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ABSTRACT

’ . “\ﬁhi§/monoqraph is concerned with the topic-of

productivity in -the'workforce. The papers presented represant an
atteapt to bring together the thinking of individuals froa various

*ields of study on the topic. The first set of papers in the

monograph is concerned with definind productivity in a broad sense.

To this end, papers.are presented that address the topic from an
-economic, social, and worker perspective., A second set of papers is
concerned with enhancing productivity by concentrating on specific .

subgroups of the nation's population. Each of the papers in both sets

was presented at the conference and is followed by a reaction that
" was also presented., Pinally, two papers are included as a coaclusion.

The first attempts to summarize the observations, concerns, and

recommendations included among the preceding papers. The second lends

2 general vocational education perspective to the concept of worker

. productivity. The presenters and participahts in the syaposium™
included experts from the fields of vocational ani techaical
education, family and-consumer -economics, business administration,
educational policy studies, occupational education, socioloagy,

. special education, econpmics, labor and industrial relatioas, and
social work. (KC) ' C ' :
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Foreward .
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The Office of Vocational Education Research (OVER) was established in
1978 within the Department of Vocationai and Technical Education, College of
Education, University of Illinois at UrbanavChampalgn. One of the misslons
of OVER is to expand Impact on researchers and professional communities
through seminars, .workshops, and conferences. OVER also assists in the
sharing and publication of autcomes resulting from these actlvities.

In an éffort to meet this goal, the Office of Vocational Educatlon Re-
search each year sponsors the Rupert N. Evans Symposium on Vocatlonal’_\
Eduéatlon. The symposium held on April’ 21 and 22, 1980 was an Interdiscl
plinary conslderation of "Productlvity in the Workforce: A Search for Per-
spectives.” This topic was addressed through a series of presentations and
discussions which first defined productivity by focusing on economic, social
and worker views a?z then discassed, ways to enhande productivity by ex-
amining the topics of "Increasing Productivity In the Small Business Sector,"
"Women and Producttvity,” "Productivity and the Handicapped," and "“Con-

© cepts In Currlculum'Rg ated.to Productivity.*

The presenters’; and. participants included experts from the fieids of
Vocational and Technical Education, Family and Consumer Economics, Business
Administration, Educational Poilcy Studies, Occupational Education, Sociology,
Speclai Education, Economics, Labor and Industrial Relations and Soclal Work.
Participants represented tHe ~University of lllinois at Urbana-Champalgn,
Unlversity of Missoliri, Chicage State University, Western llijnois University,
Eastern lliinois Upiversity, Governors State University, Southern Illipols
University, and Northein lllinols Unlversity, as well as the lllinols State
Chamber of Commerce, the Twin City Federation of Labor, the iilinois Com-

* munify College Board, the lliinols State Board of Educatlon, the lilinois State
Advisory Councli, on Adult, Vocatlonal and Yechnlcal Education, the lllinols
Board of Hligher Education, ahd the American Vocatlonal Association. .

. | N
' This monograph,~edited by James A. ‘Leach with the assistance of Ms.
Petfgier Nelson, represents one outcome of the.second Rupert N. Evans Sym-
poslum. If Is hopea tnat this document will spur additlonal tnought and
dlalogue on the topic of productivity ahd that the Individuals, professions and

, . the n'atLOQ\may bemaﬂt in sothe way. 0 . .

Tim L. Wentling
Associate Professor
and Director

i , . Office of Vocational

| / . * Education Research

i ’ R University of lllinois
! . at Urbana-Champalgn
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. to observe, lnll)gz'e, and grapple with the theories and realities of produc-~Y
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Preface’ .
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. - &

sThis monograph is conterned with the toplc of productivity in the work- ,
force. The papers presented represent an attempt to bring together the ¢
thinking of individuals from various flelds of study on the topic. The papers
were presented at the 1980 Rupert N. Evans Symposium on Vocationai Educa-
tion conducted April 21 and 22 at the University of illinois at Urbana-Cham- .
Plrl‘gn. . . ' . ) o

* Understanding more clearly the concept of worker productivity and, in
fact, trying to improve the productivity of the workforce has in many ways
been a continuing theme for the Department of Vocational and Technica! Educa-
tion at the University of Illinois. Numerous major research projects and re- .
lated activities have in some way been linked to the concept. Research identi-
fying the survival \skills needed by workers to maintain occupations success-
fully and research 'reiated to entrepreneurship education are two recent ex-
amples. The topic of worker productivity is linked in many facets to other
projects and research curpently underway in t department such as job
creation and econoinic development and small businéss and CETA linkage. The
topic for this monograph may be considered as an outgrowth of thesé related
research, activities.

The first set of papers in the monograph is concerned with defining pro-'
ductivity 'in a broad sense. To this end, papers are presented which address .
the topic from an economic, social, and worker perspective. A second set of
papers is concerned with enhancing productivity by concentrating on specific
subgroups of the nation’s population. Each of the papers in both sets was
presented at the conference and is followed by 2 reaction which was aiso
presented. Finally, two papers are included as a conclusion. The first at-
tempts to summarize the observations, ¢oncerns, and recommendations included,
among the preceding papers The second lends a general vocational education
perspective to the concept of worker productivity. .

My appreciation is extended to those who ‘contributed papers to the mono-
graph in a timely manner, to those who attended the-conference and added
vitality and dimension to the discussion sessions, and to Debbie Nelson for her
exper; tachqica_l editorial work on the monograph.» .

As is the case with most publications, this monograph does not provide
answers or information”concerning all aspects pf the topic.. In addition, there
Is not aiways agreement expressed on the topic at hand by different writers.

‘However, one message comes through, clearly in each of the papers: the
productivity of the workforce is of crucial importance: Psychologists, soclolo- |
gists, educators, and people from countless other fields:are joining economists -~ ..

tivity. e s

The need to learn more about productivity”in the wdrkforce is great. |f
this monograph serves ‘to inspire its_readers to adg to our limited knowledge of
the topic, It will have servid its purpose: - o

EEPUIPE > .. '- P
D N y ] &
N 't
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. . <~ Rupert N. Evans/ ,

Thg title of this conference could very well have been "Enhancing Pro-
ductivity fn a Society" that Values Social, Geographic, Occupational and other
Types of Mobility."* | am very pleased to see that there are really two parts
to the conference--the first addresses the question, | belleve, “What is pro-

ductivity?" and jhe second addresses the question, "How can and how should .

vocational education attempt to affe\;t productivity?”

' Most vocational educators do not read much abegt productivity. We are,
however, reading’ and learning from comments suchgas the following: 1)
productivity is incFeasing ‘at much Jower rate than we had become accus-
tomed to in this country; 2) we ‘need greater produttivity to survive, in the

_international market place; 3) we do not Know how to Increase productivity in

the service sector; -4) productivity of universit fessors, among others, is
actually going down;- S) young people have so little productivity that we
cannot afford to pay them the Minimum wage; 6> the best time to train work-
ers is during a recession” when they are not enggged in productive work; 7).

. many people think that vecational education. is designed to prepare docile

employees who will work for substandard wages end never question production

standards; 8) the schools ought to teach their students the basics and em-

ployers will teach them the skills they need to be productivé; 9) we have.
ifnformation that indicates that vocational gducation graduates, on the’ average,

have lower hourly earnings, but higher annual earnings than comparable
students in other curricula, and that these annual earnings are higher reta-

tively than the hourly earnings beeause vocatjonal education graduates fave

less unemployment and shorter ,periods of udmplo%ent; and 10) job satis=
faction and worker productivity are.uncorrelated.- ;

.
v

Vocational educators have an intuitivewfeeling that vocationdl education
should, can, and does enhance produftivity. Unfortunately, it is pretty
much just ah iftuitive feeling. We do not really, agk ourselves, "What kinds
of prolaﬁtivity?" Are we talking about individual, group, corporate, state,
national or global productivity? We do not know much about the relationship *
between age’ and productivity and when vocitional .education interacts best
with age. There is a good deal of evidence that, by some standards, voca-
tiogal education in the high school does 1ot Work nearly as well as vocatlonal
education in the community college. With the change in age distribution of
the popllation, the question of age and productivity and education, the
interaction of these, becomes more impgrtant than ever. !

We have a sense tﬁat productivity ought to be increased, but npt at, all
costs, recggnizing that we do not know just what the costs_are. It seems to

~ me that this conference will heip us all to go beyond the intuitive level in
which we ‘can Just have a deep feeling that 'vocational education should, can
. and do€s enhance productivity. We have A sense that there must be some
ways in which we can enhance productivity moré than we are doing now.
“ However, we want to be sure, as we move to enhance productivity, that we
do not destroy jother things that we value. | am looking forward to learning
. a great deal in the next two days. .o,
’ N . »> ‘
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Defining Prodﬁctlvlty: Economic Views

~

David Stevens

' ¢ 2 . .
. N 8 LY
Productivity Is .’ .of interest to many kinds of peopie... who
differ in needs and objectives,’ in ‘propensity to assume,' in
. level of sophistication, and in standards regarding the <
rigorous use of numbers, algebra, or calculus. . .

Throughout my career, | have known adminisjrators, men of .-
affairs, scholars, journalists, assorted clients, and others
who had no patience for the subtlieties of measurement art-- .-

. until the numbers that they clutched disappointed their own
preconceptions and interests. The lesson  is ciear: , Who -
starts with ‘technicai’ aspects of measurement moves tgward. .
the sociological; who, starts with the sociological moves
toward the ‘technical.’ .

*.Introduction ;’ .
LY
Productjvity, simpiy stated, ‘is a reiationship <between out&uts and re-
source in Production depends upon the quantity-and quaiity of inputs
used, and the efficiency with which they are applied. Efficiency measurement
requires, 'a definabie and recognizable input-output relation. it will become
clear as definitiond are ifitroduced that some aileged productivity measures are
nothing of the kind. This probleth may be segious, if uninformed, measure-
ment of the wrong factors providing a'misieading estimate of the actual pro-
, ductive process. . .
. s 7
The. remainder of this paper covers three fundamentai aspects of pro---
ductivity analysis: concepts, measurement issues, and a brief consideration
of t_:\ausal forces.

5 /Productivity Concepts v
The concept of total productlvlty'relates measured output to all the
inputs used in produging it. This concept .is largely a p(:_st-WoEId war I
phenomenon linked to the study of sources of economic growth.” A more

familiar productivity concept relates output to just one major input,’ e.g.,
~

labor or capital equipment, producing .a partial productivity estipate.

«~ The toncept of an input-output reiation, or production function, involves-
real resdurce terms. Inputs®are, by definition, used up in the production
process. For some apaiytical purpgses, comparabliity among dissimilar input
and output units must be, accompiishedy Expression of all units In dollar
values invoives assumption? about relationships between observed or imputed
prices and «seal resource characteristics.at a given élme, and the stability of .
.thesp relationships in comparisons at different times. ‘ .

‘v

%u..The partial productivity concept that recelves the mast attention is iabor
productivity, ‘but there are many labor productiVity measurés. Output can Be
reiated to the number of individuals engaged in the productive. process* the
Jumber of hours paid for, the number of hours actually committed to produc~
tioh, or any of these terms adjusted for qualitative changes in the human

!

. resources contributed. It shiouid be obvious that the choice of concept is

likely to affect the resulting ‘p.mduc_tlvlty estimate derived.

Any ﬁartlal productivity measu‘re expresses the combined Influence of a
number of causal forces on the inpyt-output relation, "such as changes in
technology, substitution of one factor for another, utliization of capacity,
layout and flow .of material, the skill lever and the efforts of the work forie’ .
and managerial _and organizational skiils.*"- i :

Productivity estimates are us&ally presented in.the form of comparison at
. - different’ timas (rates of change)¥r among comparable units at a designated
4 _ time (differences in productivity leveis.) These rates of change or differ-
ences are derived from the estimated inputroutput ratios, which are wn

dependent upon the definitigns chosen. . .
N . r - * h .
s 5‘5 ! ¥,
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“ Productivity measures should not reflect the effectiveness of the prod-

ucts or. services produced .in .satisfying individual, organigational or social,
goals. This distinction s of particular importance in the¥service sectors,
both soubllc and private, in wh‘i‘ch gefinition of ouput is fraught with prob-, -
fems. .-

'Measurerhent ssues

The basic measurement problem is to develop practical counterparts for
the theoretical princifles introduced above. Output and input estimation
1ssues are examined separately. v ’

. ' .
Output. The fundamental probiem here is to deveiop - compatibie esti-
mates of real product. The higher the unit of aggregation, the higher s the
probability that measurement errors will cancel one another. At the industry
level, detailed product data are frequently unavailable, changes in product or
service quality dre not recorded, and the introduction og_ new products or
services and other compdsitional changes are not exhibited+

Input. Ex?raordinary efforts have been made to adjus} labor inputs to-
reflect qualitalive changes that have occurred -over time. One approach 3
involves weighting industry person-hours by 8verage hourly earnings in each
industry, based on the assumption that earnings differentials reflect produc- §
tivity differences  This Is a controvePsial premise at best. An alternative
approach adjusts for changes in the.ag€, sex and educational composition of
the workforck. Again, the tenuous nature of the links among education, skill
embodiment, and the applicatjon of these skills jn a work setting remain a _
topic of great interest to professional students of labor market processes.
There are also many other measurement problems associated with incomplete
coverage, difficulties in accounting for production ¢ersus management contri-
butions, and unevenness in degrees* of labor utilization.

Causal Forces s

.+, One of the important short-term determinants of productlvity is #ie rate
of capacity utilization; partial productivity estimates for labor being &specially
sensitive to cyclical fluctuations in utilization rates., A second Iimportant

. short-term productivity factor is thed-apidlty with which new technologies are_ *
. integrated into production processes.” A third short-term productivjty factor
involves the extent t which labor productivity (efficiency) devisds from a
realizable norm; a measurg that appears to exhibit a cyclical pattern. Of .
* course, the rate of investment in human and capital resource$ varies cyclic- v
ally too,” introducing’ a fourth shor;t-\term force that affects productivity.

. , ~ Among, the importat secular fories that influence productivity, perhaps
the most fundamental is simply the commilment of research and development .
, resources to pursuit of inndvative advance, both technological and organiza- B
” ~t,i;)éal. This commitment should be interpreted to cover both tangible and
R (s ngible investments. Another. long-term force that allows productivity
improvement is economiés of scale;.i.e., advaptages from specialization that
derjve from expansion of markets and technological breakthroughs.

&
‘The remaining half of this paper explores recent trends in partial labor
productivity, building upon the terms and concepts introduced up to this .
point. The following excerpts from a Joirit Economic Committee Print,
“ authored by John W. Kendrick,;qprogide an appi‘op!‘iate starting place:

-~ Actually, monopolistic and' restrictive practices by manage-
X ments and labor unions, and market interventions by govern-
.ments, create distortions #in the allocatipn of resources.
ThHus, changes in institutional forces and practices affect
- ‘ productivity. Further, the market is not perfect so that the ‘
mix of investments and capital, and distribution of the labor
force, are generally suboptimal. The problem s compounded
by’ the frictions and: fags in adjusting factor supplies to

N < changes in relative demands due, to Thanges in technology P
. . and_other dynamic forces. Thus, more rapid adjustments to
change could raise pro8uctivity, PR
) . ay B !
i \) 2 LN :" ,
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R It is difficult to quaftify the effects of the various causal
forces on productivity change. Even if atl the significant
forces can” be identified and measured, it is still hard to
- . disentange the effects of the several variables, since they .
. "mterac't. ' ’
. e . ) - .

Untit recently, transitory forces and traditionat cyclical patterps have !
been appealed to when the dismal productivity, record of the 1970's has been
explaned. The thange in demdgraphit composition of the labor force, which
brought iarge numbers of young people and somewhat older women with little
prior work experience into the production process, is usually invoked as a
majbr cause of declining estimates of jabor pro}uctivnty. Since other writers
will address this topjc directly, | will not dweil on it at this time. .

¢ A second, econgmic force that has been identified as a major conjpibutor
to the productivity ‘problem is a declining rate of capital formation. One
. particularty impbrtant ‘aspect of this factor is the extent to which current
measurement procedures faif to reflect an' increased rate of capital obsoles-
cence attributable to thé rapid rise in energy costs, which alters the-economic
viability of the existing capital stock. ,A related®issue, in accurate measure- ‘
ment of capital formation is to develop procedures that distinguish between -
capital that contributes directly to measured output and that which is devoted
" to compliance with governmental mandates associated with environmental pro-
- tection—and occupational health and safety measures. In each of the three
* * cases cited it would be expected that the estimated capital stock overstates
that whi¢h is actually available for productive application. . Finally,  capitat
formatjon is affected by inflation, as well as. influencing the rate of increase
In prices. There 1S no consensus among economists about these complex
causal chains. One important force derives ‘from ‘the increased risk of in- -
vestment decisions that has been blamed on the unpredictable behavior of the ,
' Congress and governmental agencies. This topic is examined in greater detail
1n*amore general context in the final section of this paper.. ¢ °

. - A recent partisan statement on productivity contludes that our produc-« J
« tyvity problﬁns are "...in good part jllusory, largely transitdry, and certainly
- curable...""". The peints made are that what might have been flabor force
composition problems in the 1970's will ‘become strengths in the 1980's, that
output megsures have not reflected the social benefits of regulatory mandates
(and that there 15 a one:time element to these investments anyway,) and that
avoiding recessions is the surest way to cure the productivity malady.

. Research Directions s
}
Let us turn to the specific concerns of this symposium: development of
& basis for cooperative research on tfie topic of productivity. A common bond
- among those of us in this room is fa professional commitment to improve: our
understanding of how human potenfia! can b€ erhanced, and how this poten-
tial can be realized to the benefit bf both the individual and society. We are
.at aqery primitive level<n our current understanding of either aspect of the *
issue. » . .

U _ One important manifestation of the volatile economic events of the-1970's .
‘has -been an increased, sense of urgency among:the owners of capital re- .
' ! sources and the incumbents in many jobs to insulate themselves from the
. vagaries of, thése external events. What institutional .innovations have these
’ : groups created to acRieve the desired insulation? We are the dnes who shopid
be addressing this gdiestion. Among the highest prioFity items om this agen-
da, | would include the foliowing research studies:
¢ What' Torces really influend® employee motivation? It is
. my understanding that there is no consensus about this

matter.
. < - ’ - .
. . Related to the motivation topic, what are the tradeoffs .
between ‘erihanced resource mobility and the conse- R
> * quences of economrc insecurity? v
. o8-

*  ,Under- what circumstances can skill enhancement occur
. beyond the boundaries of the productlon process itseif?

0
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‘. * How important is team ‘productivity relative to produc~
’ , tivity embodied in individuals that is separable frodn the
productive setting itsejf?

Underlying each of these questions is the premise that human and organi-
zational behavior has not_changed in any fundamental way in the past decade; _,
the rules of the game ve changed, and we have not done a very good,job
of tracing the behaviordl consequences of these new rules. . | conclude with
several exampies from my own observations that illustrate why such impor-
tance Is placed on'this monitoring function. .

. N

What are the productivity consequences of temporary help Qrganizatxonﬂ
This industry has grown by extraordinary, proportions in recent years.
Why? What causal paths flow from the development of an external temporary
source of human resources to the motivation of incumbent employees? Indeed,
to what éxtent has there been a substitution of external resources for intern-s
al commitments? What are the "hold-harmfess" manifestations of the temporary
help industry with regard to equal opportunity, affirmative action, and-tradi-
tional patterns of career deveiopment; i.e., empioyee equity?

What are the productivity consequences of government employment and
training programs? To what extent’ are these programs viewed as self-con-
tained alternatives to unsubsidized employment in the public or private sec-, .
‘tors, rather_than as a stepping-stone into either of the latter sectors? Under
what circumstances is participation in ag employment or training program
stigmatizing, thereby creating a possibility that a participant's life-chances to
contribute productivity are diminished, not énhanced? Related to the issue of
team productivity: For whom, and under what circumstances is external sKill
preparation an Important determinant of subsequent labor market performance?

a . ’

) t reqnc|ude by restating a theme that many of you have heard me_offer
on’ previous occasions: What difference would it make it we knew more;”i.e.,
understood the determinants *of workforce productivity? First, the basls for
discussion could be shifted from a heavy emphasis on meaSurement issues to
more focused concerns with Institutional impacts on organizational and #ridividu-
al behavior. Second, it would be ciearer who the actual and potential win-
ners and losers from particular Instlt%ional arrangements are now and would
be under alternative circumstances. This clarity would make partisan
advocacy smore difficult to pursue, if the facts are inconsistent with the
Mesired scenarlo. And flnally, knowing more about ins tutional processes
may itself increase productivity directly by enhancing_ the fticiency of utili-
zation of existing resources, both tangible and Intangible.

’ . } °
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REACTION
TO -
+ DEFINING PRODUCYIVITY: ECONOMIC VIEWS

Johy/ B. Parrish ¢

As an introduction, Professor Stevens hay talked about not only concepts
and measurement, but also the many causal factors involved !p the produc-
tivity problem. These causal factors number 30, 40, 50, and more. S0 we
cannot really discuss very many of them. What | would like to do is make a
few comments on just two of the causal factors that Professor Stevens men-=
tioned in his paper. One is the decline in the rate of capital formation and
the second- is the problem of rising unit costs due to hours paid for, but not
worked. | think both of these are deeply involved in our productivity prob-
lem. This 15 a knowledgeable audience, so | do not have to spell out our
productivity problem. We have a big one and it 1s getting worse. We en-
joyed an annual increase in productivity, output for man hours, around three
percent in the 1950's. After 1965 it went down to around two percent and
stayed, that way until the early 1970's. in the fast five years, we have been
.. * down to one percent and last year we had a minus one percent annual in-
crease. Meanwhile our competitors have been maintaining four, five, six, and
seven percent annual in{reases. So our relative competitive position has

continued to worsen. . .

Among the 12 leading ihdustrial countries, as you well know, we are at
the bottom. Let me turn to the point about capital formation. 1 think this is
the key. Other factors are important, ‘but the center of the productivity
problem is the decline in our ratio of tapital to jabor supply.*

. Yy -

You can plow a field with a team of oxen and you can get a proauctivit'y
rate. Now can you increase” the effectiveness of the productivity rate by
getting better and stronger oxen? I.nzure. You can, develop a harder steel
Plow. You can educate the driver re. You €an improve his attitude and R

{, motivation. Can you use women? Handicapped? Children? Part time, help?
Certainly. But if you put any of these people behind a new 500 horsepower

h]

tivity rate that is 30 to one. Now the latter operatdr may have a poor attj
« tude. He can be half drunk, .as long as he can see well enough to head
toward the end of the row. tYou cag put someone with very little education
i on one of those tractors. You can use a very young or a very old person.
A lot of things affect productivity and they can all be rather modest or poor,
but if you have a high capital-labor ratio, that is a ‘new 500 horsepower

tivity rate. This is the key. N

BN ~

The fact is, in this country, our ratio of capital stock to labor is dateri-

Between 1966 and 1972, vne estimate places the value of capital at about
$10,000 per person. Since that time, the ratio has steadily declined below
$9,000. That does not tell the whole story, because if you make allowance
for the wearing out of plant and equipment you céme up with a ratio of net to
gross investment. Our best ratio was in 1966 at 36 percent. . It has declined

\ to 12 percent in 1977, ang probably last year went down to somewhere around

4,10 percent. We Have simPly failed to invest enough. We have shifted’ from a

a8 “producer's economy to & consumer's economy which is not reinvesting at a

*  “Fhigh enough rate. And this is related to what has happened to our personal
savings. - . - '

M Between 1950 and 1975, personal savings as ‘percent of national income

fluctuated between five and 10 percent. It reached a peak of nine percent in
1976, and has declined steadily since then. The last two quarters of [ast
Jyear it was down to less than 3.5 percent. Meanwhile, while our savings rate
has been deélining, Japan has held steady at 22 percent, France at 16, West
? Germany at 14, and we are down below five. Corporations-in this country
- are not saving much anymore. Between 1961 and 1965 we had an investment

boom following John F. Kennedy's income policy in which we had tax cuts and
. investment tax credits which generated corporate savings, and cash flow with
very Jittle ‘borowing.® Last year the cprporate sector had-to borrow 110
billion dollars. This means that corporations have simply cea to create

! 1 1
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tractor pulling 20 shears across the field, you are going to have a produc"'\

tractor and 2 20 plow shears plowing behind, you will have a high produc-

orating. It is in trouble. There are so many different ways to measure this. * °
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their own savings. The cost of this borrowing has been skyrocketing and |
would not be a bit surprised If within the next six months we see some very
big companies, some very big banks and some very big savirigs and loan
firms go bankrupt. * v °
*
4 Recently Japan closed a steel plant because they considered jt obsolete.
It's” productivity raté was 260 tons per man year for employee. Now that was
low compared to the 860 tons for the average of the Japanese steel industry.
In the United States, our rate was 290 tons for the whole industry. They
close them down at the 260 ton rate. We are not competitive. We have allowed
the industry to become obsolete In the United States automobile industry's
Chevrolet assembly lines, a conveyor beit is about a thousand yards long.
Employees are elbow to elbow. One of the big probiems i1s boredom. ~n
Japan, the Toyota engine plant does not have a single employee on the as-
sembly line Castings comeé in at one end and the finished engines come out
"t the other. All the work ts done by robots. Our assembly lines are not
competitive. Japanese capital 1s being turned over in eight or nine years.
Ours is closer to 20 years. They are reducing the average age of their
capital stocks. We are not. Every year they gain an additional advantage.
Why? Because we have a consumer's economy and they have a producers'
economy. They spend little on social services. We spend a great deal., But
they are outcompeting us in every product in which they wish concentrate
their efforts_and their capital. N ’ )
North of the Border, in Canada, 35 pércent of the steel facilities have
been bwit since 1970 In the United States, 11 percent have been built since
1970. In Canada, they are replacing their plants within 20 years. The
average in the United States is about 40 years. The last new steel mill built
in the North Americas since 1960 was built in Canada. [ could go on and on ,
about this, but .the fact is we have discouraged savings and encouraged .
consumption. We* have discouraged investments. We have encouraged con-
sumption and it is catching up with us. We are falling farther and farther
behind. Domestically, real wages are not rising anymore. They are certain
to go down unless we improve our competitive‘position. .

. There were two things | wanted to comment on. One was this‘problef‘
of capital labor ratio and the other was Professor Steven's point that we are
beginning . to pay for time not worked. This has become a, very serious
problem. | think it is of great concern: | will illustrate it from the automo-
bile industry. in 1969, the average General Motors worker was paid about
$6.00 an hour for a 2,000 hour, year. This yielded about $12,000 annually.
By 1979, the average worker was earning $14.00 an hour or $28,000 for,
assuming, a 2,000 hour year. At the end of the current threg-year contract,
that is, looking ahead to 1982, the average GM worker will be paid a fittle
under $20.00 an hour, or $35,000 a year. Now also at the end of the current *
contract, the average GM worker will be entitled to full pay.for 25 days of
vacation, personal needs, birthdays, weddings, and bereavement pay. Then
add to this éight legal paid holidays and seven days at Christmas for not
working. Add another seven to 10 days off during model changeover and
this adds up to between 47 and 50 days ‘of full pay for not working. As-
'suming a work year of 261 days, this means the GM workers will get full pay
for not working 18 percent of the time. Thirty years ago GM workers worked
nearly 12 months for 12 month's pay. By 1982 they-will be working only 10%
months for 12 months pay. | made just a rough extrapolation of these two’
trends. | projected the last three contracts in terms of hourly pay, assuming
a full work year.® Then | extrapolated downward ‘this ratio of houWr
versus hours not worked and | came out with the rough estimate that by the
year 2020, GM workers will be paid $110,000.00 a year for not working at all.
Now you ali say that is ridiculous. | agree, but | only call your attention to
the fact that thys is a trend in the United States, and it is very, very cost-

You may have soclal,achievement, but what good is that going to do you
when the plant shuts down? And this is going to continue because the auto-
mobile UAW leaders say that at the end of the presdnt contract, "we're going
to be battling for more and more time to be paid fo without/working." The
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recent Caterpillar contract provides for bereavement pay. If your grandchiid
Passes away, you get a day or two off with pay. But this has been extended
in the last contract to parents. If something happens to them, you get off.
Yoéu get paid. It has also been extended to gramdparents. It has ajso been,
in the last contract extended to stepparents if they remarry. So it goes. |
can only point out that Japanese workers work 96 or 97 percent of the time
for a 1u’|I day's pay. Andfwe are working only 80 percent of the time with
full pay. Our,unit costs may be socially. desirable and leisure¥is a great

expectation, but we are losing our competitiveness and in the world markets.

that is what counts. | know that all of us are concerned about the decline in
productivity and this conference has been devoted to those whose speciali-
zation is in vocational education. You cannot expect too much if our capital

"labor ratio goes'down. We have a consumption society in which we are pay-

Ing people for not working. You cannpt blame the failures of vocationai
educators for the steady decline in productivity in this country. As a matter
of fact it may be that your work has stowed the decline. So you cannot
expect miracles unless somehow we turn this problem around and we once
again do as we did 25 years ago, move along with a producer's economy and
not a consumer's gtonomy. Can we do this? | do not know. | am skepticai.
I am doubtful. ¢ doubt if unions are going to give up any of their-leisure.
| think they are going to press for more of jit. It wouid take five, six, qr
seven years of real constraint, of real sacrifice.” | am not sure that our
people are prepared to make the sacrifice. It would take a consensus. | am
not sure that we” can arrive at a consensus, but | certainly admire ali of you
for doing what you can to improve productivity at a time when our environ-
ment is simply not very favorable.
’
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Defining Productivity: Social Views

Bernard Karsh

o

1

THe title assigned to this session presented formidable problems. it
provided both a luxurious grant of freedom and a diffictlt problem in self-
discipline. The problem, of course,-was how to approach the question of
"social views" when discussing productivity. | have chosen to explore a very
:y‘rrent aspect of the general issue, worker productivity in relation to general

ecline in nationa! productivity principally in manufacturing industry. | seek

to provide an overview of the general problem of social and managerial ideolo~
gies about worker productivity within the framework of the American experi-
ence .presented in an historical and cross-national context. In general, my
approach draws heavily upon the work.| of Reinhard Bendix in his seminal
study of work and authority In industry.

For the greater part of the last several centuries, the relation between
workers and productivity posed no special economic, social or intellectual
problem. Only with the development of-the factory system and industrial
enterprise did workers and productivity become probléms for owners and,
later ons managers. Early puritans saw workers as idle, given to immoral
ideas and conduct and generally lacking in virtue. Their own salvation lay In
persistent hard work in pursyit of a calling. The social Darwinists dismissed
them as inferior creatures who had failed to succeed in the struggle for
success and the proof was their inferior status, They became "problems”
with the scientific management of F. W. Taylor® and the ideologies which
followed. These were ushered in by the growth of large-scale mass produc-

tion industry and can be seen as managerial strategies designed to controi the'

behavior of workers with consequent effect on productivity.

