abo, in an unprecedented step the UAW suspended national bar-
gaiung so top union leaders could tour the Cluysler plants, They
found conditions in some of the older plants deplorable. Tlhiroughout
thie 1ot of the bargaining UAW leadars resisted Cluysler efforts to wurn
tham away flom the nonceonomic issues, In the past, company negoti-
atons had often suceeeded i getting the union o 1ctieat hom such de-
mands by swectening the wage and benefit package.

Nonc of the gains in the new contiact matched what local leaders
and workas lad eapected, but they wae impottant chinks through
which the AW can win further concessions. On overtime, the UAW
faled to adhiieve its gual of making it totally voluntary but a worker
¢an be ashed to wotk unly one eatra hour a day. Woarkers can also insist
on tahing cveary tard Satwmday off with no fuiced overtime on Sund.ty.
Howcever, to quahify for such limited overtime a wotka must have a
perfect attendanee reeond for the previous week—an important gain
fur Clayslar nunagenent which in thie rg70 negotiations reported to
e TAW leadars diat inaeasing absenteeism was seriously disrupting
production. Chrysler also won the coneession to schicdule mindatory
ovaume dutimg moded start time and guaantees that its key plants
would also get special consideration.

on lieadth and safety local union leaders huad souglit the right to
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stiike over unconected safey violations and to keep a full time repie-
sentative on duty who could slint down a work area that e found to he
hazadons, This they failed o win The agieement provides, liowerer,
for weekly inmspections of plants for safety and deandiness and alows
the UAW's International Safcty Committee to respond innnediately to
disputes that reach an impasse,

The union did not win the prindiple that a wotker cannot be disei-
plined until lic has gone tnough U grivvanee procedure. This has
beun an emotional issue in which workers want to gain a righit similn
to that 1ecognized in procediues bedovre the comts—that @ pason is
innocent until proven guilty.

Clirysla also gave the union a letter in which it pledged to indude
the UAW in the company’s attempts to improse jobs, The UAW can
bring in cutside comsultants o1 line the company look itwo expei-
ments in the ficld of lnunanizing jobs if union leadas belicve that
promising attempts are being overlooked. The Ietta of intent is nnigne
to wlledtive bargaining wnd wuld lead the AW into gieater effoits to
chiange assembly-line, work.

There has been some shift, however, within the union movement
toward the view that changes may eventually be nedded in the work
itedl. The UAW mpecting l'ul the ploduu.un workets in the 1y73 ne-
gotiations was the fist of its Kind in the union’s history, and the lead-
s called the confaiane solely to get asense of wlat was bothering the
workers in the noneconomic areas.

Inczeasing turmover amd absentedism are not only beginning to worry
management but union leadas as welis It affeets thein bargaining and
tnion strength, In reunn for the gains they mdke in the contiact, they
Litse the 1espunsibility of guaanteding to the company that the niem-
bers will live up to the agrecent. When o union’s ability to maintain
the discipline of its onn woikers is jeopadized, its power is weakened
in the eyes of management.

BECINNINGS OF UNION INVOLVEMENT

The Communication Workers Union, for example, has kept an eye
on the clforts of Robert N. Ford at American Telegraph and Tele-
plione to emich jubs, but has not beeome a part of the effore itself.
Julin Muorgan, assistant to tiie union president, s hept dose wateh on
the efforts to see what cffects they have on the existing contiacts, But
the union hes 1o plans to bacome involved, “Ou people,”™ M, Morgan
explained, “tend to feed tutt our primary job is to look after wages and
liomrs which we tangible. When yon get into job enrichment it 1s hard
to define and to get agiecment as to what it means.”
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The Amarican Fadaation of State, County and Municipal Fauploy-
ces ot the AFL-CHO, one of the Lstost growing unions in the country,
I gone funthier, Added by federal funds, the union has erabarhed on a
carcer developmant progtant, Workers doing the lowest jobs in hus-
Priads, sucdt as wopping floors, changinyg shects and cnptying bedpans,
lave bean upgraded and givan some ot the 1esponsibilitics of practical
narses. “We got than involved in delivaring health cane,” Jary W £,
thie prosident of the umon, said. " tnstead of being people who fole they
ware always in the way, thiey now fedd needed. There's been 1 big jump
in mor:le.” He continued:

The trouble with utions. is that they are still ayving for that five or ten
cents an hour. That's a cartyover from the Depression. We've got to con-
conirate mote ot o worher’s overall satsfaction, with what he does o the
world. Amanau labor leadeshup doon't have an undenstanding for that
yet and they don’t lase the guts 10 quanicd with the old goals. They olicn
wait for the hysteria of the workers to thiuk of wider horizons.

Yet most union leaders hold the view as expressed by William Win-
pistinget, o viee prosident of the Machinists union, who in an aitice in
the Federationnt i y72 wrote: “I you want to entidh the job, emich
the payehicek. The better the wage, the gieaer the job satisfaction.
There i« no better crue for the Blue Collar Blues.”

This simple uaxim las been contiadicted daily by the behavior of
the rank and file. Indeasing absentecism, tnnova, local strikes, limits
on ovartime, dudlonges o foremen, demand for ealy retirement, all
indicate that workars have been willing to 1ish cconoutic gains to im-
prove their lot.

[here is astory told around Detroit in which a union leader asked
a worker on the line why he was absent on Firidays and ¢ ly worked
four days a weedh, “Because 1 aan’t make cnough money by working
only three days,” hic shot back.

1he sauslaction of a big paycheck, while still important, no longer :
mahes up for unsatisfying work under bad conditions. With a work
foree that spends mote time in school and entas jobs with mote edu-
cattont and higher expectations, the demands for improvements in the
notieconoinic areas should continue to grow,

The present system antiving at bargaining goals and the process of
colleeune bargauning itself, however, have not adequately responded to
these tiends. Cions and matagement have not evolved adequate
mcthods to deal withi those issues. The ecting of young steelworkers
i 1y7o was hidld inscaret and its results not publiazed. Just the fact
that thae was a need for the mecting, brought out that the regular
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union machinery, such as union couventions, were not adequate in
getting a sense of what was agitating 1ank and file members,

It is not so much & matter of r1efonming the procedute as a change in
attitude of union leaders that is important. The dangar in being cyni-
cal and suspicious is that unions may be left standing by the wayside
while management begins to experiment with changing jobs and
scarching for new incentives. It would be unfortunate 1f the trade
union movement did not have influence over the attempts. A good
hard-nosed interest by unions into the 1esearch would serve as a check
on manipulative and phony solutions, such as giving gicen stamps or
fiee glasses to workers who have a good attendance record.

Itis also doubtful that extensive, meaningful changes can take place
without unions being willing 1o use their main weapon—the stihe
threat. Leonad Woudcock told the bairgaining convenuion in 14973 that
you can only have confiontation in collective bagaining, “if you have
in sight a solution to the problem which has produced the confronta-
tion. And as matters stand, we do not have, no one has, the ready
answers 1o the gaestion of how best the work can be done in a humane
way.”

Yet given the thrust of management, which is still toward greater
work [ragmentation and adaptation of the worker to the plant, one
must ask how scrivusly management will pursue the solutions without
prodding from the libor movement. Also, the long-ange answers to
increased job satisfaction may mean no improvement o1 even a dedine
in productivity. Clearly those solutions will only be applied if anmon
leaders begin to think that the overall satisfaction of thewr members is
as worthwhile as enriching the paycheck.
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Reviewing the Evidence

Peter Henle

5

Economic Effects:

Change is the hallmark of today, and the working world is no ex-
ception. But whether the changes in the world of work contribute to
economic efficiency or personal happiness is & matter of some dispute.
In fact, there is disagreement over exactly what changes are actually
taking piace in the world of work. Some changes are casy to measure.
One is the continuing influx of young people and women in the labor
force. Another is the shift in the nature of jobs as the econemy matures
—fewer in farming and mining, more in trade, services, and govern-
ment. Similarly, in terms of occupations, there are relatively fewer blue-
collar jobs but more professional and white-collar positions.

Less subject to verification are changes in worker attitudes that many
investigators have reported. a growing alienation toward the “sysiem”
or the “establishment,” increasing dissatisfaction with one’s job, greater
resentment with authority in the workplace. This chapter is concerned
primarily with these attitudinal ones. It does not aim to provide a
definitive assessment of the extent and significance of these changes.
Itexplores only one fundainental aspect of such an assessment. to what
extent are adtitudinal changes reflected in the functioning and per-
formance of the national economy? (The discussion will not be con-
cerned with individual plant or company experiences, many of which
have been fully reported in various professional journals.)

Pe1er HENLE is senior specialist {(labor) in the Congressional Research Seruice,
Library of Congress. He has also been on the research staff of AFL-CIO. In
196671 he was chief economust for the U.S. Bureau of Labor Statistics.
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At the start it might be useful to indicate some ways in which
changes in worker attitudes might aflect cconomic perfornince. On
such @ list would be a reduction in wark activity (lower rates of par-
ticipation in the labor foice, inacased absenteeism, higher rate of quit-
ting), less cfficient operations (lower 1ates of productivity gains), less
interest by the worker in his product (poor quality, industrial sabo-
tage), and more protest against authority (inacases in gricvances, labor
disputes, stiikes, and rejections of contiact settlements). These are the
aspeets of the changing world of work that this chapter will attempt
to examine. For convenicnce, the discussion is divided into four head-
ings. lubor input, performance on the jub, productinity and labor
relations.

Labor Input

The chunging work environment might affect the cconomy's
availability of lubor in vazious ways. by changes in the number of
individuals who wish to woik, 1 the numba of hours wuiked by
those ¢miployed, in their attendance on the job, and in the rate at
which they leave jobs.

PARTICIPATION IN THE LABOR FORCE

Rewent cross curients in the rate at which the population partici-
pates in the cmployment process seem o point to one wonclusion:
those whio have been working hard would like to quit and those who
lave not been working regularly would like more work.

This grows out of the divergent uends in reeent years among men
and women of different age groups (table ). Among adult men, there
has been 1 slow gradual diop in the labor foree participation rate. It
is most pronounced in the older group, age 55-64, wheie today
about Bo peicent of all men are in the labor force compared to 8¢
pereent 25 yeas ago. In the younger categories, age 25-54, there has
also been some slippage although not nealy to the same extent,
Among teenagers, however, there has been some inaease duning the
last five or ten years.

Among older men the figures reflect a trend toward early retire-
ment and the greater availability of private and public income sup-
pleients, induding Social Sceurity retitement benefits ac age 62, the
removal of any age limitations for Social Sccurity disability payments,
and various forms of carly retitement benefits worked out tlnough
colledtive bargaining. The shapest deddine in labor force participa-
tion rates has been among men aged 62-64, only about two-thirds of
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TasLe 1. Lagor Forcr Pariicira11oN RAres FOR Prrsons 16 YEARS AND
Over. BY SEX axp Ak

Sex Total  16and  18and 20l 2510 3500 450 55t

and 16 Years 17 19 24 3¢ 44 54 64
Year Over Years Years Years Years Years Years Years
Male

1947 86.8 52.2 80.5 84.9 95.8 98.0 95.5 89.6
1950 86.8 52.0 79.0 89.1 a6.2 97.6 95.8 86.9
1955 86.2 40.5 77.1 go.8 97.7 98.1 96.5 87.9
1960 84.0 46.8 73.6 go.2 97.7 977 95.8 86.8
1965 81.5 44.6 70.0 88.0 974 97.4 95-6 84.7
1970 8.6 475 69.9 866 966 970 943 830
1971 80.0 473 69.3 85.7 g6.2 99.6 93.9 82.2
1972 79.7 483 720 859 959 965 93.3  8og
Female
1947 31.8 29.5 52.3 44.9 32.0 36.3 32.7 24.3
1950 33.9 30.1 51.3 46.1 34.0 39.1 38.0 27.0
1955 35.7 28.9 51.0 46.0 349 41.6 43-8 32.5
196o 37.8 29.1 511 46.2 36.0 43-5 49.8 37.2
1965 39:3 27.7 49.4 50.0 38.6 46.1 50.9 41.1
1970 434 304 537 578 450  si1 0 544 430
1971 43+t 343 53-2 578 455 516 543 42-9
1972 43.9 36.6 55.6 59.1 47.6 52.0 539 42.1

Sour.e: Bureau of Labor Statistics.

whom are currently in the labor force. The age groups 55-59 and
6o-61 have experienced 2 somewhat slower tate of decline. The mag-
nitude of these declines can be indicated by the fact that an addi-
tional 750,000 men would now be in the labor force had the paruci-
pation rates of the late 1940s been maintained.

Among younger mien the continued inacase in the proportion of
young people attending college and graduate school tends to cut down
on libor force patticipation since a smaller proportion of in-school
than out-ofschool youth enter the labor matket. On the other hand,
the rise in labor force participation in the teenage groups reflects the
greater indlination of those in schivol to join the job matket in scarch
of part-time employment.

The net effect of these divergent trends has been a slow increase in
labor force participation among thc population age 16 and above.
The slow increase, of course, is the 1csult of combining a steady de-
cline for men (Iropping hiom 87 to 8o percent) and a more rapid 1ise
for women, from 32 1o 44 percent. The conclusion seems to be that
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men in the middle and older age groups who have been working
most of theh lives hase been turning in greata numbers to (..uly
retirement. However, the strong wntinuing interest of women and
younyg people in the Libor market seems to belie any assumiption that
work has lost its popularity for everyone.

In this cennection, it is worth noting that despite all the cross-
curtents affecting the United States, this country compares favorably
with others in Labor foree participation. In a4 1y71 comparison with
sin other industiialized countries, United States participation ranks
higher than in Canada, Germany, ot Italy, about ¢qual to Sweden
and the United Kingdom, and lower than in Japan. For men, despite
reeent slippage, the Uited States national average is still higher than
that of those other wuntiies except Japan. For women, the United
States rate is excelled only by Japan and Sweden.

ATTENDANCE AT WORK

Although more people are employed, perhaps changes in the work
cusiiomment have cawsed more frequent job absences, particularly
for what some have considered petty or trivial reasons. In recent years
ity management officials, particularly i nrass prudnctiun indus-
ties, have compldinad publidy about an increasing absenteeism rate
atony their production workers, Special prograns, often involving
wiiolt management diseussions, lave been initiated in an cflort to re-
diee unscheduled absenees. It has been hard to judge whether thiese
omplants represent o nationwide phenomenon or whether  they
nught reflect only nolated or spedial cireumstanees. On this issue
factual evidenee is shetehy. No historical statistical series has been
muintained regarding absenees from work. No agrecment has ever
Leen readhied on the precise definition or classification of such ab-
serees. Company attendanee reeords, while accinate enough for pay-
10ll purposes, seldom provide sufficient detail for analysis of absenice-
s Moteover, it would be difficult, for example, to distinguish
(uting @ pusonal intersiew or even fron conrpany 1ecords) absences
atttibuted to nunor illness or ailments from absences o enjoy the
opening of the hunting or baseball scason.

Sutie data on absuneeism we wlleced in conjunction with the
monthily Louschiold survey fiom which the well-publicized employ-
muit and unemployment figures are obtained. Information is ob-
taned on a puson’s activity the previons week; and if he was em-
plosed, whethier he was at wortk and if not working, the reason.
Beeause of the recent fnterest in absentecism, o more thorongh analy-
sty ol this data hiws been made, but the delidiendies in the data quickly
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become apparent. For eaxample, sune of the most critical series date
back on a continuous basts only to 1967, and beeause information
is not nccessarily obtained from the individual concerned, but only
a member of his houschold, there are almost certain cirors in response,
particulaly with reference to the reason given for not working.
Considering its limitations, what does this analysis show? The re-
sult seems to be “a mixed bag.” Data are available on two aspects of
the absentee question: (1) part-week absences and (2) full-week ab-
sences. Information was analyzed for what are called absences “for
personal reasons” classified in two groups: (1) illness or injury; and
(2) miscellancous personal reasons, as widely varied as jury duty,
funcral leave, family 1esponsibilities, personal business, and “didn’t
feel like working.” Each group includes some proportion of unavoid-
able absence and sume proportion of what is commonly termed ab-
senteeism in the sense of a deliberate, often invesponsible, decision.
The rate for both part- and full-week absences has increased mod-
erately in the 1967-72 period (table 2). Increases due to illness are

TapLe 2. WAGE AND Sarnary WORKERS ABSENT FROM WORK
FOR PERSONAL REasons
(ANNUAL AVERAGE 1967-1g72)

Number Absent Percent of
(In Thousands) Total Workers
Year and
Work Schedule Total Hlness Misc. Total Hiness Mise,
On Part-Week Absence
1967 2,015 1,186 829 3.9 2.3 1.6
1968 2,147 1,247 900 4.1 2.4 1.7
1969 2,199 1,260 939 4.1 2.3 1.7
1970 2,275 1,208 977 4.2 2.4 1.8
1971 2,343 1,351 992 43 2.5 1.8
1972 2,435 1,431 1,004 43 2.5 1.8
On Full-Week Absence
1967 1,351 939 412 2.1 1.5 7
1968 1,408 1,040 428 2.3 1.6 7
1969 1,575 1,086 489 2.4 1.6 7
1970 1,674 1,153 521 2.5 1.7 .8
1971 1,666 1,120 546 2.4 1.6 8
1972 1,660 1,162 498 2.3 1.6 7

Source: Burcau of Labor Statistiz...

roughly the same as those for “risccllancous” reasons. There is a
somewhat sharper inccase dwing the period for part-weck absences
than for full-week absences.
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Interpreting these data is not a simple matter. These increases oc-
catted at @ tue when paid leve arangements wae being liberadized
for illness, death in the fumly, jury duty, aid for other personal
reasons. Absences of this type are included in the data. Thus, to an
undetamined extent, the 1467-72 inacases reflect management and
Libor decasions shilting sume of these absences flom an wiauthorized
to an authorized category. It should also be noted there was a slight
inciease in the ficquencies of work tnjuries in manufecturing, which
might have had some effect on the rate.

Mot spedific figures for each year by occupation and industry of
the individual coneerned and by age and sex indicate that a variety
of forwes muty be at work to produce the overall figmies. In terms of
occupation, it is interesting o note that the level of absences varies
considaably by oceupation and that the inacase dwing these years,
athougl widespread, was especially pronouncad in the professionat,
nuanagerial, and daical occupations. By industry, the highest 1ates
for part week absenes e in manafactining and governmment, where
aither tnougli colleetive bargaining or legislation, the employee typi-
cally is entitled o extensive paid-leave wrangements. Since 1967 the
pat-neckh absinee rate has grown most shaiply in the sery ice, trade,
and finance mdustrics. On the other hand, relatively »light inccases
have tehen place in manufactining, tansportation, and utilities.

Witlhin manufacturimg, those with the highest 1ate of absences in-
dude such low-wage industries as tobaceo, appael, and teatiles and
certain lugliwage industrics such as automobiles and primary metals,
where the jobs may be paticalaly monotonous o1 burdensome (table
3. With 1espect to automobiles, it is interesting to note that 1972
tates were not sigiificantly higher than those of 1y67. The president
of Genctal Motors bas observed that the absentecisin 1ate for his firm
recently diopped after more than doubling over a tenyea period.

Y ounger workers have the highest 1ate for part-week absences but
the lowest for full-week absences. Funthamore, dining 1467-72 the
full-week absenteasm rate for younger workers held steady or declined
slightly while the rate for the middle aged showed little chunge, and
the sharpest imaease oreured among older men. This may 1eflect the
furces previowly dited produding similar changes in labor fuice par-
tici pation.

In swnmary, the data do reflect an increase (10 percent over a five-
yeur pertody in the rate of absentecism becanse of illness o1 mis-
cellanust s personal 1cawons. The forces or motivations producing
tlus inucase cannot be determined with precdision; but they wn-
doubtedly cdude not only any disaffection with work arrangements
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TasLe 3. Wace anD Sarary Workers ApseNT ProM WORK
FOR PrrsonarL REasons
(By Ma~uracTurinGg INpusTRY 1967 AND 1g72)

Percent of Total Workers

Tndustry 1907 1972
Total 2. 2.
Higher 3 7
Tobacco 3.2 4.1
Automnobiles 3.7 3.8
Apparel 2.6 3.6
Primary metals 2.4 3.3
Textites 2.4 3.2
Paper 2.0 3.0
Medium
Rubber 3.2 2.9
Furniture 2.1 2.7
Stone, clay and glass 2.1 2.7
Instruinents 2.1 2.6
Food 2.1 2.5
Machinery 2.1 2.5
Petroleumn 1.6 2.5
Lower
Electrical equipment 2.2 2.4
Fabricated nietal 2.6 2.4
Lumber and wood products 2.4 2.3
Chemical 1.9 2.2
Leather 2.3 2.1
Printing and publishing 2.0 1.8
Transportation equipnient, except auto 1.9 1.8

Source: Burcau of Labor Statistics.

but also the continuing accommodation between management and
labor g1anting mote frequent approval to absences of this nature,

QUITTING A JOB

Any lessened interest by workers in their jobs could easily lcad
to more frequent instances of jub turnover. The picture is drawn of
an iudividual with limited job satisfaction but with considerable
educational and techinical knowledge who tries many jobs over a 1cla-
tively brief period of time in an effort to find one that mects his
nceds. If this phenomenon became widespread, the result, of conne,
would be higher rates of job turnover with greatly increased manage-
ment costs for recruiting, processing, and training new employees.
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If these developments have in fact taken place, they should be evi-
dent in the basic statistics dealing with the wate of jub quits in manu-
facturing. In the past, a number of diffeient analysts have examined
the data on quit 1ates in an effort to find a long term trend. Some
have found the quit 1ates to be inucasing. Othars have found them
to be deddining and ucating what has been called “a new industrial
feudalisim,” where the employee in effect was being trapped to re-
muain on the job by the benefits he would obain throngh additional
service, induding promotions, longer vacation, and luge retivement
pension.

Part of the difficulty with quit rates is that they are quite sensitive
to changes in the business cyde. As might be expected, people are
moic inclined to leave their job and look for another during times of
prosperity, when new jobs are plentiful. Conseqguently the major diffi-
culty in any statistical analysis of quit rates has been to sepaate out
the fluctuations related to the business ¢yede fiom those caused by
any longer-term fuctors.

A more rigorous analysis in 1972 of manufacturing quit rates con-
firmed the dose 1elation of quits with business cyele conditions and
even went funther inan effort to find o long-teom uend over the past
25 yems. The search was unsuceessful, and the study concluded that
“on the average, the mannfactining worker is no more v less mobile
in seeking new employment than he was in the years immediately
following World War IL.”