Taylor's scientific management c¢an be thought of as a strategy that
separated planning from performance at the shop level. Taylor asserted that
neither the manager nor the worker should legitimately exercise authority
over the planning of the work prpcess since neither could understand the

- "science" of vork and the design of work systems. Between them he placed

ERIC
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the industrial engineer, a certified expert who made decisions about how
tasks were to be accomplished and work was to be done. As Bendix has
pointed out, Taylor stripped not only the worker of seme of his control over
the job, but he also stripped the manager of some of his managerial func-
tions. Some managers, for example, insisted that scientific management
deprived them of the essential managerial function of engendering loyalty and
originality among warkers. The accomplishment of this task, without arguing
whéther or not it is indeed an-essential managerial function, has become even

‘more problematic at least since the end of World War I. Since the 1920's the

American worker has represented a far more articulate and educated force
than had ever before been present in industry, a result of a great revolution
in thx American educational System, beginning about the turn of the cen-
tury.” How to enlidt the loyalty gnd cooperation of such a labor force and
thereby increase its productivity was a problem which Taylor's sclentific
management neither pretended to grapple with ‘ saw as a major issue in
organiza}ionar’authority or production managements - '

' Scientific management implied a theory of social coersion through engi-
neering. It propoged to structure the work place and accomplish its purpose
through ordering and forbidding. Whichever directive it was, it was to be

issued by & specialist whose competence and authority would not be ques-’

tloned because it represented the new science of rational decislon-making in
the factory. ‘It mattered not at all that the general cultural and social rela~
tions in the larger society were sharply at odds with the reality of authori-
tarian relations at work. The new specialists were now responsible for direc-
ting the work force in accord with the new science of managemept.

Yet‘, d‘espite the efforts of the scientific managers, (or perhaps because

of them), workers rafused ti me the kind of cooperators management
sought in the effort to impro uctivity. The most strident proponents
of Tylorism gave way to a n e kind to wdrkers® ideology in the 1920's.

A wave of paternalism characterized the new era. While it had been assumed
from the days of Adam Smith that the masses of men were motivated by pco-
nomic-self-interest, it now appeared that neither Taylor's engineers nor the
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workers themselvés reaily knew enough to maximize their potentials but had to
be helped along by the managers who would show them the way. The mana-
gers were very much aided by the new vocational psiychology which had been
developed as a result of the program of intelligence testing in the army
during world War }. The problem was to test for individual traits, interpret
thosg. traits, classify the characteristics of the job and then guide the indivi-
duéﬁntd the job for which he was demonstrably fitted. A

This development was entirely compatible with the growing speciatization
of work in industry at large and, of course, with the notion that work, in
the first instance, was. an ennobiing experience and. even a religious duty. .
During the 1920's, as Bendix documents, it was said by some employers that
in exchange for their open-handed cooperation, workers demanded recognition a
for themselves in terms of an equaiity of worth with their employers. They ,
wanted to take pride in their work; they were becoming alienated and needed
to feel that their jobs involved a constructive career; they wanted to have a
v recognized status within industry and nepded to feel that they contributed
. significantly to its success. Others procfaimed that workers ne¢eded a sense
of ownership if they were to achieve their fullest efficiency. Schemes of
h profit-sharing and stock ownership came into vogue.
A major complaint of the critics of capitalism and the factory system has
long been the increase of specialization and especially of repetitive work, a
comptaint heard through most of the 19th century as well as now. It was,
and is, said that these developments led to a loss of worker individuality angd
creatlvity. There had to be found some way to redtore the interest in crafts-
manship of an earlier time and to elicit the contriBution of the worker's intel-
ligence on behalf of management and productivity. Since it was difficult to,
in fact, enlist the creative coptributions of workers in the design of the work
place, managers could at least attempt to create a2 sense of satisfaction among
employees. What in fact was being said Is that if work hojds no interest, at
least show your interest injthe, worker. As a result he nfight become a more
active agent in the management goal of higher productivity.

The view that workers might be tooperators if only one respected their
individual personalities and dignity and gave them an opportunity to creative-
ly contribute represented.a vast change from an earlier time when the worker,
had been regarded as a source of labor services or a relatively unsuccessful
participant in the competitive struggle .to survive. Jet, the new views were
never far removed from the old ones. In the curr¥nt rhetoric, we now hear ‘
that the American worker has become indolent, shiftiess, overpaid and insen-
sitive to the quality of his work effort as compared with the Japanese or- ‘
German _worker who builds much better cars or television sets or cameras. s

The approach to industrial life embodied in the 'participative manage-
ment" or "human “relations" or the current "quality of working life" technclogy
contains a2 theory of work and organization, an Ideology of authority and a
set of strategies for both worker and manager behavior. The components of
the program require examination. ) ! e

_Taylor said, in effect, "let us take glanning out of the hands of the o

worker so that someone else can plan and he can execute." Countering this

view, the_ participative management practitioners and the job redesign advo-

cates say: “Let us increase worker autonomy; let us allow them wider ranges ,
of decision; let us decentralize operations and decision structures; let us set
up committees to make joint decisions in which everyone can parti¢ipate; let
us try to deal with alienation and morale and loyalty by giving workers a
sense of status and security as participants“in the enterprise. By doing so
we can get the .coordination, the cooperation, the creativity and the produc-
tivity that we so very much need." =

This theory of human behavior asserts that work is a mode of expression
through which indgvlduals find a vehicle for creative actjon, through which A
nself actualization®~ can be achieved. It becomes the responsibility of man-
agement to tap the creative resources of employees. As a result, work witl
become prodyctive for both the worker and society, and implicitly, !’or the &

) organization and its management. P
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The fqmous Hawthrone studless showed that the development of groups
provided the worker with -a social organization which the productive process
itself denied  Such groups could be utilized either to support or,to hinder
the e‘fforts of management and the organization to achieve a high productive
level.” Work was then seen as a part of a worker's attitude toward the phy-
sical nature of the job and, more importantly, toward his conception of him-
self as a person and his relation to the  social organization within which he

, Oberated and even to the larger somety‘of which that was a part. This
mplies a clear theory of the role of management in society. For the sake of
the ,common welfare, higher productivity would require workers who freely
cooperate in contributing their imagination, experience and creativity to the
end of increasing production. This is threatened by the workers' alienation
from work and the organization. It is, therefore, the obligation of manage-
ment to recover tha workers' loyalty and his participation by encouraging the
formation of groups whieh will collaborate in planning as well as’ executing.
"Participative management,” “humaf™relations," the "quality of working life"
programs and still otHers result. All of these, by whatever name, are strate-
gies desigried to gain the allegiance of workers and to minimize their alleged

{ alienation: from work and from the firm. - .

This sort of theory i1s in many ways especiaily comfortable in an affluent -
society reacting agains? legends of frontiers and strong men promising bound-
less success for individual initiatives. It rejects authoritative relatidns be-
tween individuals in a cuiture which continually espouses the rhetoric of
équality and egalitarianism. In so doing the theory promotes weakened tines
of authority and even the nation of authority ‘as a iegitimite ragulator of .
$ocial relations. In a very real sense, it suggests that conflict is not neces-
sarily indigenous to large bureaucrati€ organizations and may indeed be alien
to them. All of these propositions are debatable. Supporting evidence is far
from conclusive. .

o ™ , . . '

Additional problems arise and contradictions become apparent as one
examines the verbal symbols of the movement. When the program was identi-
fied simply as “human relations" it was characterized by metaphors such as
“the team", "teamwork", the family" and similar terms exhorting workers to
be lgyal or to be more productive by identifying as a "memeber of the family"
(if not the firm). Symbols such as these are intended to rgplage the view
that managers essentially order and forbid. They repres‘gnt, a7/ widespread
Y effort to obtain consensus through discussion and through an gffort to de-*

. velop a high sense of morale even though research continualfy falls to demon-

strate any consistent relationship between what is called "mdrale" Jand produc-
tivity.  Yet, at the same time that-the family metaphor/ was shost popular,
managers were prone to complain about the lack of creativity among workers,

s an alleged absence of '“initiative" and “drive" in the “good-old-fashioned-~

merican-spirit." - :

~

Dir¥ct _reference to family symbols have now given way to more obliqu€?*
references to groups and teams and circles. Yet it continues to be asserted
that a basic problem of American industry can be laid to the lack of interest

and commitment of workers.__For most of this century it has been said_that,

’ they are alienated from the goals of thé company, the specifics, of the job,

" from work and from society. A solution to this alleged basic defect is again

to be sought in organizing them jnto groups or teams or circles and delegat~

ing to' the Jnit some of the production planning decision authority held by
managerial and technical experts. ’ .

. “ Yet, the old problems remain. There is still a basic value premise.
While it might be argued that in the long run American warkers have the
same stake in the prosperity ofthe firm and the economy as do‘employers and
managers, the large majority of workers live in the short~run. Further, an'
assertion that the goéals of individual workers or of work teams are, or should

no more In an earlier time A worker's social identity was given by the ready
identification of his occupation. The drive to achieve an occupation or a
"cafling" was continually prodded by images of brave men facing hostilities
. from every direction on all sorts of new frontiers. Suych imagés are still
projected in some of the rhetoric of politicians and owners of enterprise. B8ut
by-and-large the exportations‘fali on deaf ears. The fact is, the more or less
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temporary, classi{led and evaluated, paid-by-the-hour jobs of the large major’f‘ 2N
ity of American factory .workers simply is not congrlient with the legends of',
ogportunity of 50 and 100 years ago. Yet the old myths and the oldyviews N
persist. . : - QgL o

R - . 2a;

Indeed, it can be argued that a significant proportion of factory workers -
carry out detalled and measurqd functions rather than perform work. In a
very real sense, the machines and systems which they operate and the organ- = , *
1zations in which it all occurs are the sources of the product, not the work- -+
ers. The term "occupation" is much better applied.to those whose eniployment .
constitutes a career relatively free from the vagaries of the labor market and ’
the arbitrary actions of employers and their agents. Loyalty and commitment
to the goals of the firm are more likely be enhanced for such workers than
for function performers or job holders. Bven wihe most autonomous work L3,
groups are stili bound by the constraints of the technology and the ruies of
the organization designed to operate that teclnology. A look at blue collar v
employment arrangements in countries with whith we are often compared ay ~
be instructive, _ . )
. . . % ; >

A Comparative View . : " -

- [4

In Japan the basis of the job redesign movement, tommonly referred to L
there as the “"qbiality control ciréie movement", lies in, so-caligg "life-time-em- ’
ployment”. This is an employment security system which guarantees the-
regular workers employment in the same firm from the time of initial hire, Lo E
typicaily directly from school or college, until retirement. About 30%.of all
Japanese workers in private industry are the beneficiaries of this gecure 8
status. Wales are characteristicaily paid not on the basis of one's job But on
the basis of lefgth of employment which Eorrelates highly with age. While in

recent years some Japaneide employers have Introduced a so-called "job wage" . e
system, close examination of the components of this wage reveals a very -
heavy infiuence of age and length of setvice criteria. Measured-abiilty ac- s,

counts for substantially less than ten percent of the wage of the typical - <
worker in large-scale private Japanese industry. Neithe; Japanese firms nor" .~ , -
unions emphagjze job evaluatjon as a basis for wage payment. Even where -
.the so-called Job-based wage system is found in Japsh, workers are paid on ,
the basis of the number of-jobs they can do rather than on thg caomplexity or -
skill requjred of any one job in ordered relation to all others.” This is very s .
«different from the ‘American system which at least since the days -of Tayler, -
essent'{l: has assigned Bay to jobs and not to workers. While the Jepanese - ., ~

encouryge (versatility, Americans tend to reward expertise and specialization
as we onalize jobs into the smallest measugable tasks and hold workers .
accountable for the performance of each task.” While work performance in . e
Japan constitutes career development, in the®U.S. seniority on the jobls the . s
basis for, the employment security®of most werkers. ' In Japan—the job’ rede- ' '
sign movement, including the quality control circles, actually constitute a £
career ehlargement program rather than job enlargement. < = -

[ ° '
* Yet ‘even In Japan, as reported by Cole, it Is not all clear that worker -
participation in quality control cirgleﬁoand production detision has directly
contributed’ to increased productiwity. It seemg likely that where worker .

. productivity has increased it may be the result.of the so-called "halo effect" " x
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first no“d by Roethlisberger and Dixon in the Hawthorne Western Eléctric
studies. Production may very well increase merely because someone is
paying attention| the workers and not because of changes in wopk proce- _ .,
dures or worker Icipation in declsiop}. . . ‘

Japan's emgrgence #s the world's third largest ipdustgial nation wés- PR
accompani an annual productivity growth rate averaging 6.8 percent
between 1960 and 1977 when it began to decline. Rather than being thg .
result some special Japanés& work ethic or special features of Japanese
socjety which derive Fom family metaphors, the productivity advancement is )
largely due to the acquisition of the most advanced foreign technology avail-, .
able on world markets through systematic efforts to obtain- nonproprietar.
information and to arrange patent and licensing agreements. ;Thesg purthas R
have beerr buttressed by vigorous government support:of sesearch and de- *
velopment efforts that concentrate on commercial applications and early eco-
nomic payoff. Further, Research and Development prggrams In universities,
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industry and government have a#iso concentrated on commercial applications
and early pay-off Considerable support s given to new manufacturing
technologies such as automated machinery which drastically redugg production
costs. Whie one of America's leading manufacturers of consumeér electronic
devices was still advertising its products as "hand made", which presumably
guaranteed superior quality, Japanese competitors such as Sony and Panasonic
(Matsushita) were using advanced automated technology to produce for the
samé American markets. ,Recently, Japanese government-sponsored programs
have been introduced to help small companies acquire advanced automation.
[ . ,
) . .

Some Japanese industries have been rebuilt several times since the end
of the Pacific war and now incorporate the most modern technology available
anywhere. The steel industry is a -prime example. With more than 30% of its
1975 steel tonnage produced in basic oxygen furnaces, a ratio now even
higher, Japan has a clear technoiogical edge in this industry. More than ten
years ago while the Japanese steel industry was replacing virtually all open
hearth furnacés with basic oxygem converters, at least one major American
steel maker was investing huge capital outlays in constructing ‘larger and
more -efficient open hearth furnaces with productivity at best about one-
quarter of the 'basic oxygen process. However, the American firm would not
have to buy or license the much more advanced European technology but
could support the general industry efforts to get Congressional refief from
fower cost steel impdrts. Indeed, this Wmerican industry closes obsolete
plants andgabandons whole communities while getting government protection
rather than investing what is necessary to successfully gompete. In both
countries, sfeel industries have had to invest heavily in pollution controf and ..
environment protection technology. In addition, there is a major difference-in
how new facilities are financed. Japan relies more heavily on debt financing
of 1ts capital investments than on ‘equity apd retained earnings. The Japa-
nese policy encourages capital’ outlays for new plant and equipment at the
same time that it encourages reducilg prices when demand sWCkens$ in order
to maintain high rates of capacily utifization rather than insisting upon_high
rates of earnings to be retained as equity. The Japanese allocate an impres-
sive share of their resources to capital investment. Between 1960 and 1975
Japan invested 29 percent of jts gross domestic producté im new plant and
equipment compared to 15 percent in the U.S. These data lend~strong sup-
port to the proposition that technology continues to be a very lirge source of
high preductivity ,jn manufacturing mdustry. This may also be the case in
other countries which now outproduce American inddstry.
H « . Al

9 v

Ire Japan® as in Sweden, job redesign and worker particip:atibn programs
have been mot ccessful in those industries and firms experiencing the most
severe turnovér and recruitment problems. In other words they have been
most successful where the problem of_retaining or recruiting competsnt work-
ers have been the greatest. In the U.S., however, with large pools of
available labor, employers commonly accept the view that replacement is easier
and more economical than developing programs which increase worker comy
mitment but which may or may not increase productivity. Thus, American
employers tend to search incessantly for ways to reduce replacement costs
through the route of task or work simplification. This, of course, is a
?anagerial strategy diametrically opposite to the Japanese or the Swedish.
his is a strategy which continually promotes the basic tenants of scientific
mandgement rather thah enhancing worker security through career develop-
ment; ‘

. . °

Sweden )

while about one-thind of ,all‘ )épanese workers in’the private jsector have
effective income security, Sweden's welfare state provides what is probably
the most comprehensive social security system.in the world. Workers assembl-
ing Volvo 'automobiles at the Kalmar plant do so as members of so-called
"autonomous" work groups rather than assembly 'llne workers, a devélopment
generated by high absenteersm and turnover, poor work quality and strikes. |
It appears that participation in work teams and the teams' participation in Job
decisions have increased production efficiency, subject to cdnstraints imposed
by management's production quotas. However, some observers have noted
that. both Volvo and Saab have Initiated the'u',autonq‘mous worksgroup de‘signk
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as a way of encouraging workers to cope with an accelerated work pa’2 In
any case, these events occur ;n a préduction system where economies of scale
are fractions of the American coupterpart.

In addition to very large investments In social overhead, in 1972 “the
Swedish parliament enacted a law making employees essentially "fire-proof"
after six maonths on phe job. Other laws, Including one that requires that
workérs have minority representation on their organization's board of direc-
tors, aiso reflects a social-imperative view In Sweden about innovation in
industrial democracy In contrast to the U.S., Swedish employer opposition
to unions 1s virtually non-existent, 90% of Sweden's blue-collar workers be-
long to unions affihated with the national Swedish trade union center and
employers are also highly organized. «Sweden has long faced a labor shortage
resulting sn a heavy emphasis on developing a native labor force rather than
importing workers and on maintaining full employment. The standard of
living is either the highest or the second highest in the worid. In this
situation *it would appear that workers are more prepared to experiment with
job design programs than in the U.S. where employers face labor surpluses
and workers signifrcantly greater risks of unemployment and general social

“insecurity.

Yugoslavia represents another model of worker seif-management. But it
occurs In an ideg glcgl and political context which is utterly unacceptable to
American managdrs. “ln Yugoslavia the building blocks of “workers self-
management are(ownership gf enterprisé by their workers and.he creation of |
workers" councils within each’ enterprise. The councils create and maintain
the basic policies of the enteri;r!is“e including the selection and the rights and
duties “of directors, internai organization structures, financial management and
capital budgeting, annyal, operating’plans, the basis of compensation and all
the other functions normally carried on by .management. Within this formal
and legal workers' council system, workerst desjgn, controi, and guide their
own organizations. In 1965, the government created market mechanism when
prices were deregulated on a variety of product categories and firms were
permitted to retain a large part of-their earnings for discretionary purposes.
Enterprises are now expected to make investments jn response to market
forces. Thus, while both Sweden and Yugoslavis have mixed market-socialist
economies, (although Yugosiavia's s morg highly reguiated by the central
govgrnment) they achieved the mixed modd| from opposite directions. Sweden
moved from free enterprise to a sociallweNare state while Yugoslavis devel-
oped market incentives out of a tightly controlied Soviet model of centraliza-
tion. Worker seif-management is mandated by Yugoslav law and reaches
directlys into the work place. Yet, it 1s gt clear that workers are in fact in
control .of all décisions necessary to run an enterprise. There is evidence
that they tend to defer to appointed professional managers on many matters,
a development that presents formidable problems for workers self-management.
‘n any case, the Yugoslav mode! is not likely to infiuence short-run develop-
ments in the U.S.” , .

Like the Yugoslsv system, German workers' participation in enterprise
management, is formally. and legally mandated by law. Co-determination and
workers' council systems guarantee .that .worker representatives will partici-
pate equally with management, unless otherwise stipulated by collective agree-
ments, in a very wide range of business decisions: in wege determihation
and systems of wage payment, matters (nvolving working hours, ufiemployment
compensation schemes, training and accident prevention programs, allocation
of employer-provided housing and similar social matters. Where statutory
rights are involved, labor courts provide final decisions in cases of conflict.
in areas concerning working conditions, the worker organizations must be
informed and consulted including matters relating to the design of jobs. The
works council has the right of codétermination in man-machine problems and
tmust be consulted regarding manpower planning, including guidelines. for
recruitment, tranfer, dismissal, ahd related matters, in a very large me@re
Germar) workers participate in management through mandated organs on issues

very much iike those dealt with* through cotlective bargaining in the U.S. It

appears that the German system of formai worker participation in industry is
not mare geared to job redesign and productivity than Is the case in the'U.S.
At least there is no evidence whatever that the German arrangements have
raised production or worker pfoductivity to a level higher than they might
have been otherwise. . LY ’ /

) . .
21 e




The United States - . ¢ - '

About 100 '.'Iguality of* work Life" programs had been reported in the
¢ "U.S. as of 1979.°° —Pfese experiments vary in scope and purpose. Some are .
intended to deal with work monotony and yncrease productivity by redesign of
jobs through enlargement, enrichment and rotation. .Employge participation in .
management decisions about work systems is the goal of others. Many are
. ~ probably designed by behavioral scientists as their own experiments without *
Y the active participation’ of. the hanagers whose behavior they are intended to
. change. With a few significant exceptions, most are found in small or medium ®* -
size non-unidn establishments though a few unions, notably the United Auto
Workers, “participate in the programs as part of joint Yabor-management com-
mittees  Various types of plans dre predicted on the assumption that workers
will contribute partisipation if there 1s monetary reward attached. Thus,
$canlon-type profit sharing plans or schemes which distribute cost-savings to
— production and clericd% workers and managers’ alike havetpeen adopted in
perhaps 500 to 1,000 firms since the iate 1940's. There is no\reliabje informa-
-tion on how many are still io existence. Plans intended, to. make employees
part or whole owners in their employers' enterprises have recently attracted
attentio The object, of course, Is to give workers equity ownership as a
financidl inceptive to take a greater interest ih the performance of the firm.
_ Another 1s to raise capital in closely held enterprises not able to-finance
capital investment through regular money markets. Ih a few cases, employee
ownership has been advocated as a means to preserve jobs threatened by
plant closures. In virtually all of these cases, employees are expected to -
accept some of the risks of ownership &ithout the fact of it. in virtually no
cage is the approach of any of tt]e,fgr:e,lg,q _Jmodels taken. s -
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. . ' Conclusion , ,

While Japan, Sweden, West Germany, ‘and Yugoslavia represent a dif-
ferent approach to worker participation and productivity, one common denom-
inator characterizes them a'llz{ Namely, in each case participating workers

v

as a class are’protected from the risks of their social status as workers. *
ey are guaranteed employrhent rfo matter what may be the outcome of their’
- experience. In that sense, work represents in each case a career, not a job.
In Japan, the guarantee and the career rewards versatility rather "than nar-
row specialization, as well as <Jength of employment. In additioh the. firm T
provides the miqority of workers who. are eligible, housing subsidies, educa- N
tion, medical care for themselves and their families, recreation facilities, .
speciat schools, twice and sometimes three-times-a-year bonuses amounting to
six or more months of regular salary and still other social welfare behefits. v
Such programs replace, in part, national investment in social overhead at
least for those provided with c#fpany-paid welfare. The commitment ofs works
ers to the goals of the firm is handsomely rewarded by the firms wmr{. em-
ploy them. All of this is consistent with a complex. set of cultupal Values -~
which in important ways set Japan and the Japanese somewhat apart‘from
other Industrial countries and workers. *With the possible exceptipn of the
notion of career development for blue-collar workers, ijittle else, iT anything
~ at all, would appear to be importable to thg U.S. ?

.

. 4
2 N Similarly with Sweden. More than any other industrial country in the
* world including Japan, the Swedish mixed soclalist-capitalist economy guaran-
tees workers security of employment and income and is committed to th -
welfare. Like Japanese workers, they are encoyraged to develop wversatili
and utility. And like Japan the labor market is characterized by a long-term
¢ i} shortage of native workers, provldirlg a substantial incentive to employers to -
husband scarce human resources through both material and 3ocial rewards.
Yugoslavia worker self-management is mandate¢t by formal and_legal con-
straints in a society whose official ideology is Mirxism.
A recent study of worker participatiopn and human relations in Soviet
enterprise, a study reported by a researcher with access to Soviet docu-
ments, draws some very interesting conciusions. From a comparative stand-
point, it appears that a very striking characteristic of Soviet socialism and_
- American capitalism are the relatively uniform problems of tp ' work sityation
+ and the equally uniform views and efforts on how to solve them. Th par-
ticipation of both Soviet and American workers in self-manag ?nt, Including -

f
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the design of jobs and work is still very much problematic. Neither worker,
ownership of the means of production and, legally, mandated participation in’
mapagerial decisions,wnor capitalist ownership of ;the means of production and
the appeals t0 workers to be’cooperators appears.to have generated managers
who see the role of managing as mare effective or efficrent when workers are,
mclu‘aed In” the process. It is reasonable to assume that this conclusion may
Tvery well apply evenywhere in the industrial world where the functional roled
of managers and workers are distinctively different. The imperatives of
technology and to a iesser extent the essential functions of designers and
managers would appear to continue to be the.determinants of productivety.

It is the conclusion gf this writer that the current American experiment
with participative management, joint= ‘consultation, job enrichment, ]Ob re-
design, improving the gquality of working hife ind similar programs will' fail as
have pas} efforts designed for the same purpose. American workers are
likely to continue %o resist being transformed into cooperators with manage-
ment N the effort td .mprove long term productivity. While such programs
may be supported as efforts to make work and working more humane, .the
relation between increased humane treatment and productivity s still not
clear And,-i{n the long run ¢ is ndt likely that such programs, whether
promoted as efforts to secure for workers some measure @f democracy at the
work place or to secure increased productivity, will be §u&$sful iry replacing
union orgenization and collective bargaining, a goal often on the tudden
agenda of firms promoting job redesign and: pasticipative management. Signi-
ficant and’long term higher levels of productivitysare likely to be the result
of the desagn engmeers and thé new machirfes' much more than the old idéolo-
gles, dr\s ed 17 new" labels ,or of the new or old workers. In the final analy-
sis 1t s % uess that one can-find as many.broken and rusty Datsuns and
Toyotas put ether by job enriched and ‘redesigned Japanese workers as
there art old Pintos and Vegas assembled by alignated Americans. It is_not
at all clear which is the better buy.
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* value,* he.said - e

See N. Funahashi, "The Industrial Reward System: Wages and Benefits"
in K. Okochi, B. Karsh and S. 8. Levine,

' Workers and Empioyers in
.. - Jagm. * Princeton:  Princeton University Press, 1’§7Z,'especiaiiy pp.
t 9 o~ 5 M

9,

By way of contrast, a major I;sue in' the recently concluded Sy-month
strike at Interpational Harvester was the company's demand that workers
be severely limited in the number'of allowable job transfers.

s 5 -
10. Robert E. Coie, Work, Mobility and Participation. Berkeley: Unjversity
of California Press, 1979, pp. 125-7.
J1. F. J. Roethlisberger and d., W. Dixon, op. cit. ‘
12. "A Proposed ‘P r'am for Encouragzlrakg Labor-Management Committess and
.~ Other Innovatighs in Work Organization. Prepared for the Natlonal,Pro-
- ductivity Councli," Office of the Assistant Secretary for Policy, Evalua-
tion and Research, U.S. Department of Labor, August, 1979, .
.= S '
[ o . w0
Y- * - R -
PN ,n
v n.(
. . . > . '
%, > ‘ '
L] .
-. s :
»n, N -
e ~N ~ -
- ~
s .
. M Ry ’ .
. - 4 A
- 1
h . 23
O s .
EMC ' 4 . | . '. v i‘.
; xro .




o~

.

_ \\er_s in this setting.

»
.

w—

enterprise.

: - 3 N T
. REACTION !
- T T0 ¢ . ’
DEFINING PRODUCTIVITY: SQCIAL VIEWS L

J. Mariowe Slater :

.

. 1t seems t0 me- that Professor Karsh Is saying thlt“hls analyses led him
to a conclusion somewHat like the following: o

.

. k)
= Among the variables that correlate positively with Incr%ased produc-
tivity, none are so pawerful as is technological advancement, and even
though combinations of social, political and economic variables may
influence productivity in selected countries, those combinations lack
viability here because the Americah setting does not include guarantees
‘of life-longh relationships for- wetkers.

W‘ti’lat is where we stand now,‘it seems that those-who are impatient w‘th the

speed of technokigical advancement, but want to see steady Incrdses in |

from.a variation In research methodology. The purpose of the variation in
methodology would be to explore the manner in which American workefrs and
managers presently conceptualize their respective roles as workers -.consum-

productivity, migvit be wel! advised to consider what insights are to be| gained

- . LY
\'\ My referent here is to methodology being used’ by British sociologists to
el\w:lm the impact of education in England, particularly among secondary

school students from the working classes. Christopher Hurn (1976) describes .

it 3 phenomenoiogical effort to reassess the varlious transactions and nego-

tiations which characterize the schoal experience for headmasters, teachers

and “students. As | understand it, the goal ¢f this methodoiogy is not to

identify combinations of predictor variables which relate to $choot perfor-

mance, but rather to go back to square one, if you will, and try to expand

understanding of the reality which exists for the primary participants in the
- € N . Y

-

My crystal ball is cloudy, but If one were to maka such an aftack.on the
Issues. to which- Professor Karsh addressed himself in his paper, ong can
illustrate what the nature of the research questions might be and can discuss

, some of the underlying assumptidns which would be held by thc9 ressarchers.

For .example, one would ask, "what views aré held by workers and by
management as to their role as consumer and as producer? One would ask
also "what is“the position of work in the life-space of the worker?" The

evidence gained from each such question could have value for both the scci-

-plogists and the vocational educator. Answers to the first question would be
- .analyzed for consistency (or its absence) in the views of the seif as producer

Q
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object and the self as consumer object. For the sociologist, Inconsistency
may provide clues ‘as t0 new variables that will have significance in a predic-
tion equation. For the vocational educator, consistency between views of self
as consumer and views of self as producer will provide clues about gaps
in curriculum to which we are,presently insensitive.

The second question does nat seek so much to check respondents' views
of the worig ethic as it does to reveal for .us the impact of layoffs, arrange-
ments for unemployment compensation, etc. upbn the people whose efforts are
presumed to be reflected in productivity statistics. These are policy issues
for the sociologist, the economist and the political scientist. They may:-prove
to be substantive curriculum issues for the vocational educator. " If, as |
would hypbthesize, jobs have come to have interchangeabHity for the masses

%e

of workers-then mich of the occupational specificity in our curriculum may be .
. L4 -

supiect to challenge.
K] >

‘

As for the underlying assumptions in such research, this approach views
the role participants as having intellectual as well as soclal 3nd economic
motivation. It assumes (1) that persons are motivated by a desire to undgr-
staid better the situations in* which they ‘are highly involved, and (2) that
new patterns of ‘behavigr resuit as persons, act upon their new understand-
Ings. It Is these assumptions which prompt the thought that phenomenological
input may have Significance for those we identified above as persons who are
impatient with the speed of technological change. . v

, .
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In summary, what is suggested is that the combinations metaphor, which
has dominated research in this area be supplemented with an introspective
look at the context in which productivity gains its significance. . The objec-
tive is not only to review extant ideas, but to identify_thos¢ facts of signifi-
cance which key persons attribute to the concepts of wo and productivity

in, the American setting of the-1980's. e -
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. able and less likely. Cheap power is no lon
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Defining Productivity: Worker Views

waiter H. Franke

1t is: not difficult to state the worker view of productivity. .Workers and
their representatives hold the common view of productivity as the quantity of
output obtained’ in a given time period with the labor and other resources
devotsd to the purpose. Interest in worker views of productivity stems not
from any unique conception they hold. of what productivity Is but from their
views about what they shouid or will likely gain from it, how their own pro-
ductivity should be measured (if at ail), and what their response would be to
efforts to improve it.” Each of these subjects -- labor's or the worker's
appropriate share, problems of measurement, and situations that condition
worker attitudes and responses to measures to increase productivity -- are
significant elements In a nation's productivity experience. Due mainly to
personal interest, | will focus in this paper on the last of these topics.
First, however, a brief reference to the sources of productivity Increases will
be helpful. .

Sources of Productivity Increases

<

About a8 year ago the U.S. Dspartment of Cofimerce, in a statement to
the Joint Economic Committee of Congress, attempted an analysis and explana-
tion of the decline In productivity increases in the 1967-77 period pared
with the earlier 1950-1967 period. The conciusions were as follows.  About
20 to 25 percent of the decline was attributabie to the end of the "one-time"
shift in the iabor force from farfiing to higher productivity sectors of the
economy. Afiother 20 to 25‘percent was dus t0 3 shift towards a younger,
less-experienced work force. Further, over 90 percent of the decline In
nonfarm (private) productivity growth was accountsd for by the’“collapse of
productivity* in the construction, mining, and'the wholesale and retail trade
industries.

i+ If these estimbtes are roughly in the correct ball ‘park, they suggest the
Jollowing broad conciusions. , Firsy, productivity increases are heavily depen~
dent upon structural changes'in the economy and the reallocation of labor Into
high productivity sectors. The figures suggest that the ending of the farm
to nonfarm shift has not been replaced by an equaliy impogtant and necessary
industrial transformation. Second, an equally important elementsin the main-
tenance of high productivity growth is the quality of the labog, force. The
Commerce Department report suggests that the productivity decline attribut-
abie to the growth of new and iniexperienced workers should be reversed oveér
the next 10 to /15 years as the "baby boom" workers mature. Third,/ if
structural change in the economy continues to fail to provide a productivity~
increasing development comparable to the farm to nonfarm:shitt in importance,
future productivity increases may become Increasingly deperident upon .improv-
ing individual (worker) productivity at the firm or plant level.

> .

Therse are other trends that make urgent the Improvament of productivity
at the plant or firm level. One is the Increasing importance of foreign com-
petition. Between 1973 and 1979 the vaiue of imported manufactured goods ay
a proportion of domestic Gross National Product Increased by about a third.
Stes! aid auto makers are recent recipients of the sting of foreign compet!-
tion, and there have been others before them. A second trend is the mar-
kedly rising sducation of the work force. In the five years from, 1973 to 1978
the proportion of the labor force with at ieast one year of tolisge ncreased
six percentage points to 34 percent. Over the 10-year period ending in 1978
the percentage of blue-collar worlgrs with college degr increased 90 per-
cent to 6.6 percent of the total.” The increasing educatiogal attainment of
the work force is likely to be correlated with greater demands for “appropri-
ate". work and rewards and more complex Industriai relations at the plant
level. A third factor is the high and rising cost of energy, which makes the
introductich of productivity-increasing technology more expansive, less profit-

o&er the rule, and.until that is
reversed the sources of increased production and productivity will be related
more to human' than to machine productivity. . \

These factors--the end of the farm to nonfarm shift, ifcreased foreign
compatition, and more highly-educated work force, and the rising cost of
energy--suggest that better management, more effective labor-management

-
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reiations, improved worker morale, and greater individual worker productlvity
(that. Is, dedicatlon and effort) may be important elements in reversing the
productivity .trend. If so, worker views of productivity and their responses
and behavior based on these views will be: keys to the results of any efforts

‘ to improve productivity, as they will be to the likellhood and extent of future

& structural economic ang Industrial change. >

Worker Concerns & "‘7: LPH

The predominant worker valie and concern that colors workers' views
about productivity is job security and protection. The nature and extent of
this concen is revealed end documented In the attitudes and behavior of both
::lz::- and white-collar workers and among both the organized and unorgan-

N §

Surveys of worker attitudes and opinions about their jobs consistently
reveal the prioritg given to job security. The most recent of these was
conducted.in 1977.” The survey shows that among union members, job secur-

' - Ity ranks only a bit behind wages and fringe benefits as substantive issues
that they feel their_unions should pe putting "a lot of effort” into. Further, .
other than for thr/ls):::e of fringe benefits, unions were judged by members
as falling shorter/of mesting member expectations of union performan;:e on the
issue of improving job security than on any other substantive issue.

The concern with job security is also revealed In the informal behavior

. of working groups. Frederick W. Taylor, at the turn of the century pointed
to the tendency of groups of unorganized workers to- engage In "systematic
soldiering ...... with the deliberate object of keeping their employers ignor-
ant of how fast work can be done."
So universal isysoldiering for this pose, that hardly a
competent workman can be found in a large establishment,
whether he works by the day or on piece work, contract ; '
P work or under any of the ordinary systems of compen-
T sating labor, who does not devote a considerable part of /7

his time to studying just how slowly he can work and stilt .
convigce his' employer that he is giving at the good -
pace.”, . . . . :

This tendency of individuals and graups to withhold effort, restrict
output,”and resist change noted early by Taylor and others, since then is, in
Part, an effort by .workers to protect themselves against perceived limited
Wwork opportunlities and to Incm&‘ their smployment security by making t}u
existing work last longer. : ,

The centrality of the job:security issue Is further revealed In the origins

of Americari Unions. Selig Perlman, writing in 1928, found the key to the
growth of American trade unions in their response to the basically pessimistic

' psychology of the manua! worker. The “scarcity consciousness” of the manu- !
alist Is a product of his awareness of his own fimited capacity for explolting ¢
economic opportunities and his view of ‘the world as one of |imited oppore
tunity -- aimost always providing fewer jobs than the number of job seskers.
And the trade union flourished, according to Periman, when it abandoned Its .
“anti-monopoly" ideology and adopted a "job control strategy of regulating the
worker's relation to his job, attempting to create for ys members an ever-
increasing sphere of economic security and opportunity.*

That “scarcity consciousness" and job. security are still at the center of

worker concerns is shown not only In contemporary surveys of worker atti-
tudes but also in contemporary trends in provisichs of collective bargalning

. agresments and in thé priority "goals established for current negotiations.
Workers and unions have ingreasingly ,pressed successfully-for benefits In the -
form of shorter work years and work lives, efforts which reflect their con-
cern for preserving the number of jobs available for union members. Surveys
of major collective bargaining agreements show that contracts providing for 10
or more Holidays per year increased from seven percent of the total In 1966 to
59 percent in 1978, and over the same period those providing 12 or more
holidays increased from three percent to 17 percent. The same pattern
prevalls for vacation time--from 1966 to 1978, the percentage of contracts -

._;.30 .
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providing for maximum vacations of four we‘eks per year increased from

percent‘to 79 percent, for five weeks from two percent to 53 percent, and for

six weeks from none to 16 percent. Nearly all contracts (97%) have provision

for  yoluntary “early"- retiremefit, most commonly at age 55, and nearly one-

thirz provide for "special® early retirement benefits by ,mutual consent or M
.when displacement by plant shutdown or layoff is immjgtent. .

* Worker and union efforts to build increased job security into their con-
!!-actual arrangements continue unabated to the present time. Job security
issues were a major negotiating priority in the 1979 auto negotiations, where
mqvement toward the four-day week continued, ,and are high on the list -of .
unibn demands in 1980 in the basic steel, aluminym, communications and other
industries. Examples of currerft job security demands in these  industries
include prohibitions against subcontracting, abolltion\of mandatory overtime,
doubletime for all overtime, a shorter work year, a union voice in the intro-
duction of new technology, elimination of monitoring and measuring of work in
order to reduce "job pressures”, and peﬁalths for plant closings that occur
with less than one year's advance notice. \ -

It 1s only through the vehicle of the trade union that the security needs
of workers are reyealed. The observatlons of Fredrick Taylor on "soldiering"
by individual workers have eady been noted. Further, the importance of
the infonnal|2work -group orf performance and output has been frequently h
documented. And Bok’ a Dunlop note: that "in the reactions of many
businessmen toward lowering \tariffs, the hostility of many doctors toward
group practice, and ‘the opposition of lawyers toward insurance schemes for
compensating automobile injuries. without litigatlon, one sees how pew‘ajlve is
the tenderfcy to resist new ways that would abolish old privilege And
even professors, who now find themseolves in a declining industr{,. are not
only typically not in the forefront of proposing productivity fincreasing ?
schemas for higher education, but are Increasingly searching for ways to - .
protect their job and income security.

what explains the apparent pervasiveness among workers in establishing
and_ maintaining rights in an existing job? Obviously,: there is a pervasive
concern that the many rights.and privileges conferred by an existing job--
status, current earnings levels, pension  rights and others-* will not be fully
replaceable if the current job disappears. The concern.is fortified for many
workers through their direct experience with layoffs, workforce reductions
and plant shutdowns and for others by the publicity given to the pathological
aspects of economic developments. Bad news gets more attention and has
more impact on attitudes angd behavior than good news. Recently, economic
news reporting has emphasized the closing of plants in steel, rubber, and
other industries, ruhaway shops to the Sunbelt and foreign climates, de-
clining sales of American-made cars, anti-inflationary economic policies de-
signed to produce a recession and falling employment, and in the public——
sector Proposition 13 and similar actions which reduce empldyment oppor-
tunities in public services. Although many of these publicized events may be
small problems in the context of total employment opportunities available,
Drucker suggests that their negative consequences to particular individuals, «
commun‘isies, or sectors infect the entire labor force with fear of redun<
dancy. ’ . \

To the extent that these fears exist, workers will resist the structural ,
changes required for productivity increases and will be suspicious of schemes
fott increasing productivity at the level of the firm. Recent examples of
response to threatened structural change are the guaranteed government loans
to "save Chrysler", UAW efforts and proposals to restrict foreign automobile
imports, particularly from Japan, and the introduction of_legislation at the
federal level to regulate the process of plant shutdown. Pronounced re-
actions to productivity schemes at the plant level are sden in the lengthy 1959
steel strike, which occurred over the issue of management proposals for
reduced crew sizes, and in the recent five-month International Harvester
strike on the issue of mandatory overtime. Harvester's proposal for manda-
tory overtime was designed mairlly for efficiency reasons, and the union's
resistance can be viewed, at ldast in part, as an effort to preserve the
number of existing jobs for its members. And judging from scattered re-
ports, growing efforts by managements to measure ;ﬁe output and produc-
tivity of variou$ categories of white-collar workers are progressing slowly, In
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part becav.ige #f the resistance of white collar

measured.

To be sure,

there are also re

. plang
tivity

{gvalving the cooperation of workers an
And a iarge numbér of joint labor-

workers to having their output
ports of gsuccessful plant-level
d unions 14 improving produc-
management cooperation commit-

tees have been established to address
ety, mncluding productivity. In a recent
enterprises, my coiieague Milton Derber r
committees 1n tllinois and elsewhere “enga
cooperation, problem solving acnvntl‘es."

-plant-ievel work issues of a wide vari-

survey of such committees in {}inois
eports a substantial number of such
ged in various types of genéralized

Self-evaluation of the results of

these committees by participants revealed c|

ams by some that they had posi-

tve effects on productivity.

But Derber notes that information on experience

with such committees remains

scanty

ncluding the conditions under awhich

their work 1s effective and ehduring.

context of worker concerns about job s

ways in which worker concerns with job

S

We shall return to their topic in the
ecurity after reviewing the general
ecurity have been addressed.

Facing the Job Security issue through Governmental Actions
; < 2ons

If, as argued above,

the job seeGFity 1ssue has pvlnmacy among worker

concerns,

the possibilities

for productivity

increases would appear to be

enhanced in a working environment in
-freedom from fear of loss of job, statu

~ environment does not guarantee enthusiastic

change,’ structural change,
provide one of the important

which workers perceive reasonable
S, and income. Although such an
worker responses to technological

or plant-level)productnvuty schemes, it would
conditions for cooperation.

Collective bargaining

is one method by which workers have attempted to secure such ar environ-

ment. Cc{Hective bargaining, however, is
deal with® job security 1ssues by its
employees In nonagricultural
therefore i1ts limited sphere of influence,
many of the forces adversely affecting
governmental programs offer another route
law bearing on the issue which will be on

Qaa.i\impact, "

The Humphrey-Hawkins Full Employment Act of 1978

limited in* the extent to whijch it can

limited coverage (about onayquarter of
establishments),

its. sectoral orientatton> and
and its fimited.power to overcome
worker security. Legislation and
; and there is a substantial~hody of
ly briefly revigwed for its relevance
) \
:?ontains the commit-

ment of the nation to a full-

em

ployment economy and

procedures for policy

making designed to attain the es

tablished goal.

Although the act 15 important -

as a statement of national goals,

the methods and

policies for attaining the

goals remain strong issues of contention
and actions of the current administrati

, and to judge from pecent statements
on, even the full~employment commit- -

s weak.

ment Consequently,

views or behavior.

destabilizing economic

impact have much greater

influence on worker per-

ceptions of job opportunity and securit
such governmental, programs as space,
transit, housing energy and revenue sh
attitudes than statements of nationat goal

Y. Reversals or drastic changes in
defense, highway construction, mass
aring contribute much more to worker
S.

The basic governmental

support program for workers

displaced or sepa-

rated from their )obs

is unemployment insurance.

This program provides

:

partial and temporary income replacement,
the covered unemployed.
program are the some two

normally for up to six months, for

Closely related to the unemployment insurance

dozen "special jobless aid"

programs designed to

meet the needs
from their jobs

of certain groups of the unemployed
because of increased imports are t

+« of which those displaced

he most important,

These

special

programs were designed to assist worke

r adjustment to structural

- changes, and although they
they have operated mainly to
ies higher compensation for to
régular unemployment insuranc

include provisions for training and relocation,

give the unemployed in the designated
nger periods of time than that provide{
e program. Arnold Packer, Assistant S|

ategor-
by the
cretary

of Labor,

has noted that the needs of the

not adequately-met by clmpensation nor

“permanently" displaced worker are
do compensation programs promote

the efficient use of resources.

He argues the geed for "positive adjustment

policies" which would "

. provide incentives for workers to adjust, to shift to

nNew jobs or move to other communities, a

nd would give incentives for new or

expanding firms- to rek:n:at.f9 in declining communities and/or to hire perma-
1]

v nently displaced workers.*

Perhaps it is_ fair to say that temporary income

réplacement programs,
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the act has little, if any, impact on worRer
Indeed, governmental actions which themselves. have a/_\




new job of comparable worth to the job that is lost, are not successful in
meeting the workers' need for job security nor do they contribute signiifi-
cantly to productivity improvement. Drucker's tonclusion about the role of
unemployment insurance is' that "Economically it hds been a vast success.
But psycholofically it has 'been a fallure. It do” not do what it was pri-
marily designated to do:: -give emotional security.” '

During the past two decadesq, federal manpower programs have expanded
many-fold as a central governmentai..program for dealing with underemploy=
ment and unempioyment-t Désigned initlally as a response to structural unem-
ployment and technological displacement, their thrust soon.shifted and remains_..
today that of providing eptry level jobs to the “disadvantaged," either
through training or,work exdperience. As currently pperated they contribute
little to reducing worker concerns about job security, and evidence regarding
their contribution to productivity is weak. .

¢

* Finally,’ equal employment opportunity legisiation, particularly Title VI
of the Civil Rights Act of 1964, establishes important employment rights for
women and minorities with respect to hiring, pay, promotion @ah8 job reten-
tion. While these rights no ‘doubt have cantributed: to Imprg\?d empjoyment
opportunities and enHanced the job security of the protecte roups, théy:
leave the target groups subject to the same forces of econpmic change. ffat
cause the concern about job insecurity among workers generally: : .

These and other legislated programs represent a substantial .:;wbllc
response to the problem of job insegurity. For the reasons indicated,’ how-
ever, they Have failed, despite thelr major_contributions to specifis rohlems,
to produce the work.world security that is, or may be, a precondition for
long-run productivity improvement. |s such a world possible? *

The Task
. ? . 0
Fortunately, my assignment does not appear to require prascrlptlén --
only definition. The prescriptive problem that flows from the discussion pf
this paper is the appropriate responses to continuing and probably growing
pressure and need for worker protection programs -- responses that will
allow, even encourage, increases in .the productivity.and incomes of workers -
and businesses. Since my task Is not prescriptive, | know you do not expect
me to provide the answer. We might, however, briefly consider some possibie
directions. - .

One approach receiving increased attentjon from U.S. businessmen is the
Japanese use of quality centrol circles (QC”), small groups of workers who
meet regularly with mlwmnt represantiﬂvas to discuss and find soiutions
to production problems. The use of QC™ in Japan is linked to thelr .system
of “lifetime employment," a system which features strong worker identification
and commitment to the company. Robert- Cole, a close ‘examirfer of the Japa-
nese_employment system; appea ‘zo feel that the QC Zepprolch', with socpe"
modification, may—-bée--adaptabie to American conditions. Our discusslon of
worker attitudes would suggest that a key to the long-term successgof QC in
the American setting is overcoming job security concerns. Asﬁ! Japan,
where “lifetime employment” is a privilege of the Minority of the Wirk force
employed by the large, major firms, we might expect QC™ 4o have the great-
est’ prospects in American firms and industries with stable and ‘growing em-
ployment. The prospects are dimmer in Industries like steel, autos, rubber, _
and construction, where plants are ‘closing, employment is declining, | or

. demand is volatile. - The QC approach seems put us back at square orio,._

.

- < °

Joint laborsmanagement cooperation committees, briefly mentioned eariler,
are another approath to productivity improvement apparently .growing in use.
In contrast to the QC approach, rank lég file workers seidom participate
directly in the work of these committees.”~ In so far as. productivity im-
provement Is an objective of these commlgas, which is apparently the case
for only a minority of those in existence,™ success, again, woeuld appear to
be ‘strongly linked; to job sscurity concerns.

\

T I} N
The industrialized nations of Western Europe have generally experienced °
more ' favorable productivity trends, deveioped more ,comprehensive worker
protection plans, and operated their economics closeg to full employment and
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with less-inflation than has the United States. Perhaps there are some les-
sons to learn from them. In récent years, however -- sincé the 1974-75
recession -- most Western EBuropean countries have suffered from the same
problems of high unemployment, inflation, .and_ low econofnic growth that
afflicts the U.S. Iri response to this trend, the European Trade Union Con-
Iede_ration in 1977 commissioned a group of trade union economists from five
uropean trade union federations to “explore” the problem. The*result of
heir exploration was a discussion paper that outlined "a new economic pro-
gram" and wré'sch may provide the basis for future initiatives” iy European
labor unions. The report rejects, in part, both neoclassical economijc
‘. theory and standard Keynesian analysts, as well as traditional socialist ideas,
as adequate° explanations of how modern economies work, or #s bases for
economic poficy. It is difficult to briefly summarrze’ what they propose to
substitute, but among the chief ingredients are selective, governméntal inter-
ventioq 1n setting particular price and investment levels for industries or key
corporations, * worker “and trade unlon’ Participation in top-lewel cdmpany
decisions, and giving workers collectively a share in and res onsibility for
both savings and investments. The general argument is far "consensus-
based" economic arrangements as a substitu%for managementronly decisions

“
v

or traditional coMective bargaining.
d argues that “productivity® is only partly deperjdent on technofogy" and "to a
much greater extent that is often recognized”it also depends on labor rela-
tions andzéhe degree of consensus achieved inside a ‘company and in society
at large." ‘ o %
- -A basic assumption that appears té underlie this proposal is that wider
participation, and particularly greater worker/union participation and respon-
sibllity in making mgjor economic decisions, wilt result i a t}etter productivity
record. The report also argues that the prescription it gresents is "a way
out of .8urrent and prospective stagnation." Be that a;’ it may, American
of the firm. Unless Douglas Fraser's seat on the Chryster board of directors
is only the first straw in the wind, or unless the coming recession turns to
deep depression, radical restructuring of responsibility ﬁo‘r economic enter-
prises ‘and massile governmental intervention into price, wage, and invest-
ment decisions a/‘e not likely soon to become permanent parts of the American
landscape. . . . v «

Finally, -somé observers see -the solution to the problems we have been
addressing in planning at the local level. This Is the, approach proposed by
Drucker In his call. for "redundancy planning," led by managements at the

, local level and involving anticipation of structural changes affecting employ-

- ment, finding mew employment oppo?fnitles for those laid off, and counsel-

ing, retraining, .and placing them. This is also part of willard wirtz'

. proposal In’ his book The Boundless Resource for the development of an

"education-work policy" "and the establishment of Community Education-Work

*  Councils in which various segments of local community could collaborate in

developing education-work programs. These propbsals oBviously entail

=~  formidable organizational problems and the articulation of new and unfamiliar
roles for business and other community. leaders. -

. - . \

| have stuck to my task and provided no answer.. In the American
setting there is not likely to be an answer. The story of this paper is that
job security concerns of worker¥ are primary, ‘existing policies and programs
have not met these concerns, and future productivity gains will importantly
depend uUpon accounting for these concerns. ' , \ -
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With redpett to productiVity the report,

unions have traditionally shown little interest in participation in management-




, Footnotes
1. Reproduced in Bureau of National Affairs, Daily Labor Report, March 8,
1979, 47, pp. X-7 - X-10. ' .
2. No effort was made to attribute proportional shares, ta specific causes for N
the remaining S0 to 60 percent of the decline in productivity increases. ~
~ I's
3. The Commerce Department analysls offered little documentation for the
> causes of negative productivity trends In these Industries. The report
) noted above average influxes of new, inexperienced workers into con-
struction and coal mining. Also cited for coal mining were mine safety

¢ and health regulations, reclamation statutes, new unibn ruies, and the
reopening of marginal mines. Reasons for the decline in trade seemed to
be 2 mystery. v

4. Joint Economic Committee, Economic Indicators, Washington, "D.C.:

yd . U.5.G.P.O0.; 1980, pp. 1, 35. . L.

5. Scott Carﬁpbell Brown, "Educational Attainment Af wOrkers--Somi Trends
* from 1973 to 1978," Monthly Labor Review, February 1979, pp. 54, 58.

6. Summaries of.the 1977 Quality of Employment Survey ‘are reported in - s
‘ Graham L. Staines and Robert P. Quipn, "American*Workers Evaluate the .
, Quality of Their Jobs," Monthly Labor Review,* January, 1979, pp. 3-12
] . and in Thomas A. Kochan, "How AmeFlcan Workers-View Labor Unlons,"
Monthly Labor Review, April, 1979, ppj; 23-31.

~ =~

« 7 7. Kochan, lbid., p. 29.

"8. Testimony before the Special House Committee, quoted in Derek C. Bok
and John T. Dunlop, Labor and the American Community, p. 269. -

e 9. Selig Pefiman, A Theory of the Labor Movement, 318 pp. .

. - 10, Bureau of National Affairs, Collective Bargaining Negotiations and Con- k
B M ! ¢ .
* 11. Summaries of bargaining goals and demands formulated for 1980 bargain-
ing by the Communications Workers of America (CWA) for the telsphone

industry and by the Unl Steelworkers (USA) for the basic steel and
the aluminum Industries/ are reported in Bureau of National Affairs,

Dally Labor Report, March 11, 1980, 48, pp. A-8 - A-9 and March 13, ’,
1’93'5‘, 51, pp. A-T - A-9. . «
- -
. 12. Delbert C. Mjller and William H. Form, Industrial Soclology: Work In /

Organizational Life. New York: Harper & §°“' Pubiishers, Third EdI-
tEn, 1980. M . ,

~

M . ' v - . A -

13. Bok and Dunlop, op. cit., p. 269. ) :

14. Peter F. Drucker, "Plannjng for 'Redundant' Workers," Wall Street Jour-
nal, September 25, 1979.- . .

5. +S. 1609, The Employee Protection and Community -Stabilization”Wct of
1979, Is one example of proposed legislation for regulating plant shut-
downs. ! .- R

=

. 4
16. See, for example, Lawrerice Rgut, “"White-Coliar Workers Start to Get
Attention in Productivity Studies," Wall Street Journal, August 7, 1979.

' 17. See, for example, Karl Frieden, Workplace Democr# and Productivity, '
recently released by the National Center for Economjc Alternatives and -

‘ N summarized In‘BNA, Daily Labor Report, March 10, 1980, 48, pp. A-10 - .
A-12. ' -~

!
~ 18. Milton Derber and Kevif Flanigan, "A Survey of Joint Labor-Management

Cooperation Committees in Unibnized Private Enterprises In the State of
lllinols, 1979: Part One," January 4, 1980, 28 pp. Mimeo. .

- ERIC . . - S

Aruitoxt provided by Eic:




/IQ‘ "Statement of Assistant Secretary of Labor Parker Before House Ways
b and Means Oversught Subcommittee," reprinted in Dallx Labor Report

. February 21,71980, No. 36, pp. E-1 to E-5.

20. Drucker, op. cit. ‘ |
21. Earl G. Gottschalk, Jr., "U.S. Firms, Worried by Productivity Lag,"

Copy Japan in Seeking Employess' Advice," Wail Street Journal, Febru-
: ary 21, 1980, p. 40. .

22. Robert E. Cole, Work, Mobility, and Particlpatlon: A Comparati\'/e Study

of American and Japanese Industry (Berkeley. Unlversity of California
Press, 1979), pp. 5)53-53. ,

.

23. Derber, op. cit., p. 28. .o * {
R +
24. 1bid., p. 9. T .
- — - 'S .
25. The report of this group i1s summarized iri Everett M. Kassalow, “Beyond ,
Keynes: European Unions Formulate New Economic Program," Monthly .
Labor Review, February 1980, pp. 36-40. /
)] -
2. 1ibid., pp. 38-39. - ﬁ L
Lo - | S
e 27. Drucker, op. cit. ; ‘ )
28. willard Wirtz, The Boundless Resource (Washmgton, D.C.: The New .
r’)\‘ , Republic Book Company, Inc., 1975), 205 pp.
. Y . *

. 5
. ,
, s
.
' + - *
~
.
N - .
RN " »
. ¢ £ "
. '
- 5
» ‘s
.
o - [ © .
-
. « - -
~
'
. »
. 4.
’
. v ‘ :
- Q » ., - -
- [} LI N
*
et
¢ Y
. “rﬁ .
2 '
o8
. \
’ . . .
.
,
e . . -~ »
\)4 . - %, < 4
B "t ;
¢ > -
- . : -

¢ . s -




. _ .,

. REACgION
TO «

7 . David Black
3 - -~ > o
.1 am going to try to provide some speclificity to Professor Franke's paper -

from my perspective. 1| am also going to discuss our industrial natlon's mass
education philosophy and population trends for the future. The first thing

that 1-want to polnt out very specifically is that | have some question In my

mind about the ethics and the rationality of an educational Institution deaiing

with an issue llke productivity, ' '

.t
. .

| wonder whether vocational education planners and careers counselors
under3tand what the purpose of public education was as It began In thp 14th
‘century. At that time, Industry proposed a mass education system’ whereby
young people were prefitted to the industrlal system, which tended to ease
the problems of Industry in terms of discipline. Though .older curriculum in N
. the early 1800's became nfags education's basic reading, writing. and arithme-
* tic, the covert curriculum that we should all be aware of happened to be
punctuality, obedience and rote repetitive work. From the mid-19th century
on, there was a relentless education progression. <€hildren started at a .
younger age In schoci. The school year it§elf became longer, greasing 35
percent between 1875 and 1956. The number of years of compulsory educa-
tlon increased. Be that as it may, workers percelved mass public education’,
' as a humanizing step. hanics and working men in New York City In 1829
' stated, "next to life and Ifberty, we copsider education the greatest blessing .
bestowed upon mankind,™——k_think that it is stili*a correct perception of -
workers' feelings, but not aecessarfly mine. The schools consistently ma-
chined generations of young people into a work force required by an electro
mechanical technology and the assembly line. Family and.scheols formed a
‘system for preparation of young folks for roles In industfial® soclety. That,
seemed to be systematic of ali industrial societies, be they capitalistic or
communist. ) .
. g
» Professor Franke's paper identifles a 20 to 25 percent decline Ig produc-
tivity between the 1967 and 1977 perlod. The decline in the earlier .1950 to
1967 perlod was, he states, "due to a shift toward a younger, less experl- -
enced “work force.” In the 1980's, tNe labor force Is expected to grow by 15
miilion to 17 milllon. Obviousiy there will be more productivity because these
people, if we use any of the numerous forms of subjective judgement, will be
*  gatting older and consequently become better workers. &=-. M ¢ et
Since Professor Franke used WMning as an example m‘%he early portion of \
* his paper, | thought that perhapsowe should use that-as . means of specify-
ing productivity in a specific industry. In doing that“we should provide a
definition of productivity that has been accepted by the.industry.