The only industiial scctors other than manufacturing where labor
tanover data are available over a period of years are mining and
communications. Here the evidence is mined. In both metal mining
and coal mining, the quit rate has inacased over the postwar period
and even though it has dropped back somewhat during the recent
recession, the current level is considerably lugher than in earlier re-
cession periods. In telephones, however, although there was a slow
but steady increase in the quit rate during the 196us, a sharp drop
beginning in 146y left the 197. rate at a new 1ccord low. According
to industry officials, the drop can be attributed to at least two factors:
a higher wage schedule for low skill jobs, and a program of job en-
richment initiated by the Bell system.

If data were available to cover other sectors of the labor force,
especially those with a Lirger proportion of youmng people, perhaps
more strikiug advances in the quit rate would have Leen noted. But
on the basis of the limited evidence there is hitde mdication of wide-
spread job dissatisfaction in the behavior of this key cconumic indi-
cator,
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Performance on the Job

Changes in worker attitudes not only may lead to changes in
the amount of labor input but also may affeet performance on the job.
This is a rather nncertain area for any definitive analysis, but three
specific questions present themselves, (1) Is the traditional pace of
work and flow of output being maintained under today’s conditions?
(2) Docs management find that it s to devote a larger share of ex-
penses to such items as extent of supervision, control of quality, pre-
vention of theft, and management of materials than has been the
practice in the past? (3) .Are workers turning to artificial stimulants
such as alcohol or drugs which can adversely affect their performance?

Each of these questions has, of course, been the subject of some
discussion in nanagement jomrnals and more popular media. Theie
have been complaints that today’s worker will not accept the same
pace of woik as his father or grandfather. There are also complaints
that today’s worker docs not have the same interest in the quality of
his ontput and is icss trustworthy in handling materials and finished
products. The spread of drugs to the industrial scene has been raised
as a management nightmare. Iard evidence on these issues is difficult
to find, and the following comments are not offered as definitive
analysis.

QUANTITY OF OUTPUT

The pace of work has always been a matter of dispute (in some
cases guerilla warfare) between management and organized labor,
This issue takes on special meaning if the production process is auto-
mated, with the pace of work outside the control of the employce, as
on the auto assembly line. The United Anto Workers has always in-
sisted that disputes over the speed of the assembly line remain outside
the scope of the no strike clanse of its agreements with the auto manu-
facturers. It has always preferred to retain the right to strike over
such questions, rather than submitting them to final and binding
arbitration. In many other industries, as well, unions have fought
vigorously to reduce the pace of work and have been at least moder-
ately successful. It seems fair to say that a combination of unior
pressure and responsive management has reduced the work pace in
many mass production industrics.

QUALITY OF OUTPUT

Complaints about poor workmanship, lack of interest in quality,
petty thicvery, or industrial sabotage are even harder to evaluate. It
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would be difficult to discntangle the extent to which these complaints
reflect a Ingher 1ate of neghgenee by cmployees or simply more com-
plete teporting of negligence cases. Probably sume of cach is involved.

From time to time, diamatic examples of worker alicnation and its
effcet on quality do come to the suiface. In May 1y73 the Associated
Press reported

how mechanics practically dismantled a $14.500 car looking for a rattle
and finatly discovered o balt bearing in a deor panet. The bearing was
wrapped m a note that read: “Well, you finally found it, didn°t you, you
rich so-and-so?”

One factor in this complicated picture is the demands placed on
the production process by today's complex technology. The greater
use of automated equipment, the finer tolerances required, and the
use of more eapensive cquipment and materials all put new strains
on work wrangements. It becomes more impottant to obtain fuller
utilization of suci cquipment, o avoid waste and damage, to assure
quality of vutput. Greater pressure to meet higher standards of qual-
ity is placed on the individual. The result is almost bound to be
gieater eapease for sudh items as quality control, supervision, main-
tenance of equipment, and the like.

Another factor adding to pressure on quality is the wide varicty of
consunter standards that have been adopted either as a result of fed-
eral and state legilation or voluntaizly by manufacturers. These
standards, assurimg that the product incorporates certain environmen-
tal, safety, and health fuatures, add further presswe. Aloag with them
has come ¢ growing awareness by consumers of their rights with re-
spect to such issues as retin of defective merchandise and use of
product and scrvice guarantees—and thus putting still more emphuasis
on the quality of the final product.

In some cases changes in technology have reduced the potential
damage to vutput. For examnple, | :tty thievery by longshoremen has
been @ traditional aspect of waterfront work. In moie recent years the
use of containenized shipments has cut down the amount of easily
aceessible cargo awaiting shipment and thus improved sceurity. (Oc-
casionally, of course, sumeone hijacks an entire container.)

Tom o longer range viewpoint, is it reasonable to eapect the same
pact of work and the same interest in workmanship fron an individ-
ual in today's Ligh income economy as from his father and grand-
father working in quite a different c1a? I jobs are more plentiful,
fanuly savings more substantial, and income support during periods
of uncmployment moie available, it scems omly lugical to expect
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today’s worker to be somewhat less concerned with the necessity of
retaining his job unda all ciramstances and thus less concerned with
the finer points of his work assignment. While thee we factots on
the other side of the calculus, incuding the heavy load of debt which
most familics now cary, what is probably s ptising is the eatent to
which the spirit of workmanship and pride in one's product still per-
sist hroughout American industry.

ALCOHOL AND DRUGS

Another threat to quality of output is the widely discussed rate of
alcondl consumption and diug usage. These two me often depicted
as a menace 10 work perfoimance and a canse of inacased absentee-
ism, more frequent accidents, and more hazardous working condiuons
for others.

The only difficulty with this scenario is that it cannot be docu-
mented  Evidence of greater consumption of alcohol and increased
usage of dangerous drugs among workers is hard o find. Undoubtedly
individual worhers and firms have been serivusly affected, but any
indication that tire cconomy as a whole has been seriously damaged
is impossible to obtain.

Data are fiagmentary at best, and more reliable regarding alcohol
than drugs. The accanacy of results obtained from suiveys of lhouse-
holds or comsumcers is somenliat suspect since extensive response error
nay be involved. For aleohol, data on consumption are available
through the tax systan. These indicate that per capita consumption
of alcohol remained virtually undunged for 110 years, from 1850 to
1g6o, alter which it has been rising slightly. The incicase may 1eflect
the spread of deviant drinking in American sodiety, or it may be a
statistical artifact. One authority contends that the legalization of
alcohol sales in many arcas of the counuy during the past decade has
simply resulted in & more accurate recording of the actual amounts of
alcohol consumed. Motcover, since there has been a general decline
in the per capita amount of alcoliol consumed in the form of haid
beverages and an inucase in the consumption of light beverages, such
as beer and wine, the inaease in per capita consumption may simply
reflect moderate drinking by a greater proportion of the population.

Data on number of alcoholics at work me also “iffy.” It has been
estimated that approximately nine million Amaicans aie aleoholics
and about half of these, or 5 pacent of the woirk furce, are cunently
cmployed, but there is Litde evidence 0 indicate whether this proper-
tion has been increasing or decieasing.

Evidence on the eflects of aleobolism is somewhat contradictory.

O

X
|



ERIC

Aruitoxt provided by Eic:

130 Peter Ilenle

Surveys by company personnel offices confirm the association of alco-
holism with higher 1ates of alnentecism, but it is intuesting to note
that no onc has yet been able to document the charge that the indus-
trial accident rate amo.., alcoholics is higher than that of other
workers. In a study conducted Ly two industiial physicians in 1955
in a company of 1,8v0 cmployees, it was found thae for fifteen years
only one njury {which was not fatal) culd be either directly or indi-
rectly attributable to alwoliol. The work histories of members of Al-
coholics Anonymous wlo were exposed to accidents alsh revealed few
on-thejob occuniences. These members attributed their low accident
rate to the routine nature of many of tieir jobs, their own excep-
tional caution, protection from accidents by fellow workers, absentee-
ism when especially vulnerable to accidents, and assignments to less
hazardous work.

Nor does the typical alcoholic seem to be a chronic job hopper. One
study showed that members of Alcoholics Anonymous reported low
rates of tnrnover, approximately 65 percent of the respondents re-
ported four or fewer job shifts and almost 40 percent reported no
changes at all. To some extent, the job stability 1cflects the mature
age of the alcoholic. According to the National Council on Alco-
liolism, the typical alcoholic is age 85-54 and has been at his job for
tvedve years, (i some instances, the job stability of the alcoholic may
be costly to his employer, if this stability simply reflects his employer’s
kindness in not dismissing him.)

Diug usage in its present form and infinite varicty is much more of
a modern plhicnomenon than alcohol. Howerer, its extent in the work-
ing world as vpposed to the scholastic world of high school or collge
is not subject to any aceurate determination. Olbnvicusly individual
firms have lad specific problems, but suiveys of business concerns gen-
cerally condude that it has not been a serious impediment to efficient
operations. In a 1gju survey by the Conference Board, less than 20 per-
cent of the 222 woperating companies reported a significant drug
problem in their organizations. Nearly 4o percent reported no drug
problem, about one-third 1eported only “minor instances” of drug use,
and y pereent sineply did not know. About half the firms reporting a
diug problan idenufied it as significant among a particular segment
of the wuik furce, mostly the young. Among the ways in which drug
wsage affected company operations were poorer attendance, excessive
teenoser, bigha auployee tieft, and lower productivity and moale.

Anotlier study conducted about the same time by the New Yok
State Nateotres Ad-iction Conuol Commission provides data on drug
use by occupational groups. Sules pasonnel consistently reported the
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highest rate, This may be rclated to the high proportion of part-time
and seasomal workers in sales jobs. Blue-collar workers 1eported below
average use of most types of diugs while professional, techmical, and
managerial workas reported average 1ates of usage in most categories.

Although drug usage is a continuing problem for American society,
it does not appear o have made major inroads into the operations of
the economy. In essence, it may have greater impact in keeping a stall
fraction of young people out of coustructive employment 1ather than
reducing the cffectiveness on the job of any luge proportion of the
work force.

Productivity

The cfficiency of the cconomy is normally viewed as the relation
between its output and the labor, capital, and material resources re-
quired to produce that output. As technology, education, and manage-
ment methods improve, a fised amount of human and capital re-
sources can generate an increasing quantity of output.

This efficicney is measured by productivity, the relation of output
to onc or moie of the inputs. One specific measure—the most highly
developed and perhaps the most useful—is the relation of output to
labor input, typically defined as output per mantiour. Over the past
\ 25 years this productivity measure has increased at a rate ef g.2 percent
annually for the total private economy. Obviously, this measure is in-
fluenced by a vaiiety of factors, incuding technological change, cco-
nomic conditions, and the education and training of the work force.

Another factor which could conceivably affect productivity is the
attitude of employees. In recent years the importance of attitudes to-
wad work and other nonceonomic factors influencing productivity
change Las been sharply debated in the light of the decline in produc-
tivity gains experienced dwing the years 1966-70. For those four years
the average productivity gain for the total private economy was only
about 1.5 percent annually, about half the avetage pustwar increase.
The question raiscd by this performance was whetlier the slowdown
simply 1eflected economic events or could be atnibuted in addition to
noncconomic forces. Sume slowdown was to be expected since produc-
tivity tends to drup as the econumy expands close to full capacity, a
churacteristic of the 1966-68 period. In addition, the downturn in
output beginning in lite 196y also lielped to retard productivity
growth. Another conttibuting factor seemed to be the attitude of em-
ployers who had become so accustomed to operating in a tight labor
market that they were slow to revase their autitude when the labor
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market changed to a condition of slack. Thus many relatively un-
needed emplovees were mamtdined on the payrolls during 1969 and
1y70. Beginning in 1971, the economic picture improved and carried
improved productivity gains with it. In terms of annual data, by 1972
the ecconomy had tecovered about one-thind of the productivity short-
fall in the total private economy and two-thirds in the nonfarm econ-
omy. Continuing above average gains in the last half of 1972 and the
first quarter of 14973 further rednaed the shortfall, with the resnlt that
the trend of productivity gains came close to the long term growth
path, although a subsequent fall-off occurred during the remainder of
1973-

Statistically, at least the drop in productivity gains during the 1966—
70 period scems to have been accounted for almost entircly by pre-
vailing ceonomic conditions and, thiee years later, to have been bal-
anced by the greater-than-average improvement in the previous two
and onchalf years. While noneconomic facturs, induding employee
attitudes, are always preseni, they do not scem to have had a major
cffecct on the economy's overall performance.

More detailed examuation of data reveals a very mixed picture—
with sume industrics whose working conditions have been considered
oppressive, such as coal mining and tires and tubes, showing drops in
productvity during the 1968 72 period, while others such as foundries
and motor vehicles have continued to inerease at histotic or higher
rates. Thete seems to be no relation between the extstence of such fac
tots as asseibly-hine operatious o1 unpleasant working conditiots and
chianges in the rate of productivity gain.

Labor Relations

The American system of labor relations had its origins in the
rough and tumble days of an carlier stage of the Industiial Revolution.
The chavs, discipling, and violenee of those days were gradually trans-
furmed 1into a more stable systenr of union management aed personnel
relations,

Today's labur relations system is essentially a mechanism for setting
and (mplementing the wims and conditions of cmploynient. Where
a labor union represents the anployees, the system indudes arrange-
ments for bagaining collectively, for embodying the agreed wages and
working conditions in a written agrecnent, notnally for a fixed twrm
of yuars, and for agreed-upon procedures to resolve any disputes re-
garding the meaning or applicauon of the agrecient in specific cases.
The syotam, tharddote, provides a machinery for the seulement of com-
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plaints, not just when the contract is open for renewal but throughout
the life of the agreement.

More recently, questions have been raised whether this system, like
other parts of the American system, may have outlived its usefulness.
Is it still able to serve the interest of the ordinary worker? Does the
system give him a fuir deal, or has he become boxed in by twin organ-
izational giants, the corporation and the union?

Chapter 3 is directly concerned with the thinking and attitudes of
the average worker. The interest here is not so much with the woiker’s
thoughts as with his actions. Certain options are open to him to dem-
onstrate his dissatisfaction with his job and with the way the labor
relations systein operates. As an individual he can file gricvances under
the existing grievance machinery. As a mnember of an employee group
he can go on strike with or without union authorization; he can reject
contract scttlements recommended by the union leadership; he can
clect new union leadership; he can vote to switch unions; and he can
petition the National Labor Relation, Board for the union represent-
ing him to be decertified. Regaiding somne of these options, sufficient
information is available for analysis.

STRIKES

The strike is the ultimate weapon of the worker. It represents
his direct action against cither his current wage and working condi-
tions or the proposed [uture conditions as set forth in a management
proposal for a new bargaining agreement. Changes in the number of
strikes and amount of strike idleness do reflect changes in worker dis-
content, but they also may reflect economic condiuons and the union
leadership’s cvaluation of the strike’s chance of success.

Data on strikes have been maintained ever since 1881, including in-
formation on the number of strikes, the workers involved, and ihe rotal
number of man-days idle as a result. Viewed as a whole, the most ex-
tensive period during which production was disrupted by strikes
occurred directly after Woild War 1X, when companies and unions
locked horns over wage increases in the light of the postwar inflation
and the end of overtime at premium war rates. Nothing has since ap-
proached the record of workers involved and the number of man-days
idle in 1946. The ten years culminating with 1970 have scen stowly ris-
ing levels of strike activity, after which came a drop-off in 1971 and
1972 (table ). The first nine months of 1975 showed even lower totals
than 1972 and, in terms of total idlcness, were the lowest in nine years.

Additional insight can be gained from data on the circumstances
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TasLe 4 WORkK Storraces IN THE UNITED STATES 1947-1972

Man-Days Idle

Workers Involved
Number Percent of
of Work Number Percent Number Estimated
Stop-  Duration  (Thou- of Total (Thou- Working
FYear pages (Days) sands) Emploved sands) Time
1947 3693 256 2,170 4.7 34,600 -30
1950 4,843 19.2 2,410 5.1 38,800 33
1955 4,320 18.5 2,650 5.2 28,200 .22
1960 3,333 23.4 1,320 2.4 19,100 .14
1965 3.963 25.0 1,550 2.5 23,300 .15
1970 5716 25.0 3,305 47 66,414 -37
1971 5135  27:0 3,263 45 47:417 26
1972 5,010 24.0 1,714 2. 27,066 .15

Tasre 5. Work StoppaGes DurING TERM OF AGREEMENT

Stoppages During Term of Agreement

All Work Stoppages
Workers Involved

Workers Percent

Involved of Number Percent
Year  Number  (Thousands)  Number Total (Thousands)  of Total
1961 3,367 1,450 1,084 32.2 378 26.0
1962 3,614 1,230 1,078 29.8 349 28.3
1963 3,362 941 1,204 35-8 364 38.7
1964 3,055 1,640 1,317 36.0 462 28.2
1965 3,963 1,550 1,374 347 463 30.0
1966 4,405 1,960 1,608 36.5 611 31.2
1967 4,505 2,870 1,557 339 659 22.9
1968 5,045 2,649 1,585 314 724 273
1969 5700 2,481 1,964 34-5 861 34-7
1970 5,716 3,305 1,910 33-4 829 25.1
1971 5,138 3,280 1,699 331 654 19.9
1972 5,010 1,714 1,094 39.8 682 39.8

Source: Bureau of Labor Statistics.
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surrounding strikes and the issues involved. Most strikes take place at
the time a new contract is negotiated, but as many as one-third take
place during the course of an agreement. (It should be noted that such
stiikes do not necessarily violate the agreement, which may not include
a no-strike clause.) Any increase in this type of strike could reflect
wolker resentment at job conditions and an unwillingness 1o wait for
contract renewal time to show dissatisfuaction. Tuwever, there has been
relatively little change in the propottion of stiikes occurring while an
agrcement has been in effect (table 5). Although the number of these
strikes increased during the 196os, it dropped off in 1970 and 1971.
During the 1961-71 decade, it fluctuated between 3o to 36 percent of
all strikes, for 1971 the figure was 33 percent. Most of these strikes were
brief, with at least half of them settled within three days. The result is
that although such strikes constitute about one-third of the total in any
one year, their proportion of total strike idleness is quite small, declin-
ing from 10-12 percent during the early 196os to only 4.4 percent in
1971. One reason for this decline may be the special cfforts made by
nunagement and unions in the construction industry, where many of
these strikes occur, to eliminate or limit interunion jurisdictional dis-
pll[CS.

Examination of the issues in all strikes may also reveal changes in
soutces of worker discontent. Traditionally the major reported cause
of strikes is general changes in wages and related fringe benefits. This
formed the main issue for about half the strikes in the late 1960s and
ea.ly 1970s, somewhat higher than the early 1g6us (table 6). Increases
have also taken place in the proportion of strikes concerned with plant
administration and various working conditions (physical [acilitics,
safety mcasures, supcrvision, discharge and discipline, work assign-
ments, work loads, and various work rules). This group of issues, which
indudes many of the factors affecting the work ¢nvironment, has been
the chief cause of about 20 percent of strikes in recent years, up from
about 15 percent ten years ago. Since this incrcase encompasses such
a wide variety of issucs, it is difficalt to conclude that it specifically re-
flects any basic change in work attitudes. Nonetheless, the increase in
the proportion of strikes related to working conditions may be an
indicator of a shift in worker interests.

CONTRACT REJECTIONS

Another way the individual worker can express his dissatisfaction is
to vote duwn a propused dispute settlement recommended by his union
leadership. This question camc into considerable prominence several
years ago when the Federal Mcdiation and Conciliation Service re-
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ported a sharp increase in such rejections in situations handled by
FMCS mediators. In 1967 contract rejections reached a total of 14 per-
cent of all cases recorded as going to the “joint meeting” siage (both
partics present at a joint meeting rather than simply meeting scpa-
rately with a mediator). Since then, this percentage gradually deddined
until it reached 10 percent in 1971 and 1472 (table 7). The decline may

TapLe 7. ContracTt Rejecrions RECORDED BY THE
FeperaL MepiaTion AND CONCILIATION
Service (1964-1972)

Fuseal Jotnt Number of Rejectron
Year Meeting Rejections Percentage
196.4 7,221 629 8.7
1965 745 746 100
1966 7,836 918 1.7
1967 7,193 1,019 14.2
1968 7,485 893 1.9
1969 8,028 99! 12.3
1970 7,509 843 1.2
1971 7,991 795 99
1972 7,215 732 10.1

Source: Annual Reports, Federal Mediation and Conciliation Service.

indicate that union lcaders have either sharpened their judgment re-
garding the needs of their members, or perlaps they are simply doing
a better selling job. At any rate, the data on contract rejections do not
indicate any increased disaffection with the present structure of labor-
management relations.

GRIEVANCES AND ARBITRATION

Onc aspect of worker complaints not subjact to measurcment is the
number of gricvances filed. What is available are incomplete data
regarding arbitration cases, the final step in the grievance process. Both
the Federal Mediation and Conciliation Service and the American
Arbitration Association report continuing inaeases in thicir work load,
However, this uend is difficult to evaluate since the number of union-
management agreements has also been ina easing steadily. Data on the
number of agreements are not sufficicntly predise to judge whether
herehas been an inaease in arbi_ations per collective bargaining
agrecnient, One sowncee of the incarease in arbitrations is the public scc-
tor, where gricvance procedure, induding aibitiation, is increasingly
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utilized instead of the taditional federal or state civil service appeals
system. The inaease in arbittations may also reflect an increased in-
terest by unions or management in taking gricvance cases to arbitration
(or greater financial resources to do so).

CHANGES IN UNION LEADERSHIP

While the degiee of democracy within some unions is still subject
to debate, there appears to be a gieater consensus that an aspiring
candidate for union office can, under the legislative protections of the
Landrum-Giiffin Act, be assured a fair and honest election. In fact,
the past decade has seen an inacasing number of incumbent presi-
dents defeated for reclection in such national unions as the Mine-
wotkers, Steelworhers, International Union of Electrical Workers, and
State, County ard Municipal Workers. Stiong opposition was a factor
in a prosident’s retiring or fuiling to stand for reclection in several
other unions.

Al this has conuibuted to a higher rate of turnover and shorter
tenuie in office wmony presidents of major unions. Between five suc-
cessive two-year periods, 1961-71, the number of national unions
clunging presidents reached between 20-go0 percent of the total. For
thie period 1y6g-71, 4y unions or 28 peacent changed union presidents.
At thie end of that ting, the presidents of g4 unions (54 percent) had
been in office less than five yeas. Another 7 (21 percent) had been in
office five o ten years. At thie other extreme 16 union presidents (9
percent) had served more than twenty yeurs.

While these shifts are reasswing from the standpoint of union
democragy, they may not reflect any widespread dissatisfaction among
the rank and file. Most chunges in the 196g-71 period in national
untion officers were atuibutable to death, retirement, resignation, or
fatlure to seck reclection. I, only tuee cases was an incumbent presi-
dent defeated, thowgh in a number of other situations opposition to
the incutubent probably hedped him dedde to resign or not to seek
rcelection.