Productivity in coal mining is determined by dividing ntmmbers of total -
tons of coai shipped_in a ‘year by’ the number of man hours worked during a -
year. A number of conditions such as sickness underground or an over-
burdened strip, which affect production have’little to do with either man-
agement or labor, and little effect wiii be achieved by vocationai education or
by any institutional“productivity planging. The easler it Is*to reach the coal,
the highel productivity, will be. The ‘greatér amount of coal easily avallable,
the greater the efficlency of machines in getting that coal. Other factors are+
the age of the mine and its size. As the agé of the mine increases, produc-

) tivity a‘utomatlcal’ly decreases. in general, there Is a gain in output with
-increaged size of operatign, but littie gain in productivity. -

.~ Management has acknowledged that they negatively affect productlvltt’y in
their decisions about the use of equipment, in their attitude towg%d federal
arld state regulations, and in their rglationship with workers. Labor's nega- - e
tive effects or;Jproductlvlty are as follows: strikes; lower number of days ‘
worked for productivity decreases; bituminous coal increase agreements which

Inciude many provisions desighed to Increase worker safety (which In a strict

- mathematical sense contrlbute to decreased productivity, at least, in a short
term), and a lack of motivation among workers. -
- . * o . . .
. . ! . ’
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Fewer employees in underground mining urge their children to enter
mines as apprentices, The family apprenticeship system at one time provided
more of a feeling of pride, and its absence has increased the number. of
inexperienced miners, Inexperienced miners are generally less productive
than experienced ones. The Health and Safety Act of 1969 has affected
productivity levels adversely in the short run. Bear in mind that labor
supported these and stiil does. Safe conditions in mines ire necessary for
increased productivity” to reduce man hours lost to injury and to encourage
workers to become .miners to meet increased demands for the future. This Is
a v specific isstie in the State of lllinois. That is why we became involved
in it. M. D. Harold, Vice-President of Freeman ‘United Coal Company stated .
"If productivity i3 to increase, safety must increase.” Training more closely
related to safety is a factor in terms of productivity. Training programs at a
number of mines have improved ‘safety records, thereby improving produc~ -
tivity. The addition of new mines will also increase productivity, It is
projected that by 1985 in Hlinois, 25 milion tons will be added by new mines.
These mines woyld be large, 1.5 millio® tons output, which will increase pro- RN
ductivity in size factor. \

. . “,

This is all positive but we must recognize that productlvity records -of
the past will, in all probaBility, not be .exceede in the future. 4That is
subject to a change in technology. Strip mining in lilinois will not, in fact,
exceed the 1960 levels begause: 1) most of the easily .mingable Qsﬁelf deposits
are depleted, 2) iarge ::;:acity equipment being used accounted for the in-
creased praductivity, and’3) increasing land reclamation segulations mean the
use of more people per ton of codl. | hope this providas some specificity in
terms of an industry that has a lov!. rate of productivity, -

.

The job security fattor which Professor Franke identified has special

importance for peO[:P/lh America who happen to be of my peer group. |
think it is, includidg wages, the most iden{ifiable concern that they have,

Bluestone of Boston College reported that between 1969 and 1976, plant shut
downs and relocatlons &liminated 15 mitlion Jobs_and created Jover 16 miillon
new ones producing a slight net Increase overall. The new jobs, on the
average, were: 1) lower paying, 2) in different r'eglons of the country and
3) did not go to people left unemployed* by shut-downs in the first place.
«Those affected by shut downs had an_ incréased Incidence of mental and
thslcal illness,” an increase in dru? abuse; an increase in homiclde, an
ncrease in suicide, an increase in child "abuse, and a severe economlc prob-

Bennett Harrison of the Massachusetts Jns,ﬂtute of Technology and Barry \

“lem. This” should glve you some indication of why, we do provide protective

clauses in ‘contracts. Six years aftér the plant closings, workers who had
found new jobs were making, in fact, less money. on the average than before

.and the economies of the communities that they lived in remain depressed,

.

®
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Other principle findings In the studles include that odds are six in ten that
any single plant in the United States could shut down within six. years: This,
4s the most salient factor in all of our problems, The majority of plants shut
down are profitable. Owners shut down a plant because they wish to rein-
vest In higher profit ventures In the corporate structure. Govérnment tax
breaks designed to attratt industry and jobs may, In_fact, destroy public
jobs becaude tax revenges are reduced from private industry owrned. -

3y -

Professor Franke's paper also, in my estimation, ends as does most .
which look at the Issue. of productivity--In a sense of frustration.. He ack--
nowledged he really had no answers. | would like to posture some predic-
tions of the future and .I do not have any more information than Professor
Franke has. 1| just probably have a téndency to step out on a limb a llttlev
more. | think, first of alﬁthat energy is a yery specific issue In terms of
productivity . | would postife that there will be a varlety of energy sources
that include hydrogen, solar, ‘ geothermal, blomass, lightening discharges,
perhaps advanced fusion power and other technological farces 4f energy that, ‘
we stif do not know about In thesfuture which will have a direct effect on
factorles. Factories yill no longer be a model for other institutions as | have
asserted that they w!re in tarms of education. Factories will, In fact, not
have “mass production as a primary function, Advanced methods such ‘as
holistic and special profgction will be part of factory iife. Factories will use
leSs energy. Factories wlil waste less raw material, not because they want jo
do either of those things. They wlll have no choice. Factorles will employ
fewer components, Factorles will have a demand for more design intelligence,

. ya N . . . .
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Factorles will be found outside of glant urban metropolitan areas. They wiii
‘be smaller than In the pasy. They will include smaller organizationa! units
‘and’ they will have a higher dégree of self management within these units.
The paper work In offices will be substantially replaced by technology and
that will create a worker who has to use moré discretion: in decision making
fevels. There will be a shift of work from office and factory back into the
home because of technology and.because of lack of energy resources. There
will be .an increased growth|of intelligence and imagination in production
reductng routine labor or groI»p force. Factories wiil only be for those who
must actually handle physical’ materials. *~ Corporations will, be recognized as
compiex organizations, pursufng multiple goals simuitaneously, not just for
profit and production quotas,; and managers will be responsl‘le for multiple
bottom, tines. I think this is wishful thinking, just hoping that corporate
structures will, in fact, respond to reality. ! .

Another thing that we will see is the aging of the population which is
already apparent In the high technology countries. That implies greater
attention to the needs of the elderly and reduced focus on young people
which should directly affect educational planners. -

EmpI‘oyers will need the foliowing in a worker: workers who will accept
responsibllity, who understand how their work coincides with others, who can
handie ~larger tasks, who adapt quickly to changing circumstances, workers

~who hayesa sensitivity to people around them, and who basically -are: what we
are identifying as the young middle management types of structure in our
current society. Workers will' place a high value on what they do. " Money

%for those workers will stifl carry prestige, but equally important will be

P gelf-reliance.

Workers' ethics wiil include self-reliance, ability to adapt and
survive under difficult conditions, and the abllity to do things with one's own
hands (which | think is a systematic change from the upward mobility factor
that we are now experiencing}. ’ -

Rl

These factors all relate to productivity in the factories. The compiete
worker, | think, will be a productive worker. That worker will- serve as a
part time worker, but will also be acknowledged as a part time.consumer.
There will not be a differentiation between rolus. The worker will enjoy
concrete along with abstract complimentary pleasures of both head work and
hand work. In a pgsitivé sense; this identifies with .Professor Franke's
worker of today. TRat worker, who i5 hired with higher educational cre-

7 . dentials, who may feel frustrated now, will be better suited to what | am
i -4  Posturing for the future. ’ -
=
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+ Increasing Productivity in the Small Business Sector -

.
¥

‘ A Robert E. Nelson .

The Small Business Sector

The United States has the most developed and sophisticated small busi
ness sector of any country In the world. However, government Intervention
to develop this sector of the economy has been minimal. Owners of these
small busﬁmss firms may be called entrepreneurs because they have chosen to
assume risks, identify business opportunities, gather resources, initiate
actlon, and establish organizations to meet some demand or market oppor~

*tunity, A distinguishing_mark of entrepreneurs is that they ténd to be
Independent and self sufficient, and they have some reslstance to working
with government or any other agency to meet common goals. Many entrepre-
neurs want to be left alone to operate their businesses In a very individu~
allstic manner, and this factor presents one of the major barriers to providing
help to the small business sector. Statistics! concernlng the small business
sector highlight the need for education in this area.

1. Of over 14 million enterprises in the United States (including farms,

franchises, and professional firms), two milllon are corporations,
one milllon are partnerships, and approximately 11 million are sole *
proprietorships. . e
Of the 14 million enterprises, 99.2 percent employ fewer than 100
persons. .
Eighty percent of all smal! businesses fall within the first five
years. S
Nine out of 10 small businesses fail because of poor mariagement,
Specific reasons include lack of planning, inadequate controls, poor
accounting methods, inabllity to read and undérstand ‘financlal
statements, and Inabllity to locate expert advice when- needed.
‘Minorities form 17 percent of the total population, but own only 3.3
percent of all businesses and generate only .7 percent of all busi-
ness receipts. b
6. Women make up 48 percent of the work force; but own only 4.6
percent of all businesses and generate only .3 percent of all busl-
i ness recelpts.
Clearly, there- is a need for targeted educatlonai programs for self employ-
ment, and vocatlonal education |s in an excellent position to provide these
services. )

Growth In employment depends, In a large part, upon the birth and
expansion of small firms. Entrepreneurs have the ability to spark new ideas
and new products that create businesses, which in turn create the need for
new jobs. David Birch indicated In a recent study that between 1969 and
1976: T

On the average about 60 percent of all jobs in the U.S. are generated
by firms with Z0 or Tewer employees; about 50 percent of all jobs are
created by Independent small entrepreneurs. Large firms (those with
over 500 employees) generate less than 15 percent of all net new
jobs. ‘ .
This study was based on Dun and Bradstreet's data files of 5.6 million busk-
nesses. From the results of this study, it appears that the smaller corpora-
tions are aggressively seeking out .new opportunities, while the larger ones
are primarily redistributing their efforts in existing business areas. v

. The Birch riport Indicated that small firms, despite thelr difficulties in
obtaining capital and thelr inherently higher death rates, are the major gener~
ators of new jobs In our economy. In slower growing areas, small firms may
be the only significant provider of jobs, Most economic development programs
to stimuiate new job opportunities have been aimed at relatively few large
corporatipns. However, It s the thousands of anonymous smaller firms that
are job providers In the older sectlons of our cltlss and ajso provide the
majoryshare of new jobs In the growing areas as well. W -

It was Indicated In the Birch report that not all smai! firms are equally ’
productive and It was the smaller, younger firms that generated Jgbs. Once
these firms got much over four years in age, tho[r Job® generation powers

.
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‘Needs of the Small Business Sector

declined substantially. From the results of the Blrch report, a profile of a
Job generating, flrm can be formulated; it is small, has been In operation iess
than four years, tends to be Independent,” and is volatile. This proflle does
not appear to vary much across industries or across reglons of the country.

.
P

Over 50% of all new businesses fali *'durlng their first two years of exis-
tence. This serious problem is compounded by estimates which indicate that
over 508 of the money used to start new smali businesses, [s generated
through private sources such as personal family savings and borrowing from
frlends or relatives. The failure of a smail business is a flnancial tragedy,
but it is also a famiiy tragedy, and the psychological problems of the people
Involved may be as great or greater than thelr flnancial losses, .

During the past ten years In the United States, the literature has high-
iighted the importance of the small business sector in achleving economlc
goals. It Is now time to focus attention on how specific probléms relating to
the small business sector can be soived. *

* There are very few small business experts or ¢onsultants in the United
States, and they may be consldered a flrst generatlon because they have
received no speciflc tralning for dealing with the problems of small busi-
nesses, There is a lack of educational programs, extension services and
support organizations to prepare people to serve the needs of the small busi
ness sector. - -

Id

The educational programs and assistance glven to farmers through the
Department of Agriculture and its network of cooperative axtension services
might be duplicated in the area of business. Alttough the principles and
problems In business are In many ways unrelated to agrlculture, the concept
remains the same. : l ‘ R
.. A comparison might be made between the U.S. Small Buslness Admini~
stratlon (SBA) and the Department of Agriculture regarding thelr abllity to
provide vices to .these two economic sectors. For every 20 farms In the
United ’S;?es there is one Department of Agriculture employee; for every
2,200 firngs there Is one Small Business Administration employee. The total
SBA staff of 8,500 is inadequate to satisfy the demands of the small. business
sector. Management asslstancé*s currently being provided by the following
groups: [ a

hd 470 SBA Management Assistance Officers (MAO)
9,500 SCORE (Senior Core of Retlred Executlves)
2,500 ACE (Active Core of Executives)
20,000 College students enrolled in small business courses .
2,000 Faculty Involved with the Small Business Institute Program

Only the 370 Management Assistance Offlcers are pald professionals. The
remaining 38,000 persons may be considered volunteers who have varying
degrees of commltment}&provldlng assistance.

/. .

.A major prlority regarding the small business sector Is the development
of ntegrated policles. In January 1980, the White House Conference on Small
Business identified issues and made proposals concerning small business
policles for the 1980's and beyond. Twelve policy issues that were addressed
at the confergnce Included: (1) capital formation and retention, (2) federal
procurement, (3) economlc policy development In government programs, (&)
women In business, (S) government regulations and paperwork, (6) inflation,
£7) Internatlonai trade, (8) minority business development, (9) Innovatlon and

-

technology, (10) energy, (11) veterans in business, and (12} education,. -

tralning and asslstance. Additlonal proof that the federal government is
Interested In the small business sector Is reflected in the fact, that more

senators applled for membershlp on the Senate Select Committee of Smajl
Business than any other Senate committee. . .

» »
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The Issue paper on education training and assistance indicated that:

There is an urgent prlority in the current natlonai 'crisis of confidence'
to encourage the expansion and vitailty of small enterprises as a long-
term factor In the American eConomy. [t"seems apparent that there is a
need for.reestablishing a strong base for small businesses and a reintro-
duction of the small business option to the American pubiic. In other
words, there is a need for a Systematic natlonally-directed program of
education for entrepreneurshlip.

Not only is there a need for continuing education and training In the form of
management assistance and updating of specific technical skilis, but there is
also a need for %eneral public awareness of the problems.and potentials of
ou.mlng and operating a small business.

Q

Invoivement of Vocatlo?,al Educatlon

Vocational education has had a *proud history of preparing people with
the skills they need for employment. Since the early 1970's, vocatlonal edu-
cation has focused on broader non-skill types of educationai programs and has
played a leadership role in developing and implementing career educatlon at
all educational levels.

Recentiy, there have, been indications that vocatlonai  educators shouid be
more Involved in the dreas of attitude development. Occupational survival
skiils such as* problem solving, human relatlons, ‘decision making, and effec-
tlve communication are some of the new types of concepts which might be
Included In career preparation programs. .

Vocational educatlon is open to new ideas gconcerning the preparation of
people for work. One type of new activity which has recelved attention at
the national level Is the jdea that preparation for seif employment is a career
option that could be included In vocational education programs.’ vocational
education prepares peopie for. employment, but not much has been done to

_help people gain the knowledge and abllity to become self employed.

A survey conducted in Middlesex County, New Jersey, Indicated that of
those persons graduating from vocatlonal programs 25 years ago, nearly 9% of
these ?raduates eventuaily owned their own businesses.® Of those students
currently enrolied In vocatlonal education programs, three or four students in
a typlcal vocational educatlon class will eventually own their own business,
but many more students have the patential and desire ‘to become self em-
ployed. N R

-

Supply Vs. Demand

S

Vocational education has always been a primary factor, in the supply side
of the economic equatton pertaining to supply and demand of skilled man-
power. However, recent pronouncements by government officials and others
indicate that vocational educatlon can also be involved In tije demand side of
the job creation equatiori. “The demand fqr trained manpower comes with the

Jinittation of new.businésses and expansion of existing businesses. Little

thought is given to the prefaratlon of those persons who are self employed
who ‘will create the demand for new jobs. When people become self employed,
they must hire workers who will also need trainings .

Vocational educatlon can have a significant impact on the job creatlon
process by helping to prepare those peopie who are interested In self employ~
ment, It.is the preparation of peopie with self employment skills that wiil
enable vocational educatlon to approach the job creation process from a totally
different perspective. = ° ' . .

v

Entrepreneurship Education .

Until .recently, the publlc sector had ilttfe interest in Implementing
education sand trailning programs regarding entrepreneurship development.
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Between 1976 and 1978, only nine projects relating to entrepreneurship educa-

tion were funded by the Bureau of Occupational and Adult Education, HEW,

for a total of $674,327. This relatively small sum of money indicates that'

such programs have had very low priority. In addition, the outcomes of

these nine projects have had little impact on educational programs to prepare

new and emerging entrepreneurs because much of the content of these pro-

Jects concentrated on techniques and materials for eaching finance, manage-

ment and marketing. THere was little content r lating to entrepreneurship

education, possibly because the concept of eritrepreneurship is new and many .

educators really do not know what or how to teach this subject,
Entrepreneurship education Is important because It is primarity through -

the development of "viable firms that growth can take place in our economy. I

New businesses need to be inltlated and weak businesses need: to be strength=

ened. Stable ‘businesses need to be assisted Iri developing plans for éxpan-

slon and growth.

The small business sector Is marked by Instability and a high rate of
failure. Various target groups that should receive instructlon and training
for entrepreneurship Includa the following: L

1. Future entrepreneurs: these would be young people who are con-
sidering small business ownership as a career option-at some time in

. thelr future; ~ .
2.  Potentlal entreprencurs: those persons who are ready to Initlate

action to become seif emgloyed; v

3. ;:lstlng entreprencurs:” those who currently own small businesses

d are‘in need of assistance; and .
! . n.. Growth-oriented entrepreneurs: those persons who have a- viable

! N business and are interested In expanding.

Vocational education programs need to be designed 10 meet the need$ of
these four groups of people. The primary objective of these programs is to
incredse the chances of success of small business owners. This education N
should begih at the elementary and secondary education levels and be con-
tinued atethe, aduit level. People need to know the problems and' prospects
for self employment, how to inltiate actlon to bacome self employed, the types
of 'skllls necessary to operate a buslness, and the strategies and opportunities ‘
which can help businesses expand. *

,
- —_ .
.

Innovative Programs
0

A CETA program has been Implemented by the Private Indystry Councll
(PIC) of Berrien County, Michigan, to help CETA participants become in- .
volved in smali business management.” The ‘PIC hopes to place 20 trainees in .
Jobs which will teach them such management skills as supervising a small
staff, meeting ‘production schedules, and running an office. Approximately
$52,000 in Title VIl funds will support half their salarles durlng training
periods lasting from four months to one year.

» Although this program is unique and innovatlve, the outcomes of the

project are highly questlonable. Can a ‘small business manager be trained in ERT
. one year or less? Is this project an efficieht use of federal funds? Are

there other methods which can be used to train future small business mana- .

gers? Are there alternative educational programs which can produce similar

resultd? Is this type of tralning really necessary? 1Ip_most smali businesses,

tralning at all levels takes place on the Job and’is mostly .conducted on an -

informal basls. ° ' o .

On a3 broader scope, the Private Sec%r Initiative Program has tried to
Tréate jobs through the private business secfor. In its report of this pro-
gram, the Nationai Center for Jobs and Justice irfdicated that there Is a lack
of commitment by the business community to this program. This report,
"Leveraging With a Toothpick: The. Carter Adminlistration's Private Sector
Strategy “for Job Creation," Indicated that private industry counclls and tHe.
targeted jobis tax credit are inadequate programs for attracting meaningful .- 4
business involvement. The report suggests that disadvantaged would do .
better securing jobs If firms recelving government contracts were required to
set aside positions for them, . -

i
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Actions by the public sector in the area of job creation have been In-
effective, and new alternative programs have been initlated with -the cooper-
atlon of the private sector. However, In order for jobs to exist, there must
be businesses willing to hire people for these jobs. Vocatlondl education
programs for seif employed persons wiil make businesses more viable, and
employmen® creation .becomes a natural phenomenon. Helping buslness, es-
peclally .small business, wiil resuit lq. the creation of many new types of jobs.

. w -

A .recent reportd indicated that Job creation requires the successful
combination of (a) unemployed people, (b) unsatisfied markets, and (c)
underutiized reagpurces-(capltal and physical). This report suggests there
must be a new relationship developed.between the private and public sector
which would encourage the growth of business and accelerated development of
local, private-public enterprises which has unrealized potentiai for large-

scale, targeted job creation.

The coalition of ~business, labor, community groups and government
agencies can combine their resources and capabilities in new wayswa, The
resuiting enterprises will bring together underutilized resources and un-
employed people to address unmet needs. The report suggests that these
local private-public enterprises (LPPE) are finding ways to flll gaps in the
economy that neither the public sector nor the private sector has-the capacity
to fill alone. These needs Inciudé solar energy, waste recycling, Industry
revitaiization, energy consqrvatlon, house _rehabllliatlon, and Inner-city food
distribution. . °

It is envisloned that these local private-public enterprises can be suc-
cessfully targeted to specific groups of employed such as minoritles, youth,
ex-offenders, ex-addicts, displaced homemakers, and Vietnam vaterans.
Although the concept of these LPPE is noteworthy, there is a need'to deter-
mine the extent to which thése types of enterprises can replace those busi-
nesses In the private sector. Is there really a gap between services provided
by the public sector and services provided by the private sector which can
be meaningfully fuifiiled throygh the LPPE? it appears that once the LPPE is
initlated, these enterprises wiil still face similar problems to those In the
private sector. Interventlons to develop artificial business structures such as
the LPPE may not be a viable concept in the long tesm, and these Inltla?ves
may not be effective. : &% .

-

«The Full Employment and Balanced Growth Act of 1978 established fuil
employment as the officlal long-term godl of the natlon. The Department of
Labor is charged with the flnal responsibility for meeting these empioyment
goals, particularly with respect to decreasing the rate of unemployment. The
Full Employment Act reflects a changlqg\ perspective of the nature of the most
productiveAmeans of job creatlon. e locus of job creation has shifted:

whereas flve years ago government was percelved as the growth sector, the .

avidence now suggésts that small business development in the private sector
will account for' most of the new jobs in the future.

. Varlous short-term ?rograms‘ designed to train people for specific jobs
have been funded with government money. Programs like CETA, HITS, and
the New Jersey Department of Labor and Industry's "Customized Training and
Technical Servite Program® have been Initlated to prepare people for work In
the private sector. he types of training recelved In these programs tend to

*  be for entry-level occupations. Many of these government funded tralning
programs are for occupations generally associated with large businesses. |t
appears that we have a corporate mentality when we think of, job treation
through employment programs. However, the results of varlous employment
surveys Indi that many of. the participants in these training programs may
have difficulty IX finding employment in large businesses.

9 . .

It may be that vocatlonal” education must use a different approach to the

job creatlon process: The creatlon of jobs does not necessarily depend on

the quality of our 'vocational educatlon progrags. but depends primarily on

.

the ability of (a) existing businesses to expand ®nd (b) new businesses to be

initlated,
- (. -
. . Many new small business owners ‘start businesses which are similar to
businesses where they worked as employees. If this is true, vocational

~
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education has the responsibility not only to prepare people with the skllis
necessary for employment, but should also teach skills which will enable
employees to leave their employment situation and seek .self employment oppor-
— tunities. There Is no shortage of work; however, there is a shortage of.
T jobs. It may be time for policy-makers to consider the advantages of pre-
paring people for work, which will always be abundant, rather than for jobs,
which_will always be scarce. Vocational education has paid .little attention to
peoplé who create their own employment., These self employed entrepreneurs
., are absolytely essential to the future ¢conomic growth in the United Sates.

.

The Role of Technology

It Is through change that economic growth Is possible, and It is small
businesses that “precipitate change. Recently, a study conducted by the
M.1.T. Development Foundation compared job formation in 16 companies for
the time period 1969-1974. Six of the companies. were glant corporations
having sales in the billions of dollars. Flve were large companies with a
history of innovation, "and flve were smaller new companies which had de-

veloped new technologies. i . .

The results ofsthe study indicated the sales of the six glant companles
such as Bethlehem Steel and General Electric grew 11.4% a year  but their
employment roles increased at the. rate of only .6 of 1% a year. These giant
companies created 25,000 new jobs’;” ) -

The sales of the five large Innovatlv,e‘companles such as 3M and Xerox

' increased 13,28 a year, and their employment roles increased at the rate of
8.3%8 a year. These five companies created 106,00'0 new iot;s.

>

The sales of the five small high-technology companies such as Data
General and Computer Graphics increased 42.58 a year. Their employment
roles increased at the ‘rate of ‘413 a year. Even though their total sales were
less than t/13 of those in the largest group, these -flve companies created

, 35,000 new jobs in five years (10,000 more jobs than in the six glant corpora-
tions) . e oy
- rd -

Nationatly, the study estimated that-between 1969 and #9756, 88% of new
jobs ‘were provided by small businesses, 66% by firms employ!ng‘fewer ‘than 20
people. It was also estimated that 80% of these jobs were In businesses less
than five years oid. . .

The National Science Foundation Indicated that small firms proquced four
times as many new Ideas per research dollar as medium-sized firms and twen-
ty-four times as many new Ideas as large firms. However, the * formation of
smaller companies which often create new Ideas and create new employment
opportunities has decrgased in the last few years. In 1968, three hundred
high technology small companies were created, however, none were created in
1977; and, as.recently as 1979, the birth rate of such companies was prac- °
tically 08, Last year, the federal government {lberalized the tax treatment of
capital gains. This new tax legisliation has I% to some Improvement In the
business birth rate, but the problem stil} exists® [

. 4

.
‘

. ~

Summanry

Vocational. education must define new approaches to link education and
work. An econom( maintains its vitalfty through change, and it is entrepre-
neurs who are willing to make changes by taking risks and being Innovative.

o It Is’primarily the small businesses that initiate change, and it is the large
. businesses which tend to perfect and refine those changes. -
- - - -

Marxist critics of vocatlonal education have accused vocational eduéators
of conspiring with business and Industry to "condition® Lthe workforce, to
produce employees who would come to work .on time, do-what they're told, be
complacent and respect authority. Vocational educqtors were viewed as people

ho conditioned workers to conform. |t is time to look at ways that voca-

ucators can prepare mére entrepreneurial workers; the time has come

to focus national attention on education for entrepreneurship and to restudy

education and magpower programs In terms of this concept.’
s . ; .

-
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There is a need to develop strategies to create new emaoyn_\ent oppor- -
tunities. Pubtic poilcies should be reviewed to find out how government may T
be discouraging the Yormation of small businesses. The concept of manpower £
policies rmeeds to be enlarged to include and emphasize suitable incentfves for .
self employment. Business;needs to.be encouraged {0 redefine employment In .
more entrepreneurial terms, and there is” a2 need to modify educdtional pro-
gramsyto better prepare people for entrepreneurially defined wark. Although
entrepreneurial skills may be just the opposite of technical skills, vocational
educators may be In the best position to show the relevance of entrepre- .
neuriat skills to the development of technically skllled workers who want to be .
creatlve in their employment or become self employed in the fUture.
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“INCREASING PRODUCTIVITY IN THE SMALL BUSINESS SECTOR

&

David E. Baker

-

| find myself more and more involved with the vocational education
training community as we begln to implement the goals developed by.the
Illinols 2000 Foungation. Illinois 2000 was designed and developed by the
llinols State Chamber of Cominerce, with the assistance of a wide variety of
. people across the state, to establish some new economlc directlons for Illinols.
| would !lke to take that theme as the basis for my reactlons to Professor
Nlelson‘s remarks on the small bu;@ness sector relationship to vocatlonal educa-
tion.
& o \
| beileve that the most important thing that we ca’ do’ to support small
business development in lilinois and in other states Is to generate the kind of
business and government climate which enables entrepreneuf’s 10 make thelr
own Investment decisions, Ultimately, | think we can get a lot fisrther If we
let them do what they are most capable of doin Era,the(‘!han doing It for
them, R 'g -

- | have been part of and Involved with.the*general movement and new
phliosophy that business and job development should be focused on the small
business sector. Yet, | am’'concerned that the government and academic
sectors may not really be capable of aiding our small business friends. David
Birch, In the study quoted by Robert Relson, wrote & very telling paragraph

which says that the only way we-are ev
supporting the small business sector.
ment) efforts must reach are the most
Yhey tend to be independent. The

ifficult to work with.

going to get job development Is by
said, "The firms such (job develop~
They are small.
The -very spirit that_gives

them their witality and.job gener,

Ing power is the same spirit that makes

them unpromisin

partners for the development administrator.”

If any of you

have been involved In trying to work with small commerclal strip developments

or in trying to get small business people to participate In adult education

courses, you know that you have a very difficult role cut out *for you/in light
- of these facts.

Now, 1 would like to discuss four tiers of relatlonships between,the
entrepreneur dnd the educational system. Then, | will address some larger
areas where we may be able to forge a partnershlp with the small business

. sector in Illinois. *

The first tler focuses 6n teaching people who have some Interest in

hecomin

entrepreneurs.

| see this as a developing trend and one of the

primary.

. ‘bases for Professor Nelson's: remarks.

conviction that the interest must come first.

i. would llke lt)%
| think It is pro

underjine my
bly Impossible

» 1o create an entrgprgneurial attitude dn the part of someone. _Furthermore, If
you taught’ poténtial entrepreneurs everything they needed to know about
belng entrepreneurs, they would probably go to work .for large corporatlons.

- *
, "Right now, the atmosphere for developing a small business Is very

negative.

Capital is néarly impossible to locate for small business.

*have to borrow money at over 24 pertent Interest, if they can find it.

They
The

only alterntive exlsts with large-scale, government-sponsored guaranteed loan

programs, but they are aiways underfunded. The administrat!ve problems are

such that It is almost Impossible to deliver the money to the smail business
~ persqn. .

L. The second tier is that vocatlonal education and other kinds of education
can offer managemerit training to people who have already chosen to be entre-
preneurs and are in business. | think that this Is already occurring across
the éountry -and may be a more successful approach to the entrepreneur than

. trying to excite people in the first pface. However, the educationai system Is

. . faced with a probiem of finding time In the entrepreneur's busy schedule to
' enroll them In classes. Most of them work 10 or 12 hours a day, six days a
week, attempting to keep their businesses alive. The entrepreneur js not

- only the chief exetutlve bfficer but also the accountant and the personnel
director. | speak from personal experience. - In .lllinois 2000, we tried to
involve small business people in our program, and they were always too busy.

JERIC/ .. ' :
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The third tier consists of training workers for smail business concerns,
This is probably an area of much more fruitful expioration. The current
potentiai of linking CETA and Titie viI programs with the private sector,”
through the Private industry Councils (PIC), is quite high, if the communi-
ties are very inventive in serving ‘their smail businesses. Above ail, the
communities must handie the paper work. If they can deliver high quality,
well trained, and responsible workers to the door of private smail business, i

" think the communities will provide a genuine economic incentlve and assistance

A

to this sector -- particularly If job training is tinked fo the targeted jobs tax
credit program. However, | assure you that if small business. senses the
mounds of paper work required to comply with CETA, they wiil avoid any
participation.

. °

It Is my opinion that the success or fallure of the PIC program is based,
In great part, on the capacity of the government to solve that paper work
roblem. Let me just underline two fundamental but different goals surround-
ng this issue. CETA is involved in 2 very important sociali goal of providing
wark for the structurally unempioyed. Private businesses are involved in the
very important economlc goal of meking a profit. Sometimes those two do not

go together. i .

The fourth tier, which I think Is another area of great potential that
Professor Nelson mentioned, is training the government small business admini-
strator, bank manager, aRd consultant, One thing that wawhave identified)in
Chicago, In terms of the need for revitalizing our commercial strips and small
industry, is the training of ioan packagers., TRUST, Inc., a private, non-
profit organization congerned with job development, has recommended two key
strategies for the ty of Chicago: one Is to train and fund community
economic development experts who can work with groups of one or, two hun-.
dred small businesses to handle’ their primary management problems; and the
second, to train loan packagers who can work with local banks and small
businesses to obtain the SBA loans, etc., that the small buslnews are in-"
capable of negotiating aione, .