In tic more prominent contested elections for national union office,
the asues seem to Liave been the traditional ones feansing on which
candidate wuld best serve the intcrests of the membenship. None of
the candidates for office nade a special puint of the butedom or monot-
ony uf the particular type of jub uver whicl the union hus jurisdiction,
However, a number of candidates did suess related issues such as
health and safety conditions on the job (¢ major issue in the Mine-
wothus clectiony. I several pronunent cases the incumbent president
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was vulnerable becase Tie lad been spending union funds for per-
sonal pleasures o1 had appointed 1ddatves and personal friends to
union positions.

Any widespread disaffection with union representation or with
the labor relations system in gencral wor *.1 be more evident in con-
tests for local union offices. Unfortunately, very fow studies have been
undertaken to measure this turnoser, and none is available which pro-
vides comparable data over an extended petiod of .mne. One such
study covering a spedific locality indicated relatively high tarnover;
duting 1963-66, more than half the local unions in the Milvaunkee
arca changed presidents and 17 pacent had two or more changes.

DECERTIFICATION ELECTIONS

When workers feel, for whatever reasons, that the union that they
have chosen Lias not been giving them adequate representation, they
have the right to file a petition with the National Labor Relations
Board asking that their union be decertified. If the petition meets cer-
tain board requitements, it leads to a board-conducted elect:on in which
the employees in the bargaining unit decide whether or not to con-
tinue their union 1epresentation. To some extent, such petitions rep-
resent an indicator of worker satisfaction with their union representa-
tion and the labor relations system in general.

Such cases have never been very numerous but they have increased
in recent years. For fiscal year 1972, 1,080 petitions were filed, up from
a level of about 6uo-50u ten years ago (table 8). This repiesents about
9 pereent of the petitions which unions filed in 1972 secking to repre-
scut workers in new bargaining units. Ten years ago, decertification
petitions were only 7 pereent of union requests for representation.

In 1472 these petitions led to 451 clections, about double the num-
ber of the carly 146os. The bargaining unit in such cases is typically
stall, averaging about gu-50 Cuployees. Unions won abuut 3o pereent
of these 1y7x clections indduding roughly half the eligible wotkers;
such proportions Lave remained relatisedy stable over the past decade.
Thus, dthougly workers Trave shown some inceased interest in termi-
n.ting their union representation, the redatively small number and
size of the decartification cases, together with unions' success in win-
ning one third of these clections, has nreant that in 1972 only 10,000
workers terminated their union rggaoentation through the National
Labor Relations Board, « small proportion of the 1g million union
nrembers in the United States.
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Tasre 8 Prrrrions To NLRB ror DeckrriricaTioN oF COLLECTIVE
BARGAINING REPRESENTATIVE

(1960-1972)
Employees in
Elections Won
by Unons

Employzes Percent
Fiseal  Cases Number of  Wonby  Percent  Eligible of Total
Year  Recerved Elections Unions IWon to Vote  Number  Eligible
1960 607 237 74 31.2 17,421 8,726 50.1
1961 593 241 8o 332 18,364 7,757 422
1962 698 285 99 34.7 19,253 12,323 64.0
1663 679 225 6o 26.7 13,256 5,223 39.4
1964 679 220 67 30.5 13,732 8,333 6oy
1965 593 200 72 36.0 12,565 7,847 62.4
1966 651 221 64 29.0 10,510 4,449 42.3
1967 624 234 69 29.5 12,705 7,708 6o0.7
1968 767 239 83 347  1555¢ 10,750  69.1
1969 769 293 99 338 21,771 12,422 57-1
1g70 766 301 9t 30.2 20,344 11,786 57.9
1971 942 401 122 30.4 20,726 9,953 48.0
1972 1,080 451 134 29.7 20,790 10,762 51.8

Source: Annual Reports of National Labor Relations Board.

Evaluating the Evidence

The evidence just reviewed is composed of many fragments which
do nct furm « siniple, easily 1ecognizable pattern. Some evidence pro-
vides modest support to the proposition that there is increasing dis-
cuchantment with work, induding, for example, the decline in libor
force parucipation by middle-aged and older men, the increase in
the rate of unscheduled absences vver the past five years, the increasing
propotuon of strikes ovar working conditions, and the continuing in-
crease in decertification petitions filed with the NLRB.

On the otliar haid, e of these points has o be qualified. The de-
cline n labur force participation by middleaged and older men is
mote than offset numerically by the sharp growth in the rate at which
women liave been entering the labor force and the absence of any de-
cline amonyg younger people. The significance of the increased rate of
unsclieduled absences 1s not dear, to some extent, it may simply reflect
indrviduals taking advantage of newly won paid-leave privileges. The
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increasing proportion of stiikes over working conditions covers so
many issucs that the implications in terms of attitudes toward work
are uncertain. Finally, the increase in decertification petitions must be
put in proper perspective; the number of workers voting to oust their
union representatives is but 5-10 percent of the total voting to install
union representation.

Other indicators give little or no support to any decline in the work
cthic. the absence of any long term trend in the quit rate, the rebound
in the rate of productivity improvement, and the 1clative stability of la-
bor relations activity even in such an active collective baigaining year
as 1973.

In summary, Amcricans may be morc unhappy at work, but there
is very liule evidence to show that this has affected their cconomic
perfonmance. An individual's job may be the most important aspect
of his life, but his conniibution to the cconomy may not diminish sin-
ply because he has problems with his supervisor, is disgusted with his
working conditions, o1 feels that his job is too rigidly defined. On the
other hand, the absence of any clear-cut economic data pointing to
disaffection with work raises the possibility that people may be more
satisfied with their jobs than many writers have suggested. If so, the
force of two undalying developments may ha e been overlooked:

1. A number of industrial and cconomic changes over the past two
decades have had the cffect of 12aking many jobs more satisfying.

2. With respect to the less satisfying elements, some progress has
been made and avenues to improve these aspects of the job remain
open,

Each of these points is worth some claboration,

IMPROVING THE WORK ENVIRONMENT

The avalunche of news stories and surveys pointing up job dissatis-
faction has tended to vbscure a number of lunger range developments
vperating to cieate a more favorable working envitzonment. Consider
for example the following:

1. Changes in the occupational structure have emphasized (Jhe rise
of professional, technical, and other white collar jobs at the expense
of the bluc collar vecupations. Many routine luw paying jobs remain,
especially in manufacturing and service industries, but the effect of
technological change has been to climinate mai., burdensome, back-
breaking laboring jobs. Many of the newer type jobs (computer opera-
tiuns, waitresses, cderical positions) may have cluments of monotony
and muy not require much training, but they are not as physically
burdensuine as the ditchdigging type jobs that have been phased out.

O
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2. There have becen major imynovements in the work environment.
For one thing, moust jobs we no longer jammed into the middle of the
urban centers. Gradually wotk has spicad out into the nore pleasant
suttounding arcas, and small manafacturing plants outside the mctro-
politan centers Tave tended to 1eplace the older, ugly sprawling plants
in die cities. In the period 1938-1967, the proportion of employcees in
manuf«ctuing working in the centrad city decined from 45 to o per-
cent of the total in metiopolitan weas. For wholesale and retail trade,
the dedine was even more pronounced. In the older cities of the East
and Midwest, the shift in manufacturing employment is cven more
stiiking. From 1947 1465, production-worker employment in manufac-
turing declined gz pereent in the wentral city of Boston. In Cleveland,
the dedline was g7 pereent, in Detroit, 48 percent, New York, 19 per-
cent and Pittsburgh, 38 percent.

Morcover, improved lighting, ventilation, temperature, noise con-
uol, sanitation and other amenities have been built into the newer in-
dwstrial facilities. Perhaps the ultimate ideal factory has not been
acliicsed, but working conditions hase certainly improved. As a result
of the extemive ceprtal expenditures duting thie past two decades, an
inacasing propurtion of the work force now has more modern facili-
ties.

3. The incaeasing emphasis on education, leisure, and retirement
lhas given o new look to the role of wotk in American life. There are
thrce components to this new look. o lunger pieparatory period of edu-
cation before working, a revolution in paid Ieisure time dwing the
woirk career, and a longer paiod of income supported retircment. Cur-
rently, paid vacation time for all but the newest employee iz a mini-
mum of two wechks, and vacations of as lung as six weeks are not un-
common {or seniority employees. Paid holidays range between eight
to tuwelve days a year under various bargaining agreements. The shift
in lwliday observauce to Mondays, ¢reating additional three day week-
ends, has helped to make available addidonal blocks of lcisure tiine.
All these developments allowing more time away from work open up
a wider range of opportunitics for creating a full and satisfying life.

4. Important changes have been taking place in the schedules for
working hours. Most significant is the growth in part time jobs, which
liave particular appeal to women and young people. The part time
labur foree grew oser ju pereent duting the 1962-72 period while the
full-time labor force was increasing by only 2o percent.

5. Finaily, what about the inucase in levels of pay? Working on
a General Moturs assemnbly line may prosvide little satisfaction for the
inner man, but the pay of $4.6v an hour (plus health insurance, pen-
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sions, paid vacations, holidays, and other fringe benefits) with $g,000
annual earnings (more with overtime) may coven up most of the pain.

These points do not crase any cause for job dissatisfaction, but they
may have the effect of making work more tolerable cconomically than
in the past.

LABOR RELATIONS ADAPTABILITY

Another clement helping to defuse the issuc of job dissatisfaction
concerus the adaptability of the nation’s basic labor 1¢lations wmstitu-
tions. Business management and union representation sometimes act
as tradition-bound institutions oblivious to change, but the interac-
tion of the two, plus the independent prodding of the employees, gen-
erally operates more effectively than may be obvious. Even a glance at
any major bargaining agreement will reveal extensive provisions deal-
ing with numerous working conditions, health and safety, rest periods,
job classification, work assignment, procedure for filling vacancies, and
a host of other issnes,

Recently collective bargaining negotiators scem to be giving some-
what less attention to wage issues in order to spend more time on
working conditions As one example, the long-neglected question of
industrial health and safety moved to the center of the bargaining
arena with the passage of the 1970 Occupational Safety and Health
Act. A lengthy strike against a major oil 1efinery centered around this
specific question. Other industries are also in negotiations on this
question, and industry seems willing to spend considerible extra
funds for safeguards to protect employees’ health and safety.

The speed of the assembly line has always been a contentious issue,
and in 1972 two major strikes in auto assembly plaits were fought over
this and related issues. A strike at the Lordstown, Ohio, Chevrolet
plant caught the attention of the nation’s journalists because the work
force was so young. However, a similar strike at the Norwood, Ohio,
plant, whose work force was not so young, made an even greater in-
pact on union-management relations as the longest General Motors
strike on record. Eventually in both cases, labor and management were
able to work out an accommodation aimed at satisfying (at least) the
minimum worker demands while preserving management’s require-
mients for production.

Another issuc coming to the fore is the concept of voluntary over-
time. Traditionally workers have fought for the privilege of overtime
work at premium rates, but more recently in industries such as autos,
where overtime has been chronic, workers are demanding the option to
refuse overtime assignments. This was an important issue in the 1973
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anto negotiations, but here again the final agreement on this question
represented an acconimodation between the views of management and
the workers.

In other situations, management initiatives have been coming to
the fore. Of special mention are experiments with ncw work schedulcs,
incduding the four day week and fleaible starting and quitting times to
case the discipline of the time clock. More and more managements,
aware that thetr job structiies may have become over specialized, are
trying techniques of job enlargement and job enrichment.

The present system has « number of built in advantages. Individuals
have @ wide variety of vccupational and job choices. Few impediments
are placed on quitting o changing jobs. Employees are free as indi-
viduals and throagh their repiesentatives to press for change in mar-
aganent's way of doing business. Unions have proved to be forceful
spokesmen for change by organizing cmployee requiremenss into mean-
ingful cianncls. Collective bargaining procedures have provided basic
gundehines i the aaployment process as well as a mechanisin for nodi-
fying rules to meet changing cconomic cc sditions.

Up to now, there is only limited evidence that dissaffection with
wotk has miterfered with the paformance of the nations. cconomy.
This nuaty be in the process of changing as the bond that des individ-
tals to their work tends to lovsen in a world of higher incomes, greater
leisure, and more competitors fer an individual's time. In such a

labor may have to change some attitudes and techniques, perhaps cven
thar basic approadh to the work emvironment. However, the demon-
strated adaptability of the nation’s lubor relations institutions proviues
sume confidence that any such clianges can be successfully adopted.
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PART THREE: NEW HORIZONS

Richard E. Walton

6

Innovative Restructuring of Work

In today’s climate of worker malaise, many work organizations
are exploting the idea of a basic restructuring of work to meet both
the changing expectations of employees and to improve performance.
It is increasingly apparent that employcee alienation is not a “passing
phenomenon,” and that it is at the root of such critical workplace
problems as high wurnover, low productivity, poor morale, and some-
times even sabotage.

Recogniczing that the costs of alienation are borne by both the work-
ers and their employing organizations, a limited number of companics
launched, in the 1y6os, experimental work systems that were designed
to auack both sides of the problem. These innovative systems strove
to achieve a total, “systemic” restructuring of the way woik is done.

This chapter assumes that parties wishing to take similar initiatives
can benefit from the experiences of the catly innovators. The first sec-
tion argues that employee alicnation is a basic, long-term, and mount-
ing problem and hence warrants solutions of comparable form. The
second, third, and fourth scctions treat various aspects of a class of
pilot efforts to solve the problem, analyzing their common features,
how they were introduced, their results. their long-teim viability, and
their diffusion. These sections are based on a preliminary review of
twelve pilot experinients in cleven different companies. Observations

Ricuarn E Wavrron us Ldsel Bryant Ford professor of business at Harvard and
director of the Division of Rescarch there. A consultant to many mdustrial
firms and government agencies in the field of applied behavioral scence, Dr.
Walton is the author of three major books and dozens of articles on current
social problems.
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arc based partly on fickl research in many of these firms under my
supenvision and partly on acounts developed by others as listed in a
note at the end of this chapter.

Experimental projects were included in the sample only if (a) they
involved a relutively comprehensive restructuring and included opera-
tor-level personnel, (b) had existed more than two years, (¢j were judged
by their originators to have been initially effective, and (d) some satis-
factory account of the project was available to me.

The sample includes most of the experiments which have received
substantial publicity in recent years, although it does omit some not-
able firms which have innovated in this fickl. Of the cleven firms, four
are in the United States, two in Canada, one in Great Britain, three in
Norway, and one in Sweden.

Diagnosis of the Problem

As I mentioned earlier, the costs of alienation are borne both by
workers thamsclves and by their cmploying organizations. Employee
alicnation affects productivity and refl.cts the social costs incurred in
the workplace.

Increasingly, blue- and white-collar employees and, to some extent,
middle managers tend to dislike their jobs, resent their bosses, and
rebel against union leaders. They are becoming less concerned about
the uality of the product of their labor and more angcred about the
qualizy of the context in which they labor.

In some cases, alicnation is expressed by passive withdrawal—tardi-
ness, absenteeism and turnover, and inattention on the job. In other
cases, it is cxpressed by active attacks—pillcrage, sabotage, deliberate
waste, assaults, bumb threats, and other distuption of work routines.

EVOLVING EMPLOYEE EXPECTATIONS

Both pawsive and active worker reactions are ove.t manifestations of
a cwnlflict between changing employee attitudes and organizational
inertia. Incrcasingly, what employees expect from their jobs is dif-
ferent from what organizations are prepared to offer themn. These
evulvuing capectations of workers conflict with the Jdcmands, conditions,
and rewards of employing oiganizations in at least six important ways:

1. Employees want challenge and personal growth, but work tends
to be simphfied and specialtics tend to be uscd repeatedly in work as-

* [ have a current, albeit in some cases incumplete, umlerstanding of the majority of

sttuations. However, i a fown cases the whtten acconnts on which I must rely were
prepared in the late 196os or carly 1970s.
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signments. This pattein exploits the narrow skills of a worker, while
limiting his or her opportunitics to bioaden ot develop.

2. Fmployees want to be included in patterns of mutual influence;
they want egalitarian treatment. But organizations are characterized
by tall hicrarchies, status differentials, and chains of command.

3 Fmployee commitment to an orgaiization is increasingly influ-
enced by the intrinsic interest of the work itself, the human dignity
afforded by managcment, and the social responsibility reflected in the
organization’s products. Yet organization practices still cmphuasize ma-
terial rewards and cmployment sccurity, while neglecting other em-
ployce concerns.

4- What employces want from carcers, they arc apt to want right
now. But when organizations design job hicrarchies and caicer paths,
they continuce to assume that today’s woi kers are as willing to postpone
gratifications as were yesterday’s workers.

5- Employces want more attention to the emotional aspects of or-
ganization life, such as individual sclf-cstcem, openness between peo-
ple, and expressions of warmth. Yet organizations emphasize ration-
ality and seldom legitimize the emotional part of the organizational
experience.

6. Employces are becoming less driven by competitive urges, less
likely to identify competition as the “American way.” Nevertheless,
managers continuc to plan career patterns, organize woik, and design
reward systems as if employces valued competition as highly as they
used to.

PERVASIVE SOCIAL FGRCES

The foregoing nceds and desires that employees bring to their work
are but a local reflection of more basic, and not readily reversible,
trends in United States socicty. These trends are fucled by family and
social experiences as well as by social institutions, especially schools.
Among the most significant are:

The Rising Level of Education—Employces bring to the workplace
morz 2hilities and, correspondingly, higlier expectations than in the
past.

The Rising Level of Wealth and Security—Vast scgments of today’s
socicty never have wanted for the tangible essentials of life; thus they

are decreasingly motivated by pay and sccurity, which are taken for
granted.

The Decreased Emphasis Given by Churches, Schools, and Families
to Obedience to Authority—These sodialization agencies have pro-
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moted individual initiative, self responsibility and conuiol, the rela-
tivity of values, and other social pattans that make subordinacy in
taditonal organizations an inceasingly bitter pill to swallow for cach
successive wave of entrants to the United States work force.

The Dechine in Achievement Motivation—For example, whereas
the buoks my parents read in primary schiool taught them the virtues
of hard work and competition, my childien’s books emphasize sclf-
expiession and actualizing one’s potential. The workplace has not yet
fully recognized this change in employee values.

The Shafting Emphasis from Indwidualism to Social Commitment—
This shift is driven in part by a need for the direct gratification of
human connectedness (for example, s provided by commune living
experiments). It abso results from a4 growing appreciation of our inter-
dependence, and it renders obsolete many traditional workplace con-
cepts regarding the division of labor and work incentives.

Tliese basic socictal forces underlie, and contribute to, the problem
of alicnation, Actually, I believe that protests in the workplace will
zount even more tapidly than is indicated by the contributing trends
,-ulated here, The latent dissatisfaction of workers will be activated
as (&) the sues receive public attention and (b) some examples of
attempted solutions sarve to 1aise expectations (just as the blacks” ex-
pressions of dissatisfaction with sucial and ceonvmic inequities were
tiggaed i the 1g5os and women's discontent expanded late in the
1960s).

INADEQUACY OF PIECEMEAL REFORMS

Over the past two decades we have witnessed a parade of organiza-
tiver de velopment, personned, and labor relations programs that prom-
ised to revitalize organizations:

Job ennchment would provide more varied and challenging content
in the work.

Purticipative decision-making would enable the information, judg-
ments, and coneerits of subordinates to influence the dedisions that
affect them,

Munagement by objectives would enable subordinates to under-
stand and shape the objectives toward which they suive and against
which they are evaluated.

Sensitavily travung or encounter groups would enable people to re-
late to cacdi otlier as human beings with feclings and psychiological
needs.

Productunity bargaining would revise work rules and increase man-

)
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agement’s flexibility, with a quid pro quo whereby the union ensures
that workers share in the fruits of the 1esulting productivity increases.

Fach of the precceding programs by itself is an inadequate reform
of the workplace and has typically failed in its more limited objec-
tives Each approach is only a partial remedy; therefore, the organiza-
tional system soon returns to an carlier equilibrium.

The lesson we must learn in the arca of work reform is similar to
one we have i2arned in anothier area of national concern—tlie social
services. It is now recognized that a health program, a welfare program,
a housing program, or an employment program alone is unable to
make a lasting impact on the urban-poor syndrome. Poor health, un-
employment, and other interdependent aspects of poverty must be
attacked in a coordinated or systemic way.

So it is with meaningful rcform of the workplace: we must think
“systemically” when approaching the problem.

Comprehensive Reform

Systemic redesign of work systems involves the way tasks are
packaged into jobs, the way wotkers relate to cach other, the way per-
formance is measured and rewards are made available, the way posi-
tions of authority and status symbols are structured, the way carcer
paths are conceived. Moreover, because these types of cianges in work
organizations imply new cmployee skills and different organizational
cultures, transitional programs must be established.

Before describing these features in some detail, let me provide some
additional background regarding the sample on which my analysis is
based. As I mentioned ealier, it includes twelve experiments in eleven
different companies,

The United States Companies—An carly innovator, Non Linear
Systems, Inc., instituted changes in the carly 1g6us affecting the enure
workforce of this small instiument firm. It is one of a few in the sample
that explicitly abandoned the experiment and returned to conven-
tional organization.

Donnclly Mirrors, Inc., is another carly innovator that introduced
incremental changes throughout the 1g60s.

An experiment at Corning Gluss was initiated in an assembly plant
in Medficld, Mzssachusetts, in 1965. In the fourth United States firm,
General Foods Corporation, dctailed planning for change began in
196GR; the experiment was initiated in a new pet food plant in Topeka,
Kansas, in January, 1971.
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The Canadian Companics—These are Alcan (aluminum) and Ad-
vanced Devices Center, a division of Noithern Electiic Company (sub-
sequently renamed Microsystems International, Led. In 1964, a group
of Alian managers concentiated their innovative efforts on one of the
fabrication plants in the works at Kingston, Ontario. At about the
same tune, Noithern Electric was designing a radically different organ-
jzation for a new facility which was occupied in January, 1966.

The European Companies—These form the remainder of the sam-
ple. Shell U.K. introduced change in several locations in the mid-
1g6us, including two of the plants in this sample—an established wax
plant in 1466 and a new refinery at Teesport which came on stream in
1968.

Three projects were carried out in different industries under the
Industrial Demoteracy Project, an action rescarch program sponsorad
juintly by the Nurwegian Federation of Employers and the Trades
Umion Council of Norway. Social scientists associated with the Work
Rescarch Institutes in Oslo also participated. The projects involved a
deparunent for assembling clectrical panels at the Nobo-Hommelyik
firm in Trondheim, a feitilizer plant at Norsk Hydro in Porsgrunn,
and a departnient m the Hunsfos pulp and paper mill near Kristian-
sand. All three experiments were initiated in the mid-1960s.

A Swedish experiment in the truck assembly plant in Volvo is the
final entry in the sample. This effort began in 1969.

All of the experimental units were manufacturing plants in the
private sector. The manufacturing processes were continuous in
slightly moic than a third of the sanple, assembly in another third; the
rest were mixed, including batch processing.

More than half of the experimental units (plants or departments)
employed between 100 and 500 employees, the other units had fewer
than 100 employees. Their locations were about evenly divided be-
tween urban and rural small towns. More than half were unionized,
but none of the plants in the United States sample involved unions.

Although all repurts covered more than two years of opcrating ex-
pericnce, the actual periods varied from two years to over a decade. A
third of the sample covered two or three years, a third involved periods
from four to seven years, and the rest were cight or more years. In
total they represented about 7o years of experience.

Finally, although each unit in the sample has a unique identity, as
well as many diffcientiating characteristics, all units nevertheless have
many featwes in cummon, not the least of which is the commitment
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to compichensive workplace 1eform. In the remainder of this section, I
shall discuss these features under three headings. (1) primary featues,
(2) secondary features, and (3) tertiary features.

PRIMARY FEATURES: DIVISION OF LABOR

Central to all of the viganization innovations considered here is the
division of labor. In this regard, thice design tendendies can be ob-
served. work teams, whole tasks, and flexible assignment patteins. Let
us examine each in turn.

Self-Managing Work Teams—These de-emphasize the idea of one-
man,‘one job in favor of groups that take collective respons.bility for
performing a sct of tasks, as well as for some sclf-management.

The size of the team depends upon the nature of technological and
and social requitements. For example, many of the preassembly teams
in Volvo were comprised of three to six workers. Typically, however,
the teams contain from seven to fifteen operators, a size range large
enough to indude a natural set of interdependent tasks, yet small
enough to "
dination.

The reliance upon groups in these experiments is based partly on
the belief in the power of face-toface contact. This provides group
members with social satisfaction and individual identification and
develops goals, norms, and other capaaties for self-management.

Groups arc also consistent with the idea of whole tasks and flexibility.
i
|

w face-toface meetings for decision-making and coor-

Whole Tasks—According to this concept, work that has been frac-
tionated into simple operations is organized into more meaningful
wholes that require more operator knowledge and skiil. This may
mean, for example, that the individual worker assembles whole units
rather than macly adding one small part to the unit as it moves
quickly through a work station. In continuous process departments, it
could involve comprchension of and attenuon to a major segment of
the process.

More siguificantly, tasks are made “whole” by incorporating func-
tions that previously were performed by other scrvice or control units.
In every experiment the work teams took on substantially more inspec-
tion and quality control testing for their own work, often climinating
separate inspection departments or positions. The large majority of
cases allowed opeiators to perform increasingly more of the maine-
nance on their own equipment. In batch processing departments, such
as those in one plant in Alcan, operators set up their own machines,
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Custodial work—houscheeping the teams’ own work area—is fre-
quently induded, espedally where contamination of products is 2
critical problem.

In all cases, uperators” work was designed to include planning as well
as implementation, althougle the amount of planning responsibility
varied widely, Schwduling of product 1uns and plant shutdowns for
maititenanee e examples of planning adivities previously performed
by supervisors or staff specialists that were assumed by work teams.

In the Nubu assanbly depaitment brief planning reporting meetings
involving all 30 cmployees were Lidld each morning. Rotating coordi-
nators took special 1esponsibility for planning. Before the experiment,
the planning concerns of workers were limited to their own individual
activity on a daily basis. After six months, the workers' planning now
elicetively embiaced the total group of go persons and covered a one-
week time span. A year later, the planning was still on the group level
but wovered fom weeks. After tluee years, worker planning had pro-
gressed to the pont where it embraced five groups (the original experi-
mental unit plus four othiers now brought into the system) and covered
a thiee-month time span.

Maenibers of teams often have additional enriching responsibilitics.
For example, the Volvo project incuded wotkers on consultation
teants. Team membets in the General Food, Alcan, Shell, and other
expenmental units served in roles noumally reserved for staff person-
nel or supervisors. These involved licading the plant safety committee,
dealing with outside vendurs, exclanging documentation with ship
officers, and traveling to investigate o1 troubleshoot a customer’s prob-
lem.

Whole tasks are comsistent with various social psychological ideas.
For esample, by integtaung support functions into line groups, one
chiminates many of the interfaces which tend to create intergroup
firction. Alsu, the gieater challenge in the resulting work is both mo-
tivating and confirming of self-worth.

Flexihility in Work Assignments—Flexibility is manifested in a vari-
ety of ways. (4) tempotary 1cassignment from one position to another
to cover for abscnees, (b) temporary rediision of work in order to han-
dle a duster of tasks at different manning levels, (c) progressive move-
ment from one set of tasks to thie next in order to master an increas-
ingly larger scgment of all work in a team and then in the larger
experimental umt, (d) systematic rotation through a set of positions.

Flentbthity has the ubvious advantage of allowing effective use of
available manpower, and it promotes individual skill development.
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The mutual learning Lidps rainforee coordination and teamwide plan-
ning activities. And the work team can usually dedide how its mem-
bers rotate through or learn a larger set of tasks.

Thus, the above three design tendencics counstitute an internally
comsistent scheme for the division of labor. Teams make it possible to
put together whole tasks. Identification with the team’s “wlole task”
provides a rationale for lcarning all of the interrclated jobs. The flex-
ibility options, in tuin, provide an immediate dedision function for
coliesive, self managing teams. Morcover, the pasonned movenent is
more likely to produce psychological gains (e.g., varicty, learning) that
outweigh the costs (e.g., uncertainty) when it is self-managed by a
group rather than controlled by a separate authority.

SECONDARY FEATURES

The effectiveness of a division of labor with the above features de-
pends upon the nature of the supervision and the design of the infor-
mation and reward systems. The forner should provide greater au-
tonumy and enhance a worker’s self-esteem and commitment to the
work system. The latter should provide workers with the necessary
tools to clfectively assume greater responsibility and the appropriate
rewards to achicve equity.

Supervision—Sclf-managing of teams requires that supervisors dele-
gate many of their tradivonal functions of motivating, planming, and
controlling. For example, in the pet food plant, the scope of decision-
muhing delegated to the work team incduded. (4) coping with manu-
facturing problems that occur within or between the teams’ arcas, (b)
tempor arily 1edistributing tasks to cover absentees, (¢) selecting mem-
bers for plantwide tash forees, (d) sueening and selecting cmployees
to 1eplace departing operators, (¢) counseling vperators who did not
meet team standards.

To effectively delegate such functions, supervisors must attend more
to facilitating the prowesses and development of groups, longer-range
planning, and external reladions of dhe unit for which they are respon-
sible. Somctimies thiey may do work previously done by their supetiors
or by staff units,

These changes imply basic shifts in the distribution of influence
and expertise above the operator lesel. In the cases scudied, the par-
ticipative pattern of supervision was facilitated in two ways:

First, at least half of the cases involved significant trunming of
supuvision and staff. For example, several expaiments omitted Lhe
first ine foreman and work groups reported direuily o a general fore-
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man. In one lage works which incdided an experimental plant, the
levels of supervision were vednced from sever 1o four.

Sceond, imvaniably supervisors were tained and coaclicd to become
mote partidipative. Most managements  reported  career  casualties
among the supervisors who were expected to change—some coald pro-
vide this type of leadaship effectively, bat others could not and lost
their supervisory positions or were transferred.

Information System—While factory wothers may be capable of as-
sutuing far more dedsionmaking authouity, they do not awtomatically
hase cither the analytical tools neeessary to plan and control or the
ceonomic informauon needed to dedide on the matters which fall
withm their enlarged sphere of influence.

Thus, the more suplusticated operations studied provided employees
with ceonomic and techiicad information typically given only to higher
lesels of supervision. In some cases, (onovators discovered the neces-
sity for new measwement procedures and operating feedback loops.
The point is illustrated by the following conclusion 1cached during
the design stage of the ITunsfos chcmical pulp experiment:

Firstly, wusidering the qualitative aspect of pulp production, we found
that, amonyg the output aateria most redevant to process control, only de-
gree of digestion, brighiness and waring strength were measured system-
atcally by the laboratory tedhinicians. Cleanliness was judged subjectively
from spraal test sheets, but factors sucd as pitch and homogeneity were too
expetisive or itficult for regular mewsuring. While there were no measure-
ments on the yuality of the inpit clups, infurmation about pI value and
percentage of sulphur dioside 1 the acid were rarely based on statistical
caluulatons, Bevause of the great varianees vbscived in sume of the quality
measaremcnts of idividual batches, it was difficult 1 reveal long term
trends in the process wittol The Lak of feedbadk on this level reduced
pussibilities for continnous learning and connol (Englesiad).

Those who were 1estructuring the work in this pulp unit proceeded
to daify and define measurements of the quality and quantity of in-
coming and outguing matarials as well as quality conurol limits for
cadi pertormance iterion. Gradudlly the meossurements were insti-
tuted.

The experimentors used two gencral mcthods for exchanging cur-
rent imformation: (1) 1cgular meetings of operating teams or their
Lepresentatives, supetvision, and sonictimes cngineering personnel;
and () an “mformation center” that posted al information about the
state of thesysten.

Space fattors abso played an important role. Work team neetings
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and Luger assemblics require space which can accommodate the 1ight
mmber of people and is fice of nwise and other interferences. The
design of the Northan Llectric systum gave special attention to this
aspeet, probably because it focused heavily on professional and man-
agerial personnel and a Luge varicty of communication patterns was
envisioned.

Reward System—The greatest diveisity among the innovative sys-
tems studied was in the natwe of the compensation system.

All of these systems involved an increase in worker duties and re-
sponsibilitics. The worher used more of his faculties and aceepted
mote responsibility for the performance of some unit of the organiza-
tion. In such a situation, what is the quid pro quo for his extia mvest-
ment? He is rewarded intrinsically thiough satisfaction frum the work
itsell and the pride associated with higher status. e is alo rewarded
exuinsically—e g, through increased pay «nd economic scewmity. This
subscetion is primarily concened with the latter. There are four im-
portant aspects of extrinsic rewards:

1. The form of payment. Most pay schemes in the systems studied
imolved a move fiom hourly wages to salary and made pay ticatment
for plant workers parallel to that previously afforded clericals, profes-
sionals, and other nonexempt office workers. Anong other effets, this
move tended to assure stable carnings over longer periods of time.

2. The assurance of employment. Because employment insccurity
cm undermine worker cfficiency and commitment, many manage-
ments took steps to assure worhers they would not be laid off for Lack
of work.

3. The levels of individual compensation. How these are determined
is a critical issue. The following plan was employed in two of the ex-
paiments—the General Foods pet fuod and Nowsk fatilizer plants—
where employees manned a wntinuous processing technology.

Individual pay inaeases were geared to an employee mastering an
inucasing proportion of jobs, fust in the team and then in the total
plant, Inueases also could be obtained on the basis of technical shill—
e.g., electiic maintenance in the General Foods plant —a1 inueased the-
orctical hnowledge—e.g., ciemisiy or measurement technique in the
Notsk plant. Team members weie, in effeet, paid for learning more
and motc wspeets of the total manufacturing system, Further, because
there were no limits on the nuniber of operators who could qualify for
higher pay brackets, cinployees were enwouraged to teach cach other.

‘T'his plan, of course, wontrasts with the traditional wage schemes
which featue Luge numbas of diffcrentiated jobs and numerous job




E

O

RIC

Aruitoxt provided by Eic:

156 Richard E. Walton

classifications, with pay inoreases based on progress up the job hicr-
archy, Who, then, decides whon an cagelosce has quualified for a higher
pay bracke?? In the Genaal Fouds plant, these decistons sere made
Ly the fist-line supavisor, usually after comsultation with team mem-
bers, Inthe Nowsk unit, the ganaral foreman and shop steward made
joint judgments,

On the one hand, this form of pav progression in the absence of a
jub hicrarchy acinforces the personnel devdopment requited by a
flenible division of Labor, Tealse provides an incentive for one of the
moic meaningful fonns of inter personal cooperation, namely, teaching
and learning,

On the other hand, the plan is not casy to administer. The evalna-
tive implications of avarding diffcrent tates of pay canstir stiong cmo-
tons in people who work su doscly widh cach other, Aie the judgments
abuut job mastery appropriate? Does everyone have an equal oppor-
tunity o learn other jobs? Do judges depart from job muastery and
othar spedified aitaria and indude additional considetations in mak-
ing “promotions”? Such questious naturally arise.

Another comsequence of this plan can be o rapid rate of pay in-
acases, rlative to tates of progression in conventional wotk systens.
In the Guneral Foods plamy, for example, many employees were able
to lean nealy all of the operations i the plant in tvo and a half
yeats, They progressed from starting rate to neat top rate in that time
petiod—thereby caning o vary substantial pay inaease. While the
obvivus effect of such 1apid progresston is an inacase in the overall
loved of wotha compensation, nany cmployees in the General Fuods
plant still did not perease the plan as an adequate quid pro quo for
the Toved of involvanent and conuibutions they wae making. In mid-
1973, they were eaploting group bonus schemes as veliides for addi-
tivnal awards.

In the Cotning plant, management’s response to the “escalating cli-
mate of work immvolsement” was o change “towand o pay process more
ceatly based on merit gndhwding apptaisals for houtly and weekly
saluaniad ddereal and dhntical auployees as well as for managarial and
profosional pasonnedy” (Beet and Huse). I do not know whether this
schaane resulted insubstantally highar aserage compensation levels or
maddy a disuibuuon of pay more dosely hnked to dilferential per-
formance.

4. The level of overall compensation. This probably becomes the
most sighificant sue oser the long e (Farposize “over the long
tan” for 1esuns W be teawd later)) The quid pro quo involving
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higher compensation leveds is related to various aspects of the work
system itself. -

The siniplest relationship is illustrated by Non Linecar Systems. In
this cxperiment, wanagement simply pegged wage 1ates higler to
generally compensate for extra worker involvement. But other rdla-
tionships are more complex:

Time in licu of pay: “Compensation” may have to be taken in
forms other than money. For example, wage rates for pre-assemblers
and manning tables for certain pre asscibly units in the Volvo truck
division were fined in the union contract, therefore, employees were
not able to can additional compensation, but could consume the
fruits of increased efficiency via the length and convenient timing of
work breaks.

Higher pa_ ‘~r flexibility: The Shell, U.K. experiments were ini-
tiated while proauctivity Lagaining between management and the
union was being conducted. Management was secking to exchange
pay increases in return for a relasation of restrictive work rules, and
the types of flexible work patterns involved in the expaiments were
tadical examples of what management was trying to negotiate with
the union. Thus, the experiments not only provided both union and
management with experience 1elated to the bargaining buat also were
conducted ina context in which it was dear that the innovations would
involve increased rates. And they eventually did.

Cost reduction formula. Compensation levels were linked to cred-
ible promises of future performance in one case. At Donnelly Mirrors,
management related the size of the annual increase in base pay to (a)
cutlective judgment about the feasible magnitude of cost reductions
ov:r the next year and (b) collective commitment to achieve the cost
reductions that would pay for the increase. This innovative system
also provided for group bonuses.

Cost and quali, bonuses. Compensation levels were often linked
to the work systems’ aciual results. In three Norwegian experim.nts,
as with Donnelly Mirrors, group bonuses were a central feature. Two
of these involved suinewliat complex formulas incorporating signufi-
cant factors whiclt workers could influence. The iertilizer-factory bunus
was based on production vol: 5. of acccptable quality, loss of nitrogen,
total muan hows for production and service workers, and certain otlier
cost factors. The diciical pulp department bonus was paid on cleanli-
ness, tearing strength, and degree of digestion and brightness.

The foreguing diversity in the provision for rewards reflects, 1 be-
lieve, a lack of cumsensus among the designers of the various work-
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svatem experiments, Many ntagers and psychologists tend to play
down the mattar of cxtrinsic rewands, Indeed, i the short run extia
pay in the form of higha individual 1ates or group bunuses may not
be neeessany to dict involvement. Short run, the intinsic 1ewads in-
wolvad i diange, challenge, and pasonal development me sofficiont.
In the longer 1un, howeset, o sanse of cquity and sustained cflot by
wothars requites a shuaing of the extia fiuits of productivity.

TERTIARY FEATURES

Anothier set of factors that help create appropriate atticades and
shills fur systemic 1edosign of wark involve symbols of status and nust
and methods of wraining and recruitment,

Svmbols of Stutus and Trust—Almost every expetiment had features
expresly doigheu to ailianee the status of operatots and to conmmuni-
cate tiust in their exacise of sclf control. Typially, thae weae no
L clochs and wortkas were placed on salmy and given the notmal
privileges of salaried employees.

Otha deviees were cployed to minimize status differentials. For
examiple, the General Foods pet fuod plant had an open parking lot,
a single enttanee for botly office and plant, and a common decor
throughout the 1eeeption aied, offices, lucher rooms, and cafeteria.

Traieng and Recntment—The mnovative systems studied alse
requined greata tedhimical and sodial shills than comventional systems.
Thoe wae acquired by a combination of formal taining, on the jub
learning, and recruitment.

Duning the penod when the systems were Leing established, manage-
micit-provided considerable amounts of formal vaining. Ina few cases,
howava, longer teome manning leveds allowed 15 to 25 percent of em-
pluyee time in continuing training activitics.

Whae the extanal labor market is favorable, a firm can tailor the
wolk fotee to the innovative systein, in terms of both a capacity for
devdopment of muluple skills and a receptivity to cooperative social
patiriis. Suie wopanics in the sample did attempt o recruit workers
with skills and intciests that were consistent with the new system’s
re i anents, Inoseveral wases, where new fadilitics were being manned,
wanagement scleated from an unusually large pool and also provided
applicants with imformation which cncouraged appropriate sclfsclee
uon. The Generat Toods pet food plant sacened over 6oo people to
scleet about jo. And the Shell, UK. refinery had 3ooo men apply for
the 156 jobs avalabic. A recruiting advertisement for the Norsk ex-
periment s illustrative of the ads used by General Foods and Shell:
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We need workars 10 take are of process and mainteaance in the new fer
tilizer factory (process workers, mantenance wotkers, prpers, eventually in-
sttument muhers). The company is going to tty to devedop new s of
cooperation to the benefit of employees as well as the compny it df.
Therefore we want to get intv contact with employees who are interested to

a) learn and develop themselves further through the work

b) take responsiiility

©) become active menibers of a work-group

d) participate in the training of others

€) partitipate in devedoping jubs and ways of cooperation which create
conditions for personal development through the work.

It may be necessary to alter many of the usual norms within the organiza-
tion, such as formal organization and contents of the different jubs. At the
moment. it is considered probable that work groups with uptimal com-
petence within maintenance and process-control will have to be formed
(Bregard, et al.).

Although the Norsk innovators decided against getting “an clite
group of men into the factory, but rather to find persons with qualifi-
cations close to the average in the company” (Bregard, et al.), the ad-
vertisement and the screening procedure probably did produce an
above average group, at least in terms of receptivity to the innovation.

Except for the foregoing three cases, there were relatively few at-
tempts to preselect a work force with skills and attitudes especially
appropriate for the innovative system. And at Northern Electiic, where
the new system subsequently gave way and returned to more conven-
tional modes, the originators place part of the blume on their failure
to give more attention to selecting employees for “fit.”

THE NEED FOR CONSISTENCY

As indicated in the forcgoing discussion, there is a strong need for
consistency between primary features and support systems in the work

|
|
I
1
|
|
environment. A change that is intended to embrace the major aspects
of the work situation may in fact turn out not to be sufficiently com-
prchensive. In short, unless all aspects of an organization send similar
signals, workers will sense the “ambivalence” and Lecome frustrated in
their attempts to respond to the innovation. The following inconsist-
encics are illustrative:

The appropriate lcadership may not be ensured. The autonomy and
self regulatory aspects of work teams must be reinforced by the super-
visory leadership pattern. This may take time, howeser, because super-

visors with authotitarian peisonality traits will likely find it dufficult to
meet new role requirements.
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The information ssstem may be inadequate for the goal setting and
deaston-nithing roles of work teams, Feam manbers st understand
bisiies aiterie, have competence in analvtical tedmiques. and receive
tenely information about other units, The Tatitnde to make decisions
withont the relevant skills and information acates an inconsistency
that weakens the organization.

The reward system miay not provide reinforcement for the behavior
preseribed by other aspects of the innovative organizition. For example,
the work ststemt may require 4 lot of mntnal assistance uong: team
members yet 1eward pasonal development rather than group per-
formance. Another example is where greater shills and 1esponsivilitics
ciable workers to inucase productivity but the reward system does
not give them i share of the increased productivity.

To avord tese and other errors of incomsisteney in innovative work
systenzs, the primary, sceondary, and terting features must be mutually
supportive. Thus it Is aucial to understand their interrelationships.
The tanget of the inmovation, of connse, is enhanced quality of work
hic for employces and improved cffectiveness for the organization.

Imtroduction of the Innovation

The impetns for the experiments took a variety of forms. Tn over
half the cases, there was a plilusopliical connnitiment, albeit often ten-
tatine. to aeate more mnnane and cliedive work systems. In several
imstances, the eaperiment was tostered by a key manager’s strong in-
terest in the behavioral sciences. In many cases, pcnsislcm, sometimes
chrome problems of turnover. Produodivity, and mor ale prompted in-
novauon, hequently, the impetus came from a combination of the
abovce sources.

DMETHOD

A general pattern did emerge, however, in the way companies pur-
sucd orgamzational dhunge. Typically, a limited experiment was con-
ducted m a mmt of the wrporation. The experiment was conceived
asa pilot project from whicdh the larger organization contld learu. (Two
excepuions to this pattern were the relatively small, owner-managed
finms—>on Lincar Systems and Donnelly Mirrors.)

At Alian and Volvo the experiments wac introduced into particular
umts of a 1 rge exnsting complex. Subscquent dianges were tustitated
inceamentally over many years. Similarly, one project at Shell, U.K
involved an established unit.
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Jist as often, howevar, now concepts were introdnced as part of a
new anit at 4w site, Gases i pomt aie the Corning instrinnent
plat, the General Foods pee Tood pl g, one of the Nowsk plans, and
the Shell 1cfinen. A SEhe variation on this pattain oceaned at the
Notthern Flonic projoa, whare the imnoducnon of the immovaiive
ststei eoineided with a move from Mona.al o Ot and donlling
of the work force.

Before diseussing the carly results of thee pilot programs, I should
note that a numbur of conditions e especially fnvorable o thenr sue-
cossful imple mentation, Based on the case stadics, § Ianve isulatsd seven
conditions which seem Gpeddally important. These ae listed imme-
diately below:

Seven Conditions Faorchle to Pilot Project Implementation

1. Typically, small tonins provide o conmuniny comeat and a work foree
that is mote wmewable 1o 1the innovation. Half of the eaperinents were
implemented in this type location.

2. Smaller work forces make judividual recognition and identificarion
easier. FLAF of the initid experiments involved feser than one hundied
ciuployees.