4 4 v
Let me conciude by “Elscusslng the potential for joint action i see for the
future. What can we do to make it possible for business to work productively

_here in illinois? We can address the large-scale business climate, government

regulation, and paper work problems that beset small business.« We cah build

in a sensitivity, when we pass law?, to the’ fact that the ali - business

administrator does not have a staff of 30 lawyers tq fill out all the forms that
are forced upon him or her by state and federal government.,

when we passed what we thought was an economic incentive pr a tax break o
a new plant and equipment here in Ilinois In 1978, rather than making an
across-the-board write-bff on the sales tax, we required the firm to fil
form each time it wanted to obtain the exemption. .

We now have a forms commlission estabiished_in illinois which is trying to
sort through the paper work. We also have a‘group called the Joint Com~
mittee on Administrative Rules which is reviewing all the regulations and
examining the economic Impasse. This legislative body has a potential for
reducing unneeded regulations, ,

4 04

We have other groups in place called Smai! Business Resource Councils
which work through focal chambers of commerce to try to provide management
assistance, That may be a link for vocational education schools. They could
work with Smail Business Resource Councils to identify small business partici-
pants interested in your programs. .

Finally, | have a proposal to leave with you which is just beginning to
be developed which links productivity, smali business, and educa .o tiss

- to develop, on a "payZas-you-go{ basis, a consprtium of the major univer-
‘sities in lllinois to provide a smdll business productivity extenspn ‘service

across the State. | say "pay-as-yo -go" because ! 4hink that business people
wou rather be involved In an Operation where they pay for the service
rather than see another large bureaucracy created. We might= have to start it
on a small basis, aimed at the small communities of Hinois, 10,000 and less.

I think it has great potential because ;;m universities have a tréemendous

concentratlon of high quality people in the

- S5
R Vo

ndustrial engineering area as well
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Women %nd Productivity

“—Madge Attwood

>

v

it is well known that women are productive. They have suppiled most of
our nation's nurses, teachers, clerical workers and domestic workers. They
have raised the children, washed the diapers, fed the famliies, given emo-
tional support and often subordinated thelr own ambitions to ephance the
productivity of others. But In those areas that require the fuil u3e of their
intetlectual and vocational .abitities, women _are mOU as productive as men.
omen do not athieve or contribute as much’ as men in science, humanities or
the arts (Rossi &' Calderwood, 1973) even though they have been found to be
equally_as-intélfigent as men (Maccoby & Jacklin, 1974).

e 9

Women's Participation in the Labor Force
£ -

Women are under-represented In tenure track positions on university
faculties (Chronicle of Higher Education, 1979). They hold few top manage- .
ment positions in business (Kanter, 1977a) and In vocational education they
are rarely found in the most prestigious positions. While more women have
moved Into higher leve! positions within state and federal bureaucracies since
the passage of the 1976 Vocational Educatigh Amendments and Title 1X of the
Educatiop Amendments, most of the highest positions are still held by men.
For example, in 1979, only one of the 50 state directors of vocational educa-
tion was female, e .

. ' -

Women are over-represented ik occu ations that are low paymé, do not
require Independent decislon making, and Have little autonomy. As recently
as 1973, &0 percent of all empjgyed women were found In 10 occupations (Fox
L., Fennema, E, § Sherman, J., 1977).. In 1975, only S percent of working
women were managers and administrators while 35 percent were in low status
positions: that provided littie opportunity fer~growth. In business organiza-
tions, even low status manageme positions such as office manager for a
secretarial staff are more llkely to be held by men than> by women (Kanter,
1977a). Women comprised two fifths, of the professional and technical workers
in 1975 but they wera .most llkely to be professional teachers and health
workers (U.S. Department of :Labor, 1976b). Even among health workers,
women tend to be crowded into low paying positlons that are subordinate to
primary care practitioners such as physiclang gndydentlsts. P
On the more positive side,pthere .‘—%) evidence thatisome thange is occur-
ring. Beller (19783) found that enforfement of sex- discrimination chatges
under Title Vil of the Clvil Rights Act of.1964 increased-‘the relative demands
for women .and decleased ‘the differsktial between fid female earnings
between 1967 and 1978. Investigations and settiements narrowed the 'male/fe-
male earnings. differential In the privafe seclor by about 14 -percentage points
and by about deven percent in the Qg'onomy as a whole. However, the earn-
ings differential between fully employed men and women with equal &ducation
remalns substantlal, In 1974, the fincome of full time employed men with five

~rbr more years of education exceeded full time employ,s women's by over 58

a
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percent. (U.5. Department ofgmrf 1976a). .
More women are also moving Intd the better paylng skilled trades such as
electrician, painteg and alrcraft mechanic. Between 1960 and 1970, only two
to three percent of women were employed In skliled trades; by 1974, this had
increased to five percent. (Farmer, 1978). ‘
N .
The irony of women's occupational segregation Is that women make up
more than 82 percent of .the labor force and are entering the labor market at
such a rate the Bureau of’Labor Statistics projects that by‘ 1990 almost half
(86%) of the total civillan labor force wii ge female and’ that more than 60
percent of all women will be working outside the home (U.S. Department of
Labor, 1979). In the twelve years between 1965 and 1977, the labor force
participation rate of women between ages 25 and 34 advanceds2! percentage

»

o

»

points. What makes this increase so remarkable is the fact that 64 percent of .~

the women were married and many had children at home, factors which tradi-
tionally have been thought, to keép~ women out of the labor market (U.S. .
Department of Labor;-1978a). - p
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. -The critical questlon facing the natlon is how these women will be uti-
lized.” Wl we continue to make use of less than half our brain power or will
we find a solutlon to a puzzle that keeps most working women [n jobs that are
* well_below thelr capabliities? . ’ . - .

. - Barrlers and Gateways to Productivity
~ . ' .

Numerous theorles and studles have attempted to explain the occupatlonal.
segregation of working women and the consequent under-development and
under-utilization of .their talents. Understanding the forces that act as
barrlers'may sugqest ways?aﬁ'de the productivity of women.

>
Inhibition of Career and Aclevement Motivation . .
7 > . .

One explanation has suggested that women are inhlbited In their achleve-
ment and career motlvation by a varlety of factors. Farmer (197 ) summa-
rized a group ¢f studles that indicate women's career and achlevement motiva-
tlon Is mestralned by factors such as home/career conflicts, sex role orlenta-
tlon, low risk taking behavior, low academic self esteem, vicarlous achleve-
ment motive and fear ,of success.

- .

Many giris grow up with the notion that high achlevement Is Incompatible
with successful’ relationships with thé opposite, sex and develop a "motive to
avold success” In order to avold alienating, significant men In thelr llves.
Most of the fear of- success research has been done with white college women
and shows that thesfear ch¥nges when-competitive factors are changed. It is
less when women have the support of slgnlﬂcan} ten In thelr llves, when 7
they “compete against themseives rather than against others, (Horner,-.1972)
and when they are marrled with children (Tomlinson-Keasey, 1978), Interest-.
lré?ly, fear of success also appears to be a raclal phenomenon. When black .
college women were compared with white college women they were found to '-
have significantly lower fear of success responses (Weston, 1969).‘a

3

s

Some women find their need for achlevement satisfled vicarlously  through
the successes of Important men In their llves rather than through thelr own
successes. Lipman-Blumen and Leavitt (1976) found that from 3 sample of
married college females.none of those measuring high on vicarlous achlqvemeént ,

< motlvation were pursuing Ph.D.'s. :

. In order to counteract the effects of sex role soclalization, soclsl and
Bsychologlcal factors.. consclousness ralsing groups, assértiveness training

* semindrs, and leadership tralning classes hive also been developed. While
these efforts have been helpful - they are by no_means snough. , Improved
counseling -and guldance, both personal andwcareer counseling are essentlal,

. .

Mathematics as & Critical Fliter . .
B v . [ . 3
"Closely. related' to soclo-psychol | factors that Inhlbit women's asplra-

tlons has been the discovery that matHematlcs acts as a critical filter to Ilimit
the' range of occupatlonal choices available to women. (Sells, 1976). "Mathe-
matlcs competence is essentlal for several traditlonal male careers su as
engineering, computer sclence, physics, navigation,” medicine “and tistry .
cand Is useful In certain noptraditional technical careers as well. Yet\many ,
Irls do not take enough optlonal programs In these flelds. Noj onjy ‘does
allure to take enough mathematics automatically bar women from entering
traditionally male occupatlons such as engineering, It may also partiaily ex-
plaln why women are rarely found in the top management positions In’ Indus-/
try.” Many major industries Involve technologles $hat Initlally require an .
engineering background, and thus a strong mathematics batkground as well.

Fox (1977) hypothesized that the sex typing of mathematics as masculine
resuits In -differentlal expectations -and “soclallzation practices for boys and
glrls with respect to mathematics achlevement. Existing -research supported
her hypothesis. She found that sex differences In the percelved usefiilness
of mathematics for adult life have been reported as early as the seventh
grade and that a giri's declslon about whether or not t5 take math'ls -strongly
Influenced by the advice of significant others such as counselors and parents.

There Is considerable evidence that women who wish to appear feminine are .

more conifortable In situatichs labeled- feminine ,or at least neutral: thus the ‘
’ e
. . .o

R




™

’

ERI

Aruitoxt provided by Eic: . . .

‘.

)

- .

. N . N,
labeling, of math courses as male may have a nedative impact on a young
woman's willingness to choose those courses and on her performance in those
" classes as well. .

It is clear that counsdling glris as eariy as I Junlor high school into

« mathematics is extremely important if they are to have a full range of occupa-
tlonal cholces avallable to them. It is also important- that basic courses in
mathematics at the undergraduate leveh in colleges and giniversities be pro-
vided to glve a second chance to those students: who were not wel! counseled.
This has ndbw begun to happen. at some major unlversities.

Economic Theories

4 -
R Economists have taken a different approach in considering octupational
segregation. Two of the economic explanations that have been described are
the human capital theory and the sex discrimination theory (Beller, 1979).
According to the human capital theory, women choose.to enter eccupations for
which earnings losses are smallest from anticipated periodic absences from the
labor focce over the life cycle. They enter In disproportionate numbers those
occupations in_which skills Jare least ‘likely to deteriorate from career inter-
ruption. As a resuit they“minimize their economlc losses .(Polachek, 1979).
The discrimination explanation, on the other hand’ maintains that women face

-

discriminatory barriers to entry into certain occupations. The barriers cause

them to be crowded’intb a small number of occupatlonal groupings: Increased
“worker supply then resulls in reduced earnings. Beller (1979) found that
‘saforcement ofsequal employment opportunity laws had reduced occupational
regation. She conclided from these data that discrimination was in fact a
se of segregatlon, but noted that if women enter occupations by choice

there may not be a fundamerital soclal problem. On the other hand, if
Xdernal forces form discriminatory barrlers, then this becomes a. national
_t}t\at can be addressed through labor market policies.

Organizationai Structure .

-

Explanations: of what has been hqlding women back In the work force
generally focus on soclalization, choice (reflecting’_sociallzation) and discriml-
nation--factors related to men and women as individuals. Kanter (1977a)
however, has postulated that continuing inequality i§ due to the structure of
organizations. When job openings !n corporation$\become available, predictions
of Job performance are made on the basis of stereotyped and, current nptions

of who flt§ where in the system.. Women tend to be placed in positions that ,

are low in power and opportunity and to be rewarded for routine service."

“Differences In opportunity, power, and the numbers of people in approxi-
mately the same sltuation rather than sex differgnces can explaln a large
number of indlvidual responses iri organizations. Thus a secretary may vicar-
tously galn status and a $§@nse of achievement~ throagh. working for a high
status boss. But gaining rewards vicariously may not necessarlly be her
psychological preference; it¥may be the only avenue avallable at work to
s'atlsfy those needs. b

1]
The numbers .of women who do attaln o portunity and power are® few.
Whether hired because of thelr taients or tdemeet affirmative action guide-
ilnes, they often experience the problems of the -token mlnorl%, They find
themselves isolated, lonely, and experlenging undue stress. here are few
women like themselves who can form' a network of support such.as men typlcal-
ly have whorare In high level positions. Thus the "token" woman's reactions
« may be the result of being a numerical minority rather than because of psy-

* chological or soclalized differences.-

. People: try harder to achieve when they. viéw themselves as competent °

and in charge (Weiner, 1974). |If®women are to contribute to organizations
according to thelr capabilities, attention needs to be given to énhancing their
opportunities for growth and promotion and for enabling them to gain power.

Kanter (1977a) recommended several strategies for ogening opporturiities
for clerlcal staff; for example, creatlné bridges between .job ladders, by Identi~
fylng competencies needed rather than by glving titles for the functlon.*
Performance appraisal systems that- would provide good, feedback and encdur-

agement for learning could be established; frequent work planglng andﬁg.evlew

s - *
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meetings In which workers discuss \g th managers of peers their strengths,
improvements and areas for growth could be held; job posting could occur in
wHich openings are publicly announced; redesigning of jobs might be done,
. perhaps enabling ‘a sectetary to become an apprentice to the boss and thus
learn skills to move aheadson the management ladder. ‘
. oo . .

An approach that would be heipful to women at all levels is_the use of
flextine. Women are able to more readily meet family responsibilities under
this system singe employees control the exact hours they work out of a week
or a month rather than having a fixed schedule. e .

Empowering strategles that organizatlons might use Include opening
communication, chdnneis and makirg system knowledge such as budgets, salar- .
les and minutes of meetings more routinely available; encouraging superiors |
to spopsor subordinates for better jobs and rewarding them for doing so; and |
educating managers about traditional male behaviors such as protectiveness |
toward women so that womer are given challenges and full opportunity to |
handle crises on their own. ' \ |

Kanter also hypothesized that inequality in numbers o"people like one-
self influences organizational performance. In job categories where. men
vastly outnumber women, women opgrate at a disadvantage. .The subtle
behaviors fhat have been called "sex discrimlnation" come into play. In* situ~
.atfons of unequal numbers/ Kanter suggests "batch" hiring rather . than one
by one hiring of women 4h ‘male departments or jobs’ clustering of women in
large enough numbers/so that they are no longer considared tokens or de- \
veloplng a flexible organizational structure so that women will belong to more

. than one group and have contact with other women at their ievels.

N -~
Enhancing the Productivity of Special Groups

Married Working Women and Working Mothers . ’

)

.
.

- Working women who are married an;l working women with children face
special challenges if they- are to make their bast contribution in the work-
place. Lo ' : '

, . Married women traditlonaily have had an expected set.of famlly respon-
’ - sibilities. ~ Women 4n’dual career families where the husband Is present and
= partkularly where there are chitdrén; are llkely to experience role Strain .
from tryirfg to-Cafry 3tleast three roles: domestic worker, mother and career .
R woman. A disproportionate share of household duties is typically assumed
- ' by the wife except for couples with similar employment histories. -But even
- . among ‘couples with similar enlployment- historleg, women tend to take on more
+of the child care responsibilities. {Weingarten, 1978). Well meaning husbands, -
often.try to Hghten the wife's.load by "helping out.”. But domestic chorés In
the dual career house_hbld need.to be seen as common tasks essential for- the
. ~7 smogth functioning.of "the home 351,d they ‘need to be shaer with each partner -
Y+ assuming equal responsibllity. . . .

. The separation of occupatlonal and family life is peculiar_to industrialized

socletles. It contributes to stress and_may ifterfere with optimal- functioning

1 of the worker on the job. , Accogding to organizational mythology, occupa-

tional life Is organlzed around” Impersonal standards ‘of competence, whereas

".famlly norms are “supposed to rest on custom, participation and “emotional

M standards. When men comprised most of the labor force, this myth could be:

perpetuated, because men were not seen as carrying family membership when,

they -went, off to work. But working women are always seen as carrylng a

famlly (Kanter, 1977b). With«entry Into the work force of incredsing Aumbers .

of -married mothers and with pressure’ for womeh to move into more respon-

‘ « sible positions, the integration 9f work and family !l .be essential If women
A are to contribute as fully to society as they are capa le, -

Family jife affects a person's working life. If a family is Aot functloning
well, productivity will almost certainly bs reduced. ‘The fecent mavie "Kram- -
. er ys. Kramer" ppignantly told the sfudy of a man who discovered himself in .
- the traditional women's role when his wife left him. He had a apartment to
maintaln and a smail child-to care for.~ The insensitivity of the corporation
for which he worked was brilliantly illustrated when he was fired after making
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the choice of taklng care of his sick thild rather than giving full attention to
the corporation's prigrities. This Is the kind of choice facing thousands, of
working mothers everyday. It will become increasingly Important fgr organi-
zations” to be sensitive to the family needs of Its members if theif wofkers are
to be optlmally groductive. . . . ‘

When organltatlons acknowledge the family needs of their employees,
productivity can be enhanced in a variety of ways. For example, modifying
the typicaily rlg!cf reporting, and_leaving time for organizations may signifi-
cantly Influence worker productivity. black female empioyee of a“Boston
bank was thought to be irresponsibie because she was habitually late. When
the company changed to "ﬂextlme", she chose a schedule that enabled her to
arrive at 9:00 a.m. Instead of 8:004.m. and was never late after that. She
had been ifte because she had to drop off her child at a sitter's house at 8~
o'clock and as a consequence had no choice under the old system but to be
late. Flextime, in widespread use throughout Europe, is being introduced
into some U.S. companies. The idea behind it is that within specified limits
empioyees choose*their own hours to make a better fit with family responsibill-
ties. For, example, in a Swiss company, 35 percent of the workers use flexible
hours for spending more time with, their famlllas and for doing domestic
chores. Generally, the total number of ‘working hours each week is divided
between core hours, when ali employees must be on the job, and , fiexible
starting,and ﬂnlshlng hours that are at the discretion of, the employee. The .
total hours are generally balanced. out over a one month perlod rather than on
a daily or weekly schedule. {Kanter, 1977b)

Making creative provisions for part-time work that is challenging and -
provides proportionate fringe benefits could also enable a healthier Integration
of work and family responsibliiities. There.are large numbers of part-time
womeh workers and most of them are married. The problems with part-time
work are that it is often unskjiled labor, and it is frequently repetitive, dull
and routine. It¢offers lower 'wages in proportion to full-time workers and
generaily provides no fringe benefits. Even with this state of affairs there is
not endbugh part-time work to meet the demand. Approaches are needed that.
witl extend part-tipe work and incorporate it into re?ular jobs. ‘Darling
(1975) proposed that two people might share one full-time job each having
equal responsibility. They would cover Mor eath other and bring complement-
ary, skills to theé job. Another possibliity would be for two people to divide a
job’ between them, each "assuming responsibility for half the work. This
arrangement coltld function well in positions that are made up of individual
Assignments or cases such as In social work. Still a third approach is called
"gplit level." In the split level arrangement a fuli-time job is analyzed accor-
ding to its functionali components. Skills involving lesser degrees of training
or ability are reassigned as with a physician and -a physician's assistant.
The "split location" job is one in which the employee does work both at home
and in the office. The scheduie is arranged in advance so the employee can
be reached and appojntments ‘and conferences can be scheduled.

, -

Under the plans described above, the worker would receive a propor-
tionate share of fringe benefits, credit for work experience and salary in-
craases, ° .

"

P\_f!omen in Poverty . . .-

Issues of productivity are quite different for women in paverty, many of
whom are also minorities. The incidence of poverty ‘is almost four times
greater for minority familles than‘ for white famiiies, and minority families
headed by women are almost twice as likeily to Have Incomes below the poverty
level as simitar white famllles‘(U.S. Department of Labor, 1977a).

. Familles in’ poverty increasingly are being headed by women. In 1967,
30 percent of ajl poor children lived in female headed households. By 1977
the figure was '$5 percent. In that same year, 48 percent of ail poor familles
were headed by]women (U.S, Department of Labor, 1978b). The problem of
women in poverly Is basi®, They need to earn money. One of the ways to
address the morley problem is to helg ‘more of them get into the nontraditional
skilled trades that offer better incomes than the traditional women's vocations.
The- logical way to accomplish this is through apprentlceshlp_’trainlng pro-
grams. Apprenticeships are the major channel for persons with limited Tormal
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,éducauon and financial resources to improve thelr income and status. Appren-

ticeships are beginning to open up Yo women (Hedges & Bemis, 1974), but
there are not enough to provide equal opportunity. :

Women Iin povérty who do not have access to apprenticeships face formid-
able barriers in becoming economically self sufficient. Lack of information is
a mgjor barrier to thelr upward mobHity. Often they .do not know what
oppdrtunities exist.* Training programs intended to make them self-sufficient
are often Inadequate. WIN and C?TA programs have been criticized for being
too égort to learn good skills and %9 often unrelated to the job market,: Jobs
turn out to be short term or not available in the community and training
tends to be for low paying, dead end jobs in- clerical and service fields s

-

Poor women ‘face nearly Insurmountable problems with reliable transpor-
tation and child care arrangements (U.S. Department of Labor, 1978b).
Unable to afford to leave their children in costly child care centers, mothers
leave them with neighbors,- relatives or by themsetves. In 1975, 16 million
children aged three to 13 had working mothers. Twenty thousand of these
childret between the ages of three and six cared for themselves; more than
a million and a half from seven to 13 years old had no adult supervision
(U.S. Department of Labor, 1977b). All working mothers need to have quatity
chlid care available. For women in poverty the need is critical. Child and
infant care needs to be provided on a seven day a week, twenty-four hour a
day basis, with subsidies to women who work for low wages and cannot afford
to pay.

s

Lack of transportation is another factor that reduces employment options
and interferes with women's productivity especially among women in poverty
who live in rural areas. If transportation to and from job and training sites
in rural areas were provided, perggps by state and local govérnments, their
productivity might well be given a boost.

) \, Conclusion ‘

It is likely that the unprec}edented entry of women into the, work ‘t"orce
will continue for some time. Ifjthe nation is to benefit from the full de-
wvelopment of women's talents, a multifaceted ‘approach must be taken. Atten-
tion must be given to addressing the unique needs that women bring.

Career counseling and guidance and career education are urgently need-
ed to halp young women identify non traditional opportunities, to help them
prepare appropriately for work that Is consistent with their abilities and to

- encourage them to take the risk of entering non traditional occupations.

Organizations need to examine thelr structures to identify ways to
change dead end clerical jobs Into positions with opportunity for advancement,
to enable women to gain power and to balance the numberg of women in pre-

, dominantly male positons. Identifying ways to Integrate fdmily life and work
life will become a particularly important issue as more mothers and wives
enter the work force, since' women stili carry the major responsibllity for
domestic duties. Domestic chores need to be viewed differently If women in
dual career families are to be spared role strain. Role straln can lead’ to a -
poorly functioning family and family stress will in turn reduce productlvity,

“to say nothing of the human suffering it produces. -

Adequate fow cost child care facilities are urgently needed, and for 7
women In poverty, access to apprenticeships and to good quallty training Is
essential,  Appropriate tralning for poor women needs to focus on helping
them Into decently paying jobs. s
2 z -

Women are contributing to soclety in many critically Important ways.
The challenge today and in the decades ahead is how to create the conditions
under which they can develop the full potential for thelr own fulfiliment and
for the betterment of society. .
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. REACTION .
" TO.
¢ _ WOMEN AND PRODUCTIVITY
’ 5 Andrea H. Beller

- - 2 - >

3Flrst, | would like to say how ifiteresting’Proféssor Attwood's paper Is °
and how effectlvely it draws together materials from a_variety of disclpilnes.
Professor Attwood Is to be congratulated for a thorough and competent culling
of materlals from various sources. | agree with most of what she has said,
especlally on the importarice of making the workforce responsive to the needs
of women and families, and since the paper is well~documented, | will comment
only briefly on two points. | wlll then use the remainder of my time to push
one aspect of her paper further Into the economic realm, and to add a dimen-
sion to ‘this discusslon that has been ignored, but .needs to be examined. !

The Paper . ¢ e

In my own research on the determinants of occupational segregation, |
have studied the effects of education on women's entry into non-traditional
occupations, | have examined these effects separately for each schooling
segment by dlviding them Into elementary, high school, college, and graduate o
education. The resuits, which are fairly significant statistically, show that
-with each additional year of high, school the llkelihood of women entering

. non-traditional occupations decreases by about 2.2 percent; by contrast, the ..
probabllity does not decline over other schooling segments, and Increases °
over graduate school. As women go through high school they are pfobably
declding to become secretaries and Sales workers, But not considering enter-
ing the crafts occupations, which pay considerably more. .Thlis suggrssgs that _
there is a failure in our high schoois to develop some of women's sklilfs and to
glve them appropriate guidance, It h

N D

High school iIs alsoh: critical level for the development of mathematics
and shop sklils. Trigonometry and algebra are necessary for just about all
technical, business, or academic careers. Further, the development of shop,
skills is critical for women who wish to become scientists, .as well as for
snteringfthe technical occupations. When ! particlpated in a conference of 60
women sclentists, Sponsored by the American Assoclation for the Advancement
of Sclence in Washington, DJC. two years ago, | _.discovered that many of
these women had overcome Innumerable obstacles to become physicists and
themists, as well as soclal sclentists. One theme that kept recurring was how
essentlal shop skllis were, and how these women had elther to fight to get
into shop classes or been denled entry into them. | am afrald that this has
not changed sufficlently In the directlon that it should. Since my father was

a shop teacher, | had no difficulty winning the award for the best project In
my sclence techniques, laboratory In high school: this personal evidence Indl~ »
cates that there is no reason why_women cannot do well In shop classes as
long as they are encouraded to do so.

e * . .

| wouid also like to emphasize the importance of providing flexibie work
opportunities so that women who might not want to participate fully In the
labor force during the chlidbearing and rearing years would be able at least
to maintaln skills and work imotlvation during this perfod. in some occupa-
tions, once skllls are lost "by dropping .out of the labor force, It is almost
impossible to regain them. Instead, many women, wRen they re-enter the
labor market after the childbearing and rearing years, have to start all over
again In @ new career. This results’in a lot of wasted jobs tralning from the
years before they had children. |f more opportunities were provided for
women to continue In their chosen occupations, In less than full-time ways,
‘this loss of skills could be avoided., . .

Economie Aspects ’ . .

~

As an economist, my first thought in response to this paper IS -"This is
all fine and good, but wlo wlll pay the costs of modifylng the work schedules
and benefit systems to enhance woinen's -6pportunities to be productive in the
labor market?" Presumably, these innovations In the workplace wil cost firms
more than the current system, or'they would have thought of them on their

@9“ and have MFplemented them long before now. Because they have not
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new system as more costly, that is, as reducing their firin's productivity per

done so, nor are hurrying to do so no;l, empioyers mﬂq?,/at feast view this
dollar of input. - .

It Is only a first step to make such proposals. The costs of impiement-
Ing ‘them need to be evaluated and then a declsions; made about who will pay
these costs. So far, there has been little research into whether these pro-
grams actually reduce or iIncrease productivity. Firms beiieve- that they
reduce productivity, but arguments can be made that they Increase it. Some
studles are beind carried out to assess the impacts of these innnovations;
e.?., the study In pro%ress of job-sharing in the Wisconsin State government
being carried out by the industrial Relations Research Institute *at the Unl-
versity of Wisconsin. More than just the effecty on productivity need to be
evaluated, however. For example, how the program actually works, how the
‘shares cooperate or don't, how the empioyment”benefits are allocated, what .
the attitudes of the workers toward their shared jobs are, etc. For_all of
these factors and others wili suggest how such a scheme might work in the
long-ryn, or might be made more workable. .

If these changes are found to Increase the flrm's costs of production,
while enhancing the productivity of women in the paid workforce, then the
social benefits to impiementing such .changes or modifications, must be ex-
amined, The society must reach a consensus on whether or not making the .
workplace more responsive to the needs of ralsing families, in a society that
both values a strong famliy and needs famiiies to reproduce future genera-
tions of the workforce, is important enough. ‘.

! ..

~ How can we determine the valuejour soclety placeszf on ralsing a family,
or more generally, on women's (and men's) work In the home? | wish to
point-out here that we are neglecting an important aspect of women's.produc-
tivity, only hinted at in the flrst ‘paragraph of Professor Attwood's paper.
From what I'm told, raising chiidren is wirk, society values it, "and families
obviousiy do or wives would be in the dabor, force ingaven greater numbers

than they are now. What keeps them out of the work ¢ Is the opportunity
cost of thelr time--the value of the output they produce in the home, e.g.,
developing the human capltal of children {intelligence, 1.Q., heaith, person- T
ality), manafing famliy finances, etc, Estimating the value” of woman's-non~
market time, or the shadow price of her time, has been doneﬁnly indlrectiy.
If she is in the jabor market, then obviously ‘her wage rite exceeds the
shadow price of her time. if she is not, then her home viage is thought to
exceed her market wage, but we do not know by how much. Wa would only
know by how much If we knew what wage rate it wouid take for her to enter =
the labor market. Obviously, opportunity cost or home wage Is highest when
young chiidren are In the home and the mother's contributfon to home produc- -
tion is potentiaily at its greatest. ’

.

C,urréﬁtl){, studies are -being conducted by economists to estimate the
value of women's non-market time. For example, Professors Jane “Leuthold
and Marlanne Ferber, both of the Economics Department at the University of
lilinols at Urbana-Champalgn have recently’.written papers on the subject for ..
the Midwest Economics meetings. Each took a different app,ro:?jo forpulat-
ing these estimates. | wish to emphasize the “Importance of -slich studjés in
more aglequately evaiuating women's contribution to society, - .

All of this argues that iimiting "the concept .of productivity to activities
carried out exclusively in the workforce Is in itself slighting women; for much !
of thelr contribution to our economy directly a'ffet.jts productivity in the home
but_ynly Indirectly affects productivity In the workfprce. Excluding the
prodlctivity of non-market timé from consideration cad lead one to ask in-
correct questions and to ignore other important ones.

* The underlying assumption of Professor Attwood's paper has been that
somebody owes women something. Who is it, and how can we get th to
accept that responsibility? . _ n A Y
4 N .
©l would suggest that through the valuation of women's non-market time,

-estimates could be Imputed for the vaiue to women and ta society of such

schemes as flextime, shared work, and part-time work, more day care and_
greater deductions for child care expenses of working couples. Then, we
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“need to ‘decide whether we wil} give subsidles or tax”incentives o employers
to adopt such strategles, whether women themselves or families should bear
the cogtd, or “whether they should share thém with employers, as individuais
+  currently do for specific on-the-job trainifig. Perhaps, we might give sub*
‘sidiés or tax incentives to covér the short-rum- transitional costs with the

. expectation that over the long-run the need for éqch subsidies would be
eliminated. ' . *
‘ This Is clearly the direction in which research and analysis will have to
¢

« go in the future If there is to be any hope of bringing these Important’inno-
vatlons to the structure of the workplace, so that women's opportunities to
make productive contributions to the workforce can be enlarged.