3 It is casier o change emplosees’ deeply ingrainad expectations about

work atd mamagument in a new plant adiare. Abunt half of the experic

nients were in sintations of substanial “newness.”

Geographic scpatation of the expuimental anit from other pans of the

firm facilitares the devcdopment of a anigue plam cchiure, Advantageous

geog aphic separaion appeared 1o be a faaor for the pet food plant,
the refinery, aud the asembly plants of Nobo and Corning.

5. The use ol onnide eonsalians as change agents provides objedivity and
Know how tu the expuriments. The majoruy of the foms had a pauern
of wing vutside comudicion in osgamization doselopment, knew how
to use this type of amiststce, amld were not subject w criticism.

6. The loug lead times that are implicit in start ups allow Luge blodks of
time for raining wul acealtucation. This was o significant factor in
scveral cases.

7. Wheare thete is no union, or where union nunagement relusons are
positive, itis much easicr 10 intoduce the tpe of work systems stdicd.
The unionizcd scven plants had positive union-management relatious
whan the axparimant was widertahen., Here, the paities typically agreed
to a “shedtered” experiment, in which the normal contract provisions
and practices wore rodasad for a limited time paiod, amd the changes
wouid not sct pracadons for othar wnits wd that the experimental unit
would rairn to s carlier pattern in abscoee of mual consent.

™
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EARLY RESULTS

By design the sample included only experiments which yielded at
least imitially positive 1esults, In this seetion, Ishall review the types of
rosults claimed for these experiments, even though, with une exception,
I cannot vouch for the validity of the chaims made by the participants
or roscatchiers. The exception is the General Foods pet food plant
where I was closely involved as a consultant.

Two cases—:vbo and General Foods—illustrate a middle ground
between the more modest and more ambitious Caims of carly results:

I. After one year, a folluw-up stndy at Nobo showed that (3) the
group system had been transferred from the original group of 3o to
four additional groups totaling over 100 employees; (b productivity
went up 2o pereenit, & quality control and othier service activities were
satisfactorily decentralized to the groups, () the time perspective of
workers increased from three hows to thiee months; and (¢) only a
sthall minotity preferred the old systen to the new group system, where
rospondents were referred spedifically to variation in work role, job
learming, participation in dedisions, relations with work mates, rela-
tions to company, and breadth of responsibility.

2. The pet foud plant had a manning level of fewer than 5o people,
rather than the 110 estimate based on industrial engineering stand-
ards. This difference resulted from the team concept and the inte-
gration of suppurt adtivitics into tcam responsibilitivs. Further, after
18 months, the new plant's fixed overhead raic was 33 percent lower
than in the old plant. Redudtions in variable manufacturing costs
(.8 y2 pereent fewer quality rejects and an absentecism rate g perent
beluw the industry normy resulted in annual savings of S6ov.vvu. The
safery 1eeord was one of the bost in the company and the turnover was
far below average. While new equipment was responsible for some of
thase results, mote than one half of tham darived Gom the innovative
human viganization. Operators, tcam leaders, and nanagers alike had
bewomie more imvolved in dheir work and abso had derived high satis-
faction from it. For example, when ashed what work was like in the
plant ad how it differed from other places they had worked, employ-
cos Gpically replied: 1 never get bored.” “I can make my own deci-
sions.” * People will kedp you, even the opetations manager will pitch in
to hilp you clean up a mess—he doesn’t act like he is better than you
are.”

Quality of Work Life—A\Il experiments reported carly improve-
memts m the quality of work life, althowgh the degree of positive em-
ployee esponses m the carly period was quite varicd, as were the pat-
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terns of these responses ovar subsequent time 1 criods. Individuals dif-
fer in their preferences for v icty sersus toutinization and stability of
Job-related duties. These differences liave been found in survey studies
and have been reported in some of the innovations reviewed here.
One administrator in the Northan Elecuic Company tried to sum-
marize the difficulties inherent in implementing the new approach:

A lat of people felt it would be automatic, just by changing the structure.
The weakness was the assumption that people would be highly motivated
in this kind of environment and they're not. There's a threshold value of
personal maturity or outlook, and below it people arc more cffective in a
hiermchical, not an open system. The . . . system doesn’t take into con-
sideration the differences in basic behavior of people. Some will accept the
freedom and thrive in weam organizations. But others are just not respon-
sible or self disciplined enough to make this work. These differences arc
not divided according to discipline or education. It’s a function of per-
sonality and it’s in 4l areas. I'd say that there are about 25% who truly
respondd properly in the participative seuse. The other 75% don‘t (Gabarro
and Lorsch).

These individual differences raisc the question: Fow many persons
do gain significantly from the changes involved in the innovative or-
ganization? The answer obviously varies from onc group of employces
to the next and therefore must be assessed on a case-by-case basis.

For example, in sharp contrast to the above Northern Electric esti-
mate of a 25 percent positive response, I judge that approximately 8o
percent of the General Foods workers experienced relatively large
gains in the quality of their working life relative to their work lus-
tories. The balance of the experiments in the sample would fall some-
where between the Northern Electric and General Foods statistics dur-
ing their initial periods.

Organizational Performance—Early gains in organizational per-
formance were almost uniformly reported. For example:

1. Higher production efficiencics were reported in at Ieast six cascs;
these were derived from less wastage of materials, less down-time, or
more efficient methods.

2. Quality improvements were significant in five cascs.

3. A reduction in overhead was common—for example, due to a
leaner supervisory and stail structure and less paperwork.

i Inseveral cases, the mouc rapid development of skills produced
promotables at a more rapid rate, increasing the number of opcrators
who were promoted to foremen outside their assigned deparunent,

5- Turnover and absentee rates were usually reduced.
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An excerpt from a rcport on the Shell, UK. wax departinent helps
to illustrate the intadepondene of workar satislaction and organiza-
tivinal purlotmance when the mmmovative work systam is applied to con-
tinuous processing tedimology:

The finishing unit capacity was tnecascd by 4o™, over the 1965 figure again
primarify duc to tedical improvancuts —sunie of which were suggestad at
the Department Mectings.

I b

o - . the understauding and knowledge which the opcrators had of the

changes made played an important part in masimizang the gains made pos-
sible by the changes.

The most impurtant increase in output was in the sccond and third units.
« o« . Imporint bewause this 1s the limiting scction of the plant and output
was incraasd 1o0”; —but most impoitant beaanse it iy largey manually
conitrollud, This part of the plant is oxtremely demanding because it has
siatien vperating variables which must be dusely controlled. Of course
cotittuly themsdves are instrunentad but the inter action of the contuls
cannwt be because of the nawure of the process. To optimize such a process
raguised knowludge of the vperation, manual shill and wnstant atiention
tu the Jub. As the vutput inarcases so dues the demand for attention 1o de-
tail withe the neal for frequent minute adjustments to the plant. This is
the bpe of ol which can vuly be successfully accomplished by highly moti-
vatd vpcraturs—and the vatput incrcase mdicated is a mecasure of the
snaos achicved, Thare is no donbt that provision of laburatory testing
fachites on the plant hdpad motnvation —bucause the operators were able
to gt immudiate feadback oun the rosults (whichy is satisfying psychiologi-
callv. This puint was nude to me many tmes by the vperators woncerned —
but they fdt they knew how well they were doing, and this encouragad
tham to go on. The whole unit appearad to be under their control—and
that is just what we were aiming for (Butlen).

Problems of Survival and Growth

Thus far, we have been eaploing initial design features, intro-
duclion of the innovation, aad carly results, What has happenad over
alongur time frame? As 1 pointed out canlicn most of these experinonts
were pilot projects in paticalar units of larger organizations. Orig-
intors of a project expect that if it is initially successful, the innova-
tion will continue to cvolve toward its original ideals, amd be emulated
ehewhae. Thus we distingaish thice aspeets of the development of
otganizational innovations. (1 vrigination, (2) continuction, and (3)
dilfusion.

The rativnue for continued viability and cvolution is that the orig-
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inal cdhange will dosclop o plant codture with the values which under-
lic the innovative organization. Furdia, it is expedted that the results
will reinforce both the participants’ involvement and their superiors’
support.

Diffusion is projected because it is assumed that an organization
pattan which works betta than its predecessor will be recommended
by supetiors and emulated by peets. In practice these two projected
tendendies of continuation and diffusion are often complicated or nulli-
ficd by a host of uther dynamics. Although 1 have not completed the
process of establishing measures of whether, and to what extent, the
innovations in my sample have reverted to more traditional patterns
after an initial period of successful change, the evidence pennits some
rough summary observations.

At least three plants have returned to conventional patterns. Seri-
ous efforts are being made to 1evive one of these. Many others have
regressed somewhat after a few years of successful evolution toward the
ideals undeilying the innovation. The work situations still remain,
however, significantly unconventional. Several other innovative plants,
as of this writing, are still successful and evolving in the direction that
they were launched.

What has tended to undearmine those innovations which have ter-
minated or regressed? In the cases of continued success, what factors

and dynamics, if any, have thicatened the system? What can be done
to minimize these threats?

LACK OF HMERARCHICAL SUPPORT

In many of the cases studicd, a higher official had in effect “held an
umbrella over the experimental unit,” protecting it from premature
evaluation and absorbing some of the risks involved in the venture.
When the higher exccutive was replaced by one who was not sympa-
thetic, the personnel in the unit felt increased career risks.

In soinc cases, innovation raiscd expectations of employees, who
were subsequently disappointed because management failed to follow
through. The Norsk case is ilustrative:

The Notsk experiment after four years revealed mixed results. Pro-
ductivity had gradually incrcased and downrtime was cut by more than
half. Worker satisfaction was still relatively high. The majority of
workers had mastered all bluc-collar skills in the factory. Yet, despite
the incarease in worker competence, management had been unwilling
to reduce supervision and inaterially inacase the workers” influence n
critical decisions. .Aceo ding to Guluwson, the failure to delegate more
supcrvisory tasks to workers, together witli a dedine in the incentive of
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learning new operator tasks (a5 mastery levels climbed), had made
monotony a problem once again. Gulowson concluded:

The experintent has demonstrated the conservatism of large organizations.
To the extent that the experintental ared has been dependent upon dhanges
in the envionment, these changes have only sldom been made. lu terms
of tutal system behiavior, the envitonment has foreed the eapaimental sys-
tem almost back to where it started.

Thus, to promote the viability of the innovation, higher manage-
ment must sustain philosvphical suppurt over @ number of years and
must be prepured to make further viganization chunges as they ave
indicated.

LOSS IN INTERNAL LEADERSHIP AND SKILLS

Turnover in leadership within a unit has created problems. The
top position in one experimental unit was refilled four times in six
years, duting which the innovative system almost died out. Subse-
quent kadars did not take dedsive actions to recreate a more conven-
tional forng, but acted in ways inconsistent with the spirit of the inno-
vation, and the result was the same.

In several instanees, where the experiment was introduced during a
plant start up, training of operators was begun well in advance, and
learning througl criors was tolerated during the carly phases of the
start-up. Thus, the bank of necessary skills was built.

But the requisite bank of skills cannot be maintained if the turn-
over rate exceeds @ certain threshold level. This threshold rate ap-
peated to be lesy than 10 percent in one case. After the Teesport experi-
ment was underway, management found it necessary to reduce the
range of work flexibility among team members and put back a level of
supervision. Iill's account of this partial retreat in the design men-
tioned the relatively high turnover of 1o perwent along with technical
difficulues and additional tasks. Hill attributes the 1o pereent 1ate to
the existenee of unusual opportunities for overseds assignments.

The loss of skills through turnover not only wan promote « scaling
down vl et innovative project but also can arrest the development of
an vverall Jnge program, such as that launched by Shell, UK. in
1963

During 1967-68, many changes in job assignments occurred, reducing
the skilled resources available to fadilitate the changes initiated. For
example, of the cleven senior managers who participated in the orig-
inal planning confernce, only six remained. Also, two principal con-
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sultants departed for vverseas. Although some changes were unavoid-
able retiiements, others resulted from career changes.

Hill concluded that this severe dispersal of 1esourees “undoubtedly
hindered a fuller realization of the potential developments at that
time.”

I believe that such tmnover among the leadership of innovative
units, the expert staff, and the consulting resourees is a natmal tend-
ency For example, I would expect the leaders of organizational inno-
vations to be relatively able and secuie as persons. Thus, if the experi-
ment should shuw signs of success, these leaders would become even
mote visible, and new career opportunities would present themsclves.

These innovative organizations appear to requite greater stability of
personnel than the conventivnal organizations they replace. Under
normal drcunntances the attiactive aspects of the work system will
tend to produce low tuwinover 1ates amung workers, thereby ensuring
this particular condition for its own success. If higher turmover rates
are nevertheless encowaged by exogenous factors, management must
take extra steps to stabilize the work force. The problem of tutnover
of key muanagers, staff personnel, and consultants is a different natter
—uwhere success undermines itself. Thercfore, it ©s desirable to secure
longer-term commitments from key personnel at the outset.

STRESS AND CRISES

New demands may also tax the system’s ability to perform and sur-
vive, producing a return to more conventional patterns. The cases
illusnate two types of demands. technical problans and compeutive
pressurcs.

Technical Problems—As 1 mentioned above, the necessity to put
back a level of supervision and reduce the range of jub flexibility in
the Teesport refinery was attributed not only to the turncver but also
to (9) the expansion of the work performed in the refinery and (by tech-
nical problems. According to Hill, the technical problems “tended to
prevent the establishment of steady state oparation . . . and induced
a certain araount of unexpected stress in the social system.” The social
stress placed a premium on more predictability, and certainty was
sought through less mosement of personrid, more specialization among
workers, and closer supervision.

Competitive Pressures and the Surv.val Syndrome—"Survival” pat-
teins developed in sevaial firms sumeume after innovative work sys-
tems were launched.
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Two of these compatics came under new, severe, and long-term
competitive pressures that resulted i new initiatives and influence
patterns cinanating from the wop. Higha management began cmpha-
stang cost reduction and near-tam results, insisting upon discipline
and compliance witle e prograns. and in general providing an in-
hospital environment for the innovative work systent.

Authionitarian dedisions and “do it” commands tended to erase the
prenuse that a subordinate wuld frecdy challenge superiors in -
guaded dialogue. Politically based influence techniques undermined
the premise that a person’s influcnee would be a function of his ex-
pertise and informauon. And, as cliques formed o exercise influence,
intepersonal 1elationships were cottupted, trust was croded, and the
semse of “commmuntty” began to deteriorate.

In a thitd case, Non Linear Systems, the organization returned to
a comventional form wher revenues diopped rapidly in 1970 and 1971
—fiom $6 million in 1963 o $3.5 million in 1g71. Significantly, this
slump was @ part of a gencral downturn in the aerospace and many
tclated highetedhmotogy industiies. There are differences of opinion
about wheeh, if any, of the inovations institnted many years carlier
comrnbuted to NLS downtuin and which ameliorated the dedline.
T he president, Andiew Kay, Llames the experiments for the fact that he
delegated so thoroughly and lost touch with the operational aspects of
the business. Yet 1ebuttals of some furmer executives and consultants
indicate that certaun developing 1ealitics in the business were brought
to Kay's attenuion and that he made a personal choice to believe what
lie wanted to believe, mamely his “dream.”

Fortunately, for the prescnt analysis, one need not determine
whether the Non Lincar Systems innovations were a hindrance or a
help 1 coping with the ceonomic downturn, Rather, onc is satisfied
to conclude that the business aisis conuibuted to the decision to
abandon the experiment. (Tais is not to deny that other factors, in-
cluding the personality of the nesident, undoubtedly must be consid-
cred 1in expluning both the origination and the subsequent termina-
tion of the innovation.)

Participants in an innovative system and higher management must
be alert to the regresswe tendencies that accompany stress and crises.
If, for example, the situation appropriately requires more direction
from the top and extia measuics to avoid mistakes, these needs can be
discussed at all Ievels and the demotalizing effect of the changes can
be mnumzed, thacby proseving the widespread commiunent o re-
tuin to prectisis patterns after the crisis subsides.
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TENSIONS IN EXTERNAL RELATIONS

Parties extanal 1o the expedimental unit often become ina casingly
concaned about how the wit tundions, apart hom how well ic per-
Torms. These parties incdude superions, per departments, stafl de-
partnents, labor unions, customers, and veindors, Theit impact tanges
from the capability to dedare an end o the esperiment o the ability
to force damoralizing compromises. Nevertheless, their preoceupations
are similar: “How mucdi may the innovative unit be allowed to deviate
from general pracices?”™ Thas the dilomma for an innovatise system is
between muintaining internal integrity and external wnsistencies.

Lquity 7 aes—Umesolved equity questions can result in damaging
pressures from outside panties. Consider, fur example, the Teesport
tefinery Tn establishing the refinery experiment in 1466, wanagenient
prisuaded the union 10 negotiate a local contract that was separate and
completely difterent from the existing nauonal contract. Although
both parties recognizad that changes miglt be needed in the future,
U contract allowed the frecdom neeessary to conduct the experiment.
With this latitude, the partics agieed to higher pay and othier favorable
terms to mrateh the additional skills developed by employees and the
extra work flexibility and responsibility.

Later (1468-70), management and the union engaged in produc-
tivity bugaining at other work sites. The bargaimng in othe rehn-
eries

tendad to biing their tams and couditivns of employment—such as annual
saliiy and st status  closer to thuse of Teespot without, however, ap-
proadiing the tevel of jub flexibiluy and rospousibility achivved at Tees-
port. Fhe effeet of this partial cdusing of the gap bas heen o acaie prosue
w close it further by mocing the Teopuit Job structuring back towards the
conventional norm (Hill; emphasis mine).

Counsider the implications of the last statement in the preceding
paragraph. Tt suggests that the equity coneept is so stiong that cven
though employees may be inuinsically rewarded by taking on high
respotsibility and making lugl conwibutions, their extunsic rewad
wust abso be in line with theiv rdlatively high work mpuss, If this is not
the case, their seuse of injustice will cause them to scale down their
level of involvement.

Pressires for Uniformity—In almost every case, the experimental
unit came under sttong pressuie from peer and staff waits to conform
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to company policics and conventional norms. The pressme often
mounted aflter an initial period of grace, when it appeared that the in-
novations were not failing ot thehr own weight and might become per-
manent,

Thoe stiong conformity pressues are probably inevitable, but 1
have observed a particular tendeney on the part of members of some
experimentad units whidh exacarbates the problem. It is sometimes
refernied o as an “evaugelical syndiome”—a “holicr than thou™ stance
toward outsiders who we as yet sull “conventional” in their approach
to work vrganization. This “superiority complex” causes bosses and
stafl units to pressmie the uait back into line and peer units to reject
similar change for themselves.

Collective Barguining Dynumics—In one case, union relations con-
tributed to the “undoing” of the imosation. Many features of the
new wotk system had been inttoduced during a period when, according
to wanagenient, the union leaduship had been stable and politically
sceure, The plulusophy of the earlier leaders was illustated by their
pride in the absenee of furmal gricvances. Later, however, the union
became more legalistic—and tended to write up all complaints. Man-
agement believed dhat the union officials becae oo insecure to sort
out legitimate gricvances from those where an employee was simply
uying to tahe advantage of a loophole or the informal understandings
which had developed on the work floor, There were signs of a vicious
cycle:

A foreman feels exploited if he observes an employee abuse the infor-
mality (of no tme cdluek, for examiple) by coming late and then making
a cdaim for a short petiod of overtime on the other end of the shift. If
the worker gets away with the claim, then more co-workers will say,
“Q.K,, if that’s the name of the game, I'l do it 100.” I the forcman
cracks down, as he did sometimes, then a hard-nosed management
is seen as tutming away fromi the notm of infoimal problem solving
which characterized the innovative plant socicty.

Some of the above tensions in the external iclations are avoidable.
For example, the spousors can avoid an “cvangelical” effort to sell the

innovative wotk systen to sister umits, However, to sume extent these

eisions ate iuevitable. Thacfure, the sponsots st negotiate reso-
Tutely to preserve the integrity of the systen.

COSTS VERSUS BENELITS FOR INDIVIDUAL, PARTICIPANTS

A prawse of the new wotk systems is that paticipants will gain
when thiey aceept greater roponsibility and more complicated liman
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intardependencics on the one hand and exerdise more influence, re-
ceive social support, and cnjoy personal giowth on the othe: hand.
The former typically have psychological “costs” associated with tem;
the Later typically yield psychological “benefits.” Tlius, one can speak
of 1morc o1 less fvorable o1 unfuvorable ratio of (psychological) costs
and benefits associated with the work organization.

Earlicr, in the discussion of “results,” I acknowledged that individ-
ual workers differed in hieir preferences for these potential bencfits
and costs associated with innovation. Moreover, the viability of several
systems was threatened by such individual differences.

Designers of inno.ative work systems face a dilemma. If an innova-
tive system does not accommodate those who prefer mud less task
responsibility, variety, and human interdependence than s idealized,
and if these persons are sclected out, then there is a tendency for the
others to regard the system as a special case, this will limit its diffusion,
confine its constituency, and isolate it. If, however, there is a tendency
to press ward the least common denominator in terms of employee
skills and readiness to wtuept tesponsibilities, then job design will tend
back towind a conventional organization.

My rccommendations would be (a) launch innovative work systems
where the work foree is gencrally favorable, (b) provide candidates
with information which al, ws some appropriate self-selection, and
then (¢) cope with the minority who do not immediately “buy-in” by
providing some diversity in work demands.

The problem associated with psycholugical costs and bencfits may
be even more complicated than this. The ratio may shift vver time—
with critical implications for the viability of the new unit.

I assume that the levels of human energy available for the organiza-
tional cffort are related to a favorable exchange of psychological costs
and benefits, and that the terms of these exchanges are altered as an
innovation progresses. The following scenario presents some hypotheses
comsistent with my preliminary observations.

How is the human energy elicited for the initial experimental
stages? The extra cffort required for the leauning, plamming, and per-
suasion activities probably derive from the desite to acate; prove it
can bLe done; collaborate with others, get recognition, and learn and
develop new skills. But this inve: ument of encigy does not pay off im-
mediately. There is an carly period of deferred gratification, while
some suffer set-backs and others are taking a wait-andsee stance.

Assuming the innovation begins to “take” and produces cncourag-
ing rosults, there follows a period during which participants are Inghly
interested in exercising mote influence and aceepting thie responsibiliey
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that goes with it During this period. partidipants wie more ready to
rise to e diallenges of tasks wludh fully tas their capabilities, the de-
mattds of pesonal groath, and the tials of living with the wncaain-
tics imolvad. They spontancowsh devote the high keved of encrgies il
ol this requites. There is abso o heen sense of enjovment in the per-
sonal flexibility allowed by flnid relations and low strncture,

l’.uuup.mun in this tvpe of invovation ficquently is a vehide for
a major episode of pesonal deselopment, ceating the commiilment
soutee of envrgy. Yet, while desite for paasonal ;.‘lu\\lll never ends, high
lescds of conmmitment to the growth prowss taunot be sustained indefi-
uitely. Thus I stepee that the intense period of griowth for the indi-
vidual is of a4 she 10 dwation than the period over which the organ-
tzational cnecgy 1equirements remain high,

Lets eaplore funher the wdew of actemporary period of ligh psycho-
logical Lenedit for panticipams in the innovation. I'hddieve itis maked
bv a high visibility and attention from others becanse of its newness
and novedty, o high stmulation fiom behavioral scicnee consultants,
and o lugh rate of demonstiation of new competencics and mastery.
If so, thare must be o ladown when outside attention dedines and the
comsudtants loave, when one has laarned about the 1ghaicd tasks, and
whien one 1s shatponing exsting skills rather thun weguiring new ones.
Futthamore, duwing ahie puiod of high involvement, participants
ofien hinuet some ol life relationship—Lamily, fricuds, hobbivs, rec-
reations, At some point, they want to sehalanee their on the-jub and
off the job commmmucns, And tlus desire is likely to sap the personal
cnergy sov e,

stll anoler tendendy can be hypothiesized. at sume point, the desire
of the vrigii s w promote the difusion of the innovation may begin
to compete with their desire to foeas on {furtha evolution of e viig-
il tmmovation. The diflusion task offas them the oppurtunities to
develop new skills and to gain additional professional visibility.

The dynanues just hypoihesized, if valid, involve subile manage-
ment issues. It s desirable to take advantage of the extia energy clic
twted by the newness eaponenced by indwidual particapants. I'Iumght
should be guen also to wars of ensurng that a hugh level of energy
will be sustaned until the viability of the work system is sccure, per-
haps by infusing new participants.

ISOLATION—FAILURE TO DIFFUSE

Fadure to ditfuse changes made in the innovative unit to oth - parts
of the vrganization can hart the originad clfort. Withiout diftusion, the
nranagers and supervisors in the new unit will have developed skills
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and experienee that aie perecivad by others and by themselves to have
only local 1elevance. Morcover, their desires for apward mobility in
the cempany will conflict with their commitment to the ideals of the
mnovative unit. In short, either their enthusiasm will flag or their
tendency to isolate the innovative system will increase,

I about half the cases studied, there was diffusion of the innovation
from the pilot project to other units in the .ame firm. The significance
of innovations in these “cousin®™ units hes not yet been ascertained.
Nevertheless, T ean offer a few ideas about how this diffusion tends to
occur and what tends to inhibit it:

Transfer of key personnel from the original innovation can promote
diffusion. In several cases, a series of muves placed the leaders of an
earlier experiment in high positions where they promoted diffusion
into a number of additional units,

Fisits by other interested groups to an experimental unit often re-
sult in the diffusion of innovative ideas. All of the expcriments studied
were visited, visited, and revisited.

Lrangelism may be self-defeating and hierarchical support may de-
cline, undermining diffusion efforts.

Rivalry muay exist among organizational peers. In a 1. imber of cases,
persunncl involved in the experiment noted the very many visitors
from outide the company and the few, if any, from other units within
their own company. Unfortunately, rivalry is sometimes acute even
among innovators in different units of the same firm. They share a
common philosophy bud work haid to differentiate their approaches.
In several laige firms this rtivalry frustrated the development of an
internal collegial network which could serve as a forum for exchanging
ideas, identifying barricrs to innovation, and exercising collective in-
fluence.

.In innovation, successfully established in a plant unit, must be dif-
fused or it may die.

Conclusion

SUMMARY

Analysis of changing expectations of employees shows why we need
major reform and innovation in the workplace. Employees increas-
ingly want their work to be characterized by challenge, mutual influ-
cuce patterns, dignity, positive social relevance, balunced attention to
emiotionality and rationdlity, and couperative social patterns. In order
to substantially inaease these ingredients, the work situation must
undergo comprehensive change. Piecemeal refoims, such as job en-
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richment, managanent by objectives, and sensitivity training are in-
adeqquatc.

The organization redesign should be systemic. First, redesign must
focus un the division of labor, involving, for example, the formation
of sclf managing wourk team, reacation of whole tasks by revasing the
tend toward bactivnation of work, and an inacase i the flesibility in
work assiguments by a variety of means.

Sceond, the redesign must embrace supporting clements, such as a
trinnning of supervision and more dedegation of authority. Abo, the
infurnution and reward schanes mast be talored w fadlitate the dele-
gation o. decision making and to reinforce team work.

Third, other elements in the work sitwation must enhance the status
of workers and commumicate trust i their exordse of sclf contiol—
.5 salaried payroll and wo time dock. Similezly, recruitment and,or
training are required to ensure the necessary skills.

Obviously, the revisions in these many clements must be coordinated
and must result in a new, internally consistent whole.

The nnpetus for work restructuring experiments of this kind comes
from prior philosoplical comnitment, an interest in the behavioral
sacnees, and compelling personnel or productivity problems.

A number of conditions are favorable to the introduction of such
experiments. new plants with small, nonunionized work forces, locatd
in rural communities geographically separate from odier parts of the
finn. Noune of these are nuwessary conditions, but cach facilitates the
rapid introducdon of the innovative work system.

By design of my saiaple, the experiments reviewed in this stucy re-
portedly produced postive results in the first year or two of theis ex-
istcnice—in terms of both quality of work life and productivity indexes.

However, several of the experimental units suffered set backs after
an initially successful intzoduction. A number of factors can threaten
tamination or create regression in these innovations. a lack of inter-
nal comsistency in the onigina design, loss of hierarchical support, loss
in internal leadership and skills, heighitened stress and crisis; tensious
with various partics external to the unit, an unfavorable rativ of psy-
chological costs to bencfits for individual participants, and isolation
resulting from a failuie to diffuse. With foreplanuing, sponsors and
Ieadcrs of innovause work systems can minimize the potential threats
listed above.

NEEDED: ADDITIONAL EXPERIENCE AND KNOWLEDGE

Muauagers, union officials, and workers themselves should be ¢n-
couraged to juin in efforts to redesign work organizations. In tus cf-
fort, four factors require special attention.
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First, we have rclatisey Tittle experience with comprchensive work
resttucturing in unionized situations in the United States. Unious
have tended to be, for a varicty of reasons, suspicious of these schemes.
They tend 1o see them as a threat to union eaistence. I do not. There
are two core functions of colledtive bargaining that are not in any way
climinated by ststamic redesign of wark. (1) providing appeal mech-
anisms th~t ensure due process and (2) bargaining over factor shaices.
Hopefully, a number of United States unions will enter into “shel-
tered” experiments in the next few years so that they—and all of us—
can further judge how innovation serves employee interests and atfects
labor as an institution.

Second, compensation is the least understood element of these new
work systems. To what extent and in what form can workers be pro-
vided with a quid pro quo for the qualitatively ditferent and greater
contributions they make? How can one acknowledge individual dif-
ferences and reinforce group level cooperation? Effective linkage of
cconomic rewards with new work schemes reinforces the results.

Third, we do not know huw to handle the fact of individual differ-
ences in designing ncw work schemes. Should entire plants have a
uniformly clhallenging culture and the appropriate sclfsclection made
at the plant level? Should smaller work units within a plant be varied,
so a worker can find a »mit with demands that fit his personal prefer-
ences? Or should each work group contain assignments that represent
the full range of challenge, allowing for diversity within work teams?
Thesc issues deserve more attention.

Fourth, my preliminary research has confirmeG what I suspected
when I began my ficld investigation several months ago—naniely, that
even after suceessful introduction and carly signs of effectiveness, a
host of factors threaten the continued viability of the redesigned units
and frustrate efforts to extend innovation to other units.

NOTE: The author acknowledges the rescarch assistance of Richard
Harmer and the support of a grant from The Ford Foundation; that
the first scclion of this chapter reiterates an analysis in his article,
“How to Counter dlienation in the Plant,” 11arva:d Business Review
(November-December, 1y;72), which abso contains a detailed analysis
of onc of the plants mentioned heve, and that other vbscrvations were
based on the following a..ounts developed by others describing experi-
ments in several companies reviewed in this cha pler:

Bregard, 4., Gulowson, O. Haug, Hangen, F., Solstad, E., Thors-
rud, L., and Tysland, T., “Norsk Hydro. Experiment in the Fertibzer
Factories” (Unpublished report, Oslo, Norway, January 1968, 23 pp.);
Beer, Michael, and Huse, Edgar F., “A Systems Approach to Organiza-




ERI

Aruitoxt provided by Eic:

176 Richard E. Walton

tion Development” The Journal of Applied Behavioral Scicnce (1072,
8 {1}, pp. so-101)—Corning Glass, Burder, Derek W. E., “d Participa-
twe Approach to Management: Shell, UK. Ltd.—Microwax Depart-
ment” Capublished report, April, rojo, 17 pp.): Business Week,
“W hese Bemg Nice to Warkers Dudn't Work™ ( January 2o, 1073, pp.
qu-1on}—Non Limncar Sstems, Inc: Engrlstad, Per 11, “Socio-Tech-
necal Approach to Problems of Process Control,” in Design of Jobs,
Louis E. Dains end James C. Twvlor, eds. (Middlesex, England: Pen-
guin Books Ltd.. 1o72r—Hunfos: Fanx, Victor, and Greiner, Larry,
* Donnclly Murors, Inc.” (Copynighted by the President and Fellows of
Harvard College. 1075, 52 pp.); Gabarro. John, and Lorsch, Jay W,
“Northern Electric Company 1.4y (B, (C). (D, and (E)” {Intercollegi-
ate Case Cleaning House, Harzard Business School. 1968, 14 pp.): Gu-
loweson, Jon. " Nonk Ehvdro™ (Unpublished report issued in April, 1972,
by Wwrk Research Institutes, Oslo, Norwayy FHill, Paul, Towards a
New Phulwsophy of Management (Tonbridge, Kent, England: Ton-
brdge Printers Ltd.. roj1p—Shell, U.K.-Teesport; Thorsrud, Einar,
* Drmocratization of Work Organizations: Svine Concrete Ways of
Reswrnctunng the Waork Place™ (Working paper. Work Rescarch Insti-
tutes, Oslo, Norway, June, 1y32, pp. 6-12)—Nobo-Hommeluvik.
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Policy Implications and Future Agenda

A reader, having come this far in the book, may wonder what
steps e necessary .k desitable—to bring the fruits of research and
expeimenmation injob satisfaction into the lives of more Americn
working men amd women, The amswer is not simple nor can it be brief.

The tong sicw of developments in civil rights. .tuwdent rights, or
women's vights recognizcs that chiange has come about wradually bue
persistenthy wnostly poaccdulv, by legishation, by conrt dedisions, and
by educating .l momsing public opimion to alter public pohey. And
so it will be, I would predict, in reforming the workplace.

The Status Quo
THE WORAULR

The principal cousideration in the pace and path of change is the
worker hinscll. I massive nmumbers of workers really wanted job en-
ri- himent, work teams, job 1otation. cven patticipation in dedision-
making. many of the obstacles standing in the w ay would be swiltly
shoved aside. Unions would be cnaigizad, nmionized and rnorgantzed

cmployers wonld be besicged, public policy wonld be punmeled, and
chiinge wonld cmeaige.

Sam Zacorin o director of the Lahor Munagement Relations Serviee of the
Natwnal I cagne of Craes, U5, Conference of Mayors, and National Adssocta-
bon of Connttes. He as a former member of the Natwnal Labor Relations
Foard 1ud weas previonsdy admmntratoe assistant to U.S. Senator Clifford P.
Case and ycporter for "The Washurgton Post.
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This is not happening and I think the reason is obvious. All workers
are not alike, they are not cast from the same mold. They come in as-
sorted shapes, sizes, cducation and expericnee, attitudes and ambitions.
Some work for a living, for others working is living. Some think of
work as their central purpose in life, others consider work as a way
of providing the necessities and lovk to the time away from work as
the real joy uf living. The net of this is that while many workers look
on their jobs as uneaciting, boring, repetitive exercises that require
only part of their potential capability, others enjoy the regularity,
repetition, and steadiness of a job. They are delighted to leave to a
management all the headaches and heartaches of a competitive, high
risk econumy. Truly, one man’s straitjacket may be another’s sccurity
blanket.

« A fiveand-onc-half-month experiment in participative manage-
ment involving six ficld aews in the Ohiv State Department of High-
ways resulted in little imprusement in morale, none in productivity.
The conclusion was that “sume workers are simply not prepared to ac-
cept respunsibility and prefer to perform in an atmosphere of authori-
tanian leadership. This is particularly true if the worker fecls easy
about this dependency.”

« Professor Milton Derber of the University of Illinois has com-
mented that sume workers’ reluctance to participate is because it “re-
quires affirmative activn beyond the ordinary job requirements, such
as thinking about improvancuts in work mcthods, attending meetings,
getung into argumens, making recommendations and possibly helping
to make decisions.” Sume workers prefer to leave the driving to man-
agement.

But in a socicty where institutions—private and public—are ¢con- J
stantly growing larger and larger, there are bound to ke many workers
who resent the captivity of the unendis: 3 asscmbly lizie oz the confine- E
ment of the clerical paper factory.

« A conference of the United Auto Workers union heard “a colice- a
tive judgment” that v thers’ unhappiness stems not from job boredem
but from “a plant management system the workers see as brutal and i

opprussive, and union rontract procedures they regard oS inadequate
in winning them relicf from management’s excesses.”
« “Tle most deadly feeling I know is to go to a typical key-punch
center with 100 jaopic crammed together punching tapes,” said Ar-
thur N, Brown of the General Mills Corp., according to U.S. News &
World Report.
« An added grievance cited by Irving Blucstone, UAW vice presi- E
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deng, is that the industuial world is governed by an “Alice in Wonder-
land” system of justice—sendict fust, tial second. e argues:

In @ demnocracy. the rules of sucicty are fashioned with the consent of those
Who muest live by than, ar 1 the mddividaal is guarantead a fair trial on the
basis of the principle ‘inLocent until proven guilty.’ In the workplace, nan-
agemunt decides the rules w be lival by nad arbitrarily imposes its will Ly
excrubsing its anthority to impose disciplittary sanctions in case of indi-
vidual transgression,

Then a worker may file a grievance and seek a hearing.

Auto manufucturers have recognized a problem, too. Malcolm
Denise, vice president of the Ford Motor Company, repo.ted: “There
is also, again especially among the vounger employecs, a growing re-
luctance to aceept a strict authoritarian shop discipline. This is not
just a shop phenomenon, rather it is a manifestation in our shops
of a trend we see all about us among today’s youth.”

Up until the arrival of job enrichment, worker complaints about
their job in life ware met with variad cfforts to give thum more time
away from it—shorter hours, holidays, sick 1cave, rest puriods, coffee
breaks, wash up time, vacations, sabi iticals, conierenc? adendance,
and carlier retitement. “Thirty and oat” is still a union baule cry in
many an imdustrial plant—thirty years of service should entitle a
worker to a full pension, regardless of age, is the argument.

In sum, workers vary in their job objectives. For most, whether by
conscious choice or unconscious arceptance of life as they find i, a job
which provides a living is enough. For others, and in increasing nura-
bers I suspect, taking home a paycheck is not enough—they want a
chance for self fulfillment in the many years they spend in the work-
place.

THE UNION

Managements and unions “ave tried to make jobs more acceptabl.:
by making tham better lighted, weatherconditioned, healthier, saier,
and better paid. The pay has made it pussible for many workers to live
better, to diive their own cars to work, or to travel farther away on
vacation,

Sach improvements have helped the .aion achieve the abjectives of
individuel members and abso w nhanee its institutional situation.
The higher the rado of free-time to work time, the mon. likelihound of
mote workers beiag hired—and the savre workers, the more union
mumbers, tico meac Jues incotne, the mote prestige in labor drcdes and
the more union clout at the bargaining table.
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A program of job emichment, on the other hand, may diive a wedge
between the dosnies of an imdividual wother and the union as an or-
ganuzation representing workers colleatinedy. In simple terms, if job
dosigners are right, and satisficd and motivated workers produce more
and,or better goods amd seivicees, the union becomes concerned. First,
that netw work standards may be set with fewer workers required. Sec-
ond. rinat the less capable may be nnable to mecet the standards. Third,
that the company may have found a way to squeese more production
out of workes without adding to their material rewards. Thus, while
an individual worker may heartily approve of a change in the content
of his jub, the union may feel it necessary to object and resist such
change in the interest of protecting the wage rate, size of the work
furce, and its particular union jurisdiction. The result. a barrier and
conecivably, if enough union memizers take a liking to the job rere-
sigr., they mav decide they do not want a union.

This sczaario, while still far from today’s American industrial and
commercial life, s bern a real concern abroad. A report of an Aus-
trran thrust toward “humanization” noted frankly that some union
spokumen were woneerned “that job satisfaction could * manipulated
to the point where werkers would find their unicns dispensable.”

Thus concern may undergird the cool, if not downright hostile, reac-
tion to job enrichment in most n:nion circles.

« Thomuas R. Biuuks in the October 1972 AFL-CTO American Fed-
erationist complains that

managenient talks of job enrichment and the sociolog’sts of participatory
democracy in 1he workplace. Both tend 10 overlool tue unions . . . Job
ennichment progranis have cut jobs just as effectively as automation . . .
Collcunve barganung gives working men and wonien sonie say about the
condition of thur cmployinent, No other tedmigue of job enrichme.u has
done as much.

« William Gomberg in a subsequent issue, the June 1973 AFL-CIO
Armerican Federatwnst, notes suspiciously that one enriclment expert
auvertised Ius wares as providing & stiategy and tactics to avoid it union
aud sunultancowsly to gain union managemeat cooperation if you have
a union—"a little something for everybody.”

As one examnines the list of firms and plants working on job rede-
sign, 1t is clear that for the most part they are occurring in nonunion
places. Where unions are on the scene, they have not been involved.
It 15 alse dear, in examining the experiments, that in almost ail cases
they orygmated with menagement and arc continuing that way Thr.e-
fore 1t 15 understandable that union leadership looks on the change-
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ovar with apprchersion. The reaction is not diminished by company
responses that this is none of the union’s business.

Sume nnion leaders would agree. Tlhey tacitly accept the nature of
the job in the industrial system and woneentiate their energics on m k-
ing it as well-paying and comfortable as possible.

One union reaction luas buen to pooh poch the whole process. Ma-
chinists union Viee President William W, Winpisinger tells firms
bluntly, “If you want to cmich the job, enrich the pay check . ., If
you want to cmiich the job, begin to decrcase the numba of hours a
worker Las to labor . . . If you want to enrich the jub, do something
about the nerve-shattering noise, the heat and the fumes.”

Another union official, .Anthony Cunnole of UAW, takes a different
approach. He urges, “The unions should get hep. We believe that ex-
puiments with jobs must be juint programs or, in the long 1un, they
are bound to fuil . . . We want te be partners, not 1cactors.” His col-
leaguie, Iiving Bluestone, UAW viwe president, in testimony before a
Scnate committee, was even plainer: “Unless management and the
union mutually and cooperativedy attack this problem in a sensible,
rativnal way. there is guing o be the damnedest explosion you have
ever seen in these plants down the road.”

Bluestone has proposed:

There is every reason why democratizing the work place should be under-
taken as & juint couperatne, constructive non adversary effort by manage-
ment and the union. The initial key to adiieving this goal may well be
open, frank and calightenad diseussion between the partics, recognizing
that democratizing the work place and humanizing the jub need not be
matters of confrontation but of mutual concern for the worker, the enter-
prise and the welfare of society.

At the momient this is a somewhat academic issue since union mem-
burs wie not pushing their leaders toward the bargaining table in
scarch of job sansfaction. If they did, there would be a problem for the
union leadership because of the law and tradition regarding man-
agerial prerogauves. The law Liolds that managements may be required
to bargain, where a majority desire for a union has been proven, about
crtain items in the broad categories of wages, hours, and conditions
of empluyment—these are mandatory. In addition there are permissive
itein, on whidh partics may bargain by mutual agreenent, but a party
—union o1 firm - may not be required to do so if it does not want to.

Currently, such matters as jub content and joby assignment have been
comsiduad cosential to the power to tun the business and part of man-
agerral prerogatives. Bargaining about them has been possible only
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to the extent that managoment Ius been willing to discuss thien. 1§ a
union should insist o bargaiming about job content and a company
says “No,” in the present state of the law 1t is not dear that the fum
would be vrdered to bargain, On the otlier hand, stiong unions have
matiaged to wield their strength strategically so that firms cager to re-
solve "mandatory” issues have ultimately found it desitable to discuss
“permissive” issues. The matter of job cnvichment is sull sumewhat in
a legal no man's land. Most industrial contracts leave to management
alone the respousibility to dedide on how to produce its goods or
services.

Another approach to tie matter of job content is the grievance
route—the union could rais. an issue about a particular job enrich-
ment. The “Catch 22" here i that the grievance has to zero in on a
provision of the contract ana if such a provision has not been bar-
gained and adopted, the grievance may fail to find a home. Indeed to-
day most contracts between soplisticated employers and unions spell
out vay carcfully what is grievable, and all else is pegged for the
wastebasket.

Since woikers are interested essentially in the same job objectives
as members of the management team—variety, challenge, and recog-
nition- e is a growing feeling of dissatisfaction on the job with the
“double standard.” Umion leaders are referring inccasingly to the dif-
friences besween liowly workers (who get paid only when they wotk)
and salaried officials (who get paid regardless), special parking lot ac-
comniodations, dining facilities and flexibility in working hours.

+ Precision Castpaits Corporation, Poitland, Oregon, after a series
of “pitch-a bitch™ sessions, liberalized working hours for hourly per-
somel, consistent with team needs, pamitting them to schedule their
own cight hour day by modifying their arrival, departure, break and
lunch times. The flextime concept, popular in Western Europe, is re-
ceiving growing attention here.

Uniun oppusition, anticipated rather than realized, is probably act-
ing as a deterrent to jub enrichment pilot projects. A recent survey
completed by the University of Dayton among manufacturing firms
in the arca showed 53 perwent expected a negative reaction from the
unions. Thirty percent forecast a positive reaction and another 15
pereent a neutral reaction. Yet union attitudes reflect more interest
with go percent positive.

In lovkiag for ways to give unions a substantial role, Professor Wal-
ton has suggested that management “enter into a dialogue with the
union about the changing expectations of workers, the need for
change, and the natuwe and intent of the changes contumplated. Out
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of such dialogue can come an agreement between management and
union representatives on principles for sharing the fiuts of any pro-
ductivity increases.”

Another possibility would be a two-stage operation, commencing
witl the usual consultation between management represcntadives and
the individual workers imvolsed, with the union representative, pei-
haps *he shop stessard, informed of the project and its progress. This
could be a joint effort, too, as assuring plant safety is in sume plants.
The second stage, after the cianges were worked out and ready o be
activated, would imohve negotiations over jub redassification and a
formula for sharing the gains. This recognizes the role of the union
as the chosen representative of the individual workers and setains its
traditional role in working out the cconomic package.