.
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. Employment and Training-Programs for the
* 4

o Dlsadvanta’ﬁo_d:' History, Current Status,- -
-~ and Future Prospects

| . . Marilyn L.-Flynp " .

! . . N o<

| The history of pubiic’ programs._to promote work among ‘the poor and ~
unemployed is remarkably long. The first act of Western seCUlar government
desigped to affect the mobliity of labor was passed in Engiand In 1349, as a
response’ to labor supply shortages created by the Black Plague. British
° precedent, characterized by persistent categorical distinctions between treat-
ment of "worthy" and "unworthy" poor, formed the basis for American re-
sponse to problems in unempioyment and destitution.- It Is-instructive Yo
review briefly the nearly 400 years' struggle of English and American -govern-
ments ,in addressing the problems of income maintenance, social control, and
iabor supply among the poor. The pattern is one of increasing differentiation
between the jobiess poor and working poor; those temporarily unemployed and
persons unable to find work for more deep—seatediérotracted reasons; and

<.

traditional and non-traditional faglilies.

‘English Precedents for American Policy T, U]

Following passage of the Statute of Laborers, In 1349, English Parliaments
enacted subsequent statutes over the next 150 years in a valn attempt to
- prevent laborers from leaving their village birthpiaces. Then, as the mobility |
of labor and a wage economy became established aspects of English life,
repressive statutes were approved to punish vagrancy. .

Measures. to enhance empioyability through job retraining appeared in the -
second half of the 16th century, together with the first mandatory provislons
for a local "poor's tax." These laws were recodified in 1601 under Queen
Elizabeth, and with relatively few additions formed the basls for public man-
power policy in England until the 20th century.'! The Eilzabethan Poor Laws
were copled almost word for word by early settlers In the Massachusetts Bay:

. Colony and exercised a pervasive effect on United States publlc’qsslstance
’ provisions as administered on the township level. a/ .

! *  The Elizabethan Poor Law of 1601 recognized two categorles of fhdlgency:
the "worthy® and "settled" poor who were aged, blind, or disabled: and the
"able-bodied" or "sturdy beggars" who lacked work.2 Children over~age S
were to be apprenticed or bound out to local craftsmen. Almshouses were
established as places of care for the "worthy" poor, while workhouses could
be * constructed « separately for the able-bodied. In-kind benefits such as
food, wood, or clothing might also be glven to paupers llving In their:own
. homes. A new local official, the Overseer of the [Poori=was empowered to
levy a tax sufficlent to finance these benefits and to maintain a weekly roll of
paupers in'need. (In the United States, this official became known as the
v Township Supervisor by the 20th century.} Those capable of work: were to
be placed on village projects such as weaving hemp or flax, Villages were
expected' to supply a store of raw materials, for Use on thesg projects.

In the mid-18th century, a spate of work projects for the poor sprang
up in Engiand. Some weremlghly ambitious, optimistic efforts to rehabllitate
the long-term unemployed. While humane and enthusiastic In orlentation, the
projects were unsuccessful for reasons that have a famillar ring. It had been

. anticlpdted that the products of workers who had learned a 'skill would bring
in sufficent profit to cover emeses of those just learning. In fact, skilled

workers left the projects as soon as possible. This meant,that the .infirm,
~—__-the very young, and the least able were left behind as the nucleus of the
work groups Furthermore, the products made by the gro]ect workers had no

relation to goods currently in demand on local markets.” By the beginning of

the 18th century, war with France, Industriallzatlon, and inflation %\ad

. brought an end to these efforts. A much sterner philosophy asserted itself,

as embodied in the English Poor Law Reform Act of 1832.° Al persons seeking

pubHc relief were required to enter the workhouse. Any pauper recelving

publlc subsidles outside the workhouse was not to receive benefits at any rate

greater than the lowest going wage rate for working men In the locaiity.

. « The categorical <a rather ‘tharfmlversal -~ approach to poor rellef, use
. of the -workhouse fqr the indligent, preference for *"settied" rather than tran-
. sient poor ¥n disbursements of relief, and linking of benefit levels to the
ngest wages for productive workers“vare all principles transferred directly

o - .
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from England to the United States. However, while immigrants from England
brought with them the Elizabethan Poor Law, no model projects to promote
self-gufficlency ware adopted.” The American approach to problems of labor
supply or productivity among the poor remalned gengrally more conservative
and punltive, - .

The American Experience before 1935 - .

.

Outside the great almshouses of the East Coast In the Unlted States
{which evolved Into distinguished teaching hospitals), workhouses and alms-
housgs merged in the 19th century into one Institution In most communities,
The aged, infirm, aicoholic,. and orphanned were lodged with farmers who

-could not pay their bills, transMnts,; and luckless widows. * The law was

vague on the difference between vagrancy. and unemployment, and vagrancy
was punishable by imprisonment. Blacks were ineligible for relief, however
meager, under American Poor Law provisions.

* y

"With the waves of southern and east European irﬁmlgrants who poured into
American citles over the last four decades of the 19th century came a distinct
split in philosophical and organlzation provisions for the unemployed., The
Settlement Movement, another legacy from the English, emerged as a means of
helping the middle and upper classes to understand the ethnic heritage of
newly-arrived workers In America's urban areas. improvement of working
conditions, maternal and child care, unemployment and health Insurance, and
community development were major themes of the settlement houses, whose
target popuiation was the working poor just, above the poverty line.%

For the utterly destitute, the Poor Law and the workhouse remained,
boistered by a new movement-~the~ Charity Organization Soclety, or COS.
The COS movement paralleied the Settiement Movement and was a response to
the first major sign of cycllcal 'unemployment in this country.? Recurrent,
locally serious recessions lzegan in 1870 as one of the consequences of the
Industrial Revolution here,”  The COS acted as a local relief coordinating

*agency, visiting homes of relie? applicants to détermine eliglbliity and attempt-

S
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Ing to establish ‘objective standards for minimum family budgets. (it was from
the COS movement, incidentally,' that modern social casework and Jater, the
United Funds of American, evolved.) - Charity Organization Soclety .workets

were committed to tHe idea! of moral rehabllitation of. the destitute, but dif- |

fered from predecessor organizations in belng ‘wholly ,nonsectarlan,6 o
. -

A _Partial Break with Poor Law Tradition -

@

The Soclal Security Act of 1935 and the Wagner~Peyser Act of 193
constituted the first deparfures on a national scale from.local Poor Law ad
ministration and institutions. The Wagner-Peyser Act set up the natlon';
first system of employment services and state-administered unemp|oyment(
insurance. The Social Security Act provided pensions for ageg. blind, (an
In 1955) disabled workers; the destltute In -these categorles ame e|lg|blg
for public assistance. The workhouse was abandoned: In-kind relief  was
aschewed In favor of cash payments; township administration and taxatlon w. H
supplanted to state and federally-subsidized assistance. However, enduri g
distinctions between "worthy" and "unworthy" poor were retained by creation
of a ‘separate assistance program for the able-bodied, jobless family wlith
dependent children--Aid to Dependent Children. It was expected that ADC
recipients would be worthy widows and small chlidren who had no hope of
employment. . ‘ . !

Between 1935 and. 1960, two relatively independent systems of/' sdcial
provisions for the poor rather unevenly emerged: one for the per tem-
porarily displaced from work because of cyclical unemployment, who received
unemployment compensation and job referrals; and the second system for
Individuals whose entry_into the labor market was blocked Wy disablijty, age,
other personal limitations, family responsibilitles, or lack of opgortunity.
And, until the 1960s, it was largely true that destitute, fatherless famlilies
moved into the welfare (ADC) systemy while some unemplpyed Intact families
were supported through the un loyment insurance system. When the

WWelfare was established in 1953, figures
on characterstics of ADC reciplents suggested that fewer than five percent of
the family heads were employable.h%‘hls judgement was confirmed by the
general lack of relationship between demand for public assistance apd unem-
ployment rates; . . . '/»{Dd
’ 6 v -
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During thls pe‘rlod, thert, the:needs of the destitute unemployed were
* treated as a probiem for the public assistance system In the case of the aged,
blind, and disabied; a prop m of .the educational and poiitical system in the
case of immigrants; a pcoblem in the free market®system In the case of work-
ers suffering from lay-o or technological dispiacement; and a problem for
the correctional. system iy the case of many minority juveniies and adults:
Outside of the common school, traditional apprenticeshlp programs, and voca-
tlonal educatioff -at the igcal ievel, there werg no national provisions for the
development. of human resources in the civillan population. A series of work

rellef programs had en used by Roosevelt during the New lval to help ..
stimuiate the economy, but these pubiic work and public service employment ,

strategies were abandgned after 1938.
Employmeny and, Training, Programs for the Disadvantaged:
. The Current Situation -

Between 1962/ and 1968, the shape ’of modern American empioyment and
training., poilcies finally took shape.9 Characteristicaily, program development
was categorical, oriented toward putting, the able-bodied to work, and for the
poor, not well yeiated to the System of Income supports under public assist-
ance. Since the introduction of the Manpower™ Tramng and Deveiopment Act
in 1962, manpgwer policles have suffered from intrinsic confilcts and incohet-
ence, The d in of empioyment, *education, and training programs, relevant
theory, targét populations, effective technoiogies, and desired g8als have
been differéntly interprefed by government bureaucrats, elected officlals,
academiclans, and program providers,

Four/basic themes continue to be sounded through Congressional ledisia-

reduction of unemployment among the poor; (2) skiil upgrading, or
utitization of the alreagy-emphyed worker; (3) reduction of iow-wa

nt, and increased -seif-sufficiency of those dependent on public assist-
nd (4) Increasing the prEucthm of the labor force. Programs such
ou

Job Corps, Neighborh rps, and Upward Bound through
atlon's Economlc Opportunity programs’ were designed to enhance, job
preparedness of youth, and ip modified shape continue to be implemented
through the Comprehensive Employment~and Training Aét (CETA). The ADC
program explicitly Incorporated mandatory work and training provisions with
e WINFAmendments (1967, 1972) to the Soclal Security Act. This represent-
a publicly unnoticed shift In*program philosophy from child welfare and
hild protection for fatherless families to p.rl'orltS' on labor force partlicipation
f mothers, with subsidized day care their youngsters, WIN programs, as
presently constituted, have a minimal alning component and are chiefly
geared toward Job placement, The effe of WIN has been to extend the
average period that Indiyiduals remain on ADC, through 2 comblnation of
low-wag& work and welfaré. payments, About 25 percent of all reciplents are
now employed full or part-time. The WIN program has not induced ADC
recipients to spend more hours at work, but it has brotight more family heads
into the labor market. !

The CETA program, authorized In 1973 but not fully Implemented until
1975, has elements of ail major manpower themes, Reduction of employment
for the cyclically sunemployed is provided through public service employment
funds in Title V! and Title 1l. Proposed Carter administration cutbacks in
<Title V! will reduce this program to approximately 250,000 job slots. Pro-
visions for skill upgrading under Titie " reé(esent gpp’roxlmatew 10 percent
of monies under that title, but are raailgl utilize use of the potential for

u

clashes with local union Intérests. ction of low-wage employment is a

goal In all CETA programs. Attacks on thils problem have been undertaken In *

demonstration projects for Job creation and job redesign and worker training
programs under’ Title 1. Income maintenance is an Impllcit goal of summer
youth programs, and promotion of self-sufficiency Is emphasized by the pri-
ority given to ADC clients in the CETA program. (To date, however, co-
ordination between CETA and public assistance programs has been less than
successful.) ‘

Other CETA programd$ seek to raise worker productivity through out-

reach, counseling, skills, assessment, training, job referral, and job de-
velopment, The .em'phasls Is overwheimingly on the so-called "supply side" of
the labor market--training, education, and supportjve sagr/lces which il

.
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eghance the capacity of Individual workers to adjust and advance in the Job
market. Considerably less attention has been paid to the “demand side®--
s redesign of jobs, alteration of rk environment, creation of new jobs,
changed utitizatioh of workers in the economy, or modiflcation of the oppor~
tunity strdcture. Severe changes in the 1978 Amendments to CETA have
restricted eligibility and have resulted in much sharper targeting on iong~
term unempioyed and genuinely poor aduits. Women and minorities now con~
stitute the majority of ciients served under all CETA titles except Title Vi.
Evidence from a longitudinal study of CETA participants, begun In 1976 indi-
“ 7 -cates that Titie Il programs ‘have been much more successfil than originally
thought In promoting sustained labor force participation. -It has also been
discovered that, with the exception of referrals: from the ADC programs, most
applicants for CETA services are not p?ssons who have otherwise sought
assistance from the social weifare network. L
The Jobs Service is the third of manpower services highly utliized by
the disadvantaged. The role of the Jobs Service since its inception has been
that of labor maMcet exchange, with the goal of referring well-qualified work=
ers to meet the Mbor force requirements of jocal- empléyers. Although the
Jobs Service was encouraged to offer special services to disadvantaged applii-
. cants beginning in 1965, studies have indicated that less tihe is spent In
assessment “and fewer referrals are’ given to minorities and dlsadvantage%
Individuals. CETA funds have been‘commlngled with Jobs Service programs
to generate better labor market data for job planning and placement,  Limited
mobility assistance has aiso been avaiiable, although Americans have generally
not favored this means. of heiping workers relocate. 7

v

—

Since 1962, American manpower policy has vacillated between economic
ob}ectlves--lncreased worker productivity, mobility of labor resources, and
utillzation of labor supply--and welfare objectives, such as maintaining in-
come, Increasing jJob satisfaction, and personal fulfiliment. No one agrees
. whether manpower policy can, or should, emphasize social or economic goals,
or both. Moreover, policy debate continues over whether manpower training
opportunities ought to be universal or focused on the disadvantaged. Should
the most skllied workers be "creamed* for promotlon and® new job opportuni-
ties, or should investment be concentrated on the disadvantaged, hard-core,
and muiti-problem unemployed? Lacking consensus, it has been Impossible tp
- relate manpower’ programs effectively to other public goals Including educa-
tion, economic growth, inflation’ control, and reduction of poverty. The ievel
of federal commitment has remained relatively low and reactive or compensa:-
tory In strategy. No full conceptiialization of the occupational cycle has been
used as the basis for program planning ‘or financing.- ¢

Two significant trends may be noted in Amegican manpower policy over
the past 20 years. First, the number of program providers and administra~
tive units has contlnuaily proliferated, despite the objective of CETA legisla-
tign to offer a unifying umbrella for program planning and funding. .while
the programs under CETA nominally remain under local control, prime spon-

- sors toddy actually allocate only 20 percent of CETA funds; the remainder is
contracted by the *federal gavernment. CETA programs therefore reflect a
bewlidering diversity in Jlevels of professionalism, creativity, community re-
sponsivity, and auspices. WIN programs have grown less important in the
mind of Congress and proposed welfare reform legislation will virtuaily elimi-
nate them in favor of expanded responsibility under CETA. The Jobs Service
contlnues as a long-time state bureaucracy, incompatible In structure and
persgnnel with the newer CETA prime sponsors.

A second trend has been growing stress in manpower programs on ser-
vices to the disadvantaged, or structurally unemployed, rather than skilled or
cyclically unemployed, = As public service employment strategies have falien
from favor, private sector ifjtiatives and aspeclally small business have been
hailed as the true locus for manpower development. and job creation. The
1978 Amendments to CETA establish Private Industry Counclls which are to
enlist the support of businessmen in planning, monitoring, implementing, and

:_ evaluating programs for the disadvantaged.: The impact of Private Industry
* -Counclls has>yet to be assessed, although an early lrhplement_atlon study by
Ohio State University raises serious question about their usefulness.u‘
a
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E3 . Fallacles of the Present and Prospe'cts for th& Future

LN -

The future direction of manpower programs for the dlsadvantaged In the »

United States is open to question. There are five Ig'éslc fallacies In present-
day public and private responses to manpower programming, particularly
under CETA. A change In viewpoint and program’ mechanisms will be neces-
$ary In each of¥these areas if manpower efforts are to have significant Impact
on the status of the disadvantaged. It is conceivable that both .dconpmic
prodtictlvlty .and, soclal well- belng of unemployed, low-lncome persons can be
en'hanced glven modlflcnt!ons‘I_n current approathes, .

. /
. Therels a wldespread tendency to treat work habits and behavior of the
disadvantaged, unemployed worker as atypical: This attitude derlves from
our long cultural conditioning that unemployed persons are "unwot;tby.
Particularly in the new private sector Initiative programs, cons!derable. dis-
,cussion In the CETA literature Is devoted to explaining why a private busi-
nessman should be wlitlng to ‘accept a CETA client In the work~force almost as
1¢ the CETA cllent were some strange creature from an unknown worid. In
fact, the problems,of low-income workers--drug addiction, low motivation,
fami breakdown, legal troubles personallty and mental dlsorders, r
health--are shared in one form or another by many persons in the labor
force, Irrespective of Income levei. The "Alcohollsm In industry® program
launched by the Chicago Chamber «of Commerce in the late 1950's was aimed at
helping long-time, high-pald workers, The idea has spread, becauseq many

corporate boarc!; contaln recovered aicoholics whé recognize the problem, all.

too well,

The point is that by addressing the persona| economlc, and éducational
needs of the disadvantaged worker, Industrles actually gain valuable infor~-
mation. about how Increases iIn. productlvlty can be achieved among the re-
malnder of the labor force, The unemployed and disadvantaged workers are
not a ?reclal problem, but a speclal example of broader problems which afféct
a significant proportlon of working men and women,

v

2. The Fallac#of Short-Term Return on Investment |

Programs under WIN and the Jobs Service are both focused on lmmednte
Job placement,” Counseling and training for the structuraily unemployed

under Title 1! of CETA vary up to a maximum, placement of 18 months,

Programs which have the lowest cost per participant are”favored, such as
on-the~job tralnln%e while classroom tralning and public service employment
are less desirabl cause of thelF high cost and lengthlness.

serles of * demonstrations and quasl—experlments by the wer
rator;\: at Colorado State, University between 1960 and 1969 consiStently
showed that it may take ug to ten years before ‘a hard-core unemployed
Individual surmounts muitlple personal and soclal obstacles impeding entry and
promotion In a primary labor market job.13 Five Years may be considered a
minimum, Certainly, when one compares the relatively minimal soclal Invest-
ment In poor chijdren, partlcularly it they have grown up in famlljes, re-
-celving public assistance or minimum wages, It should not be surprlslng If
substantlal resources were_required to bring adults to an_equivalent level of
functiohing with moré advantaged Individuals, * In 1977,. the undjscounted
value of investment of a middle class youngster from blrth through college
was $90,000; for_a youth from an ADC family- completlng “high school the
Investment was 5”000.

Evldence from well-designed research on manpoﬂer programs ‘indicates
that the most successful have modest goals which recognize a serles of small,
Incremﬂlthl steps «p -an Increasingly complex hlerarchy of work ad]ustment
tasks, The problem of "bringing about unsubsidized employment In the
primary labor market [s therefore extended and devglopmental, not a time-
iimited, maximizlng process of” shifting an IndleduaI from short-term tralning
into an awaliting job slot. - , ¢

.
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3. The Fallacy of Socio-Psychological Causation

. )] .
The manpowe¥ literature tends- to treat ‘Work habits and behavior of the
unemployed, dtsadvantaged worker -as products of ingividual socio-

* . psychologicai orientations. Inability of the worker to find and retath employ-
ment is extensively analyzed in terms &f individual competencies, feelings of
self~worth, ability to work with others, .response to sypervision, perception.
of the opportunity structure, personal appearance, communication skills, »and
Intellectual ability., The CETA system, for example} isvelaborately orgdnized .
at intake to determime interests and potential ‘of the workerW¥nd Ahen to match
these with the optimal mix of work experiences, on-~the-job training, .classroom
training, and fuli~time subsidized emplayment for 2 time-limited pegjod. Job
placement and job development functiond have generally been subcontracted,
at least in lMliinois, to the Jobs Service, leaving primé sponsoré with the
mandate for placement but relatively weak internal resources.and visibility for
this task. o .

. 3 - o

« v s 2
With this approach, the outcome of manpower development /activmgs
under CETA~~that is, increased productivity of workers In.the' private seg=«a»
tor--hinges- to"a large extent on new,and bettermodels for participant screen- -
ing, selection, assessment, and referral. The premium rests on models of =
training which significantly convert undesiFable worker traits into desirable or
marketable qualities at the jeast cost, in the shortest amount of time,jin the
most replicable manner. s 3

\é -
. . .

E-4

X -
The failacy in this preocc(upatlon with worker characteristics and*training a

models is that it wholly, ignores the structure of the work site, the design of .
the job to be performed, the orientation of managemerst to ethnic or racial
minorities, the preparation of supervisqrs for- work with pdiliors who may .~
differ in race,” sex, of prior life experiences from employees traditionally
occupying work roles in the firm, and the adequacy of the work environment
in terms of stress, noise, health hazards, space for work, wage policies,.-and
other variables impacting mployee heaith and weifare. While, there is only
* limited evidence on the “infpact of the work environment on prqductivity and
jobr retention of disadvantaged workecs, avatfable studles seem to indicate that
for op-the-job training, the bulk of Akgotiation and review activity is concen-
trafed on creating the OJT slot. Once an individual is placed in the slot,
surveiliancé” by managemeng and by thé manpower organization drops  to a
minimuf. The datg also seem to how that relatively little attention is given to
design of the job to ba performed, or to its wareful structuring. This is oot
to imply- that jo?‘ design is wholly ignored, but rather that its significance’ s
underestimated ahd underevaluated in relation to the productivity of disadvan-
taged workers. There is sufficient basis -In, the literature now e arguing
that job design may "be one of the most important det@rmlnants in-the ccess
of an on-the-job placement. R .

Studies of disadvantaged workers show that most enfployee turnover in
entry-level positions is attributable to poor initial screening and poor super-
vision, A few studies atso point out thit monitors from manpower organiza~
tions can expect to-have little direct influence on the daily work environment
of trainees. Job coaches, counselors, program:monitors, and other manpower
agency staff external to the flrin can help_to reduck obstacles to continued
employment or higher productivity. They are most effective, however, in
manipulating thost situations that occur outside the workplace -~ e.g, child

- custody and child care issues, evictions. Tnsurance claims, homemaker ser-
vices, health needs, or transportation. Intervention at this level ensures
that an-employee can get to work We}s anxiety and fewer claims on his or
her, attention. Staff from manpower orqanlzatlons are+'relatlvely helpless,
however, In controlling the wofksite itséif.}6 R
\ This suggests that training and continued Intaraction with floor -managers.
and supervisors is as essentlal as obtalfing the commitment of management to
on-the-job contracts. A ‘positive arientatiorr by management does not ensure -
that persons responsible for dalty supervision’of disadvantaged workers - will
share a similat disposition. There have been no studles in CETA programs of
‘the extent to which labeling and stigma are attached to program participants .

. and negatively affect treatment by fellow workers. However, the effects of
stigma in other welfare programs have been well-documented; partictilarly in
the British Iiteratu!&zﬂ. Negative—attitudes By supervisors ahd peers may
produce Isolation, sel¥chate, feigned iliness, poor attendance, and low output.
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. Environmental variables such as stigma, job design, and job supervisiof
can be manipulated to the benefit of both worker and employer. Our, pre-
occupation with psychological ariables and personal varlables may omit just

those structural and process conslderations which are most ‘influential In job
, suecess and productivity. - '

* 4. The Faliacy of Homogeneity -7 -

LY

1

White it is a commonplace to discuss "the" unemployed and disadvangaged *
as if they were & homogeneous group, Tn fact the population -enrotled in
manpower programs is exceedingly heteregeneous. Minority teenagers, moth-
ers in ADC and oider workers may all be treated as priority groups undef
_CETA, yst their job training and development needs are highiy dissimiiar.
Young persons with no labor market experience, women who identify with
traditional female roles, and experienced workers who are victims of recession
. require different resources, counseling, t niques, and support services.
CETA programs, because of thelr inception during the War on Poverty, have
been strongly oriented toward youth; staff have beenjleast effective~ with
handicapped, middle-aged, and correctional Populations. The response of
private sector employers to ADC reciplents is strongly negative, yet dis-
advantaged minorities with no history. of weifare dependency are accepted far
more readily. Workers nearing retirement -may wish employment oniy for
purposes of supplementing a pension, ‘while young workers are interested in a
¢ much broader ocdupationai horizon. The "Job Ciub* -- an idea in vogue
among prime sponsors -- may be a promising method of .stimulating inexperi-
enced workers to seek job interviews, but is not likely to help an older aduit
overcomé anxleties about age and skill which Inhibit job search behavlor.

v Manpower program plannrng in the United States should be oriented-
toward a life-cycle view of the individuat, and the changing requirements for
manpower trainind and support services’ which accompany maturity and aging.
The fragmentation of the Service delivery system and the separation of the

4 Job Service hierarchically and philosophically from CETA programs vitiates

against a more hollstic and realistic view of differences in‘individual needs for

manpower training. However, for purposes of inteliigent program evaluation,

1t is essintlal to keep In mind that there are at least five dl,st&cj_ﬁ;’radlgms

for entry, processing, and termination of an Individual through a npower

. program. These paradigms va&)t with age of the worker, previous work
experlence, health, and education, .

) \1 5. °The Fallacy of Inevitable Unemployment
4 L. J

Amerituns are condltioned to believe that unemployment, iike taxes, is an’
inevitabie feature of the social and economic landscape. . "Full employment” -is
a hypothetical concept; debates :among economists touch more on what the
acceptable level of “normal" unemployment shouid be. it Is still generNly
argued that unemployment and infiation are Inversely related. Manpgwer
programs for the structurally unemployed are justifiéd by theorists on
grounds that even If fuli employment were attained, the structurally un-
employed would still be unable to enter the labor mirket because of personal
v or social limitations. e . o ¢ :

v .. It is instructive to note the example of other advanced western Industrial
nations in their conceptualization of employment and unemployment. Sweden,
for instance, has just’ emerged from the most serlous recession to strike its
economy since 1933, Throughout the three-year dow’ptﬁrn, the Swedish
unemployment rate never exceeded four percent. Creatiye use of publlc
service employment, payments to private business which encouraged retention
of workers for training rather than lay-off#, and selective .investment of.
public funds were among the policy mnstruments used to maintain and build

- productivity in this period of otherwise ‘wasted capacity . N e

In the case of West Germany, manpower tralning Is so meshgd with
current employment.and labor exchange information that an individual may
retain virtually continuous attachment to the iabor force throughout a lifetime.
If a worker beliaves he or she is in danger of losing employment, the Indi~
vidual may approach the employment service and ask to be retralned. Selec-
tion of jJobs is made from those occupations which are scarce or In hl?h de- .
S . mand. A subsidy is paid until training is complete /#8nd the worker is pro-

"
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vided with relocation assistanceawhen ready to move. Aithough this plan for
‘total provision does not vperate perfectly, the underlying conception is that
unemployment Insurance ~should Ideally be eliminated. Socletal arrangemepts
should Be such that Individuals move between bralr?g and employment as
needed, with state assistance, throughout a~sequence of careers. It is recog- R
nized that a break with the labor. force Is more serlous to remedy than a
loosening connection. . .

.
. -

Sujnmary ' ' .-

. .
® »

The destitute ‘in this country are heir to a venerable tradition” of man- _
datory work requirements, mixed with a rehabilitation motif and conditional
=4 grants of public rellef. While the workhouse as a manpower institution dates
‘back to the mid-16th century as a local rdsponsibliity, federal initlatives in o
this country only began after Wortd War {I. Federal manpower policies have °
increasingly, targeteéd the disadvantaged, although great ambliguity remains as
. to whether the ob}ectiye Is primarily economic, vriented to increased produc~
tivity, .or social,

The impact of current manpower programs for |the dfsadvantaged has
been vitiated by a belief that the long-term unemployed are distinctively
deviant or different; that job adjustment and advincement of the disad-
vantaged can be achieved with r:e;:am inputs las ng less than 18 months;
that personal’ attributes of the di dvantaged worke

! are more significant than
factors In the work environment in. determining job

‘satisfaction or retentlon;

- \‘1
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that' the disadvantaged poor are

all the same; and that the problem of unem-

ployment must be addressed, pri

broader view of occupational development of the [ife cycle,

diversity and common

humanity of disadvantaged persons In

marily “after it occurs or s

rpetuated. A
recognition of the
the labor market,

and a concept of continlious attachment to the labor force through alternate
emplpyment and tralning would bring a more productive perspective to modern

manpower programs., L4
>
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REACTION' .
TO

EMPLOYMENT AND TRAINING PROGRAMS FOR THE DISADVANTAGED:
HISTORY, CURRENT STATUS, AND FUTURE PROSPECTS

. “Robert M. Tomlinson °*
v ! . ]
It is both a pleasure and a challenge to react to.the paper by Professor .
, Ftyan, 1 wiil limit my remarks to selected aspects of the paper and attempt

. to make some extensions from the paper as they relate to vocational educa-
tion. *

She sets the context for the entire paper in an historical, perspective.
Vocational educators need to be far more aware df the historical and philo-
sophical influences which provide the context for specific legislation, imple~
mentation actlvities and other actions by both the governmentai and private

wSectors, Such considerations are essential to gain an appropriate perspective
for judging short-term .actions. .

¥
. example of this consideration is.her citing of the poor laws in En- ks
- - gland 1601. If my memory of history serves correctly, these laws were
passed In an attempt to facllitate the economic development of England in the
mercantile expansionist era and were 2 result of *technological innovations.®
The Invention of the flying shuttle and related developments made the weav~
ing.of ¢loth much more profitabie and required far fewer workers. The serfs
.and freeholders were forced off the land to permit the landlords to Increase
the grazing of sheep to provide the wool for the weaving’of cloth. These
displaced persons crowded into the cities and Some means was necessary to
force them into employment to actually produce the cloth for trade. The
religious beliefs and the Protestant Ethic of the time supported the "work to
be worthy®™ philosophy. .