Union leadership will be steadily nudged in the direction of find-
ing “a handle” on job satisfaction because of the growing interest and
concern in the subject. Wotkers are not oblivivus to the outpouring of
conferences, reports, studies, articles, and bouks on the subject. Each
contributes to a growing awarencss. Sumetimes people do not know
ticy have a problem until they stop and think about their situation.
Then they want action!

Unions historically have concenuiated on bread and buier improve-
ments for their members. The concept of job satisfaction is one for
whic there is as yet littde demand from dues-payers, it is hard to de-
finc in the customary terms of labor contracts, and other routes are
not yet developed. The danger, of course, is that it may develop into
an exdusive management tool, and when members start secking aid
they will find the ban door shut and union leadenship belatedly
fumbling for a key.

THE EMPLOYER

Thie constraints on management initiatives in job enrichment are
largely sell imposed. Thiey arise from the very real difficulties insolved
in rostructuting any organization and carrying a new message thiough
layars of management. Al more vague apprchensions arc invol ed
tcgarding where sudh employer cnployee initiatives may eventually
leadl.

There arce other reasons, too. The 1973 Work in America report
cited several in explaining why there has been no employer “stam-
pede” to the job errrichment gate:

1. The disappointing expericnces of employers with other catchy persounel
theories have left them cold to a new oue.
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2. Sure emplovers do not kuow how to goet started, they do not know whicre
to turn for help.

8. Linpluscrs, looking over the proncening projeets, fail to find one in their
own industry ur business aud dedide to wait until somcbody tiies fisst,

4- Sumc Lk capital for tansitsonal costs sach ws training and cannot afford
to wait out long-tenm benefits in quality and production,

5. They fear opposition from trade unions.

D.avid Sirota and Al D. Wolfson, behavioral science consultants,
have accumulated cdeven inhibitors, induding several on the Work in
America hist. Some of the notable additions:

1. An Ideological Bloch—“The bLelicf that job fragmentation and
rigid controls vver workars e neeessary for productive efficiency still
prevails in most companics, not just antong indusuial engincers, but

among line mimagers as well.”

2. Managerial Turnover—"The shorter the time a manager expects
to Le in ajub, the less intarest Lie lias i projects oricnted toward the
futare, Also jub cunichiment projeats wie begun and th i discontinued
O New nuangers, not imvohed fiom the beginning, take over.” (One
authotity otinates the hie eapectancy of the average plant manager at
fourteen months.)

3. Muanagement Pride—"Change often represents an implicit ad-
missiont that past beliavior has been m etror, for many managas, it is
akin to cating aow . .. Mo long as 4 manager coutinues to do things
the way they have always been done, he is safer whien something goes
wrong.”

Aunother problem, inhiaent in the process, is that job cniichment is
not 4standard fonnula that can be learned and implemented ¢n masse,
Rather, it requines a great deal of study of individual tasks and indi-
vidual capabilities and the design developed may apply only in one
unit of one deparunent of one plant of one company. This, too, makes
managements project-shy.

Muddle management is another problem. Roy W. Wlters, a manage-
ment consultang, temunds, “At middle manager levels today there are
utany, many comfortable people who have achiesed all the marks of
stceess working at half of their capadities. They tend to resist any dis-
lodgement fiom their comfortable daily operations . . " Also, as our
cditor, Jaome Rosow, has earlicr obsarved, many supervisors are hos-
ule o the upgradiug inolved in job enrichiment because they have a
low opinion of workar capability and their potential for growth.

Middle management ftsclf has its jub dissatisfaction “blues.” A re-
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cent American Managemant Association survey shows more than half
find their work “at best, dissatisfying” and 18 pucent would join a
union immediately and anothicr 13 pereent woukd comida doing so.
“Feonomic and social inscawity is at the heart of the managers’ dis-
content and the leaders of Awmcrican business will be teading on thin
ice il they ignore or deny the possilility of a 1evolt in the 1anks of
supervisory and middle management,” the report conduded.

Robert N. Foud of American Telephone and Telegraph Company,
a pioncer in the fickl, warns that projects requite omistent topside
management support. He counscls, “Finst, get the nranagement, then
gu to the people.”

But cven assuming exceutive suite approval, management faces an
immediate problem in “how” to inttoduce the new project. If the em-
phasis is placed on improving job satisfaction, the program takes on
a goody goody tone which is likely to be anathana to directors and
stockholders, if it is launched amidst the traditional oratorical waves
of improving productivity and ultimately profits, it may be gected
by the employees s just another way to inuoduce speeaup of work
and shortchanging of pay envelopes.

This sort of dilemma leads to a witain amount of soft-shoe dancing.
Witness this comment fiom one of Mr. Ford’s consiituents;

The purpose of “Work Iusedf” is .ot to increase productivity. The purpose
Is 10 give 2 nun or woman more responsibility acording to individual
ability and willingness 1 tihe un gicatar oponsibality. B swork Dsedf™ s
propaly applicd, the result will be decreased unnover because of greater
job saisfaction. A by ptoduct can be increased productivity.

Put another v.ay by management consultant Walters, “Job enrich-
ment is not designed to make workers feel better. It is not a ‘sweetness
and light’ program. It is, rather, a hard, cold, moncy-making approach
to human utilization. And yet, employees do feel bewer and happier
when given more meaningful work to perform.”

It is this mixed motivation that seenns to have conuibuted to the
searccy syndrome. Ted Mills, directan of the Quality of Work Progiam
of the National Commission on Productivity, reports that many man-
agers involved in the process

have expressed serivus woncern t me about full disdosure of what they are
doing in the fidd, cven w the wnion imolved, Tufivitely mote activity in
Quuality of Work innosation is goung ou in this counuy than any vne kiiows
about. The reasous for scerccy include fuar of umon participation, a de
sire to provent the competition from koowing what's been acliicved and
fear that publicity could destroy a beginning effort.
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| Ml is involved inan (flort to launch some pilot projects and arrange

| for the diffwsion of knowhow to vupluyers, cmployees, and unions

| in industry, commerce, and government.

Thae ate dungers of overselling the potentials of job enrichment
to cmployees and employas, there are danges of mismatching, at-
tanpung to make jub cuidiment paper 0w suddy basic inadequ acies
a5 Tow pay or employment mseentity, But with these and all the other
inlubiions recountad hiae it is heartening to come 2aross the words
of a leading industrialist, William F. May, chaiinan of American Can
Company and ditector of the National Association of Manufzcturers:

It i time for bustiess and union leaduiship to devise incentive systems—
not expehicnacs—by which Labur at all Tavds shares both the rewaids of a
svsiem that produces satisfaction and hie penahtics when it doesn’t. Obvi-
owsly, this insolies full fabot participation in the planuing function.

Job satisfaction efforts are still in the experimental stage in this
countty, wunted in the hundeeds, rather than the thousands. Manage-
e nts, not yet convinead about their dotlar and cents advantages, ap-
prehensive about dhange and ity effeet on middle management and
labot-managanent rcdations, are reluctant o join the ranks of the pio-
neers. Let others go forth is the reigning view.

International Developments

Amcricans, undoubicdly, are among the most generous residents
on carth, bat when 1t comes to Lolding onto power, they yield it be-
grudgingly and in the smallest amounts possible. This atuibute under-
lies o good deal of the unspoken hesitation about embarking on any
beste diange in the wotka-cmployer status, Many employers are still
1osisting wolledtive bargaining becausc it brings them in confrontation
with thewr employees it a process which they feel steadily shifts power
from one side of the table to the other. One is reminded of the com-
ment of UAW Viee Prestdent Douglas Fraser that “the only preroga-
trves management has left we the ones we haven’t patten round to tak-
ing away fiom them yet.”

Job emichment, to nuany employers, involves worker participation
in an aca whidh las usually been managanent’s exclusive preserve.
They are apprehensive that if suds realignment of relationships takes
place, others will be sought and may follow. They recite experierces
abroad as scare stoties of where it all may lead—workers owning wnd
operating major coopiatives in Ioracl, worker 1cpresentatives on cor-
potate buards in Notway and Sweden, workers sitting in powerful

ERIC 193

Aruitoxt provided by Eic:




E

Policy Implications and Future Agenda 187

posts in the mationalized indwstrics of Fugland, Trance and Ausuia,
sharing in the co-detarmination of the polidies of the coal and steel in-
dustries of West Gumany, aud rumiing the industiics of Yugoslavia
completelv throngh elected sel-manageinent.

If job umichiment is the seedbed of sudv develupments, most man-
agement of American industiy wonld prefa o let it stay abroad.

Actually, the comparison is a littde like trving to wonipare oranges
and tangerines side by side. As Professor Lverett Kassalow of the Uni-
vensity of Wisconsin, a vetaran obsaver of the Emopean labe - sceue,
has pointed out,

In Wostarn Europe the percentage of uniun organizativn is generally much
higher than 1 is in the United States, I a hitle less than one third of the
wage and salary foree in the United States is organzed, typically in Eureve
it would be over o, crven 50 pareent. In Great Britain it is over o percent,
in the Netherlands it is 30 to 6o pereent, in Belgium 6o to ju percent, in
Awstria nearly 7o pauent. in Sweden ddose to 8o pereent. So the degree of
orgatization is generally much higher, giving univn labur numnerical power
in the society.

Anothar big diffcrence is the pervasiveness of unionization abroad.
Militay officers, the diploniatic cops, doctors, judges and, in some
<ases, even members of the clergy are in the unions.

One impact of such numetical and strategic stength is that unions
influciice and often dominate political patties to a4 degree unknown in
this country. Professor Kussalow notes,

The political partics with and through whom the trade unions work in most
European counzrics. nsually the Sodalist party or the Labo. party, have
beent in govamment and dose 10 beinyg ihie gosernment constanely through-
out the pust World War II purivd. There is ahmnst no wuntry in Enrope
that I can think of, in Wesern Larope. which has not had a Socialist gov-
ernment or Sucidlists panicipating in almust evary government or every
ot cr government. This has immeastirably strengthened the pusition of
trade unionism in the socicty, helpud ensure its bargaining successes, en-
hanced its general social and political power.

It may be worthwhile w0 take a look .t these developments, recog-
nizing that they have anaged in a union political dimate much dif-
ferent than our own.

YUGLOSLAVIA

Perhaps the most far out, from an American point of view, is the
Yugoslavian systeut In gz, a fuli fledged system of worker sellman-
agement was adopted Lased on die propusition that all aic workers
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and managers. In cach plint all workers becane part of a workers’
asumbly, which i tmn sclacted a workay” comcil, miade up of
svother reprosentatises. The comil dected a management boad and
peiiancant committees entinsted with lll.llullu vations dedisions, The
director of the enterprises was appointad by the workers’ cosndl afzer
the post had beea publich advertisad and candidates invited. e seives
for four vears and stands for reclection by the commcil.

The cffort was aimed at removag “the alienating characteristics of
the management Libor conliontation™ in the wornds of Ichak Adizes in
his book Industraal Democracy. Yugoslav Stle. Buicanaacy was also
to be averted by the policy of rotation of cleuted officials—"every
elccted person shonhd go back to his previons job. . . . Insclf manage-
ment evervone shoald have the opponnity to manage and become
itvolved.” Thae 1s mnch opportimity for there is provision that the
dincctor and other excentives may not act mtil spedific anthority is
temnicred thom by the wtion of committees, mectings, and referandinms,

Adizes fond mised 1esnkis in striving towad the objectives. In his
studs Of tho 1ajor companics he found wmong workas a feding of
gainmg inflacuce on the system. However, the young college gradnate
extantives [t powerless sinee they conhd not discipline ot ﬁu, “mLcrs
A change i the 1g6us put Lllll)ll.lslb on ueyimizing I)IUllllLll()ll rosult-
ing from conomic prossare o anter into wompetivdse world markets,
and this clevatad the status of the "techmocurats™-—those with special
cducation ad know ledge—at the expense of the professional political
feadus, Anotha cffect of the higher stetus of those with professional
competenee was that participative meetings wete teduead o meaning:
less formalitics.

Anothier obsaiver, Josip Obradovic, found mixed respoitses from
partuapants ad nonparticipants in managanent in regad to their
satisluction with wages, phiysical working couditions amd the like, but
uneapectadly fomd that p.uuup.mls fmm the technological gronps
wete more alicnated than nuup.nuup.mls becanse of frastiations en-
conntered with worhats' connals, Fhe anthor conchudad that partici-
pation 1 scdlmanagement should not be overamphiasizad as a soutce
of satisfaction.

AUSTRIA

In Austria. about 0 percent of industry is nationalized, yet, reports
Profissor Joseph Mire of Amcrican Univensity, “thoe orgaizations
are not i the fordliont of expamentation to improse workas’ pat-
ticipation in management.”
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WEST GERMANY

In West Germany, where workers are often placed on management
bourds, Professor Mire found that while democracy at the workplace
had been a matter of intense discussion for several years, such interest
had now “largely evaporated” paitly becanse “unions have become
alarmed at the manner in which forees of the eatrenme left have tied
to seize upon the demand for direct workers’ democtacy as a nicans of
undermining both capitalism und ‘trade union burcaucracy.”” The
unions continued to press for equal representation on boards of di-
rectors, which they have already adhieved in steel and coal mining
companies, but one observer hay cautioned, “any sharing of decisions
with workers would raise the furdamental problum ot liability and re-
sponsibility. . . ..\ trade union whidh is directly involved in manage-
rient decisions would no longer be in a position to effectively defend
the interests of the workers.”

UNITED KINGDOM

In England, where nationalization of certain industrizs had led to
experiments in collective management, the participation of union
representatives in numagement bodies was eapected to mean  they
would take off management functions in addition to represenung labor
interests. Experience has proved othierwise. One observer said that
when trade union representatives juined the Englisli boards, they
abandened all trade union functions and tue result was that unions
did not receive “a shaie in power as such.” In short, the workers were
co-opted.

A different Kind of British experiment in industrial democracy was
the subject of a mujor study. It parallcds American interest in the
Scanlon Plan whae libor and managenyent share in production plan-
ning and in profit sharing. The study des.ribes the John Lewis Partner-
ship, an cight store entarprise commounly owned by its employees,
where cachi is rewarded according to his contribution to the common
good. Munagers high and low—are .«ccountable for their decisions
to the managed and surveys show “most workers like their jobs.”

NORWAY

In Norway, the union mo-ement first pressed for equal or partial
representation on the boards of dircotors of several firms but, as Pro-
fessor Kassalow has reported, “founid no very spectacular results. . .,
They discovered wlien a wouirkers' representative got up to the board he
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had to adt Tlike a regula manber of the board of ditcetors o1 he'd be
incflective. . . L e mght be o little more humane ... but no great
change scemed to et s L s the ordinny worka was coneerned,
in his dav-to-day work lite.”

Instcad of prossing for dinectorships, a now and imaginative cffort
has been Liunched unda the tide " The Indasuial Danouacy Prog-
et with plan for fong tam reseach spomsoted juintly by the Coa-
fedaation of Lmplowas and the Tiades Union Coundil. In a lew
entaptises suffaing from monotony, assembivline work, and high
ttnuver, aetion lamttees, consisting of an cqual numba of wom-
pany and worher representatives, weie appuointed to tndetahe ex-
puriments. They exanatne production processes and pay prowdaies and
then work on davedoping jub redesign, 1otation, and sani autosioanous
groups. This is followad by sensitivity tiaining for foremen and
prograns for upgrading workers on a continuing basis,

In this initiative, as well as in others in Notway, an important re-
sotiee Ius buen the Work Rescarch Institute in Oslo, headed by Dr.
Lina Thorstud, one of the world’s leading practitioners in b satis-
faction and wyperimentation. The Institute is supported by goven-
ment, union, and mdisual funds, While othas wae pushing mem-
Laship on the buards of ditectors of fims as the 1oute o mproving
thie quahity of working Life, Di. Thorstad was arguing that the ieally
cffective way to improve the workar's fot was to involve the worker di-
tectly in g svstam that would pamit lim to davelop himeclf tlnough
liis work and tahe oninacasing responsibility. One oflsheot of the in-
dasanal expetancaanon is that the Notwegian Department of Labot
lias appointed a spedial committee to review the oults with a view
toward wdopting some of the private scetor expericiees in the public
sector.,

SWEDFN

In Sweden, the reservoir of expertise is the Dy lopment Coundil for
Collaborative Quostions, Tlus is a acatinne of the Sacdish Employers
Confcdaration, and functions in cooperation with the country’s major
umions The Counal now has ten eapetiments tidaway ine various
industries,

In 1y;0, the Swedish pume minister indicated the importanee he
attachiad to the problon by noting that ahile tie countey hud made
grcat progioss mmproving standards of howsing. nutition aid edu
cation, work was as dissatisfyving as 1t had always bon, He declared the
“tash of the scvontios ot be o give the workar a Leeter suntounding
and muie sy over his work at the workplace.”
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Mingement was intarotcl baeanse it was snffering fiom serions
labor shortages, high abscimee rates, and obsions jub dissatislaction.
One firm that stepped forward was the Scamia Antomotive Plant
where the Saab cars aie made. The employer had been beset by high
tmnover, much sick leave, 1epeated and costly halts in the assembly
line In 1968, the firm. woiking dosely with the workers’ comueil,
launched a job design expe.iment in nuew plants undar construction.

In the process, a deselopment committee (with 1epresentation from
company and workers) disc »sed all tool and machine designs before
comstruction began. Quuality control was made the 1esponsibality of
each worker for the first time. Care and maintenance of machines were
also turned over to the workas and they were encomaged to lean sev-
eral jobs. The nsnal plant assembly line was broken down into several
assembly groups placed along an automatic comveyor belt.

Now Saab takes full page ads to emphasize that its products are
made by interested (not Lored), experienced since there is less turn-
over), and caiing workers (since they are responsible for a whole proc-
ess rather than one nut on a bolt). “It’s a slower, moie costly system
for us, but we know it builds better cars,” declaims the ompany.

Another expunment in a obacco factory at Arvika, Sweden, was
initiated in 196y 70 by the Swedish Delegation for Indnstiial Democ-
racy, a section of the Swedish Department of Industry. Tle con-
clusion: job 1cvamping rosulted in workers percciving increased op-
portunity to take part in dedisions related to their tasks and their
department. moie varicd work with increased opputlimitics to leain, |
inacased willingnos o hidp workmates. greater interest in prodnction, i

|

better planning, and better 1elations with the foraman. Who conld ask
for moie?

While the Scandinavian cfforts are proving themiselses ont, some
obsivers looking at the string of suikes in Westein Ewrope in the
1969 71 period are warning that individual worhers are 1estless. They
are moving along the stiike 1oute, withont nnion headgunarters ap-
proval, to seek new gains ot to rediess gricvances. This does not mean
that they are hostile to theit unions, bat rather that they look beyond
them tosolve problems at the local level.

This seams to fit in with the 1ceent recommendations of the Enro-
pean Economic Community Commiission in Brusscls, wlucdi noted that

too often presenit work sysicms, particalarly assembly line operations, waste
humau capability, opedially intcdledual wapacity, and deny to the worker
adequate freedom aud rosponsibility in the organization of his work., . . .
Acrion must be tehen e the cotmanity Ievel o rediess the tendency to
debmmanize work organization and methods.

O
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Change

SOME POLICY CONSIDERATIONS FOR THE EMPLOYER

The changing composition and charactaer of America’s work force
suggost somie philosophical questions. For example, docs an emplo,er
share the responsibility to asstst an employee to realize his fullest capa-
bility?

If the question had been posed in terms “sole” or “major responsi-
bility™ the amswer would be difficult. Unless we view employment as
simply a hire, use, and discard reladonship with the employer buying
workers' services on a purely market basis, it is clear there is a social
obligation to ticat workers as humans, rather than as inanimate ma-
chiines. This question passes evel any ceonoimic advantages which such
self-fulfillment would biing the cemploya, but we will lovk at this
later.

In exploring how employers can move in the direction of sharing
the 1osponsibility for enlaging job lives, it may be uscful to look at
where we e now in hopes of devcloping some futuie guidelines.

In biinging up ovur young people we awept the proposition that
thare is a duty to help cach achicve education to the maximum of his
ability. We provide scholaiships, loans, and other subsidics to lelp
a qualificd youngster cdinb the cducadional ladder if e cannot afford
the means himself. Yet onee lie leaves seliool, he is Titaally and figma-
tivedy on his own so fm as continuing his intellectual growth, There
acc community colleges, Libraries, and thie like financed with public
funds, but fur the most part preparing for promotions, new careers, or
leisnre-tinie intarests must be selfinitiated and largely self-financed.

Mudu of this policy is premised on the good old days when son fol-
lowed father and signs over establishments ficquenty read *John
Smuth and Sons”, when workers 1an their entire woirk course in one
employ and wound up with the gold watch and a 3o year history in
the same place on the same job. Now there we new days when fathers
encoutage sons to do other things, when fathers themselves think of
sccond acts in their work lives and read John W. Gardner’s Self-
Reneaal with personal intaest, when job applicants want to know not
only about tic starting job but what the chances wie for mounting the
carcer ladder and whae it goes, when one family in five moves at
least across co nty lines each year and the usual reason is a new job.

« The Umited States Labot Departinent warns, “No longer can a boy
or gul expeet just one veeupation to cover a lifetime of woik. Even
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today, a 20 year old nian could be expected to change jobs six or seven
times during his worklife expectancy of 43 years.”

There ae other changes, too. Siati-two pucent of tae woikers in
Amaiica in 1970 were engaged in furnishing services and only 38 per-
cent in producing gouds. By 1y8u, it will be more like 70 to go. Man-
agarial-tedhmical types alicady outnumber shilled araftsnien and the
tilt continues. Less than 2 pereent of all workers aie imvolved in as-
sembly line work. On the otha hand employees of government repre-
sent one in every sin in the work force and by 1980 the ratio is ex-
pected to rise to one in ety five. We are becoming a nation whose
people are fargely engaged in providing services. Sinee labor is a much
larger component of delivery of services than in produding goods, la-
bo’s needs and desires influcnce quality and quantity even more than
in a nation of producers.

The achicvement of job motivation, challenge, variety, and individ-
uai recognition by those furnishing the services thus oecomes even
more important. .\ recent newspapa report told of 4 columnist’s ex-
perience in renting a4 ¢ from a finm that spent tens of millions of
dollars impioving its costomer relations, but blew it all forever wlien
this customer was met by sullenness and disinterest. As he said, “It is
often the lowost paid empluyee who las the faceto-face contact with
the custonter, and who ‘tepresents’ the company to the public.”

Employers brought np in the F ederick Winslow Taylor scientific
managenient school of the carly 1yoos leared how Taylor taught steel
workers to shovel .j7 tons of pig iton a day instead of 12.5 tons. Ac-
cordirg to Professor Danicl Bell, Taylor specified every detail of the
muan’s job—the size of the shovel, the bite into the pile, the weight of
the scoop, the distance to walk, the are of the swing, and the rest peti-
ods that stechworher Schunide should take. By systemuatically varying
each factor, Tavlor got thie optimum mmount moved.

Taylor also knew “what sort of man could fit into this strait jacket—
‘one of the vary fiust requitements for @ man who is fit to handle pig
iron as a regula occtipation is that he shall be so stipid and so phleg-
matic that he moirc nearly 1esembles an ox than any otaer type,” ™ Pro-
fessor Bell recounted. Well, damned few oxen aie applying for jubs
these days, bat lots of well duc ted, well traveled, independent, and
ambitious young men and women are.

Employer sclf interest assumied that employees were best served by
establishing pension plans which put a high premiom on staying with
the same fim. This theary is undergoing somie seeond thouglits. In all
too many enterprises there now exist exceutives and rank and file em-
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plovees who, in the words of Robert Ford, have left the firm mentally,
but haven't gone et pliysically, They we competent but unhappy
people with enough unlppiness to slop oiet on all who comce in con-
tect with them—customers, executives, subordinates, and peers. If they
could take then pension aedits and move on, they would be happier
and, most likely, so would customers, exceutives, subordinates, and
pecers.

Largescale employers are also recognizing that in the dynamic
ceonomy there is frequent reason to shift bases of operations as sup-
plies and matkets dhunge, to reduce or luse operations for the same
1casons, to meirge or sell units. Employces and the communitics af-
fueted would accept these dhanges better if appropriate shares of the
carned pensions were aedited and permitted to lubricate the local
ceonomy. A portable punsion plan would accommodate 10 employee
desizre for mobility and cianged careers and to the employer’s need for
manpovwer flexibility.

On the swfaw, the objectives of increasing job satisfaction and ex-
pediting job mobility may seem in conflict, but many authoritics con-
sider tiem complumentary. The fast secks to masimize the interest of
the worker i his present job, the sccond accepts the view that limits
will be reachicd 1 one locttion and the best thing that can be done for
the worker and thie finm is to make it easier to vontinue his carcar clse-
where or perhaps to undertake a new career.

Another aspect of employee freedom lies in such matters as work-
time scheduling. The Western European concept of flextime gives
employees some leeway in scheduling their work day. This has many
poteitial benehits. freedom for employees to take care of eirands, cury
out soctdl ot recreational pursuits, and finish tasks rather than quit at
an arbirary tune, reductuon in traffic congestion and air pollution as
teporung times are spread, reduction in absentecism and disciplining
for tardiness, and, ocCasionally, stretched houts of service to customers,
when employers can open carlier and close later.,

Quary: Does an employer have a responsibility to achieve a job-satis-
fied work force cven if the economic advantages of such change are
un proven?

I heic s a tendeney in a hice enterprise sodicty to load responsibility
upon cuployers. They have resourees, they aie accorded feadership
homage 1 the wmmunity, they—despite the inrouads Jf collective
bargaming—still retun a good deal of the father image where em-
ployee needs are conernul. But corporate employers e changing
away from pesonahized, physically present, and accessible managers
into professional, ampersonal, and often distant exccutives. Commu-
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nitics recognize that cuployers cannot be asked (too often) to commit
cotporate assets to aceonunodate to local or cnployee needs not di-
rectly 1elated o the production of gouds and scivices. They are profit-
making enterptises and not elecemosynary institutions. They vary
widely, too, in their view of corporate social responsibility and their
financial ability or willingness to consider exua costs.

Thus, when we talk about helping an cmployee realize his fullest
Capability, the employer is especially interested if this will also help
him adliieve some coiporate ceonomic gain—less tarnover, less sick
leave, loss absentecism, or less product rejecte. If he believes job enrich-
ment will do this, and il he can overcome the many inhibitions and
obstacles carlier cited, he may try. But if this is not the case, he is
hardly tempted,

Here are sonie thoughts on the subject:

—Sidacy Harman, president of the Jervis Corporation, said, “Work satis-
faction—which is to say the attainment of a sense of putposcfuluess in Lis
or her work, the achicvament of a sense of pasonal worth and dignity—
shuuld be seen as o fundamental 1ight of employees, and therefore a
fundamental obligation of employars.”

—.\ Chrypla Corpuration official decdared, “Any system we originate has
tw have o fvorable cost beneit ratio. Oar mutivation for the wrea lad-
dery” expenmeat iy sclfseving. We cate about community good will, but
if we can’s measwie the 1esults of changes througlt money saved, then a
program such as this docs us little good.”

—C Jatksonr Grayson, forner chaitman of the Price Commissiow, said,
“The answer to the deddine in the tnaditional wok cthic is to create a new
wutk cthie for the jus—one that dues nut macly demand blind and un-
questioning dedication to authotity ov eradhtion, but one that cclebrates
and rewards autonomy and individuality.”

Now a tougher question, Dues an employer have a responsibility to
the community to design jobs tn such a way as to mininmuze jobaelated
social vousts (wure of alcoholics, nacoties adducts, the mentally upsct)?

Many employers will aceept such a responsibility without outside
pressure. Otliers gy not 1eeognize the human damage inflicted by
their work processes and still othiers may shift. this problem to the com-
munity. Paliups the philosophy undagitding the national enviion-
menta contiol policy has application liere—that none should be per-
mitied to polhute ait, water, ot other 1esourees for their own advantage.
In vrder to deter such conduct tiere is provision for federal directives
and fines,

How to identify and isolate such custs would be an immediate prob-
lan. Anothier big problem would occur whiae one company dominates
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the local cconomv, W lave altcady seen some pollution contol wan-
dates unity anplosas and job concernad caplosee in their opposition.

But if ow public undustanding of job woes and their cllects on
individuals continues to expand, such an approadi, whethia lowdl or
federal, may evolve.

SOME POLICY CONSIDERATIONS FOR TIIE UNIONS

Let us begin with thie guestion. Docs a union have the right—and
does it have a tespomsibility —to bargaln for job cniiddiment?

Vot the 75 pucent of the work foree which has not diosen to be rep-
1esented by unions there is httde oncern withe this question, For the
remaining 23 pereent this is dearly @ significant comsideration, Union
initiatives can mahke things happen, union disapproval can discomage
attenipts o1 slow things down if they ae nied, The legal obstacles, as
I huese suggosted, e not insuperable—conditions of employnient have
altcady been suetdied wide, Here, T believe, more depends on the
voices of the worker-membes, as well as the foresightedness of union
leadership, than on changes in public policy. Some union leadars al-
ready we mosving, antidipating neds before the manbes do and out
of concern, oo, that if they do not act this will become an exclusively
management tool,

Job carecduuene is a difficult thing to structurc into a contract, cven
il cmployers we willing to do so. Ju does not deal with dasses of
worhers, nor wita fised conditions, but vathier represents a great deal
of imcraction with individual wotkers, both in the prowss of job
cutichiment and in the adiicvement. It abo requites a substantial
amount of fluidity often tespassing on jub dassifications or union
jurisdictions. Think of the Swedish auto worker who is charged with
and hedd accountable for not only assembly work, but now abso for
wamtendanee and quality contol. An Ametican union would hase to
accontmodate o« great deal of fleaibility in contract interpretation
to nrahe sucdi job broadening possible. As Jong as manbas e content
to focus thdir union qetivity on improving wages, benefits and working
conditions, thee is hittle inantive for union leadenship to become in-
volved in the unceain, complicated, and potentially volatile issues
which are likelv to arise in job enrichment.

« Sentator Charles H. Parey (R H), o former industrialist himself,
told « Natonal Confaence on the Chunging Work Ethic that much
job dissatisfaction arises from

an aaue neicd, wwthoritarian indastrial svstem that has taken decades and
decades o buhd. .. o Thae is a strong fecling that manageaiad and labor
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institutions hase sumctimes giown too rigid. Too often they have bewome
blind to the broader needs of our socicty.

SOME POLICY CONSIDERATIONS FOR GOVERNMENT

Is thae a community responsibility to hidlp the employee—even as
it assisted him or her to achieve a proper education?

Federal .1gency—At the federal leved this can be done by creating
an agengy or public corpotation to assist fums by providing relevant
case histeries, advice, and a 1oster of qualified consultants and gen-
crally establishing a dearing homse for 1esearch, experience, and cx-
periments. This has been proposed by the Work in dmerica task force
almost as a public licalth expenditure because it should proside sav-
ings in governmental spending for 1chabilitation of jub-unhappy
workers sullering from alcoholism, drugs, or mental problems.

A bipartisan group of eighteen senators, led by Senator Edward M.
Kennedy (D Mass), sponsored legislation in 1973—the Worker Alicna-
tion Rescarch and Tedimical Assistance Act—which wonld attack the
problem as a matter of continuing public policy and energize resources
in the Department of Health, Edncation and Welfare and the Depart-
ment of Labor to conduct 1escarch on the exeent of job discontent and
its costs to industry and sodicty generally, to provide tedimical assist-
ance for those scehing to eaperiment in ways to mect alicnation, and to
launch some pilot demonstration projects.

Representative William A, Steiger (R-Wis) likes the idea of tax in-
centives. “We seem to have little problem in giving tax breaks for capi-
tal investment and machine deprecdiation, but meet great resistance at
suggestions of tax inwentives for employee training and job upgrading.
Itis, however, an option which should be explored.” If we can assist
an cmployer in getting new equipment, we should be willing to assist
a worker begin a new work life—that seems to be the argument.

Education—Our view of education needs the most drastic overhaul
of all The idea of packing all the training into one bluck at the outset
of a person’s life is almost a surcfire way of stunung further intellec
tual growth and cutting off temendous potential for individual de-
velopment duting working years. Depriving people of continning ties
tocducation contributes to the bartenness of the steadily lengthening re-
tirement years. This is not to overlook the many existing resources
for «dult education, sclf education, inlicuse jub training, and otler
forms of mind stretching. Yet as we consider how most people spend
their fiee time during the job years and the pension yeas, we must ad-
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wnt that the available uaining and cffective encouragement to make
wse of it Lulls short.

Di. Habat E. Striner, former dean of continning education at
Amarican Univensity, after looking at severad major Ewopean no-
grams, has argued that worha raaining shonld be looked upon as a
“tational capital mvestment” whicle brings substantial 1ctns to the
nation i the foom of productivity and tases and in the avoidance of
Libor shuttages o1 the coy's of nnumploynient compensation. Dr.
Suiner advocares o broad program of subsidizad cducation thnoughout
lif, inanced by donmant anunployment insurance funds, whidi w ould
wahe cducation “the key to unlodking a continuvusly interesting life
experience.”

Hure are sume possibilitics for revision in the United States: provi-
sion for intennupted high school and college tiaining so that work
could be miaed i, sabbaticals for the middle-aged work s, perhaps
ciarged against thedr ultimate pension rights o delaying actual 1ctine-
ment an equal amount, gieater availability and aclianee on equiva-
lendy tosts so that work educated employees conld achicve their “ue-
dontias”, 16vised basic naining so that, 1ather than teaching prepaia-
tion fur oue skl and one work career, comses impat o foundation for
learming several shills and taking on taining alnost without end;
cmployient inwentives o inuewe education such as employer sub-
sidies, Lneer devddopment loans (s we now do with public schoui
teachicrsy, o1 anion scholarships with pay improvements as courses are
completed, adult cducation offerings on work puumises to encomage
gieater case and use, weehend 1eticats centered on particular topics
o1 on gencrany understanding sclf and othias, 1cdease time friom werk
for jobiclated training, cducational connscling by cmployars and
witons, teseivation of o diwnned on muanicipally controlled cable tele-
vision system for community-oriented training.

Fifty-five pueent of those emolled in the television “Open Univer-
sity” paogcams have been {ull-time workers.

Mmonum Requooments—Assume that employers and unions, for
reasons of than own, e 1cductant  venune down the yet uncharted
wuate to job satisfuction. Can and should govermment in the interests
of the general welfwe of the nation, as well as in harnessing unused
capability for the gross national produdt, take a leaf out of the Fair
Labot Standards Act or the Oceupational Safety and Health Act and
establish somie mimimum requirements in job satistaction?

[ he argament for sath an mivative is that if Congiess has secn the
need ke these steps to protect the wages and working conditions
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of emplovees, why not take « 1elated step? This, too, scems ahead of
tuday’s reality because there still is doubt about the lasting cfficacy of
much of job enrichment, its applicability to many—if not most—
workers, and, perhaps most important of all, in tams of individual
ficedoms, whether workers would want such directives fiom Undle
Sam. At the moment, the workers’ wishes are subdued.

Government at all levels can excerdise anothe. role, that of the model
emiployer, by inwoducing job satisfaction coneepts into its uwn oper -
tions—no tiny part of the nation's jobs, There have been some begin-
nings—in local government, laigely in the innovative West, there aic
experiments underway in participatory management, job rotation,
team efforts, erection of job ladders backed by spedial educational ef-
forts, and some beginnings of job redesign. The Wisconstn state gov-
cinment and the Nassau Connty, New York, govamment have cach
begun productivity programs with emphasis on job emichment. The
Social Sccurity Administration is negotiating a pilot program in its
West Coast office for the same objective. Significant expetiments woith
watching,

Agenda for the Seventies

I shiink from the onmiscience implied in laying ont such a pro-
gram, but a volume of this kind seems to indicate « “what to do about
it" prescription. The following is presented as a staiting point for
clinical consultation:

GOVERNMENT

1. Should establish a national policy objective, in the model of the
Full Employment Act of 1446, stating that achicvement of a mininnun
level of job satisfaction for all workers is necessary to improse stand-
ards of living, prowect mental and physical health and welfare, and
advance individual fulfillment.

2, Should develop an active national manpower policy which recog-
nizes the dynamics of v cconomy as well as the pressures fur growth,
variety, and individual freedom in human devddopment. This would
aim at fullest pussible utilization of 1esources through implementation
of job mubility—both sertical, in the form of promotions and 10tation,
and horizontal in 1emoving blocks to job and carcer change and im-
provng fudilities for movement, such a5 expanded Employment Sev-
ice capability and relocation assistance.

3. Should cstablish a national ageney or nonpiofit institute on the
order of the Nationa! Scienee Youndation to centralize and mobilize

O
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1cwontces aml intarests in attaining the national policy  objective.
Among its duiies would e the conduct of smvevs ideniifying the
Cases of job dissatislaction. the eaxtent in industiy, connerce and gov-
crinmeat. and aitalvsis of how it could be remedied. The ageney would:
eieoutae aeation of joint labor managosent connnittces to o paeti-
ment watle various ramedial wehimgnes, comene confeences, distiib-
tze lirotare on eapaicies. stimudate and perhiaps subsidize business
schouts. tade assoctations, and unions o devdlop wase history 1epotis;
asscanble a toster of Gualilicd eaperts to assist partics, fund and moni-
ton dumomstiation grants in fickds whae anployers and othas were
slow to take the initiative, As in the case of Upnward Mobility progiams,
futds could go o fums, anions o1 assodiations, whichever had the Llea,
the initiative, and the capability.

4+ Should appoint 4 commission to 1eview crrent educational pruac
tices rom the paspedive of the danging needs of people in vidar to
male cducation a lifclong eaxpuaicnee. The report of the comission,
which would affcct many natters besides job satisfaction, could be the
starting point for a nationl dialogue on the objectives and practices of
education.

5. Slwuld act as a model employer in initiating projects to improve
the quality of wotk Nife. This would apply to federal, state, county and
dty laveds with provision for adequate 1eporting and disseiination of
results.

EMPLOYERS

1. Should review the potential of job enrichment as a means of im-
proving production as well as cnhanang sworker satisfaction, attempt
pilot projects and give thun an adequate chanee to matire and
weathu, In the prowss a proper 1ole fur workas and thein union rep-
resentatives should be developed and incorporated.

2. Should anabyze and 1eview prosent managerial practices which
set double standards—uncartain howly pay versas fiscd weekly sal-
aties, scavenging fur parhing spaces varsis 1eseived spots nen woirk;
lalf-hour Lunch periods versus wilitited Tuncheon houts, austae cafe-
terias versus plush dimmg rooms and the fike. Whee the differences
are really status symbols vather than job justificd, employers should
wisider changes to incrcase maitagunentiank and file consultation
aud interaction.

8. Couswda eaperiments in flestime work scheduling. This concept,
giving cntployees somie leaway in schedulng their work day, aceepts
the pranise that employers should set standards—whether in person-
ucl tesung or in schicduling—that have o 1ealistic comection with the
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demands of the job. If it is only traditivnal to require attendance on
fixed oy, the amployer gains nothing, Yet he s denying an anployee
flexibilits, which may mean a great deal in tetns of convenience and
independence, and acating a double standard with those in higher
supervivory tanks who accord themselves sadh fleaibility. W\ similar
approacht could be tahen to amploser diess and grooming codes—
applying « standard that what s jobaequired is necessary, the iest
could be fleadiess—giving workers the dhancee to exadise style and
whim.

UNIONS

1. Should accept a responsibility for achieving minimum standards
of quality of working lite Unovugh the processes of wllective bagdtin-
ing, legistative enactment and administiative procedwces.

2. Should juin with cmployas in encowmaging promising pilot proj-
ects, in building juint budies 1o wsist and monitor their development
and dissaminate 1oalts. This may imvolve some substantial coneessions
on wnion juisdiction amd isswanee of union uavel o transfu cands.

3 Should (thuse 1epresanting govenment worhes) press for experi-
ments in the white wllar paper mills so purvasive in public service,
spreading the examples of jub rotation, team cfforts, job ladders, and
job redesign throughout departinents and agencics.

4. Should seek to enlamge the gricvaee prowess so as to encompass
issues of joby design and job contents The gricvance process, with its
canplisis on settdament at the level dosest to the worker, lends itself
particularly to these individualized issucs.

In sunumary, as Jolm W, Gardner Lias said in his excellent essay on
Self Renewal, “We must discover how to design organizations ad
technological systems i sacdt a way that individaal talents e used
to the maximnim and laman satisiaction and digity aie preseived.
Wemust learn to make teehinology serve man not only in the end prod-
uct butin the doing.”

The need for this is clem in the observation of Professor Alva T.
Kindall of the Harvard Businiess School that industiy frequentdy uses
only ju to o pureent of the avarage worher's capabilitics—what a
waste of the other two-thirds,

Somictimes oue must wouder if we are not paying too much atten-
tion to the whole subject, but then we e that in @ comprehensive
fiftcenyenn study of the aged, the stongost factor in predicting lon-
gevity was work satisfluction. e who agoyed his work lived longest.
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About The American Assembly

The American Asscibly was established by Dwight D. Eisenhower
at Columbia University in 1gso. It liolds nonpartisan meetings and
publishes authoritative bouks to illuminate issues of United States
policy.

An affiliate of Columbia, with offices in the Graduate School of Busi-
ness, the Assemnbly is o national educational institution incorporated in
the State of New York.

The Assembly seeks to provide information, stimulate discussion, and
evoke independent condusions in matters of vital public interest.

AMERICAN ASSEMBLY SESSIONS

At least two national programs are initiated each year. Authorities
are retaned to wiite background papers presenting essential data and
defining the main issues in each subject.

About sinty men and women representing a broad range of experi-
ence, competenee, and American leadership meet for several days to
discuss the Assembly topic and consider alternatives for national
policy.

All Assemblics follow the same procedure. The background papers
aie sent to participants in advance of the Assembly. The Assembly
micets in small groups for four or five lengthy periods. All groups use
the same agenda. At the dose of these informal sessions, participants
adopt in plenary session « final 1cport of findings and recommendations.

Regiondl, state, and local Asseinblies are held following the national
session at Arden House. Assemblies have also been in England,
Switzeiland, Malaysia, Canada. the Caribbean, South America, Central
Amctic, the Philippines, and Jupan. Over one hundred institutions
have co-sponsored one or more Assemblies.

ARDEN HOUSE

Home of The American Assembly and scene of the national sessions
is Arden Huuse, which was given to Columbia University in 1950 by
W. Averell Hanmmuan, E. Roland 1laniman joined his brother in con-
tributing toward adaptation of the property for conlference purposes.
The buddings and surrounding Land, known as the Haniman Canpus
of Columbia University, are fifty miles north of New Yok City.

Arden House is a disunguished conference center. It is self-sup-
porting and operates tinouglout the year for use by organizations with
cducational objectives.
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AMERICAN ASSEMBLY BOOKS

The background pags ts for each Assembly program are published in
cloth and paperbonad editions lot toe by individuals, libraies, basi-
nesses, public agencics, nongosamuental ol gattizations, educational
institutivus, discussion and serviee groups. In this way the delibeations
of Assembly sessions are continued and extended.

The subjects of Assembly programs to date are:

1051 United States-Western Europe Relationships
1952——1Inflation
1953—Lconomic Security for Americans

1054 The United States” Stake in the United Nations
—The Federiul Government Service
1055 United States Agricultuye
The Forty-Eight States
1956——The Representation of the United States Abroad
T'he United States and the Far East
1957 Inteinztional Stability and Progress

——:\toms for Power
1958 ‘The United States and Africa
——United States 2lonetary Policy
\ages, Prices, Profits, and Productivity
The United States and Latin America
1960——"The Federal Government and IHigher Education
T'he Secretary of State
——Goals for Americans
1961——Arms Control: Issues for the Public
——Outer Space: Prospects for Man and Society
1962——Automation and Technological Change

——Cultural Aflairs and Foreign Relations

1939

1963 "The Population Dilemma
The United States and the Middle East
196, ‘I'hie United States and Canada

——The Congress and America’s Future
‘T'he Courts, the Public, and the Law Explosion
——The United States and Japan
1966——State Legislatures in American Politics
——A World of Nuclear Powers?
‘T'he United States and the Philippines
——Challenges 1o Collective Bargaining
The United States and Eastern Europe
——Ombudsmen for American Government?
1968——Uses of the Scas

196

1967
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O

——Law in a Changing America
—Orvercoming World Thimger
196g——Black Economic Development
The States and the Urban Crisis
1970—"The Fealth of Americans
—T'he United States and the Caribbean
197 1——"The Futre of American Truspor tation
——DPublic Workers and Public Unions
1972=—The Future of Foundations
—DPrisoners in Awmerica
1973—"The Worker and the Job
——Choosing the President
1974——Land Use
——The Future of Musenms

-

The Multinational Corporation

Sccond Editions, Revised:

1962—"The United States and the Far East
1963—="The United States and Latin Asmerica

——The United States and Africa
196.f—~—United States Moncetary Policy
19b5——"Tne Federal Govermment Service

The Representation of the United States Abroad

1968——Cnltural Affairs and Foreign Relations

——Outer Space: Prospects for Man and Society
196g———"The Popnlation Dilemma
1g72——"The Congress and America’s Futwme
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