. "R
An Important distinction Is made In the paper between the "worthy" and
the "unworthy® unemployed. After 300 years we are still ambivalent about
how to deal with these two "classes® of the unemployed. The worthy un= -
employed are generally thought of as the aged and disabled while the un-
worthy are the “abie bodied and apparently able to work"™ indlviduals. There
is little debate about the legitimacy of supporting the former; but, there
< continues to be significant debate about whether to-support the latter and, if

-

so, what types of programs of support are desirable.

v
©

Theeé)aper dates the U.S. Federal level policies In déaling with the
. unemployed and/or disadvantaged to developments following Wor?cf war I1. ,
Some of us can remember the WPA and PWA as well as the Civiilan ‘Conser-

vation Corps, or CCC program, of the 1930's. Many of the programs under

the MDTA and CETA have similar aspects to these forerunners. Some aspects

of all this legislation have had elements of "make work® for needy Individuals
- and some subsidiary aspects of actual training for employment. The balance

between these ‘two purposas, - unobligated support or_ reduired training for .ot
_._.support, "has vacillated as Indicated In the paper. As of  this date, no clear N

decislons or policy have émerg€d to provide direction on the éxtent to which

each of these approaches 3hould be supgqrted. Very slmphl/, the federal

government does not have and has never had a consistent or long-term plan

or policy concerning manpower development or utilization. Crash programs

based on expediency have been mounted in response to economic growth or

war conditions. . . -

A point, or theme, that is not highlighted to any degree in the paper Is

that 4 primary purpose behind all of the federal manpower programs has

essentlally nothing to do with training. That i$, the-legisiation is passad In

. periods of recession or' depression and provides money for heconomic pum

priming.® Training requirements are added as secondary to help make tﬁ; o
whole approach more "socially acceptable” than the provision of simple wel- W

‘ fare, which is seen as the alternative. However, much of the evaluation of

the effectiveness of these programs has been made in terms of the resuiting

employabllity of those who received assistance. Such approaches to account~

! * ability distort any possibility of adequate evaluation or attempts to obtain
employabliity for a particular-target group. .
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The wacillation between human development objectives and. welfare objec~

- tives pointed out In the paper have been not only relatively longer term,

three to five years, but also on a year to year basis. It is this vaclllation as

well as the proliferation of administrative units and levels to carry out such

programs that have caused some of the major difficulties for interfaces be-

tween vocational education of the more traditional type of operation and the
specialized, governmental funded programs. With each program has come a,

major increase in the personnel and.time required for all of the paper work

. and reporting forms. The regulation and proliferation of administrative units

E has made It most difficuit for the local person to plan adequately and to

conduct programs in cooperation with the spécialized funding provisions. In

many cases, the funding is entirely inadequate to carry out all the special

requirements as well as the follow-up specified in the various programs. In

some cases, entirely, separate programs have been necessary to Interface with

0 schedules, locations and utilization of funds. On a year to year |basis, funds

fo¥ proéfams havg increased or decreased so that no continuous planning from

' one year to the next, or even from class to class, couid be accomplished.

‘ Many programs have been established under specialized federal- funding and

students have been identified and selected, however, at the point when the

class was to start, they were delayed for some months until the next- funding

riod started and funds could be available. In many locations it has been

mpossible to utilizé an integrated approach for both the on-going and the

specialized programs. Changes in organization and structure are often need-

. ¢ ed to deliver services to‘the target group.

Another point that needs to be highlighted, and was given some mention
in the paper, Is the operational results of certain policles for the specialized
federally funded programs. Too often the accountability measures used, the
ease of operation of the program and the need to show an enhanced measure
of success have resulted in a "creaming process." This practice of selecting
the best of those eligible has resulted in aveiding the problems of dealing
¢ with those who most need the services. Those most in need can seidom be .
served ade ely in the short-term and most of the programs were created
and funde r~short-term.
The WIN program=is mentioned as an example of a successful approach. ¢
In some of my own research, the WIN program and its predecessors for sqme
20 years have been a viable mechanism to make preparation for employméht
possible for a selected group of persons. Fon: example, in our study of
practical nursing we found that a significant proportion of the persons in.the
East St. Louis, 1llinols area had been able to obtain preparation as practical
'nursef as a result of the WIN and other government funded programs. In a
followlup study some years after training, essentially 100 percent of the |
persons who had had support and had completed the program were success-
fully employed. This is one example of a longer term type of program which
had been able to serve the needs of a select target group, primarity minority -
females, who were receiVing ald for families with dependent chiidren. b

= &

Another federally funded program not” mentioned in the paper that |
think has particular merlts, although it had only a short term funding period,
Is the JOBS, Program or Job Opportunities in the Business Sector. ° This
program provided some supplemental assistance to Industries to employ eligible
persons and assist them In becoming a part of their reglilar work force. This
program provided various types of support on-the-job by those within the
company. Professor Flynn suggests that this is a necessary component for a
successful program. This-program was having.a fair level of success in & - _
number of locations but was terminated when a recessionary period made it
necessary for those companies to lay off some of their langer term and.regu-
lar employees. There are some similar efforts, through the local Private
Industry Councils, but they have not had the publicity or the nationa} in-
dustry efforts of JOBS. To my knowledge a parallel program has not been
initlated since. It would be uniikely to be successfut under economic comdi-
- tions wherg layoffs are the pattern rather than the exception. : '
. ¢ ,
I would like to endorse for further Investigation, exploration” and con- -4“5
sideration the five fallacies concerning the disadvantaged and unemployment ~

emphasized by Professor Flynn in her presentation. . .
. tn closing 4 would like to répe?.a proposal made by Rupert Evans in his
. paper for the Vice-President's TasK Force on Youth Employment. He mak v
: 4 . - .
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the case that many of. the federally funded special prograt'ns have attempted
nwork experlences" as a¥mechanlsm for dealing with the unemployment problem
e.g., summer youth programs, public service employment, OJT, We have also
trijed support for the Institutional approach through education programs.
Each.of these ‘approaches have had some successes but significant limitations,
_He proposes that the approach that we have not tried sufficiently is a con-
currem(‘work-and-educatlon approdch on a longer term basis, Sych an ap-
proach Certalnly seems to_have potential merit. | would like to support the
call for a much cioser working relationship between the special federally
funded programs and administrative units and vocational education to detiver
° a coordinated, long-term work AND éducation program.
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Work Productivity and the Developmentally Disabled

James E. Martid ’

.

One out of every five Americans outside of an Institutional setting is
disabled (Jamero, 1979). This means that over 23 miilion adults, or almost 19
percent of our non-institutionalized population are disabled--creating our

on's largest minority group. Further, only 40 percent of the disabled are ) '

%Iklng in competitive employment, with over 6,000 of these workers id at
the poverty level. . An estimated 200,000 of the non-competitively employed
disabled are working In sheltered workshops or work activily center nd an
estimated six million disabled afe in need of sheitered employment (Whitehead, .
1979). O the past decade the work activity center, which employs severe- '
ly develop ally disabled indlviduais, Increased in client population by 613
percent. These centers now comprise nearly two-thirds of the t6tal workshop
population, whiie in 1968 they represented only one-third+of the total (White-
hgad, 1979). These data do not ‘inciude 156,000 institutionalized development- d
ally disabled (DD) individuals. R - . N

Current legistation defines a DD as a severe, chronlc dl\sablllty attribut-
ed to a mental and/or physicai impalrment, which Is mani{ested before the age
of 22.° Further, It is thought that the disability wiil most iikely continue
indefinitely resuiting in.-substantlal functional ilmitations in at least three of N
the following areas: self-care, *self-directlon, learning, economic sufflciency,
.receptive and expressive lahguage, mobllity, and the abllity to tive Independ-
ently. Belng DD implies the need for care, "treatment, or other services that ot
are Indivjdualiy plained and implemented for an extended period of time or
perhaps a_lifetime (Breen & Richman, 1979). This paper focuses upon the

. work productivity of those handlcapped Individuals who are DD. .
4 i} ¥ . ’ .
The majority of the vocational research literature concerping the work ¢
productivity ‘of DD .Individuals has demonstrated that” a wide varisty of social .

and wvocational 'skllls‘ can' be acquired (Rusch & Schutz, in press), and that
the productivity rate of many #D Individuais can equal .non-disabied workers

. (Jdmero, 1979; Lynch, 1979). Unfortunately, many forces hinder and obscure

PAruntext provided by enic [l

\‘ " 1“. ~* o * -
]:MC o om T -76 o -

the Integration of productive DD workers into the national work force (White- .
head, 1979), and the competitive economic system (Mithaug, 198 Heal, 1980;
Martin & Laldlaw, 1980). The purpogg of this paper is to éxamiri¥ the integra-
tion of the DD worker Into?the natlonal workforce by flrst discussing the
factors which encourage integration, and secondly by Investigating the forces. =
ml;:;\ hinder and obscure the Integration of this-last minority group (GMC,

. F A

~

-

Factors Which Encoiirage integration Into the Work Forge

3

* Training . . 4

. s - .

The employment potentiat of . DD individuals has been recognized em-~
pirically _since the' 1940's and the feasibility of DDvindividuals to be employed °
has beeh demonstrated many times (Jamero, 1979). -Short term, intensive
vocationai training, though expensive at flrst, does provide long term cost
benefits. It is eStimated that for every pubilc dollar spent, eight dollars are
returned (Jamero,gna. ' ’

DD individuals can learn to be productive employees when adequate :
. training is provided. The lack of certain skills must not be confused with N N
inabllity to learn (RUAch®s Schutz, 1979): Incorporating training technology
called appli¢d behdvior analysls can enable DD indlviduals to pcquire, maintain -
and generallze w~ocatlonal “skills (Rusch & Mithaug, 1980). An .applied be- ‘
havlor analytic appro¥ch®o vocational training consists of: (a) an objective -
analysis of t Indlvidual's behavior, (b) direct and repeated measures of the,
anaiyzed behaviors, (c) replicable training techniques, and (d) acquisitlon,
maintenance, and generafization phades (Rusch & Schutz, 1979). Thus, the
antecedent events that seém to set up behaviors and tHe cinsequences thet
provide feedback and reinforce behavior comprise the parts of the objective
analysis (Albin, Stark, &' Keith, 1979). g

Legal Rights . YIS i a p . » )
7 The DD individual has the legal right to be a part of the‘vIo'rk force.

)y~ 1973, Congress passed and the President signed Into law the Vocational
- ’ -

.
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Rehabllitation A€t. This act and Its subsequent regulation established the so
called “Bill of Rights for the ‘Handicapped" (Jamero, 1979). For’ example,
Sectlon 503 requires contractors with the federal government to have affirma-
¢ tive action programs to hire handicapped employees, and prohibits discrimi-
3 nation against disabled indlviduals In the area of employment when they wouid
otherwise be qualified. Section S0R mandates that ali new facilities con-
structed by HEW funding be barrier-free. Also, this Section 504 prohibits
any recipient of HEW funds to deny admission to a disabled peskon just be-
cause of the exstence of a disabitity, .

Financlal lncenti‘;es *

The employer who hires the disabled can claim financial benefits, Em-
ployers of DD individuals can elalm a$' a deduction of 50 percent durihg the
first year of employmend and 25 percent during the secqnd year of the first
$6,000 earned each year {Ashcraft, 1979). Also, the National Associatiog for
Retarded Cltizens and the U.S. Department ‘of Labor have mutually estab-

. lished an on-the-job tralning project. The employer of a retarded’ Individual
will be reimbursed the entry wage paid for the first four weeks, of employee
trainlng and adjustment, and then will receive 50 percent of the entry wage

id during the next four weeks (Ashcraft, 1979), . .
”‘ Eotry Level Employment .

A" recent survéy of pastywork 4 force trends determined that minority

groups usually become employed in jobs which require iittle training or ex-

’ perience. The Irish, and more recently black Americans have worked in
these entry fevel slots before, moving on fo higher ievel employment. DD
indiviquals can, with adequate tralning and follow-up, become employed in the
Service industry (U.S. Department of Labor, 1976; Rusch & Mitnaug, 1980)"

For imstance, the Food Service Training Program, the Housekeeping Training
Program, and the Employment Tralnin Program at the University of Ilinois,

: Urbana campus, are demonstrating tHat mentally retarded adults can become
service Industry employees. . . .
AN
. , ,
Summary

-

. Several factors ‘encourage integration of the DD individual into the work
force. A technology supplied behavior analysis now exists which can train

*  complex assembly tasks to Severely retarded workers, and legal %ights have

: been established to enable DD workers to enter the rwork force, Toddy,
employers who hire the DD persons can obtain financial benefits, through tax
breaks and direct salary reimbursement. However, many forces hinder and
obscure these positive factors that facilitate integfation Into the work force,
These forces \are presented In the next section. .

- N . . /
A . <! Forces That Hinder and Obscure the Entrance of B
DD individuals Into the Work Force .
Attitude and. Behavigr of the DD Individual — ~

Many DD individuals do not possess a work ethic, }.e., the concept of
work being 2 means to an end {Martin, Flexer, & Newbery, 1979). The work
ethic concept is important to assist in the long term maintenance of an ac-
quired. skitl. Unfortunately, many DD Individuals do not. understand the

, relationship between work output and reward. Thus, the concept that buying

power equates with money earned is often not learned, therefore contlngent
ayment for .work produced _has no tangent relationship to work (Martin,
exer, «& Newbery, 1979}, eyen though it iIs the primary method of ‘paymentt
In\sheltered workshops and wogk activity centers,

~ A few DD ¥dividuals ‘have maladaptive behavior problems which interfere
with\continued employment. For instance, at the University of Washington's
. Food "Service Training Program, behavior such as verbal abuse and refusal to
» follow inStructions has caused potentlai workers to lose their jobs. Many
times, the number and extent of “poor attitude behavjors acts as an indicator
w of fallure (Sowers, Thompson, s Connis, 1979), "
' . * . 82 \C
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The typical non-disabled. worker will spend varying portions of time In ¢ <
vocational activities, leisure-time pursuits, and activities of daily living.
These activities are interdependent and if one is aitered or absent It will have- -
an effect upon the others {Kiernan, 1979). But many DD individuals do not
have a normal daily routine, Many D® persons live in a facility that provides .
baslc custodial and structured In-House activities which do not resemble the
non-disabled worker's. Thus, differentiated social roles are formed which can .

« cause isolation and tl;:e DD individual is stigmatized.

Employer and Co-worker Attitudes

T \
A recent study indicatéd that employer attitudes about DD individuals R
were ranked lower than any other minority group, including ex-convicts
< {Colbert, Ualisk, ¢ Chang, 1973). Employers more often than ot wili fofmu-
late opiniohs about DD individuals based on what they cannot do rather «han
on what they can do {Jamero, 1979). Employers often believe that DD indi~
viduals are always sick, unhealthy, and require protection from pressure
(Wysocklf& Wysocki, 1979). Many employers also assume that people with a
DD label are incompetent and therefore deny them employment opportunities
{Rusch & Schutz, 1979). Jamero (1979) believes that iack of personal contact
and mlw has, in part,, maintained negatlve employer attitudes.
Since many people are taught since eariy chiidhood to be alert and
apprehensive of differences, this reluctance to accept others can be, found in
vocational settings. Often, .once a” DD individ btalns a non-sheitered
. competitive job, minimal social interaction and superflclal acceptance occur
v among co-workers. |If the DD individual maintains the job fgng enough td
produce at the normal rate, subtle lo-worker rejectlon surfaces, creating
W"‘" tension (Klernan, <1979), The non-disabled ,often do not realize ¢
“{hat being DD does not mean totai disabillty but rather in some activities
equality at skill does exist. . : N

. The Prodi:ctlvltx Equation ) .

Capitai, technology, ‘and manpower are the components of the produc-’ ]

g tivity equation. Our present economic® system drops manpower out of the .
% equation and instead focuses upon capltal and technology (Roscow, 1979).

Manpower is so fundamental to productivity that managers overlook Its _Imslact. y N
. Perhaps the lack of concern to empioyeest needs has contributed to the slack '

productivity growth rate. People need to be placed back ¥ntd the produc- -

tivity equation because they are our greatest natural resource. But non-dis~ *

abied workers are presently being gxcluded so DD tndividuals are excluded,

also. .

The Secondary Labor Market . Co s+
. L

. Mang DD individuals are employed 'in thegisecondary labor market (Jam-
ero, 1979). This market, at best, pays at a Subsistence level, has limited .
career advancement, and provides minimum or no benefits. When a DD indi~
vidual becomes employed s/he wili 6ften become Ineligible for public support -
funds which could help subsidize the poverty level darnings (Wysocki § . .
Wysockl, 1979). Thus, In many instances It is In &he DD Indiyjdudl's begt M

<

financial Interest to remain dependent upon public Wwelfare. The (3 L.,

¢ nanclal support system offers little incentive “for an Individua!l fo Increase -
hisTher income since increases of even 'smali afnounts reduce publiic support . -
payments . . '

Assessmént . : .
' Vocational assessment has been of almost no practical usx (Gold, 1975). .
Vocational evaluators are using assessment procedures developed for a non-
.handjgapped population and are using them, with DD individuals (Schalock §

. Kararf, 1979). Many DD Individuals are being underserved or not served due
to inappropriate assassments. The current Instruments are” not appropriate

. for use since severe JOD Individuals lack the skills, traits, or attributes that

are measured, and fry td classify without giving training information that »
‘. could assist In the/ development of Individual training programs (irvin §
Halpern, 1979).- . . ! -
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The Present Vgcational Training System . .

Paradoxically, the force that mos® hinders and obscures the entrance of
the DD Individual Into, the work force is the vocational training system.
Often, appropriate vé;atlonal and Independent llving programs are not pro-
‘pided ay the secondary and post-secondary level. The DD individual who is

enied adequate training enters a vjcious cycle; their skill deficits exclude
- them from enriching opportunitles, ywhich then limit expectations. These
lowered" expectations prohibit entrance into training programs to gain addi-
tional skllls which fulfill additional lowered expectations (Rusch & Schutz,
1979).

N -

>y
In the not too distant past, DD students would receive a watered-down
verslon of programs designed for non-handicapped students. Basic instruc-
tion in art, music, English history and other fsubjects did little to prepare
students for entrance into t‘he work force {Fairchild, Mithaug, & Otto, 1979).
All students need to learn what the vocational environment is tike. [nstead of
tralning skills the teacher believes important, an actual anaysis of jobs should
be undertaken. Speclal education staff need to consist of special educators
trained in vocational education, and vocational educators need to have a
¥background in special education.
- Sheltered” v‘;or'kshops and work activity centers employ and train DD
individuals who are outside the competitive labor market for movement into
competitive jobr placements, But K most of these programs do not Integrate
their workers into mainstream economic and industrial activity (Whitehead,
*1979). In 1976, the average hourly wage for all workshop glients was .81, a
mere 35 percent of minimum wage. Only 12-15 percent of the , workshop
population move, into competjtive employment each year, with 75 percent of
this group being placed within a yeas after admission (Whitehead, 1979). In
other words, as DD individuals stay longer In a workshop, they have less
chance of belng placed. ;
[T 7 ®

Whitehead (1979) lleves that workshops and work activity centers -
encounter many non-habilltative Issues which may in part explain the low pay
« and plagement rates. The work obtalned is poorly priced, overly simple, angd
In indequate supply. Most work is [abor intensive due to lack of automated
proéedut‘esg The floor supervisors generally are the direct production staff
but they are the least paid and trained of all non-disabled workers., The DD
“populatlonvrequlres soctal skill training in addition tos vocational training;
however, thes quality - and -quantity of this trdining |s poor.t The financial
base of workshop and work actlvity centers are often short term, limited, and
..too small to support an adequate training staff. .Also, funding Is often based
on the number of peopfe in the program rather than upon qualitative changes
in the population (Pomerantz, § Marholin, 1972). The opportunity to move to
a higher paying job In the workshop Is vyry limited. Additionally, the oppor-
tunity -to move®from a work activity center to a shelered workshop is often
limited due to thd lack of a.com limentary program. Finally, when an Indj-
Mldual Is trained to do.a job and placed, little follow-up occurs. This sjtua~
tian creates frequent employment trouble and loss of employment (Rusch &

“ Mithaug, 1979). ’. - B

The present vocational trainihg system often focuses upon general out-
comes rather than upon the training strategles,.that would ‘teach  a skill
(Lynch, 1979). Supervisors in workshops®have had little ‘exposure to syste-
matic, training techniques. .In many instances job placement has been viewed
as matching Job requirements to the skills of avallable workers; unfortundtely
many DD individuals do not match job requirements without specific training
(Albin, Stark, & Keith, 1979). ‘

A

Past_ professiona! prictices have established a fragmented service de-
livery system thit Is based upon . disciplinary lines (Klernan, 1979). Thus,
the coordinatlop between the various segments in the service system seld
occurs. For example, after the termination of mandating speclal eduatio
services In public schoois, many DD individuals have nd access to other
services, Also, available vocational tralning services are often time limited
and not available to the more severely disabled (Klernan, 1979). Unfortunate-

" ly, puplic schools are starting to establish workshops and are In danger of
. mcorpgaung many of t'he same plans - (Pomerantz § Marholin, 1977).
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Summary - . " l ) '
Forces are present which hinder and obscure the entrance of DD indivi-

- duals into the work force. DD individuals often do not possess a work ‘ethic IS
withi employer and co-worker attitudes frequentiy" precluding hiring a DD

* worker. Our economic-system seems to place more emphasis upon capital and
technology than upon the-work force. The secondary labor market, where
many DD Individuals .find employment, pays at or below a subsistenee level.’

+ But most unfortunately, the present vocational training system is fraught with
underdeveloped training approaches’ and with a conceptually lnqdequate model, - ‘

“&
Conclusion

’ . -
Developmentally disabied individuals can become productive members of
our natlon*s work force. Notwithstanding the factors which encourage inte-

gration, the ‘forces that hinder and obscure productive employment presently 0
~ limit individual potential. These forces appear unmanageable; however, con- A *
sistent efforts to integrate DD workers into the manpower_pool create ;suc- . .

cess. Hopefully, the placement of dependable

-producetive DD workers will ,
slowly diminish the negatlve forces. .

.
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©*  Vocational*rehabilitation gesearchers have focused on three major areas of

study for over two"decades with fespect to productivity and handicappsd per-
sons (Rusch & Schutz, in press). During the fifties, investigators attsmpted
to isolate specific factors affecting the employability of the mentally retarded
(Koistoe, 1961; Shafter, 1957; Windle, 1962). Closely following these studies
came studies focused on vocationdl evaluation end prediction (Ferguson, 1958;
Fry, 1956; Pattersorr, 1964; Tobias & Gorelick, 1960). The third and most
A recent area of research has concentrated primarily on the modification of rate

.of  existing behavior, }..e., increasing productivity (Evans & Spradlin, 1966;*

'\Scm;oeder,_ 1972; Zimmerman, Stuckey,, Garlick, & Miller, }969)’. The sixties
Ended with researchers applying learning principles to diverse populations,
including the severely handicapped (Crosson, 1969). ‘-

14 . - ‘e
roL Researc{m%in the seventies brought a différent perspective to the term-
productivity. e seventies began with illustrations of competence (Bellamy,
Peter'son, ;& Close, 1975). and ‘endéd wjth texts devoted to the bast practices
to follow to train individuals' to produce goads (Bellamy, Hornerg & (nman,
1979). The seventies also began with the plea for normalized services (Woif-
ensberger, 1972) and ended with-a gumber of concerns that, as Martin (in
press): has pointed out, will undou ly .influence the contribytion handi-

“ capped persons will have on the productive capability of this nation,

° 2 -~ "
h The ,sev.en?lcs' will be thought of as the decade thst saw tremendous
growth of sheltered work settings, i.e., shegltered workshops and work ac-
tivity. centers (Whitehead, 1973). Contrasting™ with , growth were ‘the be-
gifning efforts of a few researchers in the-later part of .the Seventies to

.

study productive behavior in non-sheitered settings (Cuvo, Leaf, & Baro-

© kove, 1978; Rusch, 1979a; Sewers, Thompson, & Connis, 1979; .wWehman  Hilt, «

&'Kohier, 1979). Many of these ressarchers devofed their efforts to applying
the principtes of behavior analysis (Rusch & Mithaug, 1980) to diverse prob-
lems related to-the ablifty of bandicapped persong,to contributing,
productive members of soociety. For exampfe, moderately and ‘severely handi-
capped persons have been taught to purchise color-coordinated ciothing.

buses to and from work (Sowers, , & Slmison, 1979) and perform a
number of basic life skiils.necessa or. .(segb ¢ independent livingy &.g.,,
1979)¥nd

(Nutter & Reid, 1978), cross inters:#s‘(v berg & Rusch, 1979), ride -

mending clothing (Cronin & Cuvo,
. itz, 1975). .
The eightiesi*thereforé, would appear to “be& i likely decads- for the
study of productivity in more naturalistic settings, i.e., on our public_high-
. ways repdiring pot holes rather than in our shaltered workshopé producing
widgets. it would aiso appear to be” a decade thrat would witness quality,
integrated services, being  provided to handlcapped persons -- services that
promote their becoming contributing, productive members of society. How-
ever, as Martin ipgdicated, there are a number of forces working against com-
munity integration just as there are a number of forces that would apptar to
be supporting integration.. The eighties, therefore, are entered with quali-

* fied optimism. Tt ’ ’ . “

Today, in 1980, the forces working. ;ﬁainst the integ#stion of hagd’-
*capped persons appear stronger than the forces encouraging inte-
gratdn bBdkause the
service agencies, af&c{tiqg the quality of life for every handicapped -person in
this -natidn, lack 'coordination. Community integration's success may largely
be .relafed- to the evengual .capabiiity gof handicafiped persons to pt‘éduce
goods ., Essertially, worth will continue tp be determined by the handicapped
person's ability to enter into the workforce. However, entry into the work-

force - alone will not ensure successful integration and necessary commyniy’

adaftation. B - .
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I . . -
I Community integration requires an" individual to acquire and maintain a
complex of behaviors, e.g., Jf\:sure skilts, mobility skills, and social skills

; (Schutz, Vogelsberg, & Rusc in pressy. Further, integration requires
skills 1n requesting and receiving human servtces, e.g , from doctors, bar-

_ bers, and grocers For those persons with severe handicaps, the community
of human service providers will be requwed to.adapt their environments to

insure successful integration  Adaptation will include continuing to restruc-

ture curbs for wheelchairs and redesngnmg jobs {Schwaille and Horner, In

\ press). « ¢ o i .

Lt

Cﬁmporary service providers, ) e , vocational educators, residential

° trainers \,speech and language chinicians and physical therapists, are seeking
to affect the quality of Jife of handicapped persons through adhertnce to the
tenets of normalization The narmalization principle hds as its most ruds-
mentary tenet. the delivery of services in environs and under contingencies

~  that are as culturally normal as possible. But, the coordination of the forces
that support these goals 1s absent. For example, the ‘relative success of
efforts ‘to provide normalized services has been less than optimal due to the
unilateral approach of wvarious human service agencies responsible for ad-

ministering services It 1s not uncommon to find priorities for funding
chrange from compe,mwe employment one year to estabiishing residential aiter-
natives the néxt It would appear that because we have t behavioral

technology and the computer technology to do the job, i.e., train persons to
acquire necessary survival skills and monitor their progress (Ruasch, 1976b),

we now must develop the administrative technology to provide normahzed"
cdl‘hmumty services with maximum effectiveness. This means that all forces
that promote and support the* mtegrauon of handicapped persons must be
coordinated . .

(Y

A review of varidus state agency's pracuces serves to |Ilustrate the need
to coordinate the forces supporting community mlegrahon “In the’state of
Hiinois, as in othkr states, service agencigs have proliferated to the detriment
of service provision» This is supported by noting simply that more and more
time 13 'bemg devoted by service providers to the completion of paperwork,
more and more time is also being spent on the part of local service providers
to Search for monies to implement [bcal services. Such searches require that
local agencies respond to different agencies, ‘with different, propodals, In
different formats, at different times throughout the fiscal year. Vast service

.+ ° resgurces have been devot%g to "the quest for funds .

Y

Quality services for handicapped persons include residential and voca-
tional training programs. _Service providers are well aware of the need to
inciude residential-related programmlng In the areas of money managément,
personal hygiene and grooming, community mobility,’social behavior, feisure,
- h+Y meal preparation, and domestic ‘chopag.  Service ppoviders are also equally
< ‘aware of the necessity .to programx¥ocational tragling in the areas of task
completion, speed of task completion, time management grooming, peer inter-
action, and arrival/departure from work. {t is clear that these program
have come. under the purwew _of different agencies, partlcu|arly as these
agencies' priorities change. |t7 “also appears clear that these agencies should
P attend to the total person,” agreeing upon common goals, guidelines, forms,
and mom;oring reports that are amenable to each to serve the purpose of ali.

In,summary, as long as these agencies continue to approath the problems
or handicapped persons from a unilateral perspective,.the focus of community
. service efforts will ndt effectively be combined to minimize the detrimental*and
mitigating forces working against community ~integration. Undeniably, the

question facing the handicapped in the eighties 15, "Will the positive forces be
coordinated to focus upon the individual for whom normalized services are
\ ntended?" , .
o . - ’
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éong:opts in Cixilculum Related :to Productivity , -

v ' . . \
- ‘- ® Jacob Stern

» If there s a relationship between occqpationa! educatlon and productlvlty
. it is probably through curriculum; and if curriculum effort is to be brought
to bear on problems of productivitiy, we must haveca definition of produc-
tivity which lends itself to currlculum development efforts.

For the purpases of this paper, therefore, | will define productivity as a
quality or State in which goods and services are produce? under certain
conditions and to certain criterial levels. To ampiify briefly on this defini-
tion, | feel that it is necessary to stress that “goods and services” are In-
tended to inciude ali the economic and non-economic utilities which the species

- seeks to grovide for itself. The term “conditions" ia the definition denotes
all of the circumstances, environmental factors, inhibitors and facilitators

o under which and with which these goods and services are produced. “Pro-
duced” s intended to connote~the—physical, chemical, biological and psycho-
logical processes by which the goods and services are created as, well as their
distribution to the point of utilization. Finaily the term "criterial levels® is
intended to include the quality, efficiency, reliability and durability of the
performancas or évents which produce these goods and services.

Now that the: keyword has been def'noJ (at ieast to my satisfaction) we
may come to the central questlon, namely "What is the probiem In regard to
productivity?® ..

. &

The problem is that the quality or state in which goods and servicss are
produced nowadays in our. country leaves soniething to.be desired. The
conditions under which production takes place are often unsafe (witness the
hue. and cry raised when OSHA started to fiail its administratiye club).: In
‘the vein there is a growing awareness and concern that the traditional
rewa for superior performance are no longer es powerful motivators as °
they ce were. In criterlal terms the record is replets with exampl
goods and services whose quality, i.e., design, fabrication, finish, delivery
and maintenance, are f§r below .2 reasonabie standard. In fact the situation
has become 3o bad in this regard that high quaiity, work-is Viewed by some as
a thing of the past: and{ by many as a bad contemponry joke

v This situation has broad ramifications on the domostic as weli as on the
cr;&rnauonal scene, ..and on the perscnal and social lives ofp,groducey_‘s and
sumers. In economic terms more seems to buy less, and fo gn goods and
, services are more e ¥n the United States than are their domestic
Zounterparts. It is 3gainst this backdrop that "Productivity” has become the
code word that it has, and consequently it comes as no surprise that nationdl
conferences, special seminars, and special issuas of professuonal journals are
turning their atuntlon to it. \

+ * In this paper | .will present briaﬂy two views of this problem Both
tives have implications for curriculum theoty and devejopment. These,
:%h”: Technologost‘s view, and the Anaiytic/Behaviorist's view. From thg
“Technologist's view, problems in productivity are primarily,(ifsnot exclusive-

* *ly) responsive to technological solutions. History provides many examples of
great leaps forward™in productwuty due to breakthroughs in hnology. In
my own technical field, i. e., machine 100l technology, one may trace one such
development over a period of abou} 100 years. One of the limiling factors in
productivity in this technology is”the physicgi/mechanical pn:g rties of the
cutting tool. During the fast, century this technology has ved from high
carbon steel to high speed steel, to tungsten carbide, to cara;nlc oxide cut-
* ting tools.” The accompanying increase in cutting speed of machine toois has
. been: roughl\/ 30 times. - In simple terms, this means that productivity (af-
- fected by the efficiency criterial element alone) increased by about 30 tlmp\

due wthese technologncal breakthroughs , - .

Such: qroat advances have takan place in the production of many differ-
* ent goods. and sérvices. Agriculture is an qutstanding examplé where modern

levels that could nof have been anticipated a century ago. In banking,
retailing, medlcal services and construction; in the home as well“as at play,
ted\noloqy has *greatly enhanced our produ;w Looklng to the future,

fertilizers, herbicides, pestifides, and machines hawe raised productivitiy m\}

\
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A

whtla knows where the ‘next breakthroughs will come. will they bé in'i’ood

from the sea?- Wili they be in exploitation of other planets? Will they be in
unleashing the untapped potential which is commonly thought to be latent
¢ within each of us as humans? Or will it be (as some technologists and artists
have predicted) in the.field of robofry? The Technologist's view i1s that
thése and other possibilities must all be considered and that through stimu-
lating technological jnnovation, breakthroughs will occur which will elevate
productivity to constantly new heights. P
The” Analytic/Behaviorist view is quite different. Its focus js on the
performance of humans as key elements in the productivity problem. This
view stresses micro examination of the conditions under which the human
. performs his/her function in the productivity cycle.’ These.conditions are
physiological, psychological, social, economic apd technological. Productivity
may be enhanced (or inhibited) by altering ‘these conditions. Changing the -
ambience of the work piace, altéring the socialization patterds of workers,
providing economic and non-economic incentives etc. may.have a positive or
%“ negative effect on preductivity. ' -
- . This view also focuses sharply on the criterial aspects of performance.
As the conditions more or less represerit process factors, the criterial ele-
‘ments specify the attributes of the output. Tolerances may be tightened,
a. Production time may be reduced, process reliability may be increased, and
5 high level performance may endure over long periods of time without. interim
: ” reinforcement. Through influencing the behavior of the worker, it is possible
to enhanc;groductivity by‘performance improvement along these lines.

A coroliaty to this 1s the matter of monitoring and experimentally,alter- |
ing the time it takes for new trainees to reach acceptable levels of produc-
tivity. ft is genecally recognized that newwworkers who have just completed
their trdining ,achievé acteptable levels of productivitity only after the pas-
sage of semd time. How much time? Can we reduce.that time ‘through modi-
flcation of instruction? . if jt can be reduced-by this means, how much should
we attempt to reduce {{? "In other words, is there a point bdf diminishing
returns on further thaining in this regard? At present a modest inquiry is

s being conducted along these lines. '

. Let- us now  turn-.somewhat more systematically to the implications for

3 curriculum of these$tWo views of the productivitiy” problem. There are many

possible,_responsés by curriculum developers to the Technologists view;#s

some of these technolpgical innovations will involve changes of basic Civ

“ N %{, increased emphasis on science, problem-solving, independent mquiry_

arid expgrimentation are a few ofy the curricular responses .which may be

expected to yjeld the desired results. Even in the case of technologies

" , chdracterized Dy innovation. within basic principles, learning . experiences

p which encourage adaptive and” exper:'mentai beﬁavl'or should be -stressed.

=  There are obvious implications here for laboratory design, instructiohal mater-

ials, teacher competencies, and of’ course teacher education. These will not

W be detailed in this paper; however, sufficé iit to say that each' subject area

represented in the broad fi¢ld of voaational and technical .education has its

own contemporary exemplars of this curricular response to the technologist's
view, * .

.
-

.

®How then may cgrcicutmmd’ivolopers respond from, the Analytic/ Behavi-
v rist's “perspeciive? For.the last several decades (Bt least in contemporary
’ ;rms in thé 3ppearance of Robert Mager's liftle book), the behavioral
e ectgvesv moyement has been the dominan£ ideology in curriculum, particular-

in,volegional and.technical education. ~ While the ascendency of this viéw
o —a [ o?ten.been decried and deplored, it Ras persisted. ‘In fatt I am sure
N , t itsecritics, have often wondered how such a-superficia) perspective has
. persisted for so long. The answer to this question is simply that this be-
havionistic approach  is-not neaessarily superficial, nor reductionistic, nor-

B ' ‘defneaning. n the contrary, it has tremendous potential for revealing and
. . {maximizing depth and scope of human capability, The' digcovery of the
, microscope’xdid nqt diminish the majesty and mystery _of nature®. Indeqd_ it
. <Mmay well ‘have enhanced our appreciation of it. | am sure that edrly critics
[ ’ of the use of the mirror rajsed the same objections as,some of the modern
critics of the Anakytic/Behaviorist view. . y -
. \ ;
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In terms of curriculum iresponse, there are many possibilities.

broaden or at least alter t

We may

selected conditions under which the desired

peerrmance is ellcned ‘areas there 1s a great disparity between the

and technical educatlon
vances in .productivity

potential
favor of qualitative’ crlt'erla an|
ency, rekability, and. durabilit

Suc experlmentatlon couldwell yield slgnmcant'ad—
Similatly, investigations on.alterations of emphasis on

A cursdry examination of this area reveals ah incredible bias in
a virtual absence of emphasis on the effici-_
elements

In most vocational ‘and. techmical =

education programs <here 1s stant attention given to the factor of time: to

complete the job
of the notabie ones, hqv)ever

Vocational and technical educatio
misconception ~ | cannot higp

There are exceptions of course, and office practice is ofie -
the criticism is nevertheless valld, and curricu-
tdm reform along these liies may be most useful
conception to view the desire toldo a good job

.1t 1s a mischievous mis-

ulckl as a negative quality

has an. obhgatnon to. help to eradicate this
blt feel that this view '1s a residual backlash

. from the sweatshop, speedup, Stakhanovite tradm%n,af'a primitive and large-

-y bygone industrial era . Indee

vocatlo

| and hnical education curricu-

fum workers,,rvave an impor_tant tagk to fulfo her'e -

Finallyh'let me suggest that he
may be expressed as a mathematical

x Pf c (Q+E+,R+.D)

cond
The

n which'P = broductlv,yty, C.=
+ reliability, and D = durability.

-

defmmon wlth which | began this paper

equationt

N -

itions, Q = quality, E = effcuency; R =
genera‘l form of this equation of produc-

tivity may be su&ably adapted to Tany partlcular occupatjon by_adjustmg the

values associated with each of .the fac
In occupatjon X,
.75 =
unfavorable conditions and 1.5 =
Similarly, 1n this hypothetical case Q, E, R an

2to 5 as lowest/highest quality, slowest/fastest speed, etc.
ues, highest .productivity would be.represented by P =
It will be noted that criterial considerations being equal,

expressed as fotlows.,
.5 T most 'fa’vorable condmons,
conditions, ‘1 25 =
tions”

tivity by P = 2.
performance ynder less favorable co

tivity than performance under’ more fpvorable conditions.

has profound significance for those
. between prdductivity in technhological
" conditions. The appropriate technol
more Glearly thrﬂugh the appilication

. As a gulde toward improving produc|

may have great potential It appea

been clpuded by ambiguities it

devefoﬁment activities in curr;culum
0

produced faster  After all, isn't it
more and faster Is prec:sely what oug

A ruText provided by Eric
- '

T A hypothetical exdmple may be
mayrange from".5 to 1.5 such that
favorable conditions, 1.0 = normal
mog unfavorable condi-
might vary from 1
Using these val-
30 and lowestsproduc- _

itions ‘would mepresent higher produc-
This mterpreutlon R
ho would attempt to make compari
advanced and technologically murded
y movement may also be seen somewhat.
f the Productivity Equation In this case.
vity, it sedms to me that this paradigm
to bring clarity to a concept which has

a framework for research and. '

rovi

fb;.%atiénal and technjcal education.‘
= " ‘

If 1t does nothing more, at least i1t points up the,

superficial wiew that productivity Is

ysfunction of the
yn:}?bmous with more goods and services

pdssible (at least in_some cases) that i
society does not need? *
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CONCEPTS: IN CYRRICUI.\UM RELATED TO PRO‘DUCT\I-VITY

[ H John Washburn

{ -

. .~ ,
It was indeed a privilege for me to be Invited to react to the paper

prepared by Professor Jacob 'Stern. Initially in the paper, productivity is °

defined as “a quality or' stats'in which goods or services are produced under
certain conditions and to certain specified criterion levels.* It is suggested
at the onset of the paper and in the latter stages that the productivity level

in our counti‘y'gs low as a.result of: ;

1. The conditions under which goods and services are producedy

2. the gﬁalhz of geods and services produced;

3. ' the efficlency of producing goods or services; .
- g y the rellabllity of curient goods and services, and

the durablility of current goods and services.

Professor Stern sxplores the . issue of productivity from two different

perspectives: Technological and Analytical/Behaviorak. From the Techno-
logical perspective, increased productivity can be achieved thraugh expanded
innovation. From the Ary[ztlc/ﬂohaviorist perspective, emphasis is placed on
the ‘conditions under which’ humans® influence productivity. Using each ¢f
these views as focal pbints, Professpr Stern’ suggests a varisty of implications
for curriculum development/reform. These Intlude, but are not limited to:

in the litter stages of the paper, Dr. Stern suggests_that we quantify
productivity by qualifying the relationship that sxists betwéen the conditions
under which goods and services are produced and the quaiity, durability,
reliability ‘and efficiency by w the goods and services are offersd.

. From my experience, | 3 to view the deciine in productivity and

resuiting curriculum rneeds fi three_ different perspectives not uniike Pro-’
fassor Stérn's, but somewhat ‘differently o ed. | view the infiuencas of

_*Productivity from private sector, human elopment and public, sector per-

Elk\l‘c . L. ) go’ , , ‘

spectives. The private sector influence is gffisely aligned, in some redpects)
with the techriological viswpoint that Professor Stern descrl $, yet somewhat'
broader. The human development infiuences. are closely- alig d with the Ana-
+ lyist/Bshaviorist view destribed by Professor Stern. The plblic” sector influ-
enges are also discussed in Professor Stern's paper vis a vis an OSHA per-
spective. - . K hd ’ -
L4 b " ' - M . ' ' L 2 s
< In the private sector, predominant linfluences on productivity include low
investment in plani equipment and technological research; increased. labar
costs and shortages; lower rate of major inpnovition} capital .shortages, and
increased ,costs for raw materialy and energy. |t is clear that technological
“advapcement can increase pr‘oductlvlt& However, techpologicai advancement

*

whl not, in my opirfion, increase p tivity if the real resources are not
available to support that advance. A noted economist,. William Miegnyk,
suggests that “we cannot have perpetual growth in a technological rid.
Our resources are ite.” For my money, some vocational education _dollars
should be’ prioritized to affect, wherever pos + the training and service
capabilities of those |persons that are developing renewable energy sources.

r

»
x. »Emphasis an problem soiving, ‘experimentation and* sindependent
inquiry as a’ means of thanging basi logical principles;
2. emphasis in the Instructional setti of practical experienché with
' - the rdal world ©f work conditiéns, ahd* - . ‘ -
3. ,emphasis in.competencies needed to\atlect reliable, durable, effici-
' ently-produced good$ and ssrvices. y - , *

s

Without renewable erlergy to _support technological edvances, we can exPect .

. - ~
'

From -a_human_development pers tive, such factorsl as public. titity
toward business; Tpffation; decline in the work ethic; a shift in the, ge of
the tlabor force; increased perception of what jabor .can do for gf; poor
quality goods and increased sbsenteeism; an unwillingness to gefer mme late

N Ty .
T S0 7 .

diminishing returns for our technology.

:
' S %
.
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reward and giatification, and Job security concerns are paramount Chambers
of Commerce all over this country call it “economic literacy * It’is that
unusual part of the human work consciousness that some call the affective
omain. ‘To me.it's lifestyle We have gone to the other side of the pendu-
fum from an atmost "holy" view of work 1o a view that perceives work as a
way to the good life (to spend, buy and use) _ In the process, we have
somewhere inextricably woven,the concept of “undesirable! jobs  Vocationat
education doltars can be "put to use in our schools to bring the pendufum
back in the middle somewhere. We need to meve from a shightty metancholy
view of work to one in which, rt simply becomes a "good cause"--not at all an
easy curricufum task. ¢ . A . '

.

. Frog a ‘public sactor influence, such factors as: health and safety.
legisiation, government grants not renewed without demonstrated short-term
progress, a cherished belief that our "leaders" can pull it out, and economic
poiicies that sufle rather than stimulate investment are all areas which affect
production Wwe find, for example, the. public sector competing with private
industry for hmited capital dollars to meet an ever increasing debt service.
A university brofessor i1s expected to "publish or perish* . often before.re-
search is pleted. We support very little long term research and develop-

@  ment nrts in oursown State Board office We just simply capnot atways '

show sroom applicability for research and development in five years as

vocational education” law requires. These influences are alt coupled with my

concern that vocational education teachers in this countyy are hard to éind as

. the profession no longer offers the incéntives necessary to meet the s ndard
of hving we all expect. . ¢ »

N ! ® R

From a vocational education pers‘;'w. tive, an emphasis needs to be placed

on solid leadership--ieadership .that [s concerned about the balange between

business, ndustry, labor and government. We need to define howlyocationa

education can influénce these public sector influences which inhibit produc-

tivity . ' . e e ! -~
. .

I " From }/ perspective, the productivity equation s at least as complex as

J

T

. Professor Stern suggests in his paper. Characteristics such as durability,

‘rellabitity and quality are, in my opinion, measures of the effects of produc-

tivity. We need to concern ourselves in vocational education with just where

we can legitimately impact on productivity. We cannot do it att,
r T

In some fashion, productivity is qual to many factors associated with

private sector, human development, and public sector infiuences. What

vocational education leaders need to do i1s clearly define hoy, In fact, thdse

. influences affect productivity. People tike Taylor, Schaumaker,‘ Miernyk,
" Khufman and Orucker have defined many of the influences for us already

. We desperately need to decide just where vocational education fits. Then we

< can ‘clearly define the longsterm curriculum and” professional development

negds for vocational education. ’ »n
" .
we , :
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_ . .." Closing' Remarks to Symposium Participants -

Iy >

pY N y - . . R .
8 T - Rupert N. Evans ) . ,
Rd ! M !

1 ‘ain ndt, going to' summarize what has been presented to ydu in the last.
few days. There is no way anybody can do that, or at least no way that | '
. can do it. Instead, | want to.make a few comments about what seemed to me
" to be some of the mone important jssues that have been raised and have not

been raised. We. have not sald much_about, “Why all this interest in produc-

- ° tivity?®, ‘and | think there is a very real reason for .it-~that is that we al-
‘¢ ready have underway-a sharp decline In our standard.of living. This decline

‘.“‘1; principally being brought about-by: increases in International prices for ofi

And other raw materials which are affecting ‘the erflire’ world.- + believe that

theré are’ only three ways to slow or possibly to counteract this decline in

“ oyr standard .of living. First, to increase our labor force participation ,more
pidly than we increase the number of consumers: We have done a pretty .
cod Job of that,™ Se€dnd,. to increase private sector employment, rather than
public sector employmédnt. » We have done something with that® And third, to
increase productivity. ¢ ’

- . I3 3 : .
o O point came through distinctly during our two days of discussions:
’ { increasing 'productivity has cbsts. . There is not any free. lunch 4n produc-
tivity increase just as in mos{ other things. Sometimes we have pot, how- =
ever, sharply differentiated between. increases in productivity of individuals,
enterprises, or nations. All three) of these presumably lead to gains in
standards .of living. That -is, the.increases in the productivity df an indi-
vidual are likely to lead to increases in that individual's standard of living.
: Similarly, lncru‘soﬁln the productivity ,of enjerprises and of nations ars
likely to lpad to iftreases In the sund,rds of living of those involved with

those enterprises and nhations. .
¢ N °

° - 2
.

. . N :
<« .Increases In the productivi of “enterprises, it seems to-me, can be
actomplished through inci¥asing fhe productivity of their current workers 4or

+ through displacing workers with productive capital (as opposed 1o cipital that
is expended qn things which do not lead to production), or through reflacing

s less effective individuals with more productive individuals. -Thess thres

o - “obwviously have different effects on individuais: —increasing the pro-

ductiVity of .current workers tends to be good fog current workers q, they
were and will be noth working too hard: Displacing of workers through in-
creasing the use of productive capital i$ not generally regarded by those
> displaced workers as, having been good for them. -And the attitudes toward
the replacing of less productive individuals wih more productive Individuals

.depends on whether you are cne of jhose being replaced or one of thoss who

Is doing the replacing. These three options are bolnq exercised very differ-

e ently yin Japan than in the United States, very differently in union’ and in

', nonu establishments, very differditly in lange-and . in- small enterprises
' and they affect poor pecple very §jffgrently. - - . ’ :

v .
There are some interesting differences in the timing of training for,
productivity. Nations are more likely tq: train workers atjthe bottom of the
. - economic cycle, while enterprises do their training when sthe economy Is
. expanding. Vocational education is designed to do the same amount of traine
ing reQardless of the state of the aconomic cycle.”; Therpfore, vocational
educafion is the only agency that is doing any tajnlng at all on the down

side of the economic cycle. ¢ . : .

w - - .

. Whén, nations exclude unproductive Jo’(ors fﬁgﬁn' work, most feel some-

what of an obligation to keep these excluded workers from starving. Enter-

+ prise$ ~do not have that particular morality.. This, it seems to me, leads
nations to encourage actions which remove persons from welfare and allow -

\ them to be at least marginally productive, because then the mnation does not

have to pay for keeping them f Starving~', So*nations, more than enter-
prises, are interested in encouragihg individual gains in productivity. En- -

« ;erprlse’s?!.nd to be interested in employing workers with the highest lsvels

' df productivity they can find, rather than in taking very-unproductive work-
“ers and tur:lng them into marginally prgd_‘Uchve workers. « .

F 3
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~
In view ofs our dnterest in productivity, it was intefesting to me to look
at 3 very recently cpmpiled tabulation of wvocational

but careful reading on my part could not find produ
m thats hst 0t,252 outcomes.

ity inferred even once ,

.Finiﬂy, some random comﬁfe'nts During the last couple of days, Sweden

was mentioned again and again. | thoroughly enjoyed a quote from a recent

Study in Sweden in which they were looking at the future of Swedish empioy-

ment - I quote, "Linear extrapolation indicates that in a few years no one will

;:roducmg anything in agricuiture or. |%:Iustry and half of the Swedes xvlll

ully occupied. takmg care of the.other haif."

- <

One of the most strlklng sets of figures that | heard in our twp days

was Marilyn Flynn's note of the investmént weé make in 21 years of a person's

life if °the person goes to college  This amounts to about $90,000. A similar
mvestment for 21 years for a typical AFDC child is about $20,000. ° -

I think we vidw produc!uv:ty unrgalnstlcally uniess we |ook carefully at
Professor Steven's term, “incumbent insecurity." Ingecurity of incumbents, .
however you phrase (t, 1S the obverse of a search for a predictable, for:
table environment. We must recognize®that the primary goal of \Artually
every worker ,is the protection of that worker's job. Everything that we do
or think or say’about productivity and vocational education mus} take this
into account. This kes one, think, of course, of asking the; general ques-
tion, "who are the winners’ and who are the losers as we‘develop produc-
twnty"‘ There are Iosers as well as winners. There are costs. -

1 was b‘eginmng to think we ware going to' get away from here without -
ever asking questions abotit the productivity’ of .the trainer. Fortunately,
Professor Stern brought us back on track. The papers qn special education
also had a bit 3o say abou;, productivity of thé trainer. This is a vitai part
of productivity, surely. A recent .article talks Sbout the success of institu-
tions and the failure of their task it talks ‘about skid rdw missions and 53ys
essentially that if a skid row mission is to continue to exist as an institution,
1t must fail in its‘task, You can expand_this.concept. 3.bit-t0-1ook at pris-_
ons,” sheitered workshops and rehabilitation counseling. All of these ‘groups
need to fail in their tasks intorder to let their institutions survive. As part
of looking at fajlure, we need to Iook at how often trainees are recycled
through the system. How long do they stay in the system? Ten-year doc-
toral programs recycie doctoral students. A four- -year high school vocationai
program may create some task failures sdbconscnously in order to be sure that

the institution survives. 4 . - . K

| was amazed, frankly, at hdy we came up with what seenls to be to be
three compietely different definitions of productivity. | heard an almpst
unstated definition 1n which productivity was seen as,"the output per worker
per unit of time." More formally it was identified as "the amount of output
reisfive to input." Finally, Professor Stern stood productivity rlght on jts
gar by suggesting .a measure of persona] productivity which says that in a
work setting which allows you o produce at all, the worse the work setting,
the more productive you must be. At jeast that is the way | understood him.

am not sure how one ought to act in order to maxnmuze productivity under
that definition.

I still have questions, after our two days, of%how we can reconcile ourﬁ
needs for productivity with our values about occupational, social and, geo-
graphic mobulnty [ do not know the answers, but { wish | did. ,

. 4

| must say thadt | 'come away from two days of preseftations and dis«
cussions much bettar informed about the issues, more aware of some of the
problems, but -even more unsure tt@n before abodt the solutions. That Is
almost a definition of education, so it is clear, that the last two days t)ave -
been an education for me. ¥ ’
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. :tivity in the Workforce:
5 TAvofattonal Education Perspective,

D R \ ' .
e -

_James A.' Leach -
e - .

" s

. .
Magagers do a.lot of talking about higher Broductivity being the key
to higherprofits. On that Qelief, “we have built so-called professional*
o menagement Into a.laboratory sclence -- d0 concerned.with efficiency,
automation, time.and motion studies, and wdérk sjmplification that maay
of us have overlooked the human beings.whose work lives are defined
By those bloodless concepts. . : D 3 .
. - M [ . )
One of the first questions of concerst to. vocational educators raised in
_ this monograph was, "Why should we be concerned with the topic of produc-
tivity in the workforce?”.’ A second question, of obvious Jnportance to fe-
searchers, asked, "what difference would it make if we- knew more about pro- '
ductivity?¥. The purpose of this paper is to present respgnses to these
questions from a vocational educator's point of view. The first part of the
paper will offer a rationale fon "the concern with, and involvement of, vo- .
cationat education in the toplc of productivity irf the workforce. The second '
-part of the paper will suggest what differences ar outcomes might resuit from ¢
knowing’ more about the topic, - ! .

£

A Rationale for Vocatiénal Edefation Involvement ' . ’

P -

Recently, ~the American publi¢ has become eplightened concerning the_
lagging productivity of the nation's workforce. Declining productivity has
been spotlighted as a major cause of inflation. Irving Morrissett stated the
relationship simply: “The ‘most ifipontant basic fact about inflation and income
is that if average @wne incréases by more than average productivity, infla- ¢
tion must result."> Virtually everyone is concerned with inflation. The'.
nation's economic downturn, in particular the rate of inflation, has made the

- productivity of the workforce a professed congerm of many disciplines oltside
economics. . L N . N .
. ] 3 N

)n"’many respects, the productivity of workforce has always been a-
concern of vocational education. By its very nature, vocational education has
concengrated on the appropriate preparation of youth for. participation irr the -
workforce. In recent years, this -mission 'has expanded to serve additional
populations besides youth and has begun to place emphasis “on preparing
people for job maintenance and ‘job mobility as well as job acquisition. The
assumption has been made, | think, that adequate preparation for an octupa-~
tion inherently incorporates achlevement of an adequate productivity $tand-
ard. |If these” productivity standards are no longer adequate, parhaps, as.
Stern pointed out in -an-eéarlier papelr in this monograph, quantitatiye pro- .

_ ductivity standards, as well as. qualitative standards, heed t? be asized
. in vocational education programs. . R

' * As questions are asked Fegarding the reasons for the declini uc- *
tivity of the workforce, so tpo .will questions be asked abaut the reparation
of those workers. |f productivity continues to decline or fails fo increase, |
vocational education will, in my opinion, be asked to do somethlg about it.-
This seems to be: a safe prédiction since schools have alwayj been, to a.
certain extent,  reflection of soclety's ills and are almost always expeécted to
cure them. |f ‘the-traditional pattern *holds up, {he\dgmand for schools Yo
solve the problem will come from many segments of society including business
and industry, labor, and government. < . . I ‘

e In.view of the expected pressufe to help prepare a more productive

workforte, vocational education can choose to make the nhecessary adjustments
in its programs to emphasize the quantitative aspects of working. This may,
in some manner, help to alleviate the problem in_the short-run. There are,
however, obvious tradeoffs involved in this &pproach such as possible reduc- *
tions in the quality of work performed or even in the quality of working life.
Vocational education can chodse to respond in another~and, I think , fnore-

_, Important fashion: Vocational education can help to investigite the concept of
productivity in the workforce to détermine more appropriate solutions to_the
problem. ., . . a ’ b

. The concept of produc’tivity cuts across all occuptional areas i voca-’
tionat education and is of equal importance to _eac.h.a As has been pointed out
Q , . s L ’ ’ )
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‘ ~in the previous papers, productivity is a complex concept with measurement
difticulties and various causal factors. These factors include: capital forma-~
“ tlon, technological. advancement, and labor utilization. The literature points
o to the fact that much needs to be |earned regarding the relationships among -
these factors and their effects on productivity. Indeed, new measurement
techniques and standards may need to be explored. - : .
Obviaqusly, vocational education is directly linked to, angd_may be most
~ concerned with, the Jabor utilizati factor and human capitai  formation. .
Vocational education has an opportun for, and 2 legitimate concern in, the
pursuit of disciplined inquiry regarding this facet of productivity. Vocatiénal
education shares the responsibility of adding to the understanding of the
. concept of producti¥ity in the workforce. ® : .
- .

Potential OQutcomes

s

*

: . . !
Any etfort to predict potential outcomes of an effdrt,by vocational educa-
tion to become actively gvolved in researth on the concdpt of productivity is
at best incomplete. The possibilities or the differences it'can make are most
asSuredly unknown. The following four possibilities’ are not meant to repre-
sent dn exhaustive list of potential outcomes but, rather, are ﬁesengéd as
« examples of what might resdit. . S
First, an obvious outcome might be increased productivi?y of the works:,
force. If more 1s kdown about the“concspt, more can be done to manipulate
- the factors invoived, including labor. Manipulation of the labor factor is not
a new concept and does not necessarily have to be undesinable. Cancepts
ssuch as participative management, job sharing, participative ownership, and
‘self-renewal require further research. Much can be learned about ‘what

motivates workers to be more productive. We know very little about what the -
incentives should be‘or the effedts of ‘incentives on productivity or on the
worker. .

- . -

.

Some “observers believe that the point of diminishing returns has been
redched in_technotogic dvances and that the labor factor is. key to in- o,
creasing productivity. James Bere, airman and, Chief Executiye Official of
the Borg-Warner Corporation, stated fhat : '“the real untapped, asset at most °
corporations Js the energy of the human spirit and that it [ies waiting like a
colled spring to release enormous potentials for higher productivity."> Why
some workers are more productive than others or why some environments are
more conducive to higher productivity need to be looked at in new and differ-

ent ways. B »

-~

Within this framework, much more‘ can be learned about: the concept of
“incumbent insecurity" suggested by Stevens in a, previous paper. jn this
monograph. The use of varlous techniques to. protect one's”job may baps

* ~psycholagical burdef’which surely affects productivity; but in which, direction 2
« OF to what extent is not known. R . bt

A second outcome oéf research on the labor factor might be new measure-
. ment techiiques. ' Perhaps economists haéve tended to _concentrate on too-
narrow a range of factors in explaining and measuring productivity, growth.
Current methods tend to shun l|ess tangible and, to this point, less fieasur-
able factors such gs worker discontent or the™ effécts.of leisure. Campbeli,
McConnell points out that after assessing the quantitative impact of a number
of conventional factors in the productivity slowdown - the gecline jn' the
growth of capital,per man- hour, the real decline in research and development
outlays, sectorial and demographic shifts in the labor force, and so forth -
the Council of Economic Advisers admits”that: ““the r8asons for the slowdown

' " are not fully understood at'this time because the decline.in prbductiyity
growth appears to Be larger than the sum aof the estirnatgg effects of these
factors." - - » . .

A third outcome of research and development on productivity might be a
§reater voice and role for vocational education in establishing and carrying
* out_manpower policy in this nation. Productivity and its related concepts will
be an integral aspect of any manpqwer policy development. The futire rale .
of vocational education in the development and delivery of manpower programs
i may depend in large part on the leadership it displays in identifying and |
Q dealing with complex problems such as productivity in the workforce. i
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Finally, & fourth outcome of vocational education involvement in research
and development on the concept of productivity may be at least a partial
answer to the question of how much gmphasis is to be placed in this country
on the output of work. Stated in another way, what is the relationship
between productivity growth and the quality of life?

David Egstburn has made the distinction between "economic man" and
“social man." Economic man iS concernedswith production, quantity, mone-
tary values, work and discipline, and competition. Social man is concerned
with distribution, quality, human value, self-realization, .and cooperation.
McConne!l observed that: “perhaps society in some subtle fashion is render-
ing a decision that more is not better. ' A tacit consensus that social man
should prevail over economic man may be emerging. A f!ecline in productivity
growth is an expected consequence of such a decision." |

Another pe'fhaps more utopian view is (that methods can and must be de-
veloped to reap the benefits from both the economig 8nd social thrusts. Much
more needs to be Jearned in order to preserve or expand the social weifare
while dealing with the econoric realities that afféct ft.

Conclusion

Productivity in its simplist terms is the relationship between outputs and
resource inputs. Productivity depends on the quantity and quality of these
inputs. It would appear that wvocational education can have its greatest
impact on the labor input.

The decline in productivity growth may be only an indicator of a work-
force that wants a change. The questions for vocational-education may be
what kinds of changes will they be and what roles should vocational education
play in these changes. If the roots of the productivity problem lie in funda-
mental shifts in societal values concerning work or in major institutional
changes, than appropriate remedial measures are less evident and decidedly
more complex than the avBilable methods. If this is the case, large portions
of subsidies for education and manpower development might best be devoted
to research and development activities designed to learn more about the
concept of productivity in the workforce. )
